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ABSTRACT

It has been a widely held belief that the roleesfisr administrators in academic units in
UK universities is ill-defined and sometimes pevesi to be in conflict with that of their
academic colleagues. This research was initiatédttie aim of contributing to the
improvement of working relationships between seaaministrators and their academic
colleagues through increasing our knowledge of titmwoles are defined, their assigned
responsibilities and the perceptions held of th& polders. Using a case-study
methodology, two studies were undertaken at diffeirestitutions to investigate these

concepts.

Recommendations are made to institutional senioragers, heads of academic units,
post holders and the relevant professional body &gsociation of University
Administrators) that encompass proposed improvesrnent

» administrative structures and human resource gieste

» professional development programmes for all staff;

* induction, probation, appraisal and review procgsse

It is further proposed that senior administrat@sritegrated into the senior management

team and hold line management responsibility feratiministrative team within the
academic unit. Of utmost importance is the preadtissemination and communication
of the responsibilities assigned to the role if eneffective working relationships are to

be achieved between the senior administrator aadeswic colleagues.
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INTRODUCTION

This investigation sets out to develop furtherdbaeral understanding of the role of
senior administrators in academic units in UK umsitees. In undertaking this
research | am seeking to provide information tloatd inform practitioners aspiring
to such roles, managers of post holders, and boesg®nsible for the professional
development of administrative staff. The aimstarbuild upon existing published
research that demonstrates that there is a gdaekabf clarity and understanding
regarding this role, and also to expand the lef/&howledge available and identify
areas for further research in the future. In aoldito the views stated in the literature,
personal experiences of working as an administiatbigher education have shown
that there is a general lack of understanding withstitutions regarding the purpose
of the senior administrator roles in academic uaitd the nature of their
responsibilities and contribution to the work oé timit. This has on occasion resulted
in tensions between academic staff, managementtaed administrators.
Consequently, in addition to the aim of buildingpngexisting published literature, it
is hoped that this research will contribute toahgoing demystification of the role,

its purpose and responsibilities, and go some waletnonstrating that the senior
administrator is a partner with other colleaguethenacademic unit and not just a

competitor for power and resources.

The focus of this research is senior administratassed in academic units in UK

universities during the years 2005 to 2006. Therlieg central research question



comprises three parts:
* how did the roles come about;
* what are the post holders’ duties and responsdsi|it

* and how is the role perceived?

This thesis is structured under a number of headimgt broadly follow the process of
identifying the literature to inform the nature asekign of the enquiry, the design
and management of the research itself, the presanta the data obtained,
consideration of the findings, the conclusions draareas for further research and

reflections on the outcomes from some stakeholders.

In this chapter a summary of the main aims in utadtérg this research is given,
considering exactly what was to be discovered abenior administrators, the initial
ideas on which research design is based and aneuoflthe methodological issues
and processes used to obtain, analyse and coulsitéerelating to this. There is a
brief justification for selecting this area for easch in the first place and how my
own beliefs and professional circumstances may oinga the research design,

implementation and findings.

Aims of the research

In order to establish how these roles are defibgdyhom and what process, and how
important their responsibilities are within the warf the academic unit, it is first
necessary to effectively identify the overall amut{ined above) to focus the enquiry
(Wallace and Poulson, 2003). This gives rise narmaber of questions that are further

influenced by publications outlining the role oéthead of academic unit in



universities (Hare and Hare, 2002; Smith, 2002)cWwindicate that the role has
expanded so much in recent years as a result olud@n of administrative
responsibility from the institutional centres, thia¢re is a need for additional
administrative support at a senior level in ordemianage a successful academic unit,
implying a direct involvement in undertaking thassponsibilities (Dobson and
Conway, 2003) and the development of closer workahgtionships between
administrators and academics (Seyd, 2000; Duke2)200 has also been widely
acknowledged (Gornitzka and Larsen, 2004; HEFCB62€hat there are now more
administrators than at any time before in univesialthough there is very little
research into why and how the roles have devel@pethmont, 1996; Whitchurch,
2004) although some attempt has occasionally besteno describe their
responsibilities and activities (Hare and Hare,Z2®&xekeres, 2004; Szekeres, 2006)
and what perceptions are held of the roles as thegdoeen blurring between

traditional academic and administrative areas (Misin1998; Bassnett, 2005).

The key research questions based on this literanolehe research aims are:
* How is the role of the academic unit senior adniiater defined?
0 What are their responsibilities?
o By what process and by whom have those resportgbibeen
identified?
* How is the role perceived?
* How important is the role considered to be in fefato the core business
(teaching and research) of the academic unit?
These research questions are not intended to eotifeinvestigation, rather to define
it and enable a range of answers to be forthcoifinarg the data collected. Itis

possible that respondents from different positwithin the university hierarchy may



hold different perceptions that in turn impact ba wvay in which the role is
perceived and/or expected to be involved with therall work of the academic unit.
There may also be implications for role developnad support where differing
perceptions exist within the organisation, givirggrto the potential for

misunderstanding or misrepresentation of the moteies responsibilities.

The theoretical aim is to discover what influenaes brought to bear on the role
through its creation and development, and perceptield of it. It is my belief that
this role is seen by many as being key to the wbtke unit, and it is certain that this
is the underpinning belief held by the relevanti@ssional body, the Association of

University Administrators (AUA, 2004).

In order to obtain data for this investigation deseof interviews with a sample of
senior administrators, heads of academic unitdrastdutional senior managers were
undertaken at one university as a case study ([Demesc2003). This provides an
insight into the perceptions held by three levélsroversity leadership and enables
the identification of areas of similarity, differ@mand tension. This is supported by a
second case study of an institution where a nevosadministrator role was created
and to which | was appointed during the researcioge The reasons for selecting
this case study approach are presented in detiilifathe thesis, along with
consideration of alternative methods and their teemd problems within this

investigation.

The next section of this chapter considers théfication for and context of this

research.



Justification for and context of the research

It is widely acknowledged that there has been aifsignt devolution of
administrative responsibility to the academic unitthe university from the centre in
recent years; whilst most funding is still contealicentrally by government and the
institution is responsible for reporting consolethstudent numbers and financial
returns to the funding bodies. At the same tinggdlihas been an expansion in the
numbers of support, general or non-academic stafkiwwg in academic units. How
far this is in response to government requiremfamtquality control and academic
accountability, and how far it is due to the chaggnature of the core business of the
university and basic unit is unclear.

Academic staff and the academic research, teaemdgcholarship they

undertake are quite properly the prime focus iversities. However, in the

modern university, these functions could not beiedrout without the input

of general (... “non-academic”) staff. (Dobson and@ay, 2003, p123)
Furthermore, this devolution and growth in the nemstof administrative posts at
academic unit level is seen by some to be causimgidns between the academic staff
whose view of the university is associated wittobegial method of working and the
new administrators who are responsible for momgpprogress, quality, budgets, and
learning and teaching resources are associatecawitbre hierarchical, managerial
method of working. It may be that the academiff stansiders the administrators to
be encroaching on territory about which they hatéle knowledge and no
experience, whilst actually executing quite higvele of accountability, power and
control over resources and evaluation. Equalkyatiministrators may feel that the
academic staff do not recognise that the natutbeobusiness of higher education has

changed and that the institutions need speciafistdministration just as much as

they need subject specialists in teaching and relsea



General staff are not there to be resented — theyjt competitors, they are
actually partners. (Dobson and Conway, 2003, p124)

This research proposes to build on the work ofndzka and Larsen (2004) as well
as others including Dobson and Conway (2003). (&kaand Larsen (2004)
undertook an empirical study into the growth ofuamsity administration in Norway
in the 1980s and 1990s. They comment that thetittde and responsibilities
described are unique to Norway; however, they dtamumber of comparisons with
other nations and draw on worldwide literary soarce
Yet, the accounts of how these administrators pmétrand present their own
position within the university system representiiasting stories of a group
of university personnel that work under conditiofgrosscutting pressures of
professional pride, struggle for recognition, huemass and loyalty to the
organisation they have committed themselves torr{i&aka and Larsen, 2004,
p465)
Taking this into consideration, my investigatiordesigned to undertake what |
believe to be a unique study in the UK based diemdiht data sources and methods to

broaden the understanding of the nature of theifspeale of academic unit senior

administrator in the UK.

Dobson and Conway (2003) comment that there haslti#e research in the area of
the ‘administrative occupation’ (p125) and notet thay feel that this is because there
is no general understanding held by others regagtti@ purpose of the role:

... largely because there is little recognition beyadministrators themselves
that a definable occupational grouping exists. @kistence of administrators
with qualifications equal to those of a universitprofessors is a new
phenomenon, and not all of these “super admin@iaare simply academics
who have transferred from academe. These daysnestiators even enrol

for PhDs, speak at conferences and publish papacholarly, refereed
journals. (p125)

For administrators to be able to formally claimithp®sition in the division of
labour in universities, they will need to clarityet knowledge base, skills and
expertise they bring to university management pedhaps most importantly,



to define how their work contributes to the teaghamd research that is the
core business of universities. (p131)

These thoughts have led to the desire to discarmaef the perceptions held by
institutional senior managers and the heads oftlagemic units in which the post
holders work. Dobson and Conway'’s (2003) view tidy the post holders see
themselves as having a distinct role is interestmgl one that does not appear to be
supported by the AUA (2004) and some other writétare and Hare (2002) and
Bassnett (2005) both feel that university admiaisirs have taken on new and clearly
defined responsibilities as a result of the chaggiature of the higher education
sector as well as those that have traditionallyntibe responsibility of academic staff.
Bassnett (2005) comments that there has in sones t&en a conscious:
... Strategy to employ administrators with academgzlentials on a par with
those of academics. It was felt that in this wegré would be a mutual
respect and possibly even some kind of exchan§8) (p
So this study endeavours to contribute to thisudision and knowledge base, with a
view to informing institutional planning for profe@enal administrative services and
providing associated professional development sapostaff. In addition to this,
it is hoped that the findings may inform the conéd development of the

professional qualification offered by the Asso@atof University Administrators and

may also support new and aspiring academic unibsadministrators.

Statement of value position

The personal and professional values that | birthis research are largely
responsible for identifying the theme of my inquimythe first place. As a university
administrator for over 10 years, | am keen to davelnd improve my professional
practice and understanding of the environment irtkvhwork. This is one of the

main tenets of the AUA Code of Professional StatsléAUA, 1999) and as a



longstanding member of this organisation this hfiseénced my work and study
throughout my career. | am a strong believer enithportance of professional
administrators in higher education, particularlyaeademic unit level.

My own experience of perceptions held of senior iastrators has been one of
mixed responses from colleagues from all areadevmds of the three institutions in
which | have worked. These have ranged from resp®tadmiration for the
administrators’ contribution to the overall busis@ebjectives, through to suspicion
and contempt for appearing to be intruding on aspafcuniversity work that were
historically the preserve of academic staff. Obisgrsuch perceptions in the
workplace encouraged me to want to investigateftbm a more objective
perspective through a small-scale research projfttilst recognising that | needed
to acknowledge my own experiences, | believe thatnderstanding of the language
and culture of this area of work gives me a unigqseght and ability to understand
the data obtained (Denscombe, 2003). However, fudlnaware of the potential to
focus questions and analyse activities in suchyaaggo support my own views
rather than trying to establish other views. Cqguagatly | have implemented a
number of measures during the design and implementaf the project that
endeavour to curtail researcher bias as far asipp@ss order to discover other views,
whilst using my understanding and knowledge of arsity administration to aid
interpretation of the findings and these are ad@@$ully in the Research Design

chapter.

Statement of broad issues linked to aims

The issues considered when designing this res@asltided practical and ethical

issues (Cohen et al, 2003) relating to accesssfmwralents, ethical concerns regarding



the analysis and reporting of the data obtaineaktmal issues of time to collect,
analyse and report the data within a suitable talesfor thesis submission, and the
usefulness of the study to my own professional kbgpwieent and that of other
administrators. Each of these was addressed dilnendesign and management of

the project and details of this consideration avergin later chapters.

Research process issues

The overriding issue was that the investigation idde feasible taking into account
the time needed for data gathering and analyssetbources available, and the
timescale required for submission for assessmeaheatnd of the recommended four
year period of study. Consequently, it was neegdsadesign a project that would
provide good data in a reasonable quantity to niia&enalysis and findings

meaningful within the context of the overall aims.

One of the key aims for undertaking this researah t@ develop further an
understanding of the senior administrator rolecadgmic units. At the time of
commencing my doctoral studies | was aspiring thsurole and felt that my
research would inform my career development inpost of this type. | had three
employment changes during the four years of thgnarame, including a period as a
senior manager in an inner city secondary schaith, te final change, at the
beginning of the fourth year, being to take up wlgereated post as the senior

administrator in an academic unit of a universityere | had not worked previously.

Fortunately this change happened at a time whefirthease study interviews had

been completed, thus providing an opportunity toese the research design to



incorporate my own professional experiences ofrggettp a newly created role of
senior administrator and to undertake an evaluatfany experiences against those
discovered in the first case study and the impoessgained during the review of the
literature. Having discussed this approach withsmgervisor and also my new line
manager, and after addressing issues of confidiénaad data sensitivity, | received
agreement from both to take this course of actiorview of my aim to use this
research to inform aspiring senior administratbfslt that it was particularly useful
to be able to consider some of the issues encadhparsonally whilst developing
this role myself. Furthermore, by contrastingfindings from this second case study
with those from the first case study, it shouldpbssible to identify some similarities
and differences in processes and responsibilhi@sdould contribute to the
continuing professional and intellectual discussicegarding the nature of the senior

administrator role.

Participant issues

The main issues relating to this were concernel katv the respondents interpreted
the role under investigation, the meanings of warskd in the research questions,

and ethical considerations regarding access, anbngamd data usage.

Consequently a working definition of this role atsdcontext was developed to
clarify the position for the respondents. Thisalémd it as being the most senior
administrative role working in support of an acadeunit who did not undertake
teaching or specialist academic research as pé#neafontract of employment, and
was not the head of that unit. There was als@xpectation that the post holder
would report to the head of that academic unitrmagt have line management

responsibility for one or more administrative ceratal colleagues in that unit. The
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basic unit may be a School or a Faculty, but negédgsvould have an academic
remit and not be a central support academic uch si8 Estates or Personnel, or be a

research centre.

It was also important to ensure confidentiality aménymity to all respondents and
the institutions involved. A number of expressiofgsoncern at the case study
institution and my own employing university weréses relating to potentially
sensitive contexts or comments; however, it wasiptesto allay these fears by
assuring that no references to names or gendatsgeto specific posts would be
made and any institutional references would be nradach a way that would not

make identification by the reader easy.

The nature of the research to collect informatating to processes and perceptions
did not suggest that the respondents were likeputter any damage by agreeing to
participate and they were happy to continue omésrmed basis having provided full

agreement in writing and again verbally beforedtagt of each interview.

Research design

Having defined the main aims of the enquiry andiskaes linked to them, it was
necessary to identify an appropriate method ofshgation that would enable the
collection of data that would address the mainaegequestions. A number of
options were considered including surveys, lifeisand case studies and the
advantages and disadvantages of these will be ssitten the Research Design

chapter.
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After due deliberation, a case study methodologgngzombe, 2003) was chosen for
this investigation as it would allow consideratmirdifferent perceptions of the senior
administrator’s role from the three levels that baén identified as being of interest.
Furthermore, this approach also supported the figa®n of my own role using a
documentary analysis approach including maintaimaimgsearch diary. The main
institutional case study methodology was suppdtedmploying a semi-structured
interview method to focus the conversations clealflitis then required identification
of an appropriate institution in which to carry ¢he interviews that was reasonably
easy to travel to and to which access could bermdaa At the time of undertaking
the interviews | was not working in a universitythes gave different opportunities to

select the location of my research rather thanysstg immediate colleagues.

In order to provide further information regardirng thature of the role under
investigation, another source of data regardingggeions held of the role and how it
had been developed elsewhere was sought. Initidigd been decided to distribute a
guestionnaire survey to members of the Associatfdgniversity Administrators’
Departmental Administrators special interest grotjewever, during the period of
undertaking the interviews | returned to workingainniversity (a different one from
that used for the case study) and then a while Vets successful in being offered a
senior administrator post in yet another universitihe region. As this was a newly
created post and part of the remit was to estabiisipost within the unit, it was
recognised as being an excellent opportunity teickem the findings of the first case
study alongside a second where a new role was laplgmented. Consequently the
initial survey was abandoned in favour of a sectamk study based on documentary

evidence and a research diary.
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Summary of the research

This research has the main aim of discovering mboait why and how the role of
senior administrator in academic units in UK unsiees has developed and what its
responsibilities are. It builds upon work that kassidered the changing nature of
university administration and the ever increasiragkioad of heads of academic units

that have required additional administrative suppor

Through considering a number of issues connectddwndertaking research of this
nature a case study approach was selected thatl woable the obtaining of rich

data that focussed clearly on the research question

This is a small scale research project that has designed to contribute to the
growing understanding of the role of senior adntrater, to meet the assessment
requirements of a Doctor of Education programmstadly and also to support my
personal professional development. It is of natessry focussed in its content and

outcomes; however, possibilities for further reskare discussed later in this thesis.

The next chapter focuses on the literature reviewesdipport the research aims and
considers this under the main themes of organisaltstructure and academic units,
university administration, role definition and resgibilities, and perceptions of the
role of senior administrator. The literature paring to research design and methods
is considered in the Research Design chapter.chapter concludes with a
discussion surrounding the link developing betwienfinal research questions and
the conceptual frameworks that had emerged anddmerioped from my literature

review.
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In the third chapter, Research Design, the reagorselecting the methodology and
methods employed to undertake the research ara,givesidering also what
methods were described in the literature underpnthis investigation and how that

influenced these decisions.

The findings from both case-studies are presemidiael fourth chapter in the context
of the three conceptual frameworks that emergeaa tiee literature review, reflecting
on the effectiveness of the data collection metlobdsen. These finding are
analysed in sequence with the findings, considezaxch framework in turn and

comparing the two case-studies with each other.

The final chapter presents the conclusions draam fthe research, re-presenting
each framework in light of the analyses of the ifigd and demonstrating how far this
research has supported or challenged the viewsssga in the literature on which
this research is designed to build. There is cmnation of how far the thesis title
“Partners not competitors: the development ofrthe of the senior administrator as
an integral part of the work of academic units i thiversities in the ZLcentury”

has been supported by this research. Recommensgdtioimproving practice and
potential user feedback bring the findings andyam&d together in a practical
application in the context of the aims of the reslea Just as this research work has
been designed to develop the ideas of others segrthis topic, a number of
potential future research areas have come todighng this research, and the chapter

concludes with an outline of potential areas fottHer work in the future.
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LITERATURE REVIEW

Introduction

This chapter summarises a range of the curremaiitee relating to the broad aims of
the research and research questions (Hart, 2008).process used to undertake a
review of the literature that both underpins andeligps the questions being asked is
outlined, consideration is given to the key texigporting the research for each of the
main research questions, and the nature of thedngbahe conclusions drawn from

the review on the final research questions is desdr

Supporting the broad aim of this research, Whitchi§2004) identifies the lack of
role clarity of administrative posts in higher edtion:

... the academic literature dos not offer claritytba subject of administrative
roles and identities ... (p283).

This is echoed by a number of authors on the suffyédnnis, 1998; Dobson and
Conway, 2003; Gornitzka and Larsen, 2004) who silgiport the view that an
investigation into a specific group of administratasould build on current
understanding and add to the growing knowledge bhagiversity administration, its

roles and perceptions of those roles.

Further support for undertaking this research avigled by Gornitzka and Larsen
(2004) who consider their research into the resitrugy of the university
administrative workforce to be a starting pointfiarther investigation into such

roles:
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... apart from studies that address cost effectivemehligher education
institutions there is little research done on adstiative personnel in its ‘own
right’ ... [this study] attempts to contribute to temerging scholarly interest
in [administration] ... (p455)
Having worked as an academic unit administrat@ imumber of university central
and academic units during the past 10 years, limtagued to find out whether my
experiences of my own role definition were simtlaiother administrators. In order
to do this a definition was needed for the groupdrhinistrators that would form the
focus of the research. Becher and Kogan (1992) affdefinition of ‘base units’ in
universities that are the:
... Smallest component elements which have a comptifatof their own.
Their identifying characteristics would normallycinde an administrative
existence (designated head or chairman, a sepasatabunted budget); a
physical existence (an identifiable set of prenjisaésd an academic existence

(arange of undergraduate training programmesgllyssome provision for
postgraduate work and sometimes a collective relestivity. (p87)

However, having worked in such units for many yehrsalised that there would also
be a need for me to “make the familiar strange”lédb®nt, 1996, p147) so that |
could investigate an area with some detachmenbwittaking “too many features ...
for granted” (p146) whilst recognising the valuawy experiences within it. This
issue is addressed further in the Research Debmyter where | consider my own
role within the research and the strengths and messes of my involvement in the
investigation. Delamont (1996) raises some intargsdeas regarding areas that
have been under-researched in higher educatioreverwmy own review of the
literature could call into question some of tharakthat no research exists into
higher education occupations other than lecturiNgvertheless, | do believe that it is
largely true that research into the “unusual octiopa” (p151) is sparse and if

undertaken would certainly broaden our understandirhow to handle and develop
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professional relationships between academic arer otfiversity staff. As Delamont
concludes:
... the multiple and contested realities of the oetigm culture(s) of higher
education need to be treated as problematic byresers, who need to
deploy a range of techniquesdevelop'strangeness’ in their investigations.
(p156)
There is evidence that the administration of academits is a growing occupational
area following the trend over the last 10 to 15ryeéawards devolved management
and budgetary control to basic unit (Becher andafpd 992; Gumport and Pusser,
1995; Mclinnis, 1998; Hare and Hare, 2002; Gornitakd Larsen, 2004), and this has
certainly been my experience. Consequently, tleesa® was made to focus the
investigation on administrators who hold seniortp@s academic areas that met
Becher and Kogan’s (1992) criteria of being basésyas opposed to central ones
such as personnel, estates or finance). Thisidedisen enabled the construction of

some initial questions on which parameters coulddidor finding appropriate

literature for formulating the final research quess.

The initial research questions were:
* How is the role of the academic unit senior adniiater defined?
o0 What are their responsibilities?
o By what process and by whom have those resportgbibeen
identified?
* How is the role perceived?
* How important is the role considered to be in retato the core business

(teaching and research) of the academic unit?
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These questions gave a framework to the literateagch that was focussed on the
administrative role in higher education, its defon and current practice (Hart,
2003). This enabled a practical investigationathlprinted and electronic sources in
a systematic way that was directed towards the @ais of the research. The next
section considers the search process the effeetsgenf the decisions taken at the

time.

Literature search

In this section the process of searching for amtkvang relevant literature to review
is considered. The literature discovered is carsd in relation to each of the
provisional research questions. From this threeeptual frameworks emerge which
support the development of the final questions brckwvthe investigation is then

based.

Literature search process

In order to achieve the greatest time efficiency emensure effective coverage of
directly relevant literature, clear parameters wreised for defining the search
(Wallace and Poulson, 2003). During the EdD talsrmany research papers and
scholarly articles were provided and discussedéelyave a general view of what was
available. However, much of the published workukexd on schools and where it did
consider higher education, it was largely to ddweitademic staff and students.
Recent personal experience of having worked in bathiversity and an inner city
secondary school had resulted in the recognitich@#ery different environments,
cultures and structures of each, and consequdrgig tvas a strong reluctance to use

school-based literature to inform this researcher&fore, the search process
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concentrated solely on literature that considedddinistration in higher education

and mainly in the context of academic units rathan central administrative ones.

Careful consideration was given to the age of tbekwo be included. A prominent
date in the development of modern higher educatias 1992 when the former
polytechnics were incorporated as universities@mdrol by the Local Education
Authorities was removed. This gave rise to thenteology referring to ‘chartered’ or
‘traditional’ universities for those that had unisiy status prior to 1992. The terms
‘statutory’ or ‘modern’ universities became used&dine those institutions that

became universities in, or after, 1992.

Consequently, it was decided that 1992 was théestidate that would be included in
the search, with 2006 being the most recent, asitbuld give a view of what was
currently being investigated and written abouthi@ &reas directly covered by the
study. However, any investigation into the litara relating to sociological studies
in role and role theory could be hampered by thie destriction as many of these
theories have been developed over many years &rdeckto by current writers.
Consequently, it was decided to relax the datenpater in this specific area and
consider works referred to in the post 1992 higdukrcation selection even if they

were older.

Having decided on the preliminary research questiororder to focus the literature
search, and defined the data parameters for ptiblsato consider, it was possible to
undertake the search in a number of stages to:

» review related professional journals already held;
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» review literature provided by the EdD course team;

» identify journals, books and authors that publisimetthe area of university
administration from references quoted by the austlebthese items already
held;

* undertake a general electronic library catalog@aectefor books and journal
articles that considered university administration;

» identify the types of materials likely to be mostevant and useful to the

study.

The Association of University Administrators (AUAJublishes a quarterly journal
entitledPerspectivesind personal membership of the organisation sifé8 gave a
strong base from which to start the search. Aesyatic review of each issue, starting
with the oldest, gave me a clear view of curreseaech and writing in the area of
higher education administration. It also provideany references to follow up by
way of journals publishing articles in this area &ey authors of relevant texts. A
number of authors and texts were referenced setmerad and making notes of these
in order to follow them up at a later date to elsshlbhow pertinent they may be
proved invaluable. Articles in the journal thatrevelirectly related to the main
research aims were identified and collected forewtatailed reading and value

assessment.

A similar process was undertaken with the coursediscussion notes, handouts and

assignments for the EAD programme where directivamt topics, articles and

authors were identified for later investigation.
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Use of electronic academic library catalogues esthhlfollow up of the leads
identified in the first two stages of the literatigearch and an assessment of relevance
to this research. This supported the generatikepfvords that were then used to
enable the setting of clear search criteria foregainelectronic literature searches of
books and journals. The search parameters set'adrenistration’ and ‘higher
education’ as more specific criteria resulted m f@w returns to be useful as an
overview of what was available. Having identifeavide range of sources these
were then filtered down by using other criteriduniing ‘department’ and ‘role’.
This resulted in a reasonably manageable quarftigxts to read and consider in
light of the preliminary research questions. Tgrnscess also enabled the
identification of a few academic journals that pdically published articles relating
to administration in higher education for which pcdtion alerts were established
through Zetoc. This has enabled the identificaibsome very recent work to

support the data analysis and development of ceimia and recommendations.

A variety of documents were recognised as beingmially valuable to this research
in addition to those mentioned above, specificddguments from the higher
education funding and monitoring bodies (especiiié/Higher Education Funding
Council for England (HEFCE) and the Higher Eduaaatistical Agency (HESA))
and relevant professional body policy documentsec8ic searches were undertaken
on the relevant web sites using the same criterfarahe other searches. My own
professional knowledge and experience were invétualp identifying the

responsible bodies in this area, types of pubbeatiavailable and which recent ones

that had impacted on university administration.widger, an additional review of all
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recent publications by these bodies was undertakerder to identify documents that

| had previously been unaware of.

In the succeeding sections of this chapter, thatsesf the literature search are
considered in the context of the main research,adash of the research questions

and culminating in revised research questions.

Justification of research aims

It is widely recognised that there has been a Bagmit increase in the number of
administrative posts in universities in recent gearhe Higher Education Funding
Council (HEFCE, 2005) has recently commenced dataation and analysis relating
to professional and support staff and report thait findings show that, in order to
support the projected increases in student numbers:

Over 20,000 extra professional and support steffbanjected to be needed in
2010-11 compared to 2003-04 levels. (p4)

However, in the following year’s report there ia@e that the analysis of this
occupational group is presented for one year oababse of “improvements in their
identification and classification” (HEFCE, 2006,5)2nd that readers should not use
the earlier report to illustrate trends over the fear period, but rather as an
illustration of one year’s circumstances alonetfos group of staff. The report does
identify that the “most frequent primary functicor fprofessional and support staff is
as a support administrator” (p3) and that this grapresents 43% of the total in the
overall classification of professional and supptetf. Whilst clearly demonstrating
that this is a significant group within the overathrkforce, the comments regarding

classification underpin the opinion that theratitel clarification with regards to these
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roles and that the sector itself is still seekilgacdefinitions in order to support data

collection and meaningful analysis of employmeants.

It is interesting to note that this report (HEFQBQ6) identifies a total workforce in
UK universities of 284,635 full-time equivalentsIEs), of this 46% have academic
roles, 52% have professional/support roles and &% lkbombined
professional/support and academic roles (p6). iGikat 43% of the
professional/support role FTEs are designated ggostiadministrators, this indicates
that 24% of the total workforce FTE is undertaksugpport administrator roles which
include those undertaking clerical and secretdiaéies. Unfortunately it is not
possible to ascertain from this report how manthete are working in academic
units, but it does give some indication of the sadlthe problem with obtaining

meaningful definitions of roles within higher edtioa administration.

The HEFCE reports mentioned above do appear ttabiing to address the problem
identified in an article by Gumport and Pusser 838at particularly comments on
the lack of

...empirical research that directly documents adrtristize growth, its
context, and its consequences. (p493)

Their study analyses financial data from the Ursitgrof California in order to

identify the growth in numbers of administrativafstompared with academic staff.

It is well presented, with clear details of the huetology and presentation of the data
collected, identifying changes in reporting reqoiemts where they impact on the
data and making provision for an analysis of treue of money’ over the 25 year
period under investigation. It is particularly fiden that it stresses the need to obtain

clear definitions of administration and administratin higher education (p495) and
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how administrative structures might demonstrategraaeross the organisation,
commenting on the necessary complexities requaoedipport the diverse nature of
university business (pp496-7). However, this is\american study of a very large,
multi-campus organisation and as such is usefalamly general terms in respect of
this study. It supports the idea of investigaiimio administration and the need to
identify its complex nature in order to definefiiegtively for the purposes of

research.

Gornitzka and Larsen (2004) comment that theirystfdNorwegian university
administration is an attempt to “.contribute to the emerging scholarly interest ...”
(p455) and that previous work has focussed mainlthe cost effectiveness of
administrative personnel, a concept supported éybove reference to Gumport and
Pussers’ (1995) work. This may have been becdu$e dlifficulty of defining the
administrative role in any other way than by itstdo the institution. Gornitzka and
Larsen (2004) consider quantitative data from gowemt sources from all four
Norwegian universities over a 12 year period. Te@ysider the number of positions,
grading and qualifications of post holders in orlegain an understanding of the
restructuring of the administrative workforce. 8ancategorisations are used in
Gumport and Pusser’s (1995) work; however, theeedaveat provided by Gornitzka
and Larsen (2004) that these Norwegian categorégeegaay specific to that country
and that they are “... not naturally transferablettoer university systems.” (p457).
Whilst this is true, it is interesting to note ieilarity in title and activity identified
with those in the American study. They also idgrthat:

... future research ... should include systematic angliecal studies on the

gualitativeaspects of ... the extent to which the restructuohgdministrative

staff has moved the administrator into a diffemei¢ vis-a-visacademia and
academic leadership ... (p470)
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Both of these studies take a positivistic, quativigastance when it comes to research,
considering statistical data in order to try toatdse and predict trends; however,
Whitchurch (2004) develops the ideas presenteddiypi@ka and Larsen (2004) and
takes a more interpretivistic, qualitative approasing literature, government
documentation and interviews in her study consdgri

... changes in roles and identities of administrathanagers, who underpin

the governance of academic activity. (p280)
Whitchurch (2004) focuses on the changes to tharastmative workforce in the UK
within the context of the pre- and post 1992 ursitess as mentioned above.
Difficulty in finding terms to describe administaas is further complicated by the
blurring of boundaries when it comes to supporéingdemic work. However,
Whitchurch (2004) refers to “the interview dataloé author's own project” (p294)
without giving any details of the project itseligtaims and methodology of the
investigation or its overall findings. This givese to some doubt as to the validity of
the data presented in this context. Whilst shenlpaonsiders those working in
central administrative roles such as Registry,fagaand estates, the article does
directly support the need for research into themeabf administrative roles in the UK
and identifies a “... ‘university administration’ fitf] has expanded and diversified.”
(p297) and recognises the development of such tiotesghout the university

structure.

These three articles span the period 1995 to 2004hey each comment on the lack

of research into administrative roles in highercadion. They each have similar

views regarding the impact of change on the nattieelministration in the context of
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the academic work of the institution, and the iasreg diversity of the work
undertaken. This research is designed to builah tipese ideas and endeavour to
contribute to the growing understanding of thedesrgpecifically within the

academic unit rather than the central institutidaattions.

Aspects of the investigation

Basic unit definition

A clear definition of ‘academic unit’ is key to dyleng this research to meet its main
aims. In general discussions with colleagues it igasgnised that there were almost
as many variations as there were titles of suchggavithin universities. Hogan
(2005) notes that:
Universities are messy places and titles and thed & authority associated
with the organisational structures are not consist&o a faculty, or school, or
department, or centre, or institute, might descubis which are actually
similar or might describe units which are differenterms of function and
authority, even in the same university. (p49)
Becher and Kogan’s (1992) comment that a basicisioibe that has “... a corporate
life ...” (p87) of its own provides a useful defimti within the context of this
research that is supported further by their vieat:th
... the key internal function of the basic unit ishe&fine the nature and content
of the unit’s everyday practice, and especially tkkating to teaching and
caring for students. (p14)
Becher and Kogan'’s (1992) influential boBkocess and Structure in Higher
Educationresults from an Economic and Social Research Go{E$SRC) funded
project during which they reviewed their earlierrtvon the structure of universities.
The data come from publications and personal reBesard are presented as a theory

of how the different elements of a university iaigramongst themselves and with the

external environment. The involvement, importaacd inter-relationship of the
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individual, basic unit, institution and central laoitity are highlighted at an
operational level, and support the aim to consibsy important the senior
administrator role is seen to be in the contexhefwork of the unit and hence the

institution and ultimately the central authoritg(@overnment funding body).

There is a thorough description of university sinoes as perceived by the authors,
but no other views are expressed. Whilst it iogetsed that there may be other
views of such organisational structures, these weténvestigated in detail as Becher
and Kogan'’s definitions provided a suitable basiswhich to design the research
guestions.
Interestingly, Becher and Kogan (1992) also arpa¢ t
Administrators have their own, quite independeateer structures. As a
group they respond to almost the direct inversh®fessential academic
values. Where academics value their basic undsethe institution, it is the
latter with whose interests the administrators tidign... In operational terms,
too, the administrators are responsible for redytie diverse interests and
activities of academic staff into coherent linegoficy and practice ... One
might say that, where the latter have a perpetualdncy, both normatively
and operationally, to diverge and fragment, thenfartypically seek
convergence and cohesion. (p122)
As this book was published in 1992 and reflectedsituation at that time, it would
be interesting to consider how far the changirtgnesof higher education and
associated duties since then would be reflectediirent practice. In 1992 it would
appear as though senior administrators were lakgefking at the central,
institutional level with a more operationally fosesl secretarial workforce in the
academic units. My personal experience has begratiministrators in academic
units support divergence and fragmentation by asggimore responsibility for
aspects of student support and administrationvileae hitherto the domain of their

academic colleagues. With the current strong facusesearch as a result of the

Research Assessment Exercise (RAE) process arthresunding allocations,
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academic staff are encouraged to be evermore aditeaking particularly in seeking
external research funding, developing new knowlestgso enhancing teaching as
part of their normal practice. Alongside this, tiev-style senior administrators
appear to work more collaboratively with acaden@tfn these diverse activities

and interpret policies flexibly to support the aaléwork of the unit.

In considering the changing academic structuréskruniversities by reviewing the
evidence provided in the Commonwealth Universifearbooks produced between
1994 and 2003-04, Hogan (2005) comments that:
At the start of the 1990s, there were differencsvben the organisational
structures in pre- and post-1992 universities. fieel1992 universities could

generally be described as having ‘predominantlgigige-led structures’ and
the then polytechnics ... ‘substantially bureaucrdtierarchical structures’.

(p55)
This certainly supports Becher and Kogan’s (199&yvs of where administrators and
academics loyalties lay back in 1992; however, Hogantinues with illustrations of
how the chartered or pre-1992 university structaresnow changing and large
numbers of departments focussing on discrete adadbseciplines “once the key
building block of most academic structures” (p5&) being combined into a smaller
number of schools. As this gives the institutiomainagement fewer units to oversee
there may be the possibility that central contnaleéases as the number of units

decreases.

This is seen as being the result of more co-ordthatrategic and operational
management across the sector which is resultitigeimeed for new systems and the
establishment of larger administrative teams tgsetigthe new schools. Hogan
(2005) sees this as presenting challenges and tojitaes for administrators as they

relieve academic colleagues of administrative raesjtdlities.
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Whilst this publication focuses strongly on the npeeks for information regarding
the structural changes in universities over thel@syears or so, supporting literature
is cited throughout. Again, as it is both writtena senior university administrator
and published in the professional journal of theAAUwould expect to see a bias
towards the necessity for the development of adstration to support structural
changes. However the data are clearly presentkd sange of views of how and

why the changes occur included.

Both Becher and Kogan'’s (1992) and Hogan’s (20@hgfs outlined above provide

suitable support for using the academic unit asflactive location for this research.

Role definition

During the course of my EdD studies and tutoriatdssions, P L Berger emerged as
a significant writer in relation to role definitiorlowever, he was writing during the
1960s and as such did not meet the date parane¢ter she literature review.
However, as this is sociological work that doesfoous specifically on higher
education, an exception was made on the basisithatork was being quoted in
publications within the specified date range desjpibeing published in 1963.
Berger (1963) usefully outlines the sociologicaldly that believes that roles are
placed within a particular social context and desti@tes how expectation plays an
important part of role definition:

A role, then, may be defined as a typified respaasetypified expectation.

Society has predefined the fundamental typology. The individual actors,

therefore, need but slip into the roles alreadigassl to them ... [and] so
long as they play their roles as provided for is 8tript, the social play can
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proceed as planned. The role provides the padtarording to which the
individual is to act in the particular situatio(Berger, 1963, p112)

However, this work was researched and writtentath@ when professional roles
were seen as being prescribed and this is theidwgyrconcept in the quotation
above and throughout Berger’s (1963) book. Theepnis that the role and its
definition enables the actor to obtain certain gedtions within and by society at
large (p116), living their “... everyday lives withencomplex web of recognitions
and non-recognitions” (p119), resulting in the aitan where “... society produces
the [people] it needs.” (p128). There is littl&kaowledgement that the individual
may be at all involved in the creation of the rilemselves within its organisational
context , and even less that they may then infla¢he perceptions held by others of

that role.

Jenkins (2004) on the other hand recognises thegt emd statuses are not as
unambiguous as many earlier sociologists believedf@acuses his work in part on
universities as institutions. He believes thavarsities could be considered to be
“corporate groups” (p139) and to some extent tieeeeredundancy of the idea of
‘role’ in institutions, preferring a wider concdpased on roles that include the:
... hominaland thevirtual ... [allowing] us to think about the fact that
abstractly collective institutionalised identificais (statuses) are occupied by
embodied individuals, yet are also independenhefit (p142)
In this context the role is seen as a “... collecobnights and duties.” (p140) and

maintains a more personal focus than a role wisighredefined and acted out by the

person within the defined status to meet the egbects of others (p140).

Both Berger (1963) and Jenkins (2004) acknowletigethe sociological concept of

role is largely based on theatrical ideas of reir differences lie in whether this is a
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valid concept in the world of university work. Thieoth comment that the role of

lecturer is easily understood inside and outsideigersity and how it accords certain

responses from those in society. However, the muate recent work of Jenkins

takes this thinking beyond the theatre and inthiéigeducation institutions and the
realms of institutionalisation. He acknowledges itihportance of the individual and
the adoption of certain rights and duties by thst polders that they have control

over and that are inherent in working within a jgatar context in a university.

McNye (2005), in considering the role of adminisdra in higher education
communities, also acknowledges the importance lohigeng in the university
community (p43) showing that this can be at insbnal or unit level where “...

devolution and diversity characterise the bestensities.” (p43).

This article is based mainly on literature publisirethe 2 century, with a few
older publications included to provide developmeotatext. Having started his
career as an administrator and policy advisor giéi education he should be well
placed to understand some of the issues surrouticengdministrative role and the
perceptions held of it. However, this experiengpears to have been gained a
number of years ago and the current analysis asrasult of his work as a consultant
and trainer of higher education managers. In tdmext of this research, this

biographical background adds weight to the usefdmd this work.

The Higher Education Statistical Agency (HESA) (8PQses occupational codes to
define support staff:

Non-academic staff are defined as members of wtadffall into one of the
remaining 12 occupational categories such as masagen-academic
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professionals, student welfare workers, secretac@gtakers and cleaners.
(6)

This recognises that there is a difficulty withstiprocess that defines academic staff
before attempting other staff groups, who are tpamerally defined as what they are
not (ie non-academic). The purpose of creatingdtuefinitions is to enable the
periodic formal collection of statistical data télg to university staff employed to
undertake work that is not academic in naturetially the Standard Occupation
Classification (SOC) (HESA, 2005, p6) provided bg government was considered
as it would have allowed for comparative studiestdé made with other sectors of the
economy” (HESA, 2005, p6). However, it was recsgdithat these “... did not
provide an intuitive method of classifying occupas within higher education
..."(p6), so 13 broad occupational categories weeated, of which only one was
academic professionals, all the other 12 categogiased to occupations found in
higher education institutions that supported academninterestingly there is no
mention of administration anywhere in the defim8grovided, and:

... hon-academic staff are defined as members df stafuch as managers,

non-academic professionals, student welfare woylkexsetaries, caretakers

and cleaners ... (p6)
It is interesting to note that HEFCE (2005b) reskand statistical data categories

now include ‘professional and support staff’ (prh 2002/03 and:

... support administrators, the largest group, maké1%o of all staff with
professional and support roles. (p33)

If administration was not one of the occupationsnaéel originally for this data
gathering, then there must have been some chamgeasagorisation in the interim,
the reasons for which are not specified in the demtation publicly available.
However, the only definition is of:

... staff with professional/support roles ... who haverofessional/support
contract at some point during the academic yeaand][... professional and
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support staff ... who have a total FTE (full time a@lent contract) of at least
40% ... (p6)

Whilst it is recognised that these statistical metuhave a specific purpose to provide
government departments with data to analyse pedoce against targets, it is
important to acknowledge that administrators ang agecognised occupational
group in higher education by the funding body. tdger, within the context of this
research, this definition is too broad as it encasspes all administrators whether they
are working in central departments (eg Financesderel etc), support areas (eg
Catering, Accommodation etc) or in academic unitselieve that there would be
some scope to further define these occupationalpgngs to show whether the

responsibilities are for academic units or othegaarof the university.

The Research Questions

The research questions relating to the definitibthe senior administrator role have
been designed to incorporate sociological perspestpractitioner views and
governmental ideas outlined above, especiallyénctimtext of the questions relating

to how the roles have been defined in terms ofgeses and responsibilities.

Research Question 1: What are academic unit sadmimistrators’ main duties and

responsibilities?

Following on from the idea of rights, responsilekt and duties outlined above, the
aim of this research is to find out what senior adstrators in academic units
actually do within their areas of responsibilityt is widely recognised that there is a
lack of clarity with regards to this (Dobson andn@ay, 2003; Gornitzka and Larsen,
2004; Whitchurch, 2004), so a crucial aspect of gudy is to find out what one

particular section of the workforce is actuallypessible for.
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Hare and Hare (2002) describe the senior admitastrale in an academic unit as
being responsible for setting up and maintainiriggrated administrative systems
that support the delivery of a high quality servicestaff and students and across the
unit’'s “whole range of academic activities” (p34)his administrator is also
responsible for overseeing specialist staff whd déh “admissions and recruitment,
examinations and module reviews, and research syppaddition to computer
officers, clerical officers, a technician and sémnes” (p34). This practitioner article
is based on the personal experiences of a headafaemic unit and the senior
administrator working in that unit. It does expl#éi@ basis on which it was written
and is well supported by other literature. Howetee data on which the analyses are
based are very subjective and there has beeneroptto triangulate the findings

with those of other research or post holders ieiotiits or institutions. Despite

these reservations, this article is of use forfthmulation of the research questions as

it focuses on someone actually holding and devetppuch a post.

McNye (2005) identifies a number of other dutied agsponsibilities of university
administrators with a key role as gatekeeper withstitutions that are operating on
increasingly global scales (p43). Within this rbkebelieves that they are able to
bring continuity as they are “... the keepers ofacbenmunity memory, through
minutes, data, reports and so on.” (p43). Furtleenthey are responsible for
“monitoring and interpreting changes and analysivagy potential impact on their
academic communities” (p43). Whilst commenting teople performing academic

unit administrative roles are:
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... there at times when academic colleagues aramstipport the student

experience. Which, in the end, is what adminigirais about — care in the

academic community. (pp43-4)
The professional body for university administraféhge Association of University
Administrators (AUA) publishes a range of documdatshose seeking or
developing careers as administrators in higher &g, including a Fact Sheet
(AUA, 2004) outlining the responsibilities of thes#es, and part of the analysis of
the data obtained during this research is to fundnwhether professional expectations
match operational activity. This is particulangportant in the context of the

potential for this investigation to inform this pessional body’s training and

development programme.

The AUA (2004) acknowledges that there is a widayeaof activities within the
administrator’s remit that often includes studemtters, drafting and interpreting
regulations, quality assurance, student recruitraadtsupport, and industrial
relations amongst them. There is a recognitiohttiexre are generally two categories
of administrator, “generalist and specialist” (p&jth relevant professional
gualifications being required for the latter grdeg unit accountant).
Szekeres (2004) draws upon data from academicyigovmt and literary sources to
provide a very useful outline of the responsilabtoften undertaken by people
working in universities in roles that are considete be administrative:
... their focus is about either supporting the warkk@ademic staff, dealing
with students on non-academic matters or workingnirdministrative
function such as finance, human resources, magkgtimlic relations,
business development, student administration, acadedministration,
library, information technology, capital or propertp8)

There is an implication that these may be sepaodds; however, my experience is

that many academic unit senior administrators alle many of these responsibilities
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within their remit and it is interesting to congidee breadth of the roles investigated.
Again this paper is used with some caution asbised on Australian government
statistics and largely Australian practitioner@es, although there are clear
references from a wider literature and the UK amndtAalian higher education
systems have a number of similarities of administmeand processes. For the
purposes of this study, the outline quoted aboweeseas a valuable tool when

analysing case-study data and on that basis hasimaaded.

The Government papers, practitioner articles anfegsional body careers advice
documents all agree that this group of staff isautakes a complex and wide range of
responsibilities that are rapidly changing and nmgrgvith, or taking over activities
that were traditionally academic responsibilitid$is research question regarding
what senior administrators in academic units abt@e responsible for is informed

by and will hopefully add to this area of develapknowledge.
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Research Question 2: How are these duties apdmswilities identified?

This question aims to consider the processes bghathie senior administrator role
has come into existence and the ways in which tiiesland responsibilities have

been identified as being part of a specific role.

Hare and Hare (2002) describe a role that has edag the academic unit structure
in which it is situated has changed. A partictitenus, shared by Gornitzka and
Larsen (2004), is the changing responsibilitiethefhead of unit as a result of quality
and accountability measures imposed by the goverharal the institution. These
changes have meant that the head of unit is utahledertake all the required
reporting and monitoring activity without the inveiment and support of other staff.
In this case Hare and Hare (2002) describe thelalewvent of a Head of Support
Team role growing out of a senior administrativicef role (p34) to support the
head of unit, thereby enabling the effective mansayg of the academic unit within a

changing environment.

HEFCE (2005), on the other hand, takes a moreesgiiaview of the growth and
development of the administrative staff wherebythevide projections of
headcounts needed in order to maintain the statnsngdifferent scenarios of student
recruitment over the period 2003-04 to 2010-11 Jp3@here is no analysis of what
administrative support might be needed, it haslplreen based on a statistical
formula that is the same as the one applied toeswedstaff when determining the
number of new recruits required to support speatimbers of students. It will be

interesting to find out if any of the administratanvolved in my research comment
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on the impact of changes in student recruitmenidgeon their role definition and

whether this is due to increases or decreasesbers.

The professional body, the AUA (2004) takes a msifenal development view that
better qualified and trained administrators areevaie to undertake professional
responsibilities at higher levels within the orgaation. Does this imply an element
of role accretion whereby “... new tasks are addeskisting types of positions...”
(Gornitzka and Larsen, 2004, p463), rather thaattistcreation” when new positions
are created that have “... specialised functionsdtitgr from those already

established in the university system ...” (pp463-4)?

Both Hare and Hare (2002) and Gornitzka and Laf2@84) imply that these roles
are developing organically from existing suppotésocand have not been identified as
specific roles required within a particular typeoofjanisational structure. My own
experience is that the role develops accordingeated of the academic unit for
specific services (eg budget management) or thesitipn of performance
management and accountability procedures by thigutisn itself. However, it may
be that institutions are beginning to take thaatiite and decide which specialist
administrative roles are required in order to manheir business successfully, and
this is where the AUA’s (2004) view that administra need better qualifications to

respond to the sector’s requirements will be bawune
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Research Question 3: How are these roles perceived?

The literature outlined below demonstrates that tble is perceived in many
different ways within the sector and this quesaans to develop an understanding

these views.

The perception held by Dobson and Conway (2003)“thafew administrators see
their own role as being fundamental to the corenmss of universities ...” (p131) is
one that | would dispute from my own professionalgtice and experience and the
beliefs held by the professional body (AUA, 200&urthermore it is an
unsubstantiated claim within the text, appearinggdhe conclusion drawn by the
authors from their studies. This article appeara journal published by an
Australian higher education professional body anith iessence a literature review.
Whilst it is a useful article in the context ofghstudy, | have some reservations
regarding statements that purport to represenectipractice and understanding in
2003 when it was published. All of the literatitreeviews with one exception was
published before 2000, with the oldest dated 19@Bthe newest 2002. The abstract
for this article writes in the present tense, mefigrto the ‘modern university’ (p123)
as being one functioning at the date of publicatadso noting the “... complex and
influential nature of the administrative role irethew century ...” (p124) and
therefore leading the reader to surmise that thelasions drawn refer directly to the
current situation in universities. This may be thse; however, the authors do not
address this in their work and this does cast stoubt as to the reliability of the

article and its findings.
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Dobson and Conway (2003) consider that adminigsadtemselves are largely
responsible for the way that their non-administetiolleagues see them, believing
that they:
... will need to clarify the knowledge base, skillgdeexpertise they bring to
university management and, perhaps more importaotigefine how their
work contributes to the teaching and researchishéie core business of the
universities. (p131)
Mclnnis (1998) on the other hand, comments thatiadinators “... have a negative
view of the relationship between themselves andamwics ...” (p166) and that this
can cause tensions that are exacerbated by chamdgsgand dissolving boundaries
between academic and administrative responsilsilitienere are clearly instances
where heads of academic units rely on the acadenii@dministrator to significantly
contribute to the management of the unit (Harekdak, 2002). Another view is
held by Conway (2000) in an article published prafessional university
management journal that considers what sort of relmoald be given to
administrators in universities. It reflects on htthe professional body, to whom the
publication belongs, supports and develops its neesland what it can do to
develop an appropriate perception within the ursigrof what this occupational
group does. The comment is made that “... it is bamwbnvince others that you are a

professional if you belong to an occupational gradnich cannot agree on what it

should be called ...” (p200).

These different foci of responsibility and impagl e an interesting aspect of the
investigation in this study and will be buildingarpthese earlier works. There is also
the possibility that these roles may be thouglitetén conflict with the academic

roles in the academic unit (Whitchurch, 2004; Daband Conway, 2003) and may

be perceived to be competitors when specialistoresipilities are undertaken.
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Another perception, held by the government’s fugdndy is that the administrator
role is “... facilitating academic activity [and] ¢sucial to the sector’s success ...”
(HEFCE, 2004, p36). This research considers howh&apost holders and their
colleagues from across the institution see theaslessential to the efficient and

effective running of the academic unit, and ultielythe institution itself.

In a keynote address given to the Association a&mmsity Administrators (AUA)
Annual Conference entitled “The importance of pssfenal university
administration; a perspective from a senior ursitgrmanager”, Bassnett (2005)
emphasises the changing nature of the role ofegh®msuniversity administrator in
the context of fast-paced changes in higher edutats a result of government
accountability and governance agendas. She comsrti@ttadministrators are:
... increasingly entering into domains that were athegprimary
responsibility of academics or academics workirmgngside administrators,
domains involving students.” (p101)
Bassnett (2005) further describes changes takengedbr the academic workforce of
universities and the need for them to considerarebeand teaching almost as
separate activities. This, Bassnett believesrémdted in additional changes as the:
Administrations necessarily become more profeséiged a consequence of
increased numbers, increased income-earning acteptit sites, which
require a lot of organisation, so the relationdlepveen academics and
administrators is less clearly defined. (p101)
As this speech was to a major annual conferencaigérsity administrators it is
unlikely to present their profession in anythingeastthan a positive light, although
comments are contained that indicate that the spsadpinions are not shared by all
senior university managers (p102) where some dbelave in the value of the

contribution made by senior administrators, sediegn as being more of an intrusion

than a support. The overarching theme of this@pesthat the role of the senior
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administrator is essential to the working life afrdversity in the 2% century, whilst
recognising that the traditional academic colleagag not have such a clear

understanding of this.

Any tensions may appear to be less severe wheadtneistrator has previously
worked as a researcher and/or an academic befong tap an administrative role.
Seyd (2000) writes of personal experiences ofttaissition and comments that her
history enabled her to be “... at ease with the atécleulture ...” (p35) whilst also
experiencing some of the tensions reported by adtramors without such a career
path to draw upon. This provides a very usefubimsinto both academic and
administrative views of the academic unit senionauistrator from a personal
perspective which strongly reflects the aim of tieisearch. Seyd (2000) considers
the direction of loyalties and workload prioritiesboth groups and identifies areas of
potential tension, opening up an avenue of datlysisaelating to activities
undertaken and perceptions held by the post holtetdo the career paths taken by

those aspiring to such positions in administration.

Based on an empirical study of a number of unitiessin Australia, Szekeres (2006)
notes that:
... the decline in academic and administrative staffking together on
activities such as enrolment and admissions haweaiributed to a more
stressful, distrustful and less congenial workpldp&43)
Szekeres (2006) included administrators from acé&damts amongst many central
units; however, the data and analyses do not pénenigxtrapolation of any

information relating specifically to the basic uadministrators. The interview

guotations are just attributed to ‘interviewee’ @ik no indication where the
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respondent works or the post held. | believetihise a short-coming in data
presentation as there is less expectation of destafh working closely with

academics than for academic unit colleagues. Quesely it is difficult to ascertain
where the data for the above quotation origindtewever, in the context of
developing the questions for my research, it iméaresting concept that the changing
areas of responsibility have apparently placeddarbetween the two occupational

groupings.

A number of years before Szekeres’ (2006) papeke@R002) noted that he believed
the changes in university structures were placirapg demands on colleagues to be
able to develop effective networking strategiesrimally as well as externally in order
that the organisation, and by implication the acaidaunit, may achieve the success it
strives for. This book is a personal account ohaggement and how it is changing in
universities without any specific focus on admiraigirs or academics. He uses
experiences gained in Australia and the UK on whichase much of the content and
as such this is a useful text for considering sofrtbe wider issues that could cause
changes in the effectiveness of working relatiopsiietween administrators and
academic colleagues. However, it does not provigeuaeful insight into the specific

roles of academic unit senior administrators.

Professionalisation and professional administrafiaobson, 2000; Middlehurst,
2000; Dobson and Conway, 2003; AUA, 2004; Bassg6f5) are concepts that are
frequently raised within the literature reviewddowever, there is normally little
attempt to define these terms and provide anytilitisns of what they mean in

operational terms.
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In a speech delivered to a conference of univeesityinistrators Middlehurst (2000)
identifies four key aspects of professionalism: Skills, authority, standards and
autonomy ...” (p102) and goes on to comment thateasingly professional
administrators are being required to demonstratépteuskills across a number of
highly specialised areas. This results in autiidrétving to be earned rather than
being assumed as a right in a “... constant serieggébtiations ...”. Furthermore,
the ever changing nature of higher education wdjuire the frequent re-statement of
authority (p102) in an ever widening network of eamments. This concept is very
interesting in the context of developing effectiverking relationships that enable a
culture of partnership rather than conflict. Agaome caution should be exercised as
this speech was written for administrators anduab snay be more positively
focussed than if it was delivered to a differentugmational group; however, it raises
the issues of skills and authority in the contdprofessionalism and as such will
prove useful background for the development ofrinésv questions and the analysis

of data obtained.

Lauwerys (2002) reflects on how far higher educatidministrative staff have

developed a “... true professional standing ...” (p&&J comments that:
... we still have a way to go before full professibstatus is achieved and it
may be that we can never expect to become a céppiedfession like
medicine or law in the sense of possessing a urbqdg of knowledge. We
should, however, expect to be very professionalhat we do and
increasingly to gain some of the key charactesstica well-established
profession. (p95)

Gornitzka and Larsen (2004) believe that there'difeerent types of processes of

professionalisation of administrative staff” (p4&0)d that:
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... they encompass the following elements: (1) inedaa formal status of
administrative positions, (2) increase in the regmuients for formal
educational qualification to hold administrativesfiimns, (3) emergence of a
common cognitive basis, and (4) the growth and &disation of networks
between personnel in administrative positions. §2p3)
These views appear to work well together and beated by those others outlined
above regarding the perceptions held of and by midirators. My own experience is
that there is a growing trend in universities toognise academic unit senior
administrators as well qualified, highly experieti@nd able colleagues, who are able
and willing to undertake a broad range of respalitsé#s and duties flexibly and to a
high standard. Ironically it is this very breadfiresponsibility that is likely to
forever prevent the attainment of a unique bodgnaiwledge such as that held by

those in medicine or law, thereby increasing tkelilhood of stating that university

administration will be seen as undertaking a ptesl rolerather than being

identifiable as a professian its own right.

The next section summarises the themes consideretycand arising from the

literature review and identifies a number of cortuapframeworks on which to base

the research process and subsequent data analysis.
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Summary of key issues and themes from the literatar

The fact that there has been very little researththe nature of the role of university
administrators in the UK, and hardly any at allifesing on the academic unit senior
administrator, makes this an interesting and patiywery useful study, especially

in the context of the need and demand for the psideal development of

administrative staff at institutional and professibbody levels.

The literature review is closely focussed on ursitgradministrators and the specific
issues that underpin the main aims of this invaittg. Consequently, a number of
key themes are both supported by, and emergent franiterature reviewed. In
addition to the basic unit definition which hasyded the means of locating the
research within an institution, these themes fth & number of distinct areas:

* role definition;

» identification of duties and responsibilities;

* role perception.
Within each of these areas there are a numberbefremes which provide areas to

focus on during the data gathering process.

The aspects of role definition emerging from tleigiew are mainly in the areas of
how far the role has been defined by the institutiself, or by the academic unit in
which it is located in response to local need,\othe individual post holder
themselves as they develop and use their own gkitislation to the work emerging

from the changing nature of higher education aso@ated administration.
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The duties and responsibilities of this role araimadinked to a number of different
aspects of definition and fall mainly into threeas including how well defined they
are, what the nature and range of duties undertigkamd to what extent the current

duties and responsibilities were previously undemaby academic staff.

The authors of the literature reviewed in the cointé perceptions held of the role
raised the importance of being aware that the @whaieding of these roles was
different depending on the viewpoint of the stakdbg and that the main
stakeholders were: the senior management of gtigution, the academic unit head
and the academic unit senior administrator in bstindividual). The perceptions
outlined in the literature demonstrate views dfe importance of the role to the core
business of the unit, the nature of the workingtrehship between the unit senior

administrator and academic colleagues, and thegsafnalisation of the role.

In the next section | consider how this literatteeiew has impacted on my original

research questions and give the final questionsaasdciated conceptual frameworks

on which my Research Design is based and discussktail in the next chapter.
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Final research questions and emerging conceptualdmeworks

The final research questions are based on the thantkideas raised in the literature
reviewed, and from which a number of conceptuah&aorks have emerged. Each
of the frameworks links to one of the research tjoes and demonstrates an initial

understanding of what the literature review hasated.

Final research questions

This review underpins and provides a focus for ithvgstigation, with three clear
themes emerging to respond to the main research alime resultant overriding
central research question comprises three padw: did the roles come about, what
are the post holder’s duties and responsibilia@sl how is the role perceived.
Furthermore, the literature review reveals a nunotbsub-themes to each of these
main questions which are incorporated into thel fiagearch questions (below) in

order to support a fuller understanding of the @éng investigated.

These final research questions and the associakedugestions are:
1) By what process has the role of academic unit semiadministrator been
defined?
la)How far has it been a central university creation?
1b)How far has it been developed by the head of tademic unit?
1c)How far has the post holder been involved in treeess of definition?
2) How is the role itself defined in relation to duties and responsibilities?
la)How clearly defined is the area of responsibility?

1b)How broad is the range of duties and respons#ilitindertaken?
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1c)How far were these duties and responsibilities dheeealm of the academic
staff?
3) How is the role perceived by the different stakehadlers (post holder,
academic unit head and senior managers) in relatioto:
la)the importance of the role to the core businesbeinit;
1b)the nature of the working relationship betweenuhie senior administrator
and academic colleagues;

1c)and the professionalisation of the role?

Each of these questions raises the suggestiothitrat may be links between different
aspects of each of them, and that there is amlicitinceptual framework within

which to consider how the data is sought and ardlysEach of these research
guestions is considered in turn below and the emgifgamework illustrated and

discussed.

1) By what process has the role of academic unitrger administrator been

defined?

This research question and its sub-questions centid levels of influence on the
processes by which the role has been defined atextavithin the institution. There
appear to be two main axes; one showing the hidgbvotevels of central,
institutional control and the other, the levelsrdfuence exerted by the head of the
academic unit itself. Framework 1 below illusteab®w the level of influence
exerted impacts on how far the post holder is @blafluence the role, with the
highest levels of individual influence coming taabevhen the central and head of

academic unit levels are at their lowest.
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Framework 1 - Direction of post holder influencerofe

High
Low
Central institutiona Direction of post
|nf|uenf:§ .on role holder influence on
definition role
High
Low High

Head of Academic Unit infuence on role
definition

The literature reveals that there is a tendencyh@isenior administrator role to be
developed by the academic unit out of anotherabkady in existence (Hare and
Hare, 2002), whilst a greater or lesser influersdeeing exerted by the institution.
Berger (1963) and Jenkins (2004) consider the quirtbat a role is independent of
the post holder and may have an existence thatfiisaible by the organisation in
which it is situated. Gornitzka and Larsen’s (20@G4éws of role accretion, where the
role develops organically out of another existialgy may be in opposition to role
creation, where the role is created independenmidythen taken up by a post holder

and is part of this framework considering the psses of role definition.
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2) How is the role itself defined in relation to dties and responsibilities?

This question is based on issues relating to hearbt the role’s duties and
responsibilities are defined and the range of nesibdities assigned. There is some
evidence from the literature that the role changés a greater range of areas of
responsibility (AUA, 2004) and consequently it &8 as being more or less likely to
take on responsibilities that were previously it of academic staff (Hare and
Hare, 2002). Where the role has taken on moreslaind responsibilities that were
previously undertaken by academic staff, in additmthe more traditional
administrative work expected of them, this appéaitse due to higher clarity in the

definition of the role coupled with a greater ramfeesponsibilities to be undertaken.

Framework 2 - Likelihood of role undertaking
responsibilities previously assigned to academics

Clarity
t Greatest
Clarity ?f dleﬁnltlon Increase in likelihood of
otrole undertaking previously
academic responsibilities
Least » Breadth

Range of responsibilities
assigned

Framework 2 (above) shows that the greater theerahduties and responsibilities
and the greater the clarity of the definition of tlole, the greater the increase of the

likelihood of the role having responsibilities thvegre hitherto the responsibility of
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academic colleagues. Where a role has neithevadlyange of duties, nor a clear
definition there is less chance of the role havegponsibilities that have originated

from both administrative and academic areas.

3) How is the role perceived by the different stakeolders (post holder, academic

unit head and senior managers)?

This question considers how the role is perceiwethb three groups of stakeholders
and acknowledges that the different perceptionggmg from the literature fall into
three significant sub-themes of involvement in¢bee business of the unit,
relationships with academic staff, and professiga#bn of the role. HEFCE (2004)
and Bassnett (2005) both believe that the admatmts role is essential to the
success of the sector, and by implication the anadenit. However, Dobson and
Conway (2003), feel that there is some loss toithgortance where the perception
held by the post holder is that their role is moit$elf important, or where there has
been loss of collaboration between academic staffaaiministrators on certain
aspects of work that traditionally had involved wing closely together. There is
growing recognition that the role demands ever éidével professional skills in the
execution of its duties and responsibilities (Gtaka and Larsen, 2004; Middlehurst,
2000) and that these skills in turn raise the p®rers held by others of the role and
post holders (Bassnett, 2005). Where the levepeafeived professionalisation and
perceived importance of the role in the work of éiscademic unit are achieved then

the levels of collaborative working are at themlnest.
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These can be brought together in a framework (Fnarie3 below) that links the
level of perceived professionalisation of the mlth that of the importance placed on
the role within the overall work of the academidgtunWhere both of these levels of
perception are high, then there is a greater hikeld that collaborative working
relationships are developed between the seniorrasiimator and academic

colleagues.

Framework 3 - Levels of collaboration between
senior administrator and academics

T

High

Perceived professionalisatipn
of role

Level of collaboration and

development of effective

working relationships with
academic staff

Low » High

Perceived importance of role in the w«
of the academic ur

These three conceptual frameworks have emergedtfreriterature reviewed and
they outline 1) how the different opinions may litwigether to give a framework to
aid our understanding of how the roles have beé@neatkoriginally, 2) what sort of
duties and responsibilities they have and 3) hay #ire perceived by the post
holders and significant others and are importati¢ocore business of the unit in

which they work.
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Conclusion

This literature review has enabled the developroétiie provisional research
guestions regarding the nature of the role of seamoninistrators in academic units in
higher education. It has identified that a neadtexor further research in this area
and the reasons for this. Whilst some scholarspaactitioners have undertaken
work in this area, there remains a common clairhttierole of the university

administrator is largely ill-defined, poorly undersd and insufficiently appreciated.

The inclusion of publications from 1992 to 2006 kaabled a view over time and
allows for the changes in university managementcsires since the incorporation of
the polytechnics in 1992. It is interesting toentitat the most recent publications
echo the same themes as the earliest ones, artiehatare continuing pleas for

further research into administrative roles in highagucation.

The research questions have refined and extendadwuastigation into what the post
holders are responsible for and how they are perddb include perceptions from
other managers at different levels in the insttuti These are based on three
conceptual frameworks that have emerged duringjtdrature review regarding the
levels of influence the post holder has on therkgdn of the role, the circumstances
that surround the assignment of responsibilities were previously undertaken by
academic staff, and the nature of the perceptietdsthat promote collaborative

working between senior administrators and acadstait.

Clearly university administration is an importaspact of work and employment in

higher education and is becoming more widely carsid in educational research.

54



This study builds on the work already published emses suggestions for other
studies to continue the task of developing furth@runderstanding of how
administrators working in the academic units cdmtie to the work of that unit and

by implication the higher education institutioreifs The next chapter considers the
issues of research design relevant to this invatstig and includes a discussion of the

associated literature.
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RESEARCH DESIGN

Introduction

This chapter considers the process by which thearel design was chosen to
support an effective and efficient investigatiorsdx on three main research questions
focussing on senior administrators in academicsuriithere are a number of sections
that address the overall purpose and reason faetiearch, the wider frameworks
within which it is located, the philosophical apach being taken, the research
strategy, methodology and methods, the managenhémt overall research project

and details of the processes to be used for tlzeatetlysis.

The development of, and/or challenge to, the canetframeworks that emerged
from the literature review rely on obtaining relayaich data regarding people’s
perceptions of the various aspects of the senimiradtrator role identified in the key
research questions. It is essential that thedatde analysed and evaluated to

provide answers to these questions and evidersgpioort or refute the frameworks.

The literature points quite strongly to the impadiéferent perceptions can have on the
effectiveness of the post. This can range fronpthst-holders feeling that the role is
quite insignificant (Dobson and Conway, 2003), tiyio no-one really knowing what
the roles are for (Conway, 2000), to the belief thgerationally they are essential for
the academic unit's smooth running (Hare and H2082), right up to the national
funding body stating in its strategic plan thdietieves support staff to be essential to
the continued and future success of higher edut@ti&FCE, 2004). Consequently,

opinions on how the role is seen by other managsishow far it is seen to be
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important to the overall work of the academic @mé& sought in this research. An
interesting aspect will be to find out what thesecpptions are across the different
levels of the organization, senior managers, midtd@agers (Heads of School,

Deans of Faculty) and academic unit senior adnmatists.

The development of the research questions is agietten the previous chapter;
however, the questions form the basis for the rebedesign and are repeated here to
provide the context for the discussion regardirsgaech design in this chapter:
4) By what process has the role of academic unit semiadministrator been
defined?
la)How far has it been a central university creation?
1b)How far has it been developed by the head of thdemic unit?
1c)How far has the post holder been involved in theeess of definition?
5) How is the role itself defined in relation to duties and responsibilities?
la)How clearly defined is the area of responsibility?
1b)How broad is the range of duties and responsislitindertaken?
1c)How far were these duties and responsibilities dheeealm of the academic
staff?
6) How is the role perceived by the different stakehdlers (post holders,
academic unit heads and senior managers) in relatoto:
la)the importance of the role to the core businesbetinit;
1b)the nature of the working relationship betweenuhi senior administrator
and academic colleagues;

1c)and the professionalisation of the role?
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My own career history and current role as a seamioninistrator in an academic unit
of a university have influenced my choice of reshdopic and these questions. |
have found that | have received a mixed respormse folleagues over the years as to
their expectations of the senior administrator eold the level of responsibility
associated with it and recognized by them. Thexetbeen conversations about
whether the role itself requires the post-holdauridertake certain responsibilities in
a particular manner, or whether it is just the mbent’s own personal approach,
training and experience that have defined theirothe way that it is executed.
Certainly there appears to have been a lack atylafrrole definition and also
ineffective communication of areas of responsiilit some cases. This can lead to
misunderstandings and even tensions where dutidseamg duplicated with academic
staff or neglected because of lack of awarenesg@df. My current role, to which |
will return later in this chapter in respect of thBuence it has had on my research
design and data analysis, has been quite différ@mt my previous experiences and

brings another perspective to the findings and lcsinans.

As an important aim of this research is to gainsamderstanding of people’s
perceptions of what these roles are and how thegeaveloping, this research is being
undertaken from a subjective, anti-positive stariogially there is a belief that
people’s knowledge and understanding of these ssargeebased on their own personal
experience and insight. Institutions may, or maty have policies and procedures for
creating and developing these roles, but it igriterpretation of these by the
respondents that will constitute the data and fedmch the conclusions will be

formulated.
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In order to undertake this research the decisi@iséo be taken regarding not only
what is to be researched, but where this fits withurrent thinking, where it might
develop and inform these ideas and what wider fraonies could help to provide a

clearer focus.

Furthermore, in deciding on an appropriate resestrettiegy it is essential to identify
what sort of data are needed and consider whairapére available for collecting and
analysing those data. Just by undertaking theggstthe importance of research
management throughout the project is emphasisezm the very beginning it was
clear that there would need to be a strong dafimitif what was being investigated
and the purpose of the research so that there wasiah chance of being sidetracked
on to other interesting ideas that may arise. H@wnat was also essential to be open
to new ideas and not enter any particular aspettti®investigation with too many
preconceptions or biases towards the investigatighe findings. Further

consideration of this dilemma is included in thee@ch management section below.

Wider Frameworks

There are a number of reasons for undertakingésisarch that focus both on my
own personal professional development and alsamatributing to the existing work
in this area. It is hoped that both of these awgether will also contribute to the
wider professional development issues and the grpwnderstanding of what these
roles can contribute to organisational success fratitutional, professional body

and individual standpoints.

59



Whilst endeavouring to situate this investigatiathu wider research frameworks |
considered my personal interests with a view towamterstanding these roles better
so that | could develop my own career more effetyiv This led initially to the
consideration of Wallace and Poulson’s (2003) fiyees of intellectual project:
knowledge-for-understanding, knowledge-for-critieahluation, knowledge-for-
action, instrumentalism and reflexive action. Ting of these, knowledge-for-
understanding is described as:
... attempting to develop theoretical and researcdwkedge from a
disinterested standpoint towards an aspect ofdbialsworld in order to
understand, rather than improve, practice and yalnd their underlying
ideologies. (p23)
This was not without its problems though, as | tifdithat | was probably unable to
consider this from a ‘disinterested standpointl ass most definitely personally
involved with what | was planning to research. &g the need to make familiar
situations and events appear strange (Delamon6) Ifz&e me some assistance with
developing a more disassociated view. Furthermbeeactual circumstances
surrounding the data gathering meant that thisop@itsunderstanding of the research

context proved to be one of the most helpful aspiecthis process and will be

considered again later in the remaining chaptethisfthesis.

Just the act of considering these frameworks elagmal a rethink about the actual
purpose of the research and how it could be of raseethan just for my own
personal professional development, important thabghwas. The idea then grew
that there may be a possibility to provide inforimatthat could contribute towards
other senior administrators’ personal developmadtiaform those aspiring to such a

role. It was envisaged that the findings of tieisaarch may be able to inform the
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professional development programmes of both my amththe case study institutions
and the specific professional qualifications ofteby the professional body for
university administrators, The Association of Umaity Administrators (AUA). This
then caused some problems with the knowledge-fdetstanding framework, as it
was no longer a case of just trying to understamaething, but that development
programmes could change or be developed as a aésuiitat was being done. This
led to the consideration of knowledge-for-actiose@ch, which is

... attempting to develop theoretical and researdwkedge with practical

application from a positive standpoint towards @pknd practice within the

prevailing ideology. (Wallace and Poulson, 20@3)p
The other three types of project were considerelddéscounted as they were
inappropriate to this research. Knowledge-foricaitevaluation takes a deliberately
negative standpoint to existing policies or pragit order to criticise and expose
injustice with a view to change. Instrumentalisnparts knowledge through training
and consultancy, and reflexive action focuses tyen the practitioner’'s own
practice with the purpose of making improvemeritkere is no intention to take a
negative standpoint with this research as the aita find out how the roles have
been created and are now perceived. Whilst thesewell be some opportunity to
use the outcomes of this investigation within &nirey context, it is mainly concerned
with developing understanding that can then be ts@tform practice, rather than
direct consultancy and training. There may alselbments of reflection on my
personal professional practice within the reseasahas this is not the main aim this

final type of intellectual framework is also noteeant to this context.

Whitchurch’s (2004) view that there is a need fleac definitions of what a higher

education administrator’s role is, may reflect egsh within a knowledge-for-
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understanding framework where there is an attemphterstand what is happening
to university administrators as an employment grodpwever, Gornitzka and
Larsen (2004), Dobson and Conway (2003) and Whitth(2004) are all people
who work, or have worked, in administrative rolesiniversities which would make
it very difficult for them to take a completely dhgerested standpoint. This is
supported by their texts where they comment frorsqeal experience, as well as
empirical studies and literature reviews. So thectusion was drawn that they were

possibly hoping that their work would inform sonfeanges to policy and/or practice.

On further reflection on just how this research michange policy and practice, it is
possible that this research may:

* improve personal professional practice;

» enable reflection on the part of case study paditis of their professional
involvement in their role’s development;

* enable the provision of information to support deselopment of professional
training programmes and individual career planmitiger at institutional or
professional body level through discussion witrsthetakeholders;

* and make a contribution to the empirical work irs tield considering the
development of the overall understanding of theaseadministrator role and

its contribution to institutional success.

This leads to a problematic situation as therepessible change to practice inferred
by these outcomes, although the influence on paidgss likely as the focus is on
operational matters rather than those of institatigoolicy. Nevertheless, the

knowledge-for-understanding framework specificaligtes it is looking to understand
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rather than to improve practice. The aims are s&ongly to try to improve personal
practice at least and to contribute to an ovemralietbping area of knowledge that is
hoping to improve practice in general terms. Cqusetly it appears that the

knowledge-for-action framework is the most relevianthis project.

Considering these frameworks and their associateidbh research purpose had some
influence on how the questions to be asked oféepandents were constructed and to
whom they would be addressed. The initial idealiseh to obtain data from
academic unit senior administrators alone, buédame apparent from the literature
and personal experience that a wider picture wadeeif the outcomes were to
inform personal professional practice, the releymofessional body and institutional
staff development. This further contributed to stratified sample used in this
research. These focus on obtaining data relatipgtceptions held at various levels
of management in order to broaden the evidencefb@sewhich data could be
obtained and the methods of selecting the resgamgtlation and data collection

methods will be discussed later in this chapter.

Philosophical approach

Having established that this research is withinkim@wledge-for-action framework
because it is hoped that it will inform and imprqractice as well as develop
personal understanding, it was also important to g@ame realisation of what sort of
knowledge might be discovered. It was unlikelyt tih@re would be the opportunity
to demonstrate a law such as the law of gravityrelinea rock falling from the top of
a cliff will always fall downwards. In the conteat this research, this type of law

would have to demonstrate that there were certanacteristics of role definition
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that never changed, regardless of the personnelveds or the context in which it
was taking place. Whilst not wanting to make tcangnassumptions about how the
research may proceed, personal experience anddteture underpinning this
investigation would indicate that there would bengnanderstandings of the same
things and that these would lead to different sudtr different people, just as there
are many different roles and responsibilities fmanistrators in different

organizations.

Cohenet al (2003) outline two conceptions of social scierted tlescribe social
reality either as subjective, where experiencegactusively part of the individual
human experience and perception, or as objectiigshais something that is external
to the individual and capable of being experienoettie same way by all. These
conceptions of social experience and understaniogide a framework within
which to reflect on the importance of personal pption on understanding that has
been expressed in some of the literature reviewguhg of this investigation and on
the research itself. These are the subjectiveohjettive dimensions of approaches
to social science research, whereby the subjedimension views social knowledge
to be based on experience and personal percepiwiist the objective stance
believes the world to be capable of observatiombividuals as a given, external
reality. The purpose of identifying which paradigmy research belongs to is that the
two extremes require different research desigmsder to provide appropriate data

for analysis.

The subjective view requires data that demonsttiffierent understandings and

perceptions of the issue being investigated, wttistobjective approach is more
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concerned with how the influences of the externairenment determine one’s life
and work with little influence from the perceptidmsid by those involved. Therefore
this investigation is being undertaken within thejective paradigm and not the
objective one. This is because | believe thatethal be different views of the roles
being considered, and although there may be soe®apvand commonly held views,
it is unlikely that everyone will have the sameqgagtions and experiences regardless
of their position within the environment. This cept of the perception of knowledge
being particular to each individual in each diffgreontext is echoed in the literature
where there are comments about role ambiguity (&hitch, 2004) and the difficulty
of finding a generic definition in light of the é#fent views of what the role entails

(Conway, 2000) and the circumstances of its implaateon.

To further develop this framework for understandimg nature of experience, within
this subjectivist/objectivist approach there iscatological debate concerning the
nominalist and realist views of meaning. Theseteataore to the use of words to gain
and transmit understanding than the social expegieontexts of the

subjective/objective paradigms within which theg brcated.

Linked with the subjective approach, the nominalistv is that knowledge is created
through words, how they are used and understoaoddiyiduals and that there are no
independent attributes or events that give a cahstaiqgue meaning to those words
within that context (Coheet al, 2003). Whereas realists within the objective
paradigm believe that there is no dependence omdingdual to create meaning

from words, and that the meaning exists in a way ihexternal to those using it.
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The nominalist view appears to be held quite widlelthe literature reviewed for this
investigation as there is a strong theme runninguidh it that there is a problem with
the use of words to describe the senior adminatrate, with people demonstrating a
variety of ways of understanding of words useddsciibe and identify it and its
responsibilities. As this research attempts tdrdaute to understanding individual’s
perceptions of their particular role within a sfiecsociety, this nominalist approach
appeared most relevant. However, it may be anstatement to say that words are

alwaysunderstood in different ways in similar contexts.

Cohenet al (2003) also describe realism as the contrary ¥eemominalism. Realism
seeks to believe that things have an identity aedmmg of their own that do not
depend upon the individual for their definitionaking this view would mean that all
the words used to describe the senior administrater its duties and responsibilities,
were equally understood by all people in all refgv@ntexts. Personal experience
has demonstrated that there are some common ugoidirsgs of words used to
describe specific, academic unit and higher edocaglated responsibilities and
activities; although there are greater variancasakerstanding when describing more

conceptual aspects of authority, responsibility drednature of the role.

Overall this research is undertaken within a coratoam of both views, although on a
single continuum it is nearer to, but not focussedsubjective/nominalist rather than
objective/realist. This is because | believe #ath person brings their own
perceptions and experiences to the interpretafi@social situation. The literature
that underpins the main aims of this researcheiardh its view that there is little

clarity of understanding with regards to the natfrthe higher education
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administrator role (MclInnis, 1998; Dobson and Copw&903; Gornitzka and Larsen,
2004). This may well be a result of multiple iqteatations or perceptions held of
words used to describe the role whereby each batags their own perceptions to
bear in conflicting ways. It may also be becausspecific words have ever been
used consistently to describe the role and thezafas confusion rather than personal
interpretation that is causing the believed lacklafity. As part of the design
process, it may be appropriate to include someyaisabf whether the same words are
being used frequently, by different people, to apply mean the same thing in
relation to the role, or whether many different aloglaries emerge. Whereas where
there is an attempt to discover and describe spéaidts and common understandings
that explain the nature of university administrajahen the realist view would be
uppermost, whereby it is accepted that knowledgeusaerstanding can have a

meaning that is independent of individual percepaad experience.

However, it is not clear from the literature to wkatent the senior administrator
roles are the result of personal influence oveanizational power and control
structures. Hogan (2005) identifies the impaatrgfanizational change on the role
of the administrator and as such gives weight ¢anfipression that there may be
quite considerable constraints on how far the iiddial can influence the role’s

definition within a higher education institution.

This opens up further options for considering ayeaof research strategies available

within the subjective/nominalist paradigm and thege of appropriate methodologies

and data gathering methods are considered in titesaetion.
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Research strategy

The epistemological context of the subjective/otyecsplit is that the nature of
knowledge being sought within each framework rezgigither an interpretive or
normative approach to the research strategy (Cehah2003). The interpretive
paradigm governs investigations which endeavoiddntify and understand the
many interpretations held by people of or withigigen context. Consequently this
type of investigation is often undertaken usingligatave methods. On the other
hand, research within the normative paradigm canmsithat all behaviour follows set
rules and that as such should be investigated wisaddgional scientific, normally

guantitative methods.

Having established that this research is being iiakien within the wider
subjective/nominalist framework of a knowledge-émtion project, and that the
prime focus will be develop an understanding ofgbe’s own perceptions of issues
surrounding the role of the academic unit senioniadtrator in higher education, it
IS necessary to establish a research strategyntibiinterpretive paradigm so that
appropriate methods to be employed can be idedtifiat will enable the collection
of relevant data for analysis. The research methdata collection and data analysis
will be considered in subsequent sections of thapter. However, in this section
consideration is given to the research strategipsopriate to the frameworks within

which this research is being undertaken.

There are many research strategies that can beyedai order to provide a
framework from which to formulate an appropriatetimoelology for investigating the

chosen topic. The main focus for determining stygtis whether or not the intention
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is to rely on objectivity, analysis and structwewhether it is to emphasize
subjectivity, description and agency. Three typle®search design are described by
Robson (2003) as being either fixed, flexible @oabination of these two. The

fixed type of research design relies on a tightlrgefined methodology that is
finalised before the data collection stage, ananadlly focuses on quantitative data.
The flexible type supports frequent reviews of tiethods being used for data
collection and permits the introduction of new noetk in response to preliminary
findings and responses obtained from the respoadesutally from qualitative data.

A combined approach may use an initial flexibleigie$or exploratory purposes,

with a fixed design emerging from these early firgdi for the main body of research.

As the focus is on perceptions of and held by peapls important that the strategy
will allow for the collection of data relating theése perceptions in a way that will
enable the research questions to be answered aatier information appropriate to
the aim of informing the definition process andfpssional development of

departmental administrators.

Flexible design is an approach identified by Rob@f02) that enables the social
researcher to devise a strategy that will enaldectilection of qualitative data in
ways that respond to the needs of the researdlpesgresses, through the utilization
of rigorous data collection techniques, analysis i@port writing. In this case, the
main concern is with understanding people’s viesoov things happen and what
their perceptions are of specific issues in paldicunstitutions. However, | am also
conscious of the possibility of earlier stageshef tlata gathering influencing the later

ones by allowing issues or themes to emerge thatdstben progressively influence
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the structure, content and focus of future intewgi@nd other data gathering activity.
Overall, this approach will enable the developnwdrdata gathering methods in
response to the needs of the research, and pravittee complete set of data for
analysis. Details of how this flexibility worked practice are given in the next

chapter, Findings and Data Analysis.

Considering the publications underpinning, and tictvthis research builds, the
most commonly used strategy is to contact suiteddpondents directly (either in
person, or by distance) and ask that they provitemation about how they perceive
certain issues, or to undertake a documentary sisady existing data complemented

by personal opinions.

The idea of a flexible approach would seem tothistresearch aim to obtain a range
of data regarding the perceptions held of the obksenior administrators in academic
units, and would appear to be an appropriate glydte this research. Having
identified a strategy, it is necessary to idengippropriate methods and techniques as

discussed in the next section.

Research methodology

The methodological issues connected with a sourakey strategy involve
consideration of the actual data desired, from witamto be collected and the

strategy providing the framework within which thiappens.

The data desired has already been described agtheipersonal opinions from

people who have some knowledge of the subject beuestigated, senior
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administrators in academic departments in UK umsitiess, and information relating

to the definition of the role. A number of decrssoneed to be made about whom to
approach. It is desirable that rich data be obthihat will give a good picture of
what is happening and how that could then have nindplications or be relatable to
other situations. A case study methodology (Demdémsy 2003) should support this as
it gives the opportunity for in depth analysis dfiagle instance using multiple
sources and methods of investigation. Furthermbigpossible to compare and
contrast data obtained from one or more case sttioiprovide a broader range of
perceptions held. This can increase the validithe findings by considering how
different groups of people respond to the sametounss and how different data

sources generate information in response to theepis being researched.

It is important to select appropriate cases fodgtand the most common justification
is that they are typical and similar to otherswdiuld also be possible to select a case
that is extreme, or even because it demonstratesthong that is considered to be
least likely to happen in typical circumstanceowdver, for the purposes of this
study, choosing ones that appear to be typicah@hthey have an academic unit
structure, which may be Faculties, Schools or Diepamts, with senior administrators
responsible for the administrative support wittia tinit) will give outcomes that

may be relatable to more situations within the pagrand scope of this research.
Most UK universities describe their structure oeitlinstitutional websites making
this a relatively straightforward decision procegdthough the fine details of post
structures and specific responsibilities are likelype different in each institution, the
flexible research strategy is appropriate as itevibble different approaches to data

gathering to maximise the potential for the collattof rich data. | will return to the
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process of selection of the case study institutidihe Research Management section

of this chapter.

Research methods

Research methods are the means or instrumentsr{@ohé 2003) by which the data
are actually collected. This is a two stage preedsich requires that the most
appropriate instrument be identified and then dexign order to elicit the sort of
data required that focuses on the main aim ofékearch. Issues surrounding the
ethical, legal and professional conduct aspectsioig the instruments chosen will be
addressed in the Research Management section kedom|l the importance of
considering data analysis when selecting the @iffemethods of data collection.
Within the case study methodology a wide range oudstitan be used which include
observations, interviews, document collection, gaéstionnaires. A brief outline of
the benefits and limitations of each of these meghwithin this research follows,

concluding with an overall summary of the metholdssen.

Observations

By taking an eye-witness approach and observingliect of the research it is
possible to record data that do not rely on whatédspondents say about their
situation (Denscombe, 2003). For certain situatithis can be an invaluable way of
obtaining data as it enables the researcher tadwatat is happening within the

natural context of their research. The data rengrchethods can include audio and
video recordings for later interpretation, fieldes and coded record sheets that use a

predetermined outline of the activities and/or ceses being investigated.
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This method is suitable for occasions where thareatf data being sought relate to
overt behaviour which can be recorded and measmrédvhich directly addresses the
focus of the research questions. It should beilplesor the researcher to see what is
happening, with few issues relating to the abtlitylecipher any of the actions before
categorising them. It should also be possibleoiec most of the occasions during
which the identified behaviour occurs with littlapact from the environment in

which it is taking place.

For the purposes of this research this would apjoelae an inappropriate method of
data collection as the aim is to record perceptairsut how things have been
defined, interpreted and implemented, rather theoutwhat behaviours are

displayed at certain times.

Interviews

There are three main alternative methods of ineéevirig which are fully structured,
semi-structured and unstructured interviews andhavays used with the consent of
the respondent (Denscombe, 2003). Each type ésinsgrcumstances determined
by the level of freedom and breadth of responseired by the researcher and may
be one-to-one or group interviews. The fully staued interviews offers the least
freedom through the use of tightly controlled gigest that are very focussed on the

topic being discussed.

The fully structured interview ensures that eadpoadent is asked the same

guestions in the same order and is very similar qoiestionnaire although it does

allow more open responses. This method does ppiosuwell any changing of the
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order or wording of questions to aid the flow o ihterview, and may not support

readily the development of points raised by thpoesent.

The semi-structured interview still has a cledrdisquestions and issues to be
addressed, but there is flexibility to alter thdearin which they are discussed so that
there is a smoother flow to the conversation, avdtp raised by the respondent can
be investigated more fully should the researchehwiThere is the opportunity for
the development of ideas and a greater breadtspbnse to the main questions

being asked.

The unstructured interview, on the other hand Meag open-ended questions based
on the main object or theme of the research andefpondent(s) is/are asked to talk
freely about that. Whilst this could provide aywech source of data regarding
perceptions held, it can be very difficult, if notpossible, to keep the interview
focussed directly on the key research questions. also likely that it would be a
very long interview with highly complex data foradysis and interpretation, and may

even provide very little data that were of use® tesearch.

For this research there is a very clearly defiretcb main research questions that do
not readily lend themselves to an unstructuredviges approach. It is important that
the data collected focus on the purpose of theareseand there would be no
guarantee of what topics the respondents wouldrabtieey were just asked to ‘talk
about’ the senior administrator role. It may evead to confusion as to the purpose of
the interview and reluctance to continue to take. p@onsequently, the preference
would be either structured or semi-structured ineswvs as these would both provide

the opportunity for maintaining the focus. Howeware of the main aims is to
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discover how wide is the range of perceptions hélout the senior administrator role
and a fully structured interview would leave lesem for the interviewee to expand
on their views and provide rich data for subseqamatysis. Consequently, the semi-
structured interview would appear to meet the afithe research more effectively

than either of the other two types.

Document collection

Denscombe (2003) argues that ‘documents can bedrea a source dita in their
own right (p212, original italics) and notes that educasioresearch primarily uses
written documents as a very useful source of ddtiagugh pictures, music and other
artefacts can also be utilised in this way. Hesifees documents under the following
headings: books and journals, web pages and titamét, government publications
and official statistics, letters and memaos, recoadsl diaries. Ironically many of the
documents relating to role creation and impleme@matave been created because of
the very changes in higher education managemena@wlntability that have given
rise to the need for the senior administrator nolide first place. This means that
minutes of meetings, personnel documents and gicdtesiness plans are used to
record decisions made about a new role, the prdmessich it has been approved

and how its implementation is envisaged.

Denscombe (2003) identifies two main advantagessorg this type of
documentation in educational research:

» they were created to record accurately what toakephnd why;

» they are normally publicly available, or at leastdily available within an

institution with appropriate authorisation as pHrthe research planning.
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However, he also recognises a couple of areas vdaeiteon is advised:
» the records are often selective in what is recowdididl aspects of meeting
discussions being ‘off the record’;
» there may be a particular interpretation placetherevents described

dependent upon the original purpose of the record.

Another type of document identified above is a aesle diary. This enables the
collection of a different type of personal reflectithat can add value to the outcomes
of the research in relation to the personal anfegsional development aspects of the
research questions. Appropriate respondents cadehsfied within a case study
institution and can be asked to keep a researci tiat is structured in the same way
as the research questions that support the maiofdine investigation. This can be
particularly useful to obtain data that would paevia personal insight into the
perceptions held by the respondent and observethers, either by an experienced

senior administrator or by someone implementing\waly created post.

For this research, and taking advantage of theerhftexible design, there will be
many documents that could be used to corroborédeniation provided during the
interviews, provide the institutional or academt wiewpoint of the nature and
responsibilities of the post, and add another pexisperceptual view of the role.
Consequently the inclusion of this method of datéection is welcomed as a way of
broadening the information on which to base thdyamg subject to the development
of an appropriate and effective data analysis @m®teat will be addressed later in the

Analysing Data section of this chapter.
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Questionnaires

Questionnaires are normally used when the reseacgthres responses from a large
number of people who also may be geographicallyelyidpread making

interviewing a very difficult task. When well dgseed, questionnaires can be
effective for obtaining standardised data, althotlgdne is less chance of obtaining
very rich data as issues cannot be followed thragythey can in an interview with
open-ended questions. There are some other liomsaas well that include the
respondents’ abilities to interpret each questiotine way it was intended that they
would, there can be an apathy on the part of theamdent towards completion so
that the response rate can be very low, and theriemeded to create, distribute, chase

up responses, and receive back the completed fmambe very great.

This research depends on rich data from a smalbeuwf respondents and as such

the use of a questionnaire would be inappropriate.

Summary of methods chosen

Of the four methods identified by Denscombe (2Q833being appropriate to case
study research | have been able to discount twmasieeting the criteria that the
data obtained must be relevant to the aims ofd@kearch. It will be impossible to
observe the processes by which the Senior Adman@strole has been defined
historically and what perceptions are held of ihle within the academic unit, so the
observation method is excluded. As the decisiande@n made to undertake an in-
depth investigation with a few people in order bbain data relating to as wide a

range of opinions as possible, the use of questioemis also inappropriate.
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Individual interviews will provide the best oppanity to record rich data relating to
the respondents’ perceptions of the questions askedhere is a need to remain as
focussed as possible the semi-structured apprsable imost relevant. Group
interviews were rejected as the respondents warénf@umber in the first case study
institution and this technique would not provide thost effective environment for

the identification of individual personal views.

In order to provide a richer base from which to emake the analysis and generation
of findings and conclusions, and subject to a tfedefined justification for inclusion,
document collection will give an additional and iongant stratum of data for

inclusion in this investigation.

In the next section of this chapter | considerdfierall management of my research
and my position in it, how the practicalities ofes#ing the case study institutions
were dealt with, undertaking the interviews an@sihg the documents for
collection, and look ahead to how the data obtamaght be analysed effectively to

provide answers to the main research questiongipose

Research management

In this section | will address the issues of myifp@s in this research, the selection of
the case study institution and access, who wilhberviewed and which documents

collected, and the legal and ethical aspects otudaking educational research.
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My position in this research

As a senior administrator myself, and the researdnehis investigation, my role is
key to the success of the project. Whilst my eigmees have been valuable in
identifying an area for study, | will need to beaaes of the tendency to include

preconceptions into either my questioning and/oramalysis of the data.

The academic literature on the definition of theses is fairly sparse, and those
scholars who have undertaken studies commentuhtaer work is urgently needed.
In this case my own career and current role may hea to make assumptions about
the roles being described in other institutionsill need to keep very focused on my

research questions in order to provide the mo&d aald reliable data possible.

Whilst it is my own personal interest in how theslkes are defined that was the initial
inspiration for this research, | need to make siae | do not present a one sided view
by giving more weight to the administrators’ owngaptions than to the middle and
senior managers who will also contribute. This was of the reasons why | decided
on a stratified sample so that | would have a bgméad of respondents from
different levels of the university hierarchy (sammeanagers, heads of academic units,
post holders) as described in the main researc$tigns set out at the beginning of
this chapter. | also decided to have similar nursloé respondents from each group,

again to try to ensure a balanced range of datarfalysis.

Having worked for over 10 years in higher educatiam familiar with many of the

protocols and politics of educational researchhese settings. | have experience of
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working as a university staff governor as well agdertaking project work for senior
managers. This has given me the confidence taaphrmy chosen institutions for

permission to undertake my case study there.

Research sample and access

In order to undertake an institutional case staayimportant to identify somewhere
that would effectively represent the role beingeistigated in a context that it would
be possible to negotiate access to. Having lintited available to undertake the
interviews gave the first parameter for selectineversity to approach, it must be
within reasonable travelling distance from homevork. This then presented five
institutions to consider in respect of their orgamional structures and whether they
embraced the role of senior administrators in atadenits. Using the internet to
access this information, it was possible to idgrgimilar structures in each
institution; however, two had simpler hierarchieart the other three. The perception
was that the simpler the structure, the easieotldvbe to contact appropriate people
to be involved in my research. Consequently | mered both institutions’ structures
very carefully and selected the one that emplohiedsimplest management and
administrative structure with the fewest academitswoverall and with the easiest
visiting arrangements. Each of the universitiassodered had fairly similar numbers
of undergraduate students, although their levetesd¢arch and commercial activity
varied enormously; however, this was not considésdtk of consequence to the
research as it was looking specifically at admratstn in academic units, had the
investigation been focussing on central senior adirative roles this might have had
a greater impact on the decision process as theenat the roles may well have

differences due to the nature of the organisatibnainess.
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Consequently | decided that | would approach a-p682 university with a clearly
defined organisational structure and contacteds#raor Pro-Vice-Chancellor to
request approval to undertake a case study thi&emission in principle to undertake
the case study was obtained in advance of finglitie key research questions, as
non-approval would have required an approach téhananstitution and may have
influenced the way the questions were constructéigit of the prevailing
organisational structure. A statement of reseancis and key research questions was
sent to the institution as soon as they were avaiffr information, receiving very

positive feedback and confirmation that | couldgered with the case-study.

Having identified the university at which | wouladertake the case study research, it
was necessary to identify the people to approagnaspective interviewees. The
literature review had enabled me to develop conztameworks that identified
particular levels of staff that should be abledatcibute well to my research. These
were people who represented the institutional vib@ head of academic unit view
and those people undertaking the role on a dawyobdsis. It was then necessary to
identify positions, names and contact details fiprapriate individuals who may be
willing to take part. Having a personal knowleadeiniversity structures and
administrative processes, it was possible to ifietitree institutional senior
managers who each had a direct involvement witfosadministrators in academic
units. | then went on to identify three headsaddemic units who represented three
distinctly different disciplines across the univgrén order to obtain as wide a range
of views as possible. | then selected four semdninistrators from those listed, two

undertaking roles at the same level in one unithlawing different and distinct areas
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of responsibility and then two others each fronfiedént units, but representing the
two areas of responsibility identified in the fitstit. There was no attempt to
undertake mini-case studies by interviewing speq@éople who were directly linked

to each other in any way.

| then telephoned each person to introduce myselinay research and ask whether
they would be prepared to share their perceptiatisme in an interview of around
one hour duration. The response was overwhelmipggitive and none of the initial
contacts refused to be involved in principle. #smagreed that they would be sent a
statement of my research aims and key researchiou®eso that they could make a
fully informed final decision, which they all dicewy quickly after receiving the
information. Each one was then telephoned agadlistuss their understanding of
the research aims and questions, and make arrangetoeneet to undertake the
interviews which were to be recorded for later $&iption. They were also asked to
provide a copy of the senior administrator’s jola®tions to provide additional data
relating to the responsibilities of the post hotdeThe legal and ethical aspects of

undertaking these interviews are addressed ingkesection of this chapter.

The flexible design chosen for this research embhlgignificant development to be
achieved during the investigation, with regardthinclusion of a second case study
institution. This was chosen because one of gslaaic units had just created a new
senior administrator role that was being recruitednd implemented for the first

time and | was fortunate to be appointed to thist paring the initial case study data
collection stage of the research project. | cagrgd that it would be interesting to

investigate how far the role was similar to andedé@nt from the findings from the
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initial case-study. Coincidentally this secondecasidy institution had a very similar
structure to the first site, although this timevés a pre-1992 university, and was also
one of the original group of five potential casedst sites | had reviewed for my

research.

In order to undertake research at this institutiobtained approval from the head of
the relevant academic unit through submitting dtemiresearch proposal. Again the
response | received was very positive and writemgssion was provided. The
academic unit managers were all advised that | &vbalundertaking this research
and again were very supportive. Owing to the laickme available to me to
interview my new colleagues within the early stagkesole development and
implementation and within the timescale of thisastigation, | made the decision to
focus on document collection at this second instituand consequently, as | was not
interviewing any colleagues | did not require fertlagreements for my research
within the unit. The documents were to be onlysthoeadily available to staff within
the unit, and it was decided to maintain this apphoand not attempt to gain access
to any other confidential letters, emails and methas may have existed to support
the creation of the role. The job description fechthe basis of this document
collection and added to this was the documentmaogithe skills and responsibility
analysis undertaken by the institution’s Human Resgs department when
establishing the grade of the post and which hadrapanied the application for
approval of the post by the institution’s seniomagement. There was a new five
year strategic plan that had identified the needfsenior administrator role and
contributed to its definition that was also incldde the collection. The only way |

could record my own perceptions of implementingrtfle and observed opinions of
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colleagues was for me to keep a personal resea@phaf my perceptions of the role,
and how the post holder was received by colleagiiess would then provide useful
data relating to activities undertaken and as aichent it was readily available for
analysis and within the stated scope of documdigatmn as a means of data
collection previously outlined. To supplement thessonal record was the original
presentation given as part of the selection inéenduring which | was required to
address my personal interpretation of the roleeagsribed in the job description. The
final document selected was the probation reviedeuiaken after six months in post
that reviewed the effectiveness of the role asgreed by the post holder’s supervisor
who was also one of the unit's managers. The aatnd implications of the actual

documents selected will be addressed later inctrapter

Legal and ethical aspects of undertaking educdti@saarch

This investigation is being undertaken with fulpapval from the Senior Pro-Vice-
Chancellor and the informed consent of those bigitegviewed at the first case study
institution and the Head of Academic Unit at theas®l. Likewise the collection of
documentary data was approved in principle in adean the start of the project.
Also, in accordance with the British EducationakBarch Association’s ethical
guidelines for educational research (BERA, 2004 )nterviewees would be given
the opportunity to amend or withdraw part or altleéir interview transcript should
they wish. As the nature of this research wageatonally focused there were no
implications for potentially harming those involvadd it was consequently not
necessary to give any other specific consideratf@ensitivity issues apart from
confidentiality and anonymity in the final reporll interview subjects would be

provided with a copy of the Executive Summary @& fimal thesis, as would an
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appropriate staff development representative ofAldld, whose comments on the
findings presented will be referred to and comme i@ in the Conclusions and

Recommendations chapter of this thesis.

All data recordings (voice and text) were storethaut names, using uniqgue numbers
as identifiers for analysis purposes. As no peaakdata were to be retained on an
electronic data base, or in hard copy, there wereplications under the Data

Protection Act 1998 for the data collection, analys thesis preparation.

Triangulation

Denscombe (2003) comments on the benefits to resedobtaining data on the
same topic from different sources, a process o#&arred to as triangulation. This is
considered to improve the quality of the data Use@nalysis as it will present issues

from different perspectives and for certain findingoe corroborated.

In this research the case study findings will lentyulated (Coheat al, 2003) within
themselves by involving respondents from diffedemtls of the organizational
hierarchy, and through the data obtained from treithent collection. During the
interviews at the first case study institution taspondents frequently mentioned the
importance of their job descriptions and offeredauopies of them to assist with my
research. As the flexible research design suppadinte addition of other data
collection techniques, | decided that they couldibeful as a means of enabling an
analysis of how far they supported the respondeotsiments relating to their duties
and responsibilities. Furthermore, it suggestad dther documents would be useful

for the same purpose of corroboration and compaiasal consequently appropriate
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ones were identified during the research procedlsdétails of what was selected and
their limitations will be given in the next chaptéindings and Data Analysis). A
number of potential users of the recommendatiofisalgio be contacted for their
views and comments from them are included in thal thapter of this thesis (Miles

and Huberman, 1994), again to ensure the verifinaif the findings.

Reliability, validity and authenticity

Denscombe (2003) considers that a greater leueliability is obtained when the
data obtained using a particular research methodires the same if that method is
repeated. In that instance, if different resulesevo be obtained it could be
considered that this variation would be due entitelchanges in the issues being
researched (ie institutional changes could chang@é¢rceptions held about some
aspects of the role of the senior administrat&Qr this investigation the reliability
should be quite high in that were the researchungnts to be used again in exactly
the same context they would be very likely to élice same outputs relating to
perceptions held. However, because of the venyreatf the objects being
researched, changes in the data would be inevitalidder dates as processes and
procedures in university administration can chareyg quickly. So, if a different
researcher undertook the data collection at a thtts, the context of the senior
administrator role may have changed due the naffuttee work then being
undertaken by the institution and people’s perogstichange over time and so the

results may be different.

However, the methodology and research instrumentkl@asily be used again with

other institutions and groups of university adntiaors, in this country or overseas.
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In fact this would be most desirable as it wouldtowue to address the lack of
research in this area. | would not anticipate themg of any use to investigate other

matters pertaining to university administrationhemt some modification.

The validity (Denscombe, 2003) of the researchdatd obtained relates to how far
the data reflect the truth, or reality, of the attan being investigated. Also where the
data are directly relevant to the research questitwe validity will be strengthened

by clearly stating the research aim and focus @awbthg instruments that adequately
reflect this. Itis not possible to avoid researdhias entirely, although every attempt
is made to do so as far as possible by keepinfpthus strong and consistent and
acknowledging areas where bias may have had arende. Furthermore, by clearly
stating the researcher’s position in the resedndughout, and identifying any areas
where personal experiences and beliefs might hadelstronger influence than
others (see the section above, My Position inRigisearch), it is hoped to obtain and
analyse data that are as valid as is reasonablsemmdto be an honest portrayal of the

data collection and findings.

Authenticity, whereby the data and research finsliauge seen to be reasonable within
the context of the research being undertaken,ppated by building on existing
scholarly work, obtaining feedback during the whalecess from my interviewees,
doctoral supervisor, potential users of the recontagons, fellow students and
colleagues, providing information for institutioasd the professional body to use to
inform role definition processes and professiomalaliopment programmes, and

establishing areas for further investigation basethe findings of the study.
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Analysing data

Miles and Huberman (1994) describe a concept wiyegahlitative data should
provide “... rich descriptions and explanations ajgasses in identifiable local
contexts.” (pl) and that such data should “... helearchers to get beyond initial
conceptions and to generate or revise conceptaleworks.” (p1). In order for such
data to be interpreted by the researcher they toelee presented and analysed in a
structured and effective way. In order to do Mikes and Huberman (1994)
identified a number of stages of analysis that khfmacus on the key issues and
themes identified during the research processydecfeedback from stakeholders and
mindful of the methods of dissemination of the fimgs:

» data reduction — selecting, focusing, simplifyiagstracting, transforming the
data that appear, and finally identifying key issue

» data display — an organised, compressed assemlifoaihation that permits
conclusion drawing and action with key issues geoligto underlying
themes;

» conclusions and verification — based on underlgata reduction and display,
accurately reflecting the views expressed by tepardents (including their
feedback on the conclusions drawn), and resultifghdings based on
appropriate analysis and focused on the reseasmstiqus being asked and
within identified conceptual frameworks, furthepported by feedback from

potential ‘users’ of the research.

For this investigation there were two distinct s@s of data that needed to be
analysed; interview transcripts and document cdntirnwas important that each type

was analysed in ways that were compatible with edlclr and contributed to
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developing an understanding of how this researahldvprovide answers to the

original research questions.

The raw interview data was in the form of recordedrviews that were then
transcribed personally and produced in a numberinfed copies. Miles and
Huberman’s (1994) data reduction phase requireithieae were subsequently
analysed according to a clearly defined codingesyghat was directly based on the

aspects of the conceptual frameworks identifiednduthe literature review.

Robson (2003) suggests using a content analysieagpfor the documents where
the text is analysed quantitatively using a cleddfined measure (eg number of
times a word is used), whilst recognising the pagpof the document as well as the
context for which it was created. However, thipraach did not appear to
complement that used for the interview transcriptsthe decision was made to use
the same approach with the documents as for thedmats, whereby the text was
analysed and coded using the same coding systataritfy issues, generate
comments and identify implications arising from tteta analysed. It is important to
recognise the reasons why the documents were dredtat they contain and what
their intended use was when undertaking the arsaagsthere may be some
limitations as to their usefulness in the contdxhe research. The documents used
in this investigation will be submitted to this &/pf scrutiny and details will be given

in the next chapter, Findings and Data Analysis.

The first task to enable data analysis was prasgiite data in a format that could be

displayed to enable understanding to emerge. dardo achieve this, three data
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analysis events/activities were developed basdti@noncepts developed by Miles
and Huberman (1994) and Robson (2003). As thisstigation had clearly defined
research questions and three conceptual frameweottks which to site the data, the
analysis activities and coding structure refle¢tezse themes. The four analysis
activities were:

» Data analysis activity 1 — definitions createddach code to be used to
identify areas of the texts that were relevant ¢theée definitions will be
described within the data analysis and findinggtdraof this thesis);

» Data analysis activity 2 — text of the interviewrtscriptions and documents
collected coded according to definitions in catgdgr

» Data analysis activity 3 - summaries compileddach text;

» Data analysis activity 4 — to compile all summaf@seach conceptual
framework in one place.

Inevitably each of these categories needed to dertaken in a particular order so
that the maximum benefit of each stage could baindd, so the following schedule
was developed:

» Activity 1 was undertaken as part of the concepli@ahework development
process and influenced the design of the questlewsloped for the
interviews and the focus of the data collectioncpss.

» Activity 2 was planned to be undertaken after athe interviews had been
completed. This was a conscious decision so tieaetwas less temptation to
lead the interviews along particular avenues thdtlieen developed by
previous respondents. Furthermore this was alspl=ied after the first
three months in post at the second case studyutisti, again to endeavour to

reduce the effects of bias on all aspects of the cialection.
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» Activity 3 was planned for completed during theesah and ninth months of
the second case study data collection period. rAtgs was designed to
reduce the impact of undertaking this activity ba tecording of a personal
research diary and interpretation of a new serdariaistrator role practically.

» Activity 4 was due to be completed during the nimtbnth of employment
with the second case study institution and oncertam data collection had
been completed at this institution. The resultthf category would then be
displayed alongside the original conceptual franmg®@and comparisons
made as to how far the findings of this researgperted or revised the
frameworks that had emerged from the literaturéh) Wie aim of permitting a
“... viewing of a full data set in the same locati¢iMiles and Huberman,

1994, pp91-2).

The final stage to the data analysis will be taobverification and feedback from
potential ‘users’ of the research (including anrappiate member of the professional
body (the AUA) responsible for staff developmentprder to identify areas of
agreement and challenge, and to consider aspattsahld benefit from further

research.

Summary of methodological issues

| have considered the wider framework that hasdeduny research as a knowledge-
for-action project, within a subjective/nominalgsiradigm. As | am considering the
perceptions and opinions of higher educationalggsibnals, in order to contribute to
the understanding of the definition of the rolesehior administrators in academic

units in UK universities, | have selected a sostaley research design, using a case
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study methodology with interviews and documentemiibn as my methods of data
gathering. My personal position within the resbaras been discussed earlier in this
chapter, and is a positive aspect of this reseasachis enabling me to have a good
understanding of the context of the role | am itigasing and associated
administrative processes, although | do recoghisateas where it may be more
intrusive and potentially damaging to the qualitylata obtained or analysis
produced. | have outlined the process for idemigfythe research samples of all the
interviewees and relevant documents and obtairengss to both. Triangulation of
data is being obtained through the complementatyites of interviews and
documentary analysis, and the ethical and legaésassociated with this research
have been commented on. | believe that this reBdws a good level of authenticity
as the research aims are firmly based on existibtjghed work and discussed with
members of the EdD course team, fellow studentgami@ssional colleagues. The
data analysis techniques have been outlined amgbsiufhe decision to use the data

collection methods of interviews and documents.

The next chapter focuses on the presentation dirtdmgs and reflects on the data
gathering processes, the effectiveness for obgnih data relevant to my enquiry,
and the overall efficiency of the research desigh @xecution. Each of the
conceptual frameworks is handled separately and @as analysed independently in
order to ascertain how far the research findinggett or challenge the conceptual

frameworks that emerged from the literature review.
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DATA ANALYSIS PROCESS

Introduction

This chapter focuses on the data collected forrdgsarch and includes sections on
the processes of collection and analysis, the ptaten of the data and the findings

from the analysis.

Firstly consideration is given to the operatiorgpects of undertaking this research
including the data collection instruments used, leff@ctive they were and what
limitations they had. The data analysis proce#isan outlined and its effectiveness
compared with what was planned and what limitatiwase identified. The nature of
the data collected is reviewed for its match wité tonceptual frameworks identified
from the literature review, its quality and validind its effectiveness and limitations

for analysis.

Then the data are presented and discussed iroretateach of the conceptual
frameworks that emerged from the literature revidwis gives the opportunity to
reflect on the quality and limitations of the finds in each conceptual area. Each of
these three sections concludes with a review ofrdmework in the light of the

findings.

The chapter ends with a brief summary of the figdiand considers how they

provide insights to the main three research questio
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Data gathering process

The nature of the research data sought and seiedftibe data collection instruments
and methods have been discussed in the previopsechao only the implementation
aspects of these are considered here. Consideratiiven to the following:

* using semi-structured interviews;

* undertaking document collection;

» the effectiveness of these methods of data callecti

» the quality of the data collected.

Instruments and methods used

In the previous chapter the decisions to use samnitsired interviews and document
collection as the data gathering tools for thigaesh were outlined in some detail.
They were chosen as methods that would maximiseghertunities to collect
relevant and rich data both from case-study respaiscand documents that were
either referred to during the interviews or thatndoprovide an insight into the

definition and responsibilities of the senior adistirator role.

Semi-structured interviews

By using semi-structured interviews | expecteddable to obtain in-depth insights
in response to questions designed to address aradréocused on the issues raised
by my key research questions. In creating thetopresto be used during the
interview it was important that the main focuslod tesearch questions was
incorporated and the questions were sufficientigrom allow the respondents to
offer their own opinions without being led or calagted. As my research questions

were very specific, | decided to pilot them asdhes for the interview. This piloting
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followed a number of stages, starting with disaussvith my research supervisor,
with colleagues on the EdD programme who did nowatk in higher education and
who gueried specific meanings and contexts, aretademic colleague who was
quite independent of my research. In additiorhte the questions were discussed
with each of the respondents in order to estaltisrmeaning of phrases where they
were uncertain in any way. This final stage ditinesult in any changes in wording,
the only requirement being definitions of acadeumit and senior administrator in

the context of the research and the responderstistution.

The questions were sent to the respondents in adwafrithe meeting so that they
were able to undertake some thought and preparagéforehand if they wished and
to ensure that the respondents did not feel inveayyuncomfortable with the
guestions on the day. Furthermore, | was abledwige any additional explanations
requested by the respondents as the interviewsgssgd. The issues relating to

sample selection, access and ethics were addresgeglpreceding chapter.

Each interview was booked in advance and confirenéav days before it was due to
take place. They all took place in the respeatagpondents’ offices at the case study
institution and were audio-recorded for later frdinscription by myself. None of the
interviewees appeared to distrust me in any waytlaeyl each talked freely for up to
an hour on the issues they thought were importarglation to the questions posed.
Brief field notes taken at the time show that thweye all keen to talk about the issues
| wanted to discuss and considered it a good oppibytto reflect themselves on what

their thoughts were and how the roles were devetppi
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The quality of the data obtained from these in®mg is generally well focussed on
the research questions. Furthermore it appedrs tbear in its meaning as there are a
number of instances in most of the interviews witleerespondents provide self-
corroboration by including additional material osubject already discussed.
However, it is noticeable that one or two of thep@ndents took the opportunity to
expand on some areas that were not directly reteaad there is some question over
whether a more directive style of interviewing @bhhve brought them back on track
and elicited more data on the main research ar€agerall, | believe that the data
obtained through these semi-structured interviewseaevant to the aims of the
research and in sufficient quantity to enable adhgh analysis to support a valid
demonstration of findings against the initial aiofigshe research, the main research

guestions and the conceptual frameworks.

Document collection

The use of document collection as a data gathenettpod was identified during the
interviews. A number of the respondents providepies of job descriptions when |
arrived as a means of providing me with more infation, job descriptions were also
referred to by every respondent during the intevvié\s a result of this | decided to
incorporate them into the research design as asr@asorroborating the data

gathered through the interviews.

This was then extended to the second case-studhwitluded documents and a
research diary relating to the implementation efrtlew senior administrator role in
the second case study institution as discussdwipreceding chapter. My own role

in higher education administration made me weltg@thto understand the benefits
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and limitations of the type of records availablerte for my research. Minutes of
meetings would permit me to ascertain the procgsshich the role was identified
and created, personnel documentation includingotheescription and vacancy
advertisement would show where the role resporisésillay, and the academic unit
strategic business plan would enable me to gevarsight of how the role was seen
to be integral to the work of the unit. | decideslas unlikely to be able to access
letters and memos used in the process of credtegpte as these were more likely to
be considered confidential and access would bdatest to me as post holder on

grounds of professional sensitivity and etiquette.

In order to support this | decided to keep a peabmesearch diary of my experiences
of taking up the role and interacting with colleagwithin the university and
academic unit in which | am based. Both Robso®32@nd Denscombe (2003)
comment on the usefulness of this source of doctangdata in providing a
retrospective account of certain events. The raduantage of this type of research
method is that it can provide a rich source of aatan well constructed and focussed
on the research aims. However, there are alsess®lating to misreporting as a
result of the diarist being aware of their invohamin the research and recording
events that are either believed to be what theareker wants to see or which show
the diarist in a good light. Densombe (2003) asghat they are very useful as a
‘version of things as seen by the writer’ (p216)endas Robson (2003) favours the
use of diaries as a precursor to interviews, aatliobservation, to provide richer

data.
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In response to these comments, | decided to detagnalysis of the data from the
first case study until after | had completed sixing in my new senior administrator
role and maintained my diary for that time. Byrdpthis | hoped to avoid my diary
entries being too influenced by what the interviesvperceived at their institution.
Clearly 1 would have retained some views just framdertaking the interviews and
doing the transcriptions, but | believe that ttpp@ach helped to make my personal
account more individual to me and less connectéd the interviews. This was
largely successful; however, with hindsight | woblve found the data analysis
easier if | had actually structured my diary comtsem the questions | had asked at

the interviews rather than recording free-text apis and observations.

Also, the use of other documents from the insbtugnabled some corroboration with
the research diary. These additional documents wentified at the time of
recruitment to the post and were copies of th@walhg: job description, interview
presentation, Human Resources documents relatitinge tapproval of the post, the
academic unit’'s five year strategic plan, and nmxynsonth probationary interview
report. | was unable to find any minutes of megtiwhere discussions had been
recorded regarding the purpose of creating this, hly minutes to confirm that
someone had been appointed. This was due toghtution’s current policy and
practice for the development of administrative paghereby there is no requirement
for them to be discussed at the main committeess€@quently, | did not include any

meeting documents in the data collected for analysi

Overall the aim was for these documents to proarteher view of the role, how it

was described (for both case studies), how thewakeperceived within the academic
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unit and what the intended responsibilities wet@wever, as each of the documents
was created for a specific purpose, it is importar@nsure that these purposes are
acknowledged during the data analysis (Densconi@8)dn order to present the data

as accurately as possible.

Job descriptions and role analysis statementsraatet! for three main purposes: 1)
to inform the role approval and grading proces$ibynan Resources departments, 2)
as advertising tools used during the recruitmedtsatection process and 3) as job
outlines for the post holder. Clearly they will treated with these purposes in mind
and will provide a general overview of the roleheatthan a detailed account of its
responsibilities, how it came about, its duties erpected interaction with
colleagues. However, in the context of this rededney are seen to be very
important by the interviewees and all the post eddemarked on their usefulness in
defining how they developed their role operationalConsequently, | believe them to
be a relevant and very useful data source for boradive and illustrative purposes.
Furthermore, the probationary review process ost#eond case study was based on
the information held in the job description, ssihecessary for both documents to be
included as they are mutually informative. Likesyighe recruitment presentation
document was based solely on the job descriptionigeed by the second case study
institution, so it is necessary to include bothudoents to make the data obtained

meaningful.

The decision to include the second case study ¥éeas Strategic Plan was made

because it refers to the creation and developnfeéhecenior administrator role

throughout. Clearly this is an internal documerd eequires the reader to have some
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prior understanding of the context and meanindnefassumptions made. As an
experienced administrator and also a member afititevorking to implement this
plan | believe that | am well placed to use it witthis research. However, | am also
aware that my reading of it could be biased towangwn perceptions, so the
decision to subject it to the same coded analygsthainterview transcripts was

designed to limit this as much as reasonably plessib

Of all the documents used for this research, theareh diary of the second case-
study is the most subjective as it was createdopetly by the researcher.
Consequently its data will be used with care amchg$ corroboratively with other

more independent data.

Generally the data obtained from the document ciadie are relevant to the enquiry
and provide corroborative and comparative data vématysed with that obtained
from the interview transcripts. In the same wayoaghe interviews, these
documents were selected for their relevance toabearch aims and as such improve
the quality of the data obtained. However, itlsbaecognised that all documents are
produced for purposes other that this particulseaech, so caution and care need to

be applied during the analysis process to uphaut thherent validity and usefulness.
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Data analysis process

Introduction

This section considers the process used for amgyke data collected, and the

effectiveness and limitations of the process chosen

Using the Miles and Huberman (1994) approach ad datlection and reduction the
analysis activity pattern outlined in the precedihgpter was used for all of the
analysis, both the interviews and documents catecfor this investigation it
comprises four main activities:

e creating a coding structure;

» presenting the data and coding them manually;

» creating coded text summaries for each data source;

» compiling a summary of the data by source for eagb of the conceptual

framework and model outcomes.

Each one of these activities is now consideredrsegly so that the effectiveness and

limitations of each phase can be considered inextnt

Coding structure

In order to be able to reduce the data collectedftymat that would enable an

effective analysis to be undertaken a coding strecivas required. It was important
that these codes accurately reflected the maiareseuestions and the conceptual
frameworks that emerged from the literature revi€@ansequently | decided that the
coding would be based directly on the conceptwhéworks, with each of the axes

forming one code:
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Research question 1

» Central institutional influence on the role defioi;

» Head of academic unit influence on the role dabnit

* Post holder influence on the role definition;

Research question 2

» Clarity of definition of role;

* Breadth and range of responsibilities assigned;

» Likelihood of post holder undertaking responsitaitpreviously held by
academic staff;

Research question 3

* Perceived professionalisation of the role;

» Perceived importance of the role in the work ofdlsademic unit;

* Level of post holder collaboration with academidleagues.

This gave a total of nine codes to use which apgoktr be a realistic proposition as

they each had a very clear meaning (see FiguréoWpand would be relatively easy

to assign text to from the interview transcriptd @locuments collected.
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Figure 1
Data coding structure

Code Description/axis of framework

la cent Central influence on role definition

1b head Head of academic unit influence on rolendiein
1c post Post holder influence on role definition

2a clarity Clarity of definition of role

2b range Breadth and range of responsibilitiegassi

2c academic | Undertaking responsibilities that veexiously academic ones

3a prof Perceived professionalisation of the role
3b import Perceived importance of the role in tleeknof the academic unit
3c collab Collaboration and development of effextivorking relationships

with academic colleagues

By using these codes | hoped to identify the daghwere directly relevant to the
research and which would challenge or supportrdm@éworks once analysed by

presenting the views held by the respondents atidnithe documents reviewed.

In practice these codes worked very well. Theyanaasy to remember when close
reading the text and sufficiently succinct to eeable selection of only directly
relevant text. | did have some concerns that thigyt not provide enough detail to
support the analysis, but these proved to be unledias the interview transcripts and
documents demonstrated themes and groups of idatwére either directly relevant
or not. If there had been more codes to assigwkizde process may well have
become too complex to execute efficiently and timeag have been a resultant
confusion of data obtained by trying to code it ightly within a larger coding

framework.
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| did consider whether this approach to coding miighit the range of findings from
the data as other issues may emerge during intes\a@d document analysis that had
not previously been considered within this reseatdbwever, having already
decided on a very strong focus on three main rebBaqrestions and the conceptual
frameworks that emerged from the literature, | dedithat this would not be a
problem here providing that the texts were analysedfully and all issues relating to

each code identified and included in the analysis.

Data presentation and coding

For the coding to take place, the data needed pydpared and produced in similar

formats that would support this activity effectiy¢Denscombe, 2003).

The first stage was to transcribe all of the awdamrdings of the interviews that had
taken place. This | undertook personally as a me&getting to know the data as
well as possible before starting the coding. Beahscript was given a unique code

to identify its origin and printed on different colred paper depending on whether the
respondent was a senior manager in the instituidrgad of academic unit, or a
senior administrator to enable quotations to beewathout any specific reference to
the interviewee that could lead to identificatidrttee actual person. These transcripts
also had line numbers for each line of text to émahse of reference back to the
original data subsequently. The coding was thehiegto the transcript by hand,

with the relevant blocks of text being ringed ahd tode noted in the margin.
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The documents were photocopied and where apprepége numbers added to
provide a simple referencing system for cross cimgcthe data later on in the
analysis process. The same manual coding systenapydied as for the transcripts.
In practice this was a relatively straightforwaatthough very time consuming task.
The subsequent summarising activities discusséukifollowing section ensured
that, as far as reasonably possible, all relevata @ere selected and that all

extraneous material excluded.

Summaries of the coded text

Having coded the data it was necessary to createnswies of each code to support a
focused analysis of the data relevant to the rekedt was decided that this would be
effectively undertaken as part of a review of tbding to check the accuracy of that
process. Each data source (transcript and docyinvastre-read to double check that
the codes had been correctly applied and a harttewsummary created under two
headings for each transcript (issues and commantsjhree for the documents
(issues, comments and document source implicatiofgpropriate reference
numbers were included in the notes to enable catckss to the source data during

the analysis.

These handwritten summaries were then reviewedlatalled data analysis tables
created to enable observations and conclusions tivdwn from the data obtained.
These tables were created for each of the conddpan@eworks with a column for
each of the axes and an additional column for reeeacomments and an overall
summary of the data from each source. This prosassalso underpinned by further

readings of the source data to ensure full covevatien the analysis process.
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This activity further supported my developing uredending of the relevant data and
also acted as a means of introducing me to thergleaeas of opinion that would

structure the full analysis.
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Summary

This section has considered the data collectionaawadlysis processes used in this
research. It has focused on the operationalisatitine research design and methods
chosen, their merits and limitations and the qualitthe data obtained. The next
three sections present the data findings and digtesn within the context of each of
the conceptual frameworks, linking back to theréitere reviewed from which the
frameworks emerged and including illustrations fribra data analysed to support the

findings presented.

As there are two phases to this research, theclist study comprising interviews
and associated job description documents, andettend case study that comprises
documents, the following data presentation willr@dd both phases and then seek to

establish areas of commonality and difference.

All references to the case studies are identifie@b for the first and C2 for the
second, with appropriate suffixes for the data se\either interview or document
number). Each reference identifier also has amogiate line, page or section
number added to locate the quotation in the origgoarce. The data sources are
identified as:

* SM plus interview number — for institutional senmanager interviews;

* HU plus interview number — for heads of academitsunterviews;

* PH plus interview number — for post holders;

* D plus identifier number — for documents.
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For example C1/7 PH 93-97 is the relevant referémcease study one, interview
seven with a post holder and the quotation is tdk@n lines 93-97, and C2/16 D la

represents case study two, document number 16emtidrs 1a of the document itself.

The next section considers the influences that baea brought to bear on the
definition of the role of the senior administratoracademic units and how far the
institutions’ senior managers, the heads of thé@wméc units and the post holders

have been able to have a say in how the role hes defined.
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FINDINGS AND DATA ANALYSIS FOR SENIOR
ADMINISTRATOR ROLE DEFINITION (CONCEPTUAL

FRAMEWORK ONE)

Introduction

The aim of this section of the thesis is to tryital out how far the definition of the
role is influenced by the central institutional me&rmanagement, by the head of the
academic unit and by the post holder. The dd#img to these influences on how
the senior administrator role has been definedchave presented and analysed taking
account of the two case study contexts. Considerét also given to where there are
similarities and differences in the findings anavitbese may or may not impact on

the framework.

This analysis focuses on the axes of the concefrarabwork (below) that emerged
from the literature review and on which the reskajygestions and data analysis

coding structures were based.
Within this framework it is suggested that the gusitler has less influence on the

definition of the role where there are strong iafiaes from the centre and head of the

academic unit where the role is based.

109



Conceptual framework 1

Senior administrator role definition

Framework 1 - Direction of post holder influencerote

High
Low

Central institutiong
influence on role
definition

Direction of post holder
influence on role

High

High

Low

Head of Academic Unit infuence on role
definition

Initially the findings appear to offer some supgortthis view and, furthermore,

there is some evidence to demonstrate an increasivg to control from the centre
as the heads of the academic units in both cadeestare members of the senior
management team of the university. However, tts polder does seem to have
quite significant influence over the operationaisa of the role that has been defined
centrally and/or by the head of the unit and i dbldevelop the implementation and

operationalisation of the role within its overadhmit.
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Presentation of findings

Central institutional influence on role definition

All of the respondents from the first case studyiaragreement that the senior
administrator role had been defined by the ceninalersity senior management team
and disseminated to the post holders by way ofaih@escription document. There
is wide recognition that this definition has cont®at as a result of both recent and
historically perceived issues relating to incoresisly of administrative practice across
the various academic units of the institution. Mite current developments in
improving the student experience and realisatioi@fstudent as a consumer or
customer of the university, there is an even great@areness of the importance that
each academic unit should provide an experiensaxafar quality and nature to the
others and the heads of the units are keen to stupgusistency of practice.
... I don’t want to be doing things differently froother parts of the university
... otherwise all you're going to get is hassle fretmdents because they talk
to other students and say why is this differentu’Ye got to have a degree of
conformity otherwise your’re going to have a faiclyaotic system. (C1/4 HU
112-115)

In order to attempt to achieve these improvemienasiministrative processes and the
interface with students, there has been a genarat towards devolution of
responsibility within the institution and higheruation in general, with the
academic units being held accountable for theigkts] administrative processes and
the quality of their teaching and research. Assault the heads of the academic units
have been required to take on roles that have becoone and more business
focussed and one way of addressing this has begimd®enior administrators in the

units more responsibilities (Hare and Hare, 200l)e respondents all commented
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that historically this had been working well at tbeal level, although colleagues
with apparently the same roles as senior administavere often undertaking very
different tasks from each other, and even beind paidifferent grades. This had
resulted in some difficulties when the central aalstrative functions were trying to
communicate with the units only to find activitiesing assigned to different people
and undertaken in different ways with varying iptetations of requirements:
... because of the confusion of who did which rold koaw much of the role
they did and things like that. Based on that witnety were reorganising the
[academic units] they took the brave decision tangfe all the job descriptions
and reporting lines. (C1/6 HU 37-39)
Consequently the university’s senior managememhtdecided that there could be
greater efficiency and effectiveness if the rols@fior administrator was essentially
the same in each of the units and that the podem®hll reported centrally to the
same institutional senior manager, with a day-tp-@@erational responsibility to the

head of the academic unit.

Generally this development was welcomed by all¢hoterviewed, with it being
seen as a way of simplifying reporting and systdm&lopment, and supporting
effective team work and sharing of best practiaé) each post holder being
remunerated on the same salary grade.
... the balance between central control and deveiuiss moved far too much
into devolution, what is going on now is a kindrefbalance. (C1/1 SM 141-
143)
... there’s a standard job description ... and it'srbpet at a much higher

level and will be a standard level across all gbhademic units]. (C1/5 HU 48-
49)
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We're supposed to now have the same areas of reigdidy in each

[academic unit], so I'm supposed to do exactlydhme job in this [unit] as

[someone else] in another one. (C1/7 PH 84-85)
This view that the senior administrator role shcagddefined in the same way for
each academic unit is interesting in the conteX@axfher and Kogan’s (1992) views
of what an academic unit is and how administraestify with the institution rather
than the unit itself. There is the expectatiothis first case study that the post
holders will have a dual role as they are requicecéport to both the institutional
senior manager and the head of the academic 8nine concern was expressed by
the post holders that the heads of units may sepdhkt holder as a “... cuckoo in the
nest ...” (C1/7 PH 34) with divided loyalties as genior administrators are being
line managed by the institutional senior managéh an additional day-to-day
operational responsibility to the head of unit. wéwer, this is generally seen to be
something that people need to be aware of buighatlikely to cause any major
problems. One head of unit was pleased that tieenianagement and associated
salary costs were no longer the responsibilityhat tinit, but rather being met by the
institution because “... they [would] have to provide with the service ...” (C1/6

HU 62) if there was an absence or other persorhetied issue with the post holder.

The documents for the first case study did not naakespecific reference to the
origin of the definition of the role except to stdhat the post holders were
responsible directly to the institutional seniormager responsible for their area of
work, with a day-to-day responsibility to the heddhe academic unit for operational

matters (C1/11-15 D).
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The second case study presents a very differemt @ie¢he central influence on the
definition of the senior administrator role. Theeo evidence from the documents
that the institutional senior managers (other tmammplication as the head of the
academic unit is a member of the institution’s semanagement team) were
involved in the definition of the role in any wasther than by implication to approve
its creation and grading. This may, however, eature of the different types of
investigation undertaken and the use of the santlkeade in the alternate institution
may have elicited different results.
This would appear to be the scenario that histllyiexisted at the first case study
institution, although there is some recognitiorsiofiilar roles in other academic units
of the second institution:
As [the academic unit] becomes a more coherentiaiidrm [unit] such posts
as this will be crucial. That can be seen by aerang this post with the
important roles played by the holders of similastgan [another academic
unit]. (C2/19 D p6)
It may be interesting to revisit the second casdysin five years time to see whether
there have been any moves by the institution taralyinfluence the academic unit
senior administrator roles or whether they aré gpierating on a locally defined basis

to meet locally defined needs.

In summary, there is a widely held belief that éhisra strong influence from the

institutional senior management team in the creaticthe job description, although

the actual implementation of the role is undertakietie local level.
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Head of academic unit influence on role definition

All of the heads of the academic units in the fosse study were involved in the
definition of the senior administrator role. Tleewvant institutional senior managers
created initial job descriptions and then circudateem to the heads for comment and
discussion. Further consideration of these desonp then took place within the
wider institutional senior management team whiahuded the heads of the academic
units, and at which the final versions were appdoiee implementation:
... job descriptions were circulated to all [the heaflthe academic units] and
they had the opportunity to comment and so on ..1/4CGHU 99-100)
The post holders were all aware of this processigaiaken place and recognised that
their heads of units were given the opportunitipednvolved in the creation of the
job description. However, they felt that the heldd far more influence at local
level because they were able to:
... determine [the academic unit's] own staffing stawe ... they can have
whatever management structure they like built adotimose particular
[required senior administrator] posts. So youtik 3ot going to have a
generic role because each [head] is determinedlifi@atent tasks will rest in
different areas. (C1/7 PH 103-107)
This concern that the generic post was likely taniygossible to achieve was
expressed by each of the post holders interviewéxky were all aware that the
different units would be structured slightly diféetly and believed that this in itself
would result in their heads requiring them to utales their responsibilities in
different ways:
... my role is being focussed very much into quadityl undergraduate student

support. There’s a new post been created ... aiydahlenow have
responsibility for admissions, international pargieps, research and all the
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other stuff [I] used to do before. But it meanattithe senior administrator]
doesn’t have the overview of all the academic supgroy more. Now that’s
not necessarily the case in another [academic. (Gif)7 PH 88-94)
The second case study documents demonstrate ¢hsemiior administrator role was
entirely a local creation, designed to meet thegieed business needs of the unit:
The directors [of the academic unit] had identified need for this post and
requested that it be created [by the head of U@8/21 D pl)
However, it should be noted that members of thetiri®nal senior management
team in the second case study institution may kawé&ributed to its design in an
informal or indirect way as the head of the acadamit is a proactive member of
that team. It is possible that discussions magltaken place at various times during
the development process about the way the heatie other individual academic
units established their administrative support éanglmay have influenced the

decisions made in this particular case.

In summary, the evidence shows that the most sognif influence on the formal
creation of the role, its job description and difam through local implementation, is
the head of the academic unit in which it is bas€lde head has both a strategic
involvement because of their membership of thetiriginal senior management team

and also a strong local influence on how the ®lgut into practice locally.

Post holder influence on role definition

In the first case study all the institutional semtanagers and heads of academic units

report that the senior administrator job descriigiovere created by them and not
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referred to the post holders for comment. Howeiés,noted that discussions had

taken place with some post holders before the gesers were drawn up and the

views expressed during those conversations wergidened by the senior managers.
So that included a survey of all current post hiddasking them some
standard questions and it included assessmentofher time was being
spent ... (C1/3 SM 32-34)

However, in the eyes of the post holders this didoonstitute involvement that had

had any impact on the final job description. Th#éyelt that they had had either no

input to the development of the role (C1/7 PH 18t }hat their input had been

indirect by way of the survey (C1/9 PH 100) refdrte above.

The main area of influence for the post holdertarble definition is on the
implementation of the responsibilities outlinedhe job descriptions and the
institutional senior manager is keen that each polster is proactively involved in
this as a member of the team of senior adminiggato
... We are going to get together and we are goirgptthrough the job
description, go through our own job descriptiorgryene of us, it's going to
be quite an open sort of thing. We're going to tblout our expectations ...

this is where we are, this is where we think we twarbe. Together we're
going to build a bridge to get from here to thé€&l/1 SM 288-299)

... there would be dialogue and comment about wleat should and
shouldn’t be doing. Which could be taking on samrass university role to
give them a broader experience, which could be gihgrthings that are done
at the centre in light of things that happen in[edemic unit], it has to be a
constant dialogue doesn't it. (C1/5 HU 395-398)

In the second case study the job description (CR)&nd research diary (C2/20 D)

give examples of where the post holder works clogéth the head of unit in the

development of both the role itself and the adniaisre responsibilities undertaken.
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Overall the respondents consider that the postensldnain area of influence is in the

operationalisation of the responsibilities outlinedhe job description, for example
... [the post holder would take] overall responsibito ensure that the
regulations are implemented both in terms of as$andividual students are

concerned, course approvals, course monitoringreat examiners, all those
sort of things ... (C1/4 HU 29-31)

... they are likely to be involved with helping withe implementation locally
of a solution delivered across the institution aodporting that ... having
them all part of one team we can have them devadojhiemselves and
developing the university’s capability at the samee, for the benefit of the
whole ... (C1/3 SM 132-143)

... a person in post who was thinking well how caeVelop this post, so that
person would then take any opportunities that calmeg to develop the post
... (C1/7 PH 43-45)

It is interesting to note that there is a consistw of the necessity of the post

holder developing the role in discussion with osheend to the benefit of the

institution as well as the academic unit in whilsl post is situated.

The job descriptions from the first case studyiingon corroborate these findings by
stating the reporting lines of the post holderddily to the appropriate institutional
senior manager and also to the head of unit fortdalay operational matters), and
demonstrating that the post holder is responsdleléveloping their role within the

context of the job description provided and witepecified areas of responsibility.

The documents from the second case study illusratmilar situation whereby the
post holder is responsible for identifying theirroduties within the overall remit of

the job description as defined by the head of tiie urhere is “... considerable
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freedom to work creatively ...” (C2/19 D F2b) andtas such a senior

administrative role it is “... not closely defined @ynstrained.” (C2/20 D p2).

In summary, the evidence from these two case ssgiiews that the post holder has
no direct influence on the creation of the job dggion for the senior administrator
role; however, they do have significant influengehe way the responsibilities

assigned are implemented by them.

Summary of findings

These findings presented above show three constsimes running through them:

» that the institutional senior management team dsfthe senior administrator
role, whether this be directly (as in the caséheffirst case study) or
indirectly (in the second case study) when the leddlde academic unit is a
member of the institutional senior management team;

» that the head of the academic unit is stronglygnikial in the local
interpretation of the role as defined in the joba#tion;

» that the post holders’ strongest area of influemas the definition of the role
is with regard to the implementation of the rolé¢hat local level and the

operationalisation of the areas of responsibilitlined in the job description.

It is interesting to note that all of the job désstons that form part of this data
analysis use very general statements about areaspmdnsibility and duties to be
undertaken by the post holder. There is a tengtdt believe that this is a deliberate
strategy on the part of the creators (either ceotrbead of academic unit) as it

permits proactive involvement of both the headmt and the post holder at local
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level in the practical interpretation and implenagiain of the role. Certainly the
second case study job description (C2/16 D) suppbis view as it explicitly states
that the post holder will develop this new role&fidition within the general
framework of the job description and offers exaraéareas of responsibility where

this may occur.

The next section of this chapter discusses these themes from the findings in the
context of the conceptual framework, the literatomewhich it is based and the

relevant research question posed at the outsktsointvestigation.

Discussion of findings

The findings presented above are interesting irctiméext of the literature on which
this investigation is designed to build. The detioh of administrative responsibility
from the centre to the academic unit is considésdae a common occurrence (Hare
and Hare, 2002; Smith, 2002; Gornitzka and Lar&604) and it might be deduced
from this that the definition of appropriate seraoiministrative support within the
academic unit would be part of that devolution.e Tindings from the first case study

would appear on first sight to disprove this asstionp

There are clear indications that the central usitgesenior management has a strong
desire to control the areas of responsibility ftrich the academic unit and senior
administrators in post are accountable, and usdehmition of the senior
administrator role as one way of exerting this oantHowever, it is recognised that
the growth of the role itself has been an organi that has happened over a period

of time within the academic unit. Gornitzka anddem’s (2004) view of role
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accretion, where the role develops organically tmayn opposition to the view that
the role is created independently of the post hadde the unit in which the role is
situated. However their view is supported by thdihgs where:
... [the role] is defined by default and over timerénis more organisation put
into it and then you tend to centralise it and ribig sort of thing is defined
centrally.” (C1/1 SM 12-14)
Furthermore, the heads of the academic units hneesthbers of the university’s
senior management team and part of the committe¢sonsidered the job
descriptions for the centrally defined roles. duld also be said that the central
definition of the senior administrator role is adty a collaborative one that takes
place either directly (case study one) or indise@thse study two) between the

institutional senior managers and the heads chtlaelemic units.

This assignment of role definition by those who moéactually undertaking the role
also supports the sociological view of role (Berd€63) whereby “... the individual
actors ... need but slip into the roles already a®sigo them ... [and] the social play
can proceed as planned” (p112). However, the dinflaence of the post holder in
the operationalisation of the role definition magoademonstrate a move towards the
more modern view held by Jenkins (2004) that airoleniversities is a “... collection

of rights and duties ...” (p140) and not just a rasésigned by someone else.

This view held by the senior managers also coutibatsof Dobson and Conway
(2003) that only the senior administrators themsekee this distinct role within the
academic unit, as it is clear that there is an tstdeding and recognition of the role

across the institution. This is more in line witle AUA (2004), Bassnett (2005) and
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Hare and Hare’s (2002) views that senior universasninistrators have taken on new
and clearly defined responsibilities as a resuthefchanging nature of higher
education in the UK. A joint view of how theseeslwill be managed has emerged at
the first case study institution where one headmécademic unit notes that “... these
post holders will also be dually line managed ...1f&HU 51) with the post holder
being line managed by the central institutionai@emanager and having day-to-day

operational responsibility to their head of acadeumit.

It could be suggested that this situation recognilse changing structure of academic
units within universities (Becher and Kogan, 19d8gan, 2005) whereby the move
to larger institutions with more students enroles resulted in the amalgamation of
the smaller, single subject focussed academic ttapats into schools of study where
groups of cognate subjects are brought togethéravsingle budget devolved from
the centre. There is recognition amongst the redgats and the literature (Hare and
Hare, 2002) that these larger academic units apaned to utilise single, cross-
institutional management information systems aiadl ¢lentrally defined senior
administrator roles, with post holders reportingtte relevant institutional senior
manager, will assist in the most effective andcedfit development and use of these
systems.
Certainly one of the reasons why | think we needesgentral ... involvement
in the [senior administrator] role in a very cleay, is the implementation of
some of the student records systems ... and to bringew systems and to
make sure they work properly to make sure we getrthnagement
information that we require. (C1/4 HU 380-382)

Furthermore, the national funding body for highgu@ation in the UK (HEFCE) has

stated that it expects significant growth in thentver of administrators required to
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support the increasing student numbers over thegap to 2010/11 (HEFCE, 2006)
and this combined approach to definition shouldpsupthe necessary reporting
requirements of this funding body. As one of thevarsity’s senior managers
commented:
... [these roles] aren’t to reduce staff costs, tteedo contribute to the VC’s
2010 agenda which is to get back to growth in HEB@Eent numbers, re-
profile our courses so we’ve got some coursesrdiigct emerging things
nationally and internationally ... (C1/2 SM 283-285)
Key to the successful implementation of these ridetearly the post holder’'s
influence on the operationalisation of the job diggions. All informants in both
case studies (individual and documentary) recoghiseand also note that:
In dialogue and discussion, for all these postsethee job descriptions that
have been produced ... if you've got the right peptbiat there would be
dialogue and comment about what they should andldh be doing. (C1/5
HU 391-396)
Furthermore, there seems to be quite a lot of rwyrmterpretation of the activities
required to meet the expectations of the centralagament:
So they’re a bit more distinct in terms of saying tink there’s a need for
someone to oversee this and co-ordinate it froengs administrative point
of view. | suppose in fact, it's a lot clearettire range of functions they want
me to look after, but in terms of how | do with ledfunctions ... it's an
evolving role. The role will evolve over the near or two. (C1/10 PH 140-
144)
For the senior administrator role in the secon@ cagdy, the human resources post
approval documentation states “... there will be aerable freedom to work
creatively within these constraints [of regulateomd legislation]”. This is supported

by comments made in the research dairy about thdHfat the “... the role would

inevitably change because of the changing workefunit” (C2/19 D p37).
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By taking this approach where the post holderspoeasible for identifying the exact
work needed and then being accountable for it bemgrtaken according to
institutional requirements, the central managemedtheads of units are empowering
the senior administrators to use their experiemceexpertise. The post holder is able
to develop not only the role but also themselvass tadding value to the outcome of
the centrally defined job description and persaadisfaction for the post holder.
There is a clear sense that these roles are ptn¢ ainiversity community (McNye,
2005) and the sharing of best practice within aromm job description strengthens

this further.

Summary of discussion

This section of the research has demonstratedht@atverall definition of the senior
administrator role is undertaken by either by tisitutional central senior
management team or by the head of the academialoni¢é. How far these two
scenarios are different is difficult to ascertastlae heads of units in this study were
all members of the institutional senior managenteat as well. Consequently it is
possible that there is a strong central institw@ionfluence on the definition of the
senior administrator role regardless of whetheitélaen or the head of unit draws up

the job description.

This approach does enable the head of the acadmito have significant input into
the responsibilities of the role and also to intetphe role within their local context,
thus meeting their specific needs according tantitere of the work in their unit.

Furthermore, the job description provides a valedtamework for the post holder to
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use when operationalising the role and undertatiegesponsibilities assigned to
them. This definition provided by way of a job degtion is seen as an empowering
tool by the post holder so they can then develepdke to meet those institutional
needs in ways that reflect their own expertiseslls. However, to fully define the
role requires the two elements to be consoliddtedcreation of the job description

and the implementation of the role described timerei

The next section revisits the initial conceptuahfiework in light of the outcome of

this data analysis.
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Conceptual framework one revisited

The initial framework (below) shows that the postder’s influence on the role
definition diminishes as the level of influencethg university central senior
management and head of academic unit increasesseTivo case studies do appear
to demonstrate that there are strong levels aiiémite on the definition of the role by
both the central institutional senior managemedttae head of the academic unit in
which the post is situated. This does not seecatise problems within either of the
institutions rather it is welcomed as a means ofigling a clear framework within

which the post can be developed to meet local awadenit needs.

Framework 1 - Directionof post holder influenceroie

High
Low

Central institutiond
influence on role
definition

Direction of post holder
influence on role

High

Low High

Head of Academic Unit infuence on role
definition

Each of the respondent groups in the first castystammented on the importance of

developing the operationalisation of the role tigtodialogue. This is echoed in the

126



second case study where the post holder workslglagth the head of the unit in the
development and implementation of this new role ttwedfact that it is a role that will

evolve over time.

The original framework appears to be supportechbyfindings of this section of the
research as the strong influences brought to beé#reorole definition by the
institutional senior managers and the head of thd@mic unit do not permit direct

influence by the post holder.

However, it is important to note that there is ppaently very strong influence from
the head of unit on the implementation of the edavell as its formal definition
through the job description (either directly ompast of the senior management team).
There is some logic in this approach as it is dhof unit who is accountable for the
work of their academic unit and is most aware oétnk needed to effectively support

it administratively.

What is interesting is the amount of influence plost holders appear to have in the
way they actually operationalise the responsibsi@ssigned to them. In both case
studies they are able to exercise considerableddraeand creativity in the methods
and processes they use to meet the expectatidghs ofle. Even where the head of
unit has had a high level of influence in the desigd definition of the role overall

and its implementation at local level, the postdeos still feel that they are able to

exert their own influence on how they actually umalee their work and develop the

administrative processes within the unit.
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The importance of the job description to all thségkeholder groups considered in
this research is somewhat surprising. It is defipiseen as a tool to support the post
holder in their operationalisation of the role @sda means of control by the
institution and head of the academic unit overateas of responsibility assigned.
Consequently the original conceptual framework #émérged from the literature and
reviewed in this part of the research has geneb&gn upheld as the post holder does
have less influence over the role definition whéesinstitution and the head of unit
have high levels of influence. However, theseufices are mainly surrounding the
creation rather than the implementation of thedebcription which governs the

overall areas of responsibility of the post holder.

Therefore, the framework (below) has been revisaéftect influence over the job
description rather than over the whole definitiéhe role. This is because the full
definition of the role comprises both the job dg#tn and the implementation and
operationalisation of the responsibilities assigaed all three stakeholders have

strong areas of influence in different aspecti process.
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Framework 1 revised - Direction of post holderugfice on
the creation of the job description

High
Low

Central institutional
influence on job
description

Direction of post holder
influence on job description

High

Low High

Head of Academic Unit infuence on job
description

There is one issue that has not been explicitiglves! by this research and that is
whether the post holder’s influence on the job dpgon would increase if there was
low influence from the institution and/or head loé tacademic unit. As both case
studies demonstrated strong influences from batbdlstakeholders there are no data
to show what would be the impact on the post h&ddevel of influence in this
alternative scenario. However, there has been soemion of the historical situation
of role definition in the first case study wheravis observed that the role developed
organically and that it was largely due to spegifist holder’s personal views of the
opportunities available to develop the post théined the role. This does imply that
the post holder had a stronger influence overélpansibilities of the role in these

circumstances where the institution and head dfweie less influential. Therefore |
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believe that this revised conceptual frameworkujgp®rted by the evidence provided

by this research.

The next section of this chapter considers thargslfor the second conceptual
framework which considers how clearly defined tbie is, how wide ranging the
duties are and how far the post holders are undegaesponsibilities and duties that

were previously that of academic staff.
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FINDINGS AND DATA ANALYSIS FOR SENIOR
ADMINISTRATORS’ RESPONSIBILITIES

(CONCEPTUAL FRAMEWORK TWO)

Introduction

The aim of this section of the thesis is to tryital out how likely it is that the senior
administrators in academic units are now undertakasponsibilities that were
previously those of academic staff. The dataireab these aspects of the senior
administrator role are now presented and analysa@dg account of the two case
study contexts. Consideration is also given toreltleere are similarities and

differences in the findings and how these may oy n@ impact on the framework.

This analysis focuses on the axes of the concefrarabwork (below) that emerged
from the literature review and on which the reskajygestions and data analysis

coding structures were based.

In the first framework reviewed in the previoustgat of this chapter, the issue of
who had the most influence over the definitionrd tole job description was
considered. In this section the data analysissseelnderstand how clearly the role
is defined in relation to the implementation of gheest and how important this clarity
might be for the post holders and their colleaguasithermore, an attempt is made to
develop an understanding of what the post holdersetually responsible for and
how wide that range of duties might be. The ihfiamework that emerged from the

literature presents the possibility that wherertile is very clearly defined and is
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coupled with a greater range of responsibilitieentthere is a greater likelihood that
the post holder is undertaking more activities tieate historically been undertaken

by academic staff.

Framework 2 - Likelihood of role undertaking
responsibilities previously assigned to academics

Clarity
1 Greatest
Clarity ?f dfﬁn't'on Increase in likelihood of
ofrole undertaking previously
academic responsibilities
Least » Breadth

Range of responsibilitie
assigne

The findings appear to support this initial concapbframework and show that the
post holders are definitely taking on more resguhes that were once undertaken
by academic staff; however, how far this is becafsemore clearly defined role that

also has a wide range of activities assigneditornitore of a challenge to resolve.

The next section presents the findings under eatese three axes and is followed
by a discussion of them in relation to the literatteviewed and the initial conceptual

framework.
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Presentation of findings

Clarity of definition of role

In both case studies there is agreement thahgagssary for the role to be clearly
defined. However there are two main areas whesedtfinition has an impact:

» the way the post holder understands what theyem@onsible for;

* how other people know what the post holder is resjmte for and

what can be expected from them.

As discussed in the analysis of the data for te@ipus framework, the post holders
all use their job descriptions as tools for underding what they are responsible for.
They are then able to operationalise those reqeinésnwithin their local context.
Here a key activity appears to be the need to makethat all colleagues are aware
of what the post holder is doing and what areagk@ficademic unit’'s work they will

be working together on.

This is particularly clear in the second case stullgre the senior administrator role
is a new one for the academic unit. The reseasanty dnd probation review
documents both include comments on the importahcell®agues understanding
what this new role of senior administrator is respble for:

[The head of unit] made a very clear statement[thatpost holder] is most

definitely the team leader for all administrativgoport staff in the [unit] at the
end of the [staff] meeting. (C2/21 D p15)

133



My main aims have been to become familiar withgheple, systems and
process of both the [academic unit] and the uniteas quickly as possible
and to create an identity for this new role witthe [unit]. (C2/20 D p1)
The need for colleagues and students to know umldat circumstances they should
contact the post holder and the extent to whicl tag expect that person to be able
to assist them is one of the most important aspgasveloping this understanding
within the unit. The first case study refers timiations where colleagues do and do
not know what to approach the administrator for:

... I'm the first port of call for academic membefsstaff, they rely on me
totally for what they can and can’t do. (C1/8 PH4&)

... It's clarity, it's focus, and it's also makingreuthat staff understand who
they need to go to if they've got an issue. (C1I4 204-205)
Where there is effective dialogue between the pokter and colleagues, then greater
efficiency can be achieved by using the best petmplmdertake specific
responsibilities within the clearly defined remitdathus avoid situations of potential
difficulty:
| think we’ve got a number [of people] that getsimated because they feel
they are doing things that admin people should d¢C1/5 HU 176)
Reflecting back to the previous conceptual framéveor the influences over the
creation of the job descriptions, one of the reagpwen by all respondents in the first
case study for a move towards central institutialgdinition was the desire to
improve communication. This certainly seems taldey influence for this analysis
with regards to the importance of the post holgenmunicating what their
responsibilities are effectively amongst their eajues. However, this is just part of

having a clearly defined role, it is also importtrdt the head of the academic unit
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actively supports the definition and implementatdnhe role (as seen in the second
case study) and that there is a consensus betWwesnand the post holder of what

that is.

From these findings there appear to be three nwuadis of ensuring that the role is
clearly understood by the post holder and theieagues:
» that the head of unit fully understands the rolé proactively supports it;
» that the post holder has the same understanditigeable as the head of the
unit and communicates it effectively with everydhey work with;
» that everyone who comes into contact with, or néedse the services of, the

senior administrator is well aware of their remit.

When these three aspects are all present theattity of the role definition can be
said to be high and the highest level of understanand potential for effective and

efficient working can be established.

Range of responsibilities

Part of the aim of this research is to developeagr understanding of what senior
administrators actually do within their roles. Ténaedence gathered during this
research shows that there is a very wide rangetvitées that fall within the remit of
the role and that the overall financial administratof the unit has been separated

from the main administrative functions in both cagely institutions.
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From the job descriptions (both administrative Eindnce focused) from both case
study institutions the main areas of responsibddap be summarised into a number of
key areas:

* Administration relating to legislation, regulatiomelicy and procedures;

» Quality assurance and enhancement;

* Administrative systems implementation and develapime

* Management of relevant administrative staff wittemit of job description;

* Administrative support for students within remitjob description;

* Relevant information management (eg student recérdsicial data) and

analysis.

Within each of these areas the post holder is eggeo provide support and develop

the appropriate systems in conjunction with thetra¢éimstitutional requirements:

... i's to be the person responsible for advisingdomg and administering all
registry functions in a devolved way throughout [dxeademic units]. (C1/1
SM 204-205)

A lot to do with academic standards ... and lookifigrahe processes and
running of [an academic unit] from the academicligypipoint of view. (C1/2
SM 85-87

... where possible, find better ways of [implementiihg university’s
regulatory framework] ... and that’'s what it's abauga sense, about taking
the students through the lifecycle of their lifeuatversity ... [the senior
administrators] do have an important role to ptagc¢ademic quality, because
it's about the quality of the student experien€&l/d HU 238-249)

... one of the key roles for [the senior administrpi® ... [to] bring those
policies, procedures and practices together ... (EH@10-112)
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| run the admin team in the [unit], so | have tokengure that the [unit] runs
appropriately and we provide the support to thelewac staff and
management staff that is required. (C1/8 PH 43-45)
In the first case study the senior administratalisifito two distinct groups, one with
mainly financial and resources responsibilities Hraother with responsibilities
focused on supporting academic colleagues ancetiveess provided to students by
the academic unit. Interestingly respondentsimc¢hse study also commented on
situations where the roles had been less focussi ipast with responsibilities that
covered both areas that had now become separated:
Some people have financial functions, some peagple la lot of financial
functions and their role has moved along, and aljhahey might be
responsible for the admin teams, and not everygsaaministrator]
traditionally had a personnel role ... initially whewas appointed here | did

not have a team at all ... it is much, much bettev tiaat | am in charge.
(C1/8 PH 101-109 — non-finance focused role)

In some [academic units] it is almost purely afical role, in a couple of

other [units] it has taken on a lot wider remit {lre past]... (C1/9 PH 11-12 —

finance focused role)
As part of the central definition of the role thist case study institution has taken
the decision that the two functions will be admieisd separately by appropriately
gualified and experienced people in order to improvmmunication amongst the
post holders and the central institutional manageraed related functions. This
view is reflected in the second case study instituas the senior administrator role
reviewed has no overall financial responsibilitiéiser than:

... the post holder will handle a number of shortrt@nd sometimes

recurring, rather than continuing, accounts spealify allocated to projects.
(C2/19 D p4)
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In summary, the range of responsibilities assigndtie senior administrator is very
wide and focuses very strongly on the implementagiod development of systems
and how these then interact with people coming eotatact with them and the unit,
both staff and students. However, it is also ingoatrfor the role to have a coherency
within its range of activities and in these casels this has become either 1) a
generalist administrative role with a focus on @&t work, or 2) a financial
administrative role with a stronger business foclisese then require different levels
of working with colleagues and students within gmé, although ultimately both
groups will be impacted upon by both senior adntiater roles in the overall

effectiveness of the work of the unit.

Responsibilities previously undertaken by acadestaitf

There is a consensus of opinion throughout thedas® study institutions that the
senior administrator role has been designed toupksome responsibilities that
previously belonged to academic staff, or that wonévitably be done by academics
if the role did not exist:

... to help staff realise that [the senior adminisirs| are there to support
them, to free them up to do their work. (C1/1 SM-235)

... if l'wasn’t here. We wouldn’t do well on qualjtye wouldn’t perform
well with HEFCE targets and things like that ... #eademics ... could look
up the academic regulations themselves ... (C1/8634467)

However, it is also noted that some academic dtafiot necessarily want to be freed

up from administrative tasks, as there is the i@e that things will only be done

properly if the academic does it for themselves:
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Some academics don’t necessarily want to be frpeathd others would like
to, and others just get on with it because it'$ yusat you have to do to make
the system work. (C1/5 HU 157-158)
This last comment again illustrates the importasfcg&trong communication within
the unit between the senior administrator and ttaieagues. Where there is a good

understanding of the definition of the role and Wdan be expected of the post

holder, this negative response should be avoided.

These responsibilities include the managementeotitiit's budget that was

historically the responsibility of the head of uaitd has now been passed to the
appropriately qualified financial senior administrawho liaises with the head in
accordance with the procedures of the institutiosh lacal practice that has been

developed during the implementation of the job dpton.

Other student focused processes in the first dagly that were hitherto undertaken
by academic staff and are now the responsibilitirey of the senior administrator,
are especially in the areas of admissions and studeords. In one unit this
development was as a result of there being a gf@dhsubject-specialist academic
staff to undertake admissions duties and the sewioninistrator took on the
responsibility for the processes and trained adstrative staff to a higher level of
competence than had been achieved by the acadimitiedy (C1/7 PH 273-287). In
another unit the way CRB (criminal records burezhgcks were processed by
academic staff was evaluated by the senior admanistand a more efficient and
effective system designed and implemented by tisépmider in order to relieve their
academic colleagues of a very time-consuming dgtand free them up for more

appropriate activity (C1/5 HU 138-152).
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The senior administrator role in the second casgydtas been established with the
explicit intention that the head of unit and thé&'srsenior managers and other
academic staff are able to relinquish a numbeegponsibilities they have
historically undertaken. The human resource docuat@n supporting the creation
of the post states that:

This is a new post to which, it is hoped, the [ghenior academic officers
will be able to delegate some of their currentet{(C2/19 D p6)

If the post holder is working successfully he/shi take up a considerable
burden that would otherwise fall to the head amit[senior managers].
(C2/19 D p3)
Furthermore, the research diary comments on thdtfatthe post holder is taking on
a number of activities directly from academic s{@f®/21 D pp2, 4, 7 and 13). Itis
noted that there has been a positive responsedocaatemic colleagues that they will
be able to pass over a number of responsibiliiiestly to the new post, whilst
recognising that there will also be the necessityevelop highly effective

communication channels to enable this to happert@odntinue to support and

develop the process further.

Summary of findings

A number of main themes have emerged from thisarebewith regards to the clarity
of role definition, the breadth and range of dutiadertaken and the likelihood of the
post holder undertaking responsibilities that waeviously assigned to academic

colleagues:
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* The increase in responsibilities assigned to tlael lnd the academic unit has
resulted in the need for a senior administratdake on a number of activities
that were previously done by the head;

* The senior administrator needs to communicate thirand responsibilities
to all colleagues and students with the full anat@ctive support of the head,;

» Academic colleagues need to be aware of the bertefthem of having the
senior administrator relieve them of higher levdingnistrative tasks in order

for effective working relationships to be developed

There is evidence from these two case studiessohacious move towards
developing senior administrator roles to help raithe academic staff of
administrative responsibilities, and in particulae head of unit and other senior
academic colleagues. These responsibilities ade veinging and respond to local as
well as institutional need, requiring the post leoltb develop effective ways of
communicating their activities to others within @t and the wider university
community. There appears to be a developing wgrkétationship between the
senior administrator and their academic colleagses result of the post holders
taking on a number of responsibilities previousgigned to the academic staff and
this aspect of the role will be investigated ag pathe next conceptual framework

later in the chapter.
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Discussion of findings

These findings for the second conceptual framewelgking to the responsibilities of
the senior administrator role and the extent toctvitihe post holders have taken on
activities previously undertaken by academic saadfinteresting in the context of the
literature reviewed for this research. Bassn&t082, Hare and Hare (2002), and
Smith (2002) all identified the growth in many asfseof the role of the head of the
academic unit and that the only way these coulfiiltidled was through the
development of high-level senior administratorsitdertake many of the specialist
administrative responsibilities. This would cemtgiappear to be the case in both of
these case studies where the respondents and datsuaiesupport the concept that
the role has been developed (case study one) atedrécase study two) specifically

to do just this.

Dobson and Conway (2003) noted that the core bssioka university (academic
research, teaching and scholarship) could no lopg&xecuted without the
contribution of senior administrators. It is imgsot for these post holders to be able
to define clearly how their work contributes tostlebre business in order that they are
accepted in these roles by their academic collesaguighe data from this research
strongly support this response to the changingrenmient as both institutions have
implemented changes to the senior administraterirobrder to provide support to
the head of the academic unit for such changagith&more, through the very act of
relieving academic staff of specialised administeatesponsibilities (eg
administrative systems development, financial manant, statistical analysis) the
senior administrators are enabling their acadewlieagues to spend more time on

their core business activities. This has becomecpéarly important with the
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national move towards more accountability for teéagland learning outcomes and

demands for increased levels of research output.

Having discovered evidence in the data to supperview that heads of academic
units are utilising senior administrators to suppleeir work, it is logical to consider
the clarity of the definition of the role that isopiding that support. Whitchurch
(2004) and others (Mclinnis, 1998; Dobson and Con®@3; Gornitzka and Larsen,
2004) commented that there is a consensus that itharlack of understanding about
how clarity of role definition is achieved. Furthere, with HEFCE (2005)
predicting the creation of many more administrapests to support the projected
increases in student numbers in 2010-11, it witidnee even more important that

everyone has a clear understanding of the rolaitiefis.

In this research the evidence supports the conbapthere are two significant
aspects in trying to achieve this clarity; these Bra clearly defined job description
and 2) excellent communication of the role’s retmiall colleagues and other
stakeholders (eg students, institutional senioragars) particularly by the head of
the academic unit. The first conceptual framewamksidered the first of these in
detail, so this section focuses more on the seobtitese aspects which concerns the

actual responsibilities of the post holder.

Gumport and Pusser (1995) noted that there are aiffeyent elements that
comprise university administration that are alsbeédound in most large businesses
(eq institutional senior managers, accountants| Isgrvices, estates management).

However, they recognised that a university hasdalitianal layer of administration
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relating to students and that this should not ¥lowked. This also impacts on the
process of defining the role of the senior admiatst as there is a need for students
as well as colleagues to have a clear understamdivwdat the post holder is
responsible for; thus making the communication @ssanore complex and open to

misinterpretation.

Bassnett (2005) notes the importance of the ralle megards to supporting academic
staff on a wide range of matters so that the academ. did not find themselves in
situations ... they did not understand, or unablen®wer students’ questions about

the changing university world they inhabit.” (p102)

There is a general recognition amongst the respusde the first case study that the
senior administrator role has an impact on theesttidxperience either directly or
indirectly. This depends on whether the focusigmviding specific advice and
guidance to students on administrative aspectsenf tegistration and programme of
study, developing effective and efficient systemsupport both student and staff

procedures, or supporting the academic staff iim thaching and learning activities.

The second case study documentation includes erampresponsibilities that
include the unit’s teaching timetable and developiheé the academic unit’'s main
student and staff support office and states theat th

Key duties will include contributing to, and assigtin the development of

centralised support activities and to oversee, st@md be responsible for the
delivery of a range of activities within the [uni{C2/16 D p7)
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So these two case studies demonstrate that thardesr need for the post holders to
be able to communicate this wide range of dutiedltthe parties involved in order
for them to be able to deliver the clear definitascribed by Gumport and Pusser

(1995).

This also reflects the very wide range of respahiséds assigned to the post holders
(Szekeres, 2004) and the freedom they have to mggleand operationalise the job
descriptions within their academic units. Thisvisere the sociological view of role
(Berger, 1963) as a pre-determined activity beimaceed within a specific social
context with standard expectations on the parhefstakeholders is interesting. The
institutional senior managers in the first caselg@ppear to have some expectation
of this happening and even mention that they wpuoéder the roles to be identical in
each unit so that any one of the post holders coalde to another unit and pick up
the work with little or no adjustment to their ptiae, although the post holders seem
to think differently:
... I'm supposed to do exactly the same job in thrst] as another [senior
administrator] in another one ... unfortunately .. oht think that’s going to
be the case because different [heads of units] awdifferent ideas about
how they want to utilise staffing in their [units{C1/7 PH 85)
This demonstrates the views of Jenkins (2004) welcognises that there are now
much stronger influences from the individuals utaléng the roles which have now
become more of a “... collection of rights and dutie%(p140) which carry a status
rather than the cleanly described roles that cbaldcted out in a pre-determined way
historically. Furthermore, the job description$oth case studies provide details of
the general areas of responsibilities and conselyuewill be inevitable that each

post holder will undertake different specific tasschieve the expected outcomes.
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This will be particularly the case when undertakagvities that were previously
those of academic staff, as each academic unithawn expectations and staffing
structure in both these case studies. McNye (2p@8jcularly identifies the situation
where the changes in higher education practicertsm@aching, learning and
research mean that administrative staff have moressible working patterns than
academic staff and are therefore more able to geosffective and accessible
administration than their academic colleagues inyraaeas (eg admissions,

enrolment and timetabling).

Summary of discussion

This section of the research has demonstratedhteéaenior administrators in
academic units have very wide ranging responséslithat have developed because
of the changing nature of higher education andytbe/th of the head of academic
unit role. The senior administrator role needbdsupported by the head of unit as
well as being clearly understood and recognisethély colleagues and students for
the post holders to be able to work effectivelys iAthe first framework analysis,
communication is seen as a very important elemietieopractical development of
the role definition. No longer is it sufficient &t out a role with a particular title in a
standard way, the increasing student numbers aamaels in accountability and
activity in higher education have resulted in locéérpretation and implementation
by the post holder and head of unit in order totrteeal business needs. These local
requirements often include the transfer of respgmlises from academic staff to the
senior administrator so that the academic colleagaa be freed up to undertake
more appropriate activities and also to enable ahtnative tasks to be undertaken by

the most relevant people with the greatest exgeirishat area. This issue of
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expertise and ability will be considered in moréadevithin the final conceptual

framework later in this chapter.

Conceptual framework two revisited

The initial framework (below) shows that there igraater likelihood of the senior
administrator undertaking responsibilities thatevpreviously assigned to academic
colleagues where there is a wide range of respititisdaccompanied by high clarity

of role definition.

Framework 2 - Likelihood of role undertaking
responsibilities previously assigned to academics

Clarity
+ Greatest
Clarity (f)f dleﬁnltlon Increase in likelihood of
orrole undertaking previously
academic responsibilities
» Breadth
Least

Range of responsibilities
assigned

This research does support this initial framewanld provides evidence that there is
a very wide range of duties undertaken by the polters and that because of the
current changes to higher education student nunamersccountability regimes, a
number of these were previously assigned to thd bethe unit or other academic

staff. It was also apparent in the first case sthdt the post holders believe that if

147



the role were to be removed a number of the aigs/tvould inevitably revert to the

academic staff themselves rather than to other midirators.

Following on from the first conceptual frameworlatitonsidered the influences on
the role definition and job descriptions, this sathas also provided evidence that it
is very important that the role is very clearlyided to enable the post holder to
undertake their duties effectively. In this ingtanhe definition is more interpersonal
in nature and the post holder needs to clearly comicate their responsibilities to

their colleagues and the students they come imtacowith.

The evidence from this research supports the rameddrity of definition but also
demonstrates that this definition needs to progideherent picture of the overall
remit of the role. The remit may be specialistfiggncial) or generalist (eg

academic administration) in nature, but it appéaitse necessary for this to be clearly
understood by everyone for the role to be effectiéhere the role has become too
divergent, as in the historical situation in thstficase study, confusion has arisen and
the institution has taken control of the role difom and given it a more specific job
description. The newly formed role in the secoaskecstudy was created with this
coherent focus in the first place, whilst recogmsihat the post holder would develop

the role in response to the changing needs ofubmeéss.

Again it is clear that the ability to clearly dedithe senior administrator role requires
both a well constructed job description and ancgiffe implementation and
communication strategy to ensure everyone is aofdaitee role and its

responsibilities.
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Consequently, the second initial conceptual framrkwas been revised slightly to
reflect these findings, and now shows that wheeeetis highly effective
communication of the role’s responsibilities ancbaerent range of responsibilities
assigned, then the academic colleagues are meitg tikrelinquish administrative
duties previously undertaken by them. In effdut, academic staff are more likely to
trust the post holder when they can understand thiegtare there for and how they

can free up some of their time to permit them tdastake more appropriate activities.

Framework 2 revised - Likelihood of role
undertaking responsibilities previously assigned to
academics

High
* Greater

Effectiveness of
communicaton of Increase in willingness of
role responsibilitie academic staff to relinquish
administrative responsibilities

1°2)

L » Strong

Coherence of range of
responsibilities assigned

This revised framework raises the issue of collaton with academic colleagues,
the perceptions they hold of the role and postérodahd how important it is to the

successful implementation of the senior administredle that their work is seen as
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very important to the success of the unit. Thirngssue that is considered in the
next section of this chapter and the third and fwoaceptual framework of this

research.
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FINDINGS AND DATA ANALYSIS FOR PERCEPTIONS
OF SENIOR ADMINISTRATORS (CONCEPTUAL

FRAMEWORK THREE)

Introduction

The aim of this final section of the thesis is tecdver more about the perceptions
held of the senior administrator role, how impottdeir work is believed to be in the
overall work of the unit and whether these impactlee level of collaboration
between the post holder and the academic stafé déka obtained during this study
are now presented and analysed in the contexediith case studies. Consideration
is also given to where there are similarities aifiéi@nces in the findings and how
these may or may not impact on the framework. dvotig on from the data
presentation sections consideration is given tedlamalyses in the context of the

literature reviewed at part of this research.

This analysis focuses on the axes of the concefrarabwork (below) that emerged
from the literature review and on which the reskajygestions and data analysis

coding structures were based.

In the first two frameworks reviewed in earlier seas of this chapter, the issue of
role definition was to the fore and the evidenoggests that this has two elements: 1)
the job description and 2) the communication ofrtile’s responsibilities to
stakeholders which informs their expectations efrivie. In this final framework

consideration is given to the perceptions heldheystakeholders of how far the
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senior administrator role is perceived to be onprofessional standing and the
importance of the role to the work of the unit. eTlherature appears to link these
perceptions with supporting higher levels of cotletsion between the post holder

and their academic colleagues.

Framework 3 - Levels of collaboration between
senior administrator and academics

T

High

Perceived professionalisatipn
of role

Level of collaboration and

development of effective

working relationships with
academic staff

Low » High

Perceived importance of role in the w«
of the academic ur

The next section presents the findings under efttese three aspects and is
followed in the succeeding section by a discusefdihem in relation to the literature

reviewed and the initial conceptual framework.

Presentation of findings

Perceived professionalisation of role

This research has demonstrated that there areistioad elements to the perceptions

of professionalisation of the senior administratie held by the respondents in the
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first case study. These relate to what profestigateon means and whether or not
the role itself can be seen as having become wiofee. The general consensus in
the findings from this research is that the role become increasingly professional in
nature because of the level of the work undertakehthe experience of the people
undertaking the role:
In my view it's a professional role because of tbgponsibility that | have to
undertake, the knowledge that | hold and the advasa expected to give.
(C1/7 PH 181-182)
These two elements of professionalisation will rmpresented separately with what
professionalisation means being considered firshabthis will then underpin the
next section where the perceptions held of theamdethe focus. The links with the

literature on this aspect are considered latenisidhapter.
Professionalisation

The respondents in the first case study believietiigamain characteristics of
professionalisation lie mainly around the areashidyy the job is done by the post
holder (including personal attitude and interpead@kills), and 2) the knowledge and
expertise held by that person and the continuinfessional development undertaken

by them.

This feeling of professionalisation is strong withioth case studies and is
encapsulated in the quotation:
... that is basically the way you do the job, youydar job professionally,
you create a professional image of the role thatare in ... [you] support

your role by being up to date, both in terms offtbkl that you're in, but also
general management skills and professional quatibos. (C1/7 PH 210-214)
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Just as the first two frameworks have demonstidednportance of communication
in the development and implementation of the retecommunication is also seen as
being critical to the professionalisation of théero

... a professional, to be knowledgeable and to be @hinfluence and
communicate ... (C1/1 SM 112-113)

This introduces the issue of what level of knowkedgrequired for the role to be
considered a professional one. These generallinfalthree main areas: 1) relevant
professional qualifications, 2) formal academicldeations and 3) continuing

professional development.

On the first point this can be by way of a recogdiprofessional qualification. In the
case of senior administrators with a financial ®ofiresponsibility they are required
to hold an appropriate accountancy qualificatidhere are some different issues
with regards to qualifications for generalist ser@dministrators. It is generally
recognised within both case studies that the gostén as being of graduate level
entry. However, the senior managers and headsaofeanic units in the first case
study commented that one of the problems with eénglbhe role to be seen as a
professional one was that it needed:

... Some national standards, and national guidehnesnationally recognised

gualifications. And some kind of core elementhd tole that was shared
nationally. (C1/2 SM 67-69)

... there’s not a professional qualification for gistrar, an academic
registrar. (C1/2 SM 62-63)
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The first and second points are often considerezhassingle aspect of recruitment
where applicants are asked that they should bdifiguito degree level or holding a
relevant professional qualification” (C1/13 D p3)his certainly raises the question
of which qualification would be accepted as relévarhe second case study job
description states that the post holder should Fag®od honours degree or
equivalent” (C2/16 D p9) but makes no referencany professionally related

gualifications.

The third issue, that of continuing professionalelepment is a different one where
the post holder is not a member of a professioodylas there is no external
requirement that continuing professional developmsbéould undertaken. In this
instance knowledge development becomes both armdrand institutional matter to
ensure that the post holders are using the most date and relevant knowledge and

skills to execute their responsibilities.

There is also the issue of knowledge gained thraxgierience and study undertaken
in the work place. This is recognised as beingrmsa by all respondents as it can
directly address the local issues in a practical:wa

A lot of it is on the job training of reasonablyidirt people who see route-

ways through [the career structure], and often thatte-way is doing a degree
or postgraduate qualification or something. (G414 145-146)

| saw the potential of a business degree fulfillijuite a few aspects [of the
role] ... it gave me more creative ideas of how tmedyack into the
workplace and solve problems. (C1/10 PH 61-67)

... I'm very happy with people to have Masters, MBR#&Ds, in fact | think
they’re a good idea, but | would prefer to have sone who knows what ...
they are doing ... (C1/1 SM 582-584)
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The second case study diary and probationary dociatien also report that the
institution is sponsoring the post holder to uralegtfurther professional study
relevant to specific aspects of the role in orddutther develop their professional

capability.

In summary, professionalisation is seen from tha tiahave the following aspects,
all of which are essential for the successful imm@atation of the role and
effectiveness of the post holder:
1. High levels of appropriate knowledge and understand
2. Relevant skills and expertise;
3. Relevant qualifications and a commitment to contigyprofessional
development activity;

4. Highly effective communication skills.
Perception of the role

Having identified the main characteristics of pesienalisation in the context of the
senior administrator role it is possible to revig findings in relation to how far the
role is perceived to be professional by the respestakeholders in this research:
... the capability and competence of individuals wi#larly influence how
people think about the post (C1/4 HU 175-176)
The perception that the senior administrator rela professional one is held by all of

the respondents in the first case study and isastggbby the documentary evidence

in the second one. However, it is recognisedtti@extent to which this
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professionalisation happens is affected by the tvaypost holder implements the role

and behaves once in post.

Having the professional qualification is neithec@gsary nor sufficient to get
the respect of your customer. (C1/3 SM 254-255)

There is also quite a significant impact from tieel of recognition given to the role
by the institutional senior managers and headsit$,uwith one senior manager from
the first case study commenting that there is afitutional desire to “..move
forward with this professional image.” (C1/1 SM 5836). Further comments reflect
the importance of both the personal and institatigrerceptions of how professional
the role is seen to be:

In the context of university administration | thifdel that there’s a major

problem in that some of our colleagues do not afteegnise the
professionalism of the [senior administrator]... (CBH 182-185)

As a senior administrator in this university I'metieed to be perceived as a
professional person that acts professionally, asgonds professionally when
anything is asked of me ... (C1/10 PH 243-244)

... proactive approach and refreshing insights inteperations. (C2/20 D p2)

The way the post holder approaches their work atldaggues appears to be the
critical influencer in the way the role is percaivey other stakeholders. There can be
significant difficulties with this when colleaguesly have occasional contact with
the post holder or responsibilities of the role:
... colleagues tend to form views on the basis ofesoften quite limited
interactions really, and so there’ll be some peegie say yes, they see it very

much as a professional job ... others will simply,say, it's just bureaucracy.
(C1/4 HU 152-155)
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It is the ability of the individual that enable®th to communicate as a professional

with their colleagues and the students to demaestinat they are people who have:
... developed careers in that way, that are usuadlgigates and they've
graduate entry into those sorts of areas, and ¢patva professional expertise

and a knowledge-base and know-how relating to tha im which they work.
(C1/5 HU 85-87)

... I've always perceived them as being professian#iie sense that the two
post holders acted professionally as far as | waserned. | think the
university is viewing the professionalisation oé¢le roles as being critical to
their success, and | think that’s a good thing/6d4U 351-354)
The overriding factor in the perception of the semidministrator role being a
professional one is the view held by the head efatademic unit in which the role is
based. One post holder in the first case studiutisn commented that they are seen
as a professional because their head of unit “.ogeises the need for professional
administrators to work alongside professional anade ...” (C1/7 PH 422-423).
This is echoed in the second case study wheredstehplder has been proactively
supported by the head of unit in their role as tézader for the whole administrative

function of the unit (C2/21 D p15) and would be thain source of professional

guidance on administrative matters for everyontaénunit.

In summary, the senior administrator is generadiscpived to be undertaking a
professional role within the academic unit and wigigversity community. Although
it is recognised that this perception is strongRuienced by the way in which the
post holder demonstrate their skills and expe#diskuses their knowledge and

understanding to the benefit of the unit and theileagues. The key to the senior
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administrator role being seen as a professionaltiee development of highly
effective working relationships within the unit tlugh the undertaking of work that is

recognised as being important to that unit.

The next section considers how important the seadaninistrator role is perceived to
be to the work of the academic unit, it builds be findings above that demonstrate
that the post holder will only develop a professiastatus if they are able to
communicate and work appropriately with colleagaesi the section after that
presents the findings in relation to how far thie ie seen to be collaborative with

academic colleagues.

Perceived importance of role in the work of thedmtaic unit

This role is generally perceived to be of greatamgnce to the work of the academic
unit by everyone surveyed in the first case study/throughout the documentation of
the second. Furthermore, it is seen to be vitdritang forward the institutional
vision at the first case study institution and ashsthe centralisation of the role has
been introduced to underpin this higher level eblsement. The second case study
institution works on a much more devolved basisreltie role is seen to be essential
to the success of the unit, whilst still impactatgnstitutional level. The level of
involvement at both institutions ranges from direcindirect depending on the nature
of the responsibility and also on the contextuabasf business being considered:

... We see [the senior administrator role] as kegm& of the things we have

fallen down on in the past [are] because of theabte performance of the
[post holders]. (C1/2 SM 92-93)
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The role is requiring the post holder to becomeagptige in their interactions with

staff and not just to act in a support or servayiegole.

The academic unit of the second case study clealigves that this is a key role as
“the impact of the work undertaken will affect plirts of the unit and often the
university” and that “this post is the most impaittaf all within the unit's support

structure” (C2/19 D pp3-4).

There is recognition amongst the post holdersttieatole is becoming more
important within the whole sector and that it ig just at institutional level that the
changes are being seen.

They're becoming quite essential within the sedor| think there are quite a

lot of opportunities for senior administrators wdre prepared to take a
professional approach to the roles. (C1/10 PH2&2-

This may well also have a significant impact onphafessionalisation of the post as
the national recognition referred to by some ofrdspondents in the preceding

section is achieved. This role appears to be caggot only developing within the
two institutions considered by this research, & at a national level and this issue
will be considered in the context of the literaturehe discussion of findings section

later in this chapter.

As the senior administrator role is perceived t&é&gto the work of the academic
unit, it is important to consider how far the pbetders develop their working
relationships with academic staff in order to achithis level of involvement and to

discharge their responsibilities in a professianahner to improve the perceptions
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held of the role by their colleagues. The nextisagresents that data relating to this

that were obtained during this research.

Effectiveness of working relationships with acadestaff

It has emerged from the findings that both caseysiustitutions believe that
communication is the single most important factbew considering the definition,
professionalisation and impact of the senior adsiiaior role in an academic unit.
This communication needs to be with all those emjlees and other stakeholders on
whom the role impacts so that there is the higpessible level of understanding of
the role’s responsibilities and duties. This comiuation is effected by the
stakeholders through many channels using varyingoagations of written, verbal
and electronic methods and is aimed at increasidgraproving the effectiveness of
the working relationship between senior administaand academic colleagues and

the smooth running of the unit and wider institatio

A number of important aspects of this relationdiape been identified during this
research that were shared by all respondents faimdase studies and include:
» Taking on responsibilities that were hitherto utaleen by academic staff;
... you have [senior administrators] whose level mdkledge in
certain areas now after four or five years is Wwag\v& academic staff
who had been fulfilling that same function befdhes professional

administrator actually knows more than those pebptéknown then.
(C1/7 PH 281-284)
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* Providing professional guidance and advice on geari administrative
matters that academic staff are involved in (egrodiee business);
The workings of this post will affect every academmiember of staff
in the [unit] in most aspects of their employmengand] ...
endeavour to ensure ... the implementation of datssémd ideas
approved with [unit committees] ... and to encourageilture of
continuing quality enhancement. (C2/19 D p5)
» Professional service providers to academic colleadeg unit accountant).
It's the personal and intellectual skills that ge¥son would bring to
their role ... [that] ... also carries some weight iaraversity in terms
of basic credibility with the other people theyhMatve to work with in
terms of academic staff as their customers. (CM332-325)
Both case study institutions have stated that éxg@ect the senior administrator to be
relieving heads of units and academic colleaguesiofinistrative responsibilities to
free them up to be able to spend more time on neamegt and academic activities by
advising them of the most effective and efficiergams of implementing
administrative policies and procedures and systems:

... will take up a considerable burden that wouldeothise fall to the head of
unit or unit senior staff. (C2/19 D p3)

... [senior administrators] are experienced peopté piofessional expertise
in administration and they will advise the acadenaind work with them
about how administrative services should be rua/3EU 64-66)
There was some disagreement amongst the resporadehésfirst case study
institution as to whether the role incumbent shawtalk directly with academic
colleagues, thus improving the performance of Ipaitiies, or in an advisory and
support capacity. It is the move towards theeague status that is improving the

working relationship and effectiveness of the dbotron to the unit of the post

holder’s work.
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All of the job descriptions from both institutionsfer to the necessity for the post
holder to have the ability to work closely with etlstaff at all levels in the unit, to
provide appropriate advice and guidance and tediwiith a wide range of staff
within the unit and the wider university and extdracademic communities. Often
the work of the post holder is critical to enablaagpdemic and management
colleagues to discharge their own responsibilities:

... [the head of unit] relies quite considerably ba work |1 do and the advice

| give to the [head] and so on around the [uniuad the university and up

the university chain. (C1/9 PH 194-196)
In summary, the senior administrator role is petegito work closely with all staff in
the academic unit and, in particular, with the hefdnit and academic colleagues.
The nature of that work ranges from taking ovepoesibilities so that academic
colleagues no longer have to do them, through wgrtogether with them on
achieving improvements to various aspects of thesurusiness, to providing advice
and guidance on a range of either specialist (enfiial) or generalist (eg
administrative systems) matters so that the acadeofieagues are able to more

effectively undertake their own duties and respaihges within the unit.

The next section considers all the findings presstabove in the context of the

literature from which this conceptual framework egesl.

Discussion of findings

These findings relating to how the senior admiatsir role is perceived by the post

holders and others demonstrate that where thesglerceived to be important to the
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work of the academic unit, and where there is aamnt towards closer working
with academic colleagues, then the post holdergemerally perceived to be
undertaking a professional role. It is interestingnote how influential

communication is between the stakeholders andimiders in the development of
effective working practices and views of professigation. This was also a key
feature in the previous two conceptual framewoetating to role definition and
responsibilities where it emerged from the data itha very important for the post
holder to be able to define and disseminate tlodérand its duties to those with

whom they are working. Perceptions are built @wa developed during periods of
communication and interaction between the diffestakeholders and the post holder,

and this third conceptual framework considers aisigect more fully.

Gornitzka and Larsen (2004) noted that there weferent “processes of
professionalisation” (p470) and these are refleotetlis research where it has
become apparent that professionalisation is diffiett@ngs to different people and a
combination of these different aspects raises énegption of the role in relation to its
professional status. From their findings they tded a number of aspects of
professionalisation within university administratithat have been reflected in this

research including intellectual and interpersokalssand sector knowledge.

Middlehurst (2000) cites skill levels as being § kspect of professionalisation
apparent in university administration, although Wwatys (2002) later commented that
it was unlikely that this could become a profesdik@ medicine or law where there is
a unique body of knowledge setting people workmthese areas apart as

professionals. The case studies in this reseaghost the concept that the post
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holders have high levels of both knowledge andsstilat are relevant to their work
and that where they use these confidently to infanth support their colleagues and
other stakeholders with whom they work, more effectvorking relationships are
established:
| think we are here to provide support to acadestaff that are more and
more and more under siege with the amount of wioely have to do and the
amount of administration they have to do ... (C1/8 8-141)
Bassnett (2005) noted that these changes in hegheration require administrators to
be ever more professional in their ability to pae/advice and guidance to academic
colleagues. This is further reflected in this egsh data where there appears to be

some development of a more encompassing univegitynistrator role that has a

level of recognition at national level.

The respondents in the first case study were stydagused on the need for
gualifications for someone to be seen as profeakiorhis is supported by the
professional body (AUA, 2004) through their profesal, postgraduate qualification
in university administration which is accreditedthg Open University. It is arguable
whether this qualification addresses the issuasgdady Lauwreys (2002) in relation
to university administration being a professionhvatunique body of knowledge,
because each senior administrator will utilise kieolge from a wide range of sources
throughout their work. However, it reflects Gomkia and Larsen’s (2004)
identification of the importance of a “common cagre basis” (p470) as part of the
professionalisation process. It should be notatleach institution in this case study,
and even each academic unit in the first one, lissgeht requirements of the post
holder. As these reflect a common legislative fmdling framework, albeit with

local interpretation and implementation, it couldrgued that senior university
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administration in the UK is not a profession agéhe no unique body of knowledge
developing that is the same for all practitionefere is evidence in this research
that both the post holders and their managersee®r to see relevant qualifications
being developed that support the post holder im therk and appropriate continuing
professional development being undertaken to devile role within the local

context despite the variety of challenges that faeg.

It is widely recognised in the literature (Bassn2®05; Hare and Hare, 2002,
HEFCE, 2005) that the senior administrator rolessential to the success of the
academic unit and the wider university in the aorfast-changing environment of
higher education in the UK. The evidence from kbxtke study institutions supports
this view and further develops it in the contexspécialist and generalist
administrative responsibilities that are desigreedupport and enhance particular
aspects of the unit’s business. The data demaastrstrong emphasis on the
importance of the advisory aspects of the senioriaidtrator role where the post
holders are able to demonstrate their high levieéxpertise and professionalism in a

proactive manner.

The importance of the role combined with its perediprofessionalism is seen by
many (Dobson and Conway, 2003; Whitchurch, 2004rtwide an environment that
could resolve elements of tension or conflict bemvthe administrator and their
academic colleagues, especially in the contexbofpeting for resources or
perceived power. This is more likely as the natfrdhe administrator’'s work
develops to the point that the boundaries witheéhaishe academic become less well

defined (Bassnett, 2005). The data obtained duhisgesearch demonstrate that all
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the stakeholders involved consider collaborativekimg to be essential to the success
of both the senior administrator and the acadeotesr One post holder commented
that their head of unit had:
... aview on the role of the administration in thisit], [the head] does
recognise the professional administrator and thelevbusiness of working
together. (C1/7 PH 389-390)
There is a belief in partnership working that supp®uke’s (2002) view that it is
vital that effective internal networking strategae developed in order for all
university colleagues to be able to respond effebtito the demands being placed on
them by the every-changing demands of the highecatn sector. This again is
reflected in the findings of this research with seaior manager commenting that:
“I need [these senior administrators] to get beté and working with
colleagues across the sector.” (C1/1 SM 13-14)
Furthermore, there is reflection on how importamg for the post holders to consider
the effectiveness of their work in the wider contefthe sector. Again this does lead
to the realisation that university administratigpears to be developing some of the
characteristics of a profession in that post haldedifferent institutions are using
similar areas of knowledge to discharge their dutied responsibilities whilst

working collaboratively with their colleagues.

Summary of discussion

This third section of the research has demonsttaggdhe work of the senior
administrator is becoming more and more importatitinthe academic unit because
of the need for universities to respond to legigtatregulatory and procedural

requirements of the higher education sector inltKe This is resulting in the need
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for the post holders to be able to work more clpwath their academic colleagues
than ever before in many areas. This is resuitirggrowing perception that this is a
professional role and this has been supportedydaytthe development of a

professional qualification by the AUA.

The next section considers how these findings impadhe initial conceptual

framework that emerged from the literature reviewed

Conceptual framework three revisited

This section reviews the initial framework (belaivat emerged from the literature
which suggests that the senior administrator warkge effectively with academic
colleagues where there is a stronger perceptidimeofole having a professional status

within the organisation and the work is seen asontgmt to the work of the unit.

Framework 3 - Levels of collaboration between senio
administrator and academics

T

High

Perceived professionalisatipn
of role

Level of collaboration and

development of effective

working relationships with
academic staff

Low » High

Perceived importance of role in the w
of the academic ur
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The findings from this research appear to showmlabetween each of these three
perceptions held of senior administrators beingrijessional, 2) having roles seen
as important to the unit and 3) needing to workadaratively with their colleagues.
However this link does appear to have a differenti$ from that implied in the initial
framework. The data show that where the senioragars and head of units perceive
the role to be important to the work of the unitdne post holders work effectively
with their colleagues, then there is a greaterggran of the professionalisation of
the role. This is based on the interpersonal eatfihow perceptions are developed
and held by people which, in this instance, is Basehow the post holders are seen
to undertake their duties and implement the respdiies of their role within the

unit.

Framework 3 revised - Perceived
professionalisation of senior administrator role

High

Effectiveness of working relationship with
academic staff

Perceived professionalisation
of role

Low
Perceived importance of role in the wc
of the academic ut
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Following on from the first and second conceptuahfeworks that considered the
influence on the role definition processes and bwewole is actually defined by what
it is responsible for, this section demonstrates these first two aspects of the role
are necessary for this third one to take place.stakeholders need to be aware of the
reasons why the role was created and what it goresble for in order to be able to
develop effective working relationships with thespholder. There is evidence that
demonstrates the importance of communication dt ethese stages, but it is most
important at this final stage where the interpeasoature of the role is the paramount

factor in its success or failure within the academiit.

In the first case study the respondents referreédeamportance of the perceptions
held by senior managers and the head of unit iblemgathe role to be seen positively
by colleagues in the academic unit. This is addlected in the documentation of the
second case study where the role is describediag bery important to the success
of the administration of the unit whilst potentygliaving an impact on every member
of the unit’s staff in some aspect of their wolkis in this importance and
collaboration that the perceptions of the stakedrsl@re raised in respect of their
opinions of the professionalisation of the roléhisTalso includes as secondary
influences, the qualifications held by the posteoland continuing professional
development undertaken to support their work aicalllevel. The personal
implementation of the role by the post holder dralrtattitude to the work is key to
raising the perceptions and consequently the effgotss of collaboration with

stakeholders.
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This third framework has been supported by thearebeundertaken and by the
outcomes of the consideration of the previous taaceptual frameworks, and
demonstrates that as the senior administratonmdlgese two institutions is becoming
more important to the work of the academic unitehie a stronger perception that the
post holders are developing a professional roleishgarticular to their knowledge

base and expertise.

An overall summary of the findings is given in thext section to draw all these

aspects together in the context of the researcstigns posed at the start of this

research.
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SUMMARY OF CONCEPTUAL FRAMEWORK FINDINGS AND DATA

ANALYSIS

As already demonstrated in the presentation aruisison of the findings for each

initial conceptual framework, this research hage@r supported the views held in the
literature, although the foci of the initial conteg@ frameworks have changed in light
of the evidence obtained. It has also providedesmsights to the research questions

posed at the outset and each of these is consiaetech now.

Research question 1

By what process has the role of academic unit semiadministrator been

defined?

la)How far has it been a central university creation?
1b)How far has it been developed by the head of thdemic unit?

1c)How far has the post holder been involved in theeess of definition?

The data have demonstrated that there can beahtferfluences on the processes by
which the role is defined and that these can Hereifit at different times within the

same institution.

In the first case study the role has been creagattally by the institution’s senior
managers; however, the heads of units are memb#ratsenior team and are
directly involved in its development. In the sedaase the institutional senior

managers are not involved directly in the developinoé the role other than by
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inference with the head of unit being a membehefdenior management team and

other academic units already having similar roles.

There are two common influences at each case #todgh and these are that the
head of the unit directs the implementation ofrttle to meet their perceived business
needs at local level and the post holder stronglyeénces the operationalisation of
the role within that remit set by the head. Ihigresting to note how strong this
influence is in the two very different institutiomssestigated, with the heads of unit

taking a ‘hands on’ approach to defining how the stould be implemented.

Finally, the post holders themselves appears te haxery considerable influence

over the actual operationalisation of the impleragan of their role. They are key to
ensuring the responsibilities and duties undertakeat the needs of both the unit and
the university. Despite the changes at the firstitution with the role definition
process having been moved from the head of uniteanstitutional senior
management team, all post holders felt that their mfluence on how the role is
undertaken as the most significant factor in how received by colleagues and hence

how effective it can be within the unit.

Research question 2

How is the role itself defined in relation to duties and responsibilities?

2a)How clearly defined is the area of responsibility?
2b)How wide is the range of duties and responsibditiadertaken?
2c)How far were these duties and responsibilities ahegealm of the academic

staff?
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The data have demonstrated the importance of edgadefinition because of the
wide range of duties undertaken within its rentit.ooth cases the job description is
perceived to be essential to the clarity of thenikgdn of the role for implementation
and development purposes; however, communicatiseds as the key activity that
enables the stakeholders to understand that defirand for the role to evolve and

develop.

There are two types of senior administrator idesdifn the first case study, those of
specialist and generalist; however, it is noted tlodh are involved in a very wide
range of activities that have been defined in garterms on the job description. This
is reflected in the second case where the rokrgely generalist, although it does

have some specialist responsibilities.

In both cases much of the senior administratorisote support the head of unit and
other academic colleagues by undertaking activitiaswere once their responsibility
in order to enable academic staff to spend less imadministrative activities for
which they may not have the most appropriate levkéxpertise or engagement. Itis
also interesting to note that the second case stniyas specifically created the post

to relieve particular academic staff of a rangadrinistrative tasks.
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Research question 3

How is the role perceived by the different stakehdlers (post holders, academic

unit heads and senior managers)?

In relation to:
3a)the importance of the role to the core busineshefinit;
3b)the nature of the working relationship betweenuhi senior administrator
and academic colleagues;

3c)and the professionalisation of the role.

The practice of re-assigning areas of respongitibitsenior administrators from
academic staff as found in the data appears tofyeosting the increased importance
of the role within the academic unit. Both cassgsort activities that have a
significant impact on the successful running of tiné both operationally and on

specialist levels such as financial management.

This growing importance has led to the developno¢ifferent working
relationships with academic staff whereby thera s¢ronger reliance on close
working and communication. Both cases cite theartgnce of the post holder to the
head of unit for the provision of advice and guickann administrative matters
relating to the overall management of the unitrtfiermore, as the institutional and
national requirements for academic staff to devéligp level teaching skills and to
undertake world-class research increase, it isthg@pmore important for them to be

relieved of as much administration as possiblede tip sufficient time to fulfil these
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obligations through the development of working parships with the senior

administrators.

FINDINGS AND DATA ANALYSIS SUMMARY

The original view that emerged from the literatigréhat senior administrator roles
are ill-defined (Gumport and Pusser, 1995), vergyearanging in the responsibilities
they undertake (Gornitzka and Larsen, 2004), grgwiraspects that were previously
those of academic colleagues or the head of uiteldnd Hare, 2002), and
becoming more professionalised in recent yearssiiBz 2005). Dobson and
Conway (2003) note how important it is for admirasbrs to be able to clarify how
their work contributes to the overall work of theademic unit in order for them to be
able to develop strong working relationships with@demic staff. These opinions led
to the development of the three conceptual framksvon which the presentation of

the findings and analysis of data have been coresida this chapter.

This research has provided data that have supporaeg of the views expressed in
the literature and many aspects of the initial epieal frameworks and how these
have been refined as discussed earlier in thistehapurthermore, it has added to
this body of knowledge by demonstrating how thereaw a move towards quite
close definition of the role at three levels witkmme universities, whilst retaining the
broad remit of responsibility that has been a dttarsstic of this type of role in the

past.

It has been interesting to note how important tteedescription appears to be in

operationalising the role and providing a structomewnhich to base the
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implementation of a newly created role. This mdearly defined role is now
undertaking responsibilities that were previouklyse of the head of unit or other
senior academic staff, and as such requires thela@wnent of more and more
effective working relationships between the adntiater and academic colleagues.
This appears to be having the result that theaegiowing perception amongst
stakeholders that the role is becoming more comghekprofessionalised, with post

holders undertaking professional development dms/to support their work.

The next chapter, Conclusions and Recommendatioesents an overall picture of
the conclusions drawn in relation to the main aothe research, an evaluation of
the research design and how effective it has beenoviding data to answer the
research questions and support or challenge theeptunal frameworks that emerged
from the literature review. It also presents ssa@mmendations for current and
aspiring post holders, heads of academic unisinstitutions they work in, and the
professional body which supports them. Therede abme consideration for further
research in this area and how it could supporh@urthe development of the senior
administrator role. The thesis concludes withaise of final reflections from

myself and some potential users on the recommendatade and the usefulness of

this research.
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CONCLUSIONS AND RECOMMENDATIONS

Introduction

This chapter considers the findings from this regea the context of the main aims
of the investigation that emerged from the literatteview and how it has contributed
to this body of knowledge. It also considers hdfeaive the research design has
been in enabling the evaluation of the data to ggaenformation that contributes to
the general understanding of the role of senioriatnators in academic units in UK

universities.

In addition to contributing to what is known abdhis role, the aim is to be able to
provide information and recommendations for institos, academic units, the
professional body (AUA), and current and aspiriagisr administrators on how to
define, implement and develop these posts. Thi#fgs do support some

recommendations and these are outlined in theartaection below.

These findings have also generated some ideasartbef research in this area and
these are considered briefly in the third sectibtihis chapter, with some suggestions
as to how they may be undertaken and how they\s &imerged from this research

and b) may contribute to the growing body of knalgie in this area.

The final section of this chapter considers reitetw on the research findings and

recommendations by some potential users. Alspagf the purpose for

undertaking this research was to support my owsguetl and professional
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development I reflect on undertaking the investaggthow the findings have
impacted on my own professional practice and hawticipate my future career

growth.

The next section presents an evaluation of thearesalesign and considers how far it

has provided evidence that answers the main airtiginvestigation.

Evaluation of research design

Reflecting the main aims of the research which wemxpand understanding of 1)
how the senior administrator role has come abquiiat post holders are
responsible for and 3) how the role is perceiviid, tesearch has provided some
interesting findings using a case study approddte previous chapter considers in
detail how far the research had provided insighthé¢ questions posed and
summarises the findings in relation to the literatand emergent conceptual

frameworks.

The case study design has provided rich data frdemiiews with three groups of
stakeholders in the first institution and a persem@vpoint as presented in a research
diary complemented by documentary evidence in¢lcersd. Interestingly, all of the
respondents in the first case thanked me for uakieg the study as it had
encouraged them to give some direct considerafitimese issues which they
expressed as being very important to their owngasibnal practice and the
development of the role in their own contexts. 8duorther reflections from potential
users on the conclusions and recommendations @fieim this research are

presented in the relevant section at the end sfdapter.
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With the second case study, the inclusion of myl@mgntation of a new senior
administrator role encouraged me to reflect onghees surrounding its
operationalisation and supported a more structungghnised approach which may
not have been the case if | had not been undegdkis research. Again this
supports both the decision to include this as giatie overall research design and
also the data collection method that promoted ament of self-reflection during the

data creation and gathering processes.

The data gathered from both case studies suppeffiactive analysis that enabled
some insights to the research questions to eméiith the second case study it
might have been even more effective if the resediaty had been structured to
record data under each of the research questitmey than in a free text format as
chosen. However, whilst this would have made amslgasier, and may have
provided more information, the data that were ol#dihave provided sufficient
evidence for the scope and aims of this resedslen so, the comments made do
quite closely reflect the areas being investigatddch may be a result of their
importance to the implementation of the role. Heereit should not be overlooked
that there may have been an unconscious, or evestionis action in endeavouring to

include comments that would be useful to this netea

Overall | believe that this research design anditita collection methods could be
utilised in other institutional settings as a fallap to this research without any major
modifications (except perhaps for the researchydaing more firmly structured).

Inevitably the results would be unique to eachagitun and time context in which the
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research was undertaken, but they would enablesigarcher to derive findings that
could be compared and contrasted with those fragnrliestigation to develop
further understanding of the senior administratde.r If this was a longitudinal study
there may be the opportunity to investigate hoveg@gtions change over time and

what influences were brought to bear on those views

Contribution to knowledge

The literature supports a need for further invegian into how the administrator role
has changed in relation to its academic context{@ut and Pusser, 1995) which is
echoed by Whitchurch (2004) who supports the vieat the roles are actually
changing in response to changes in the way therseetnages academic activity.
From my research the findings demonstrate thadbdtin case study institutions the
role has been developed and refined in order taigechigh level, professional
administrative support to the head of the academii; a purpose identified by Hare
and Hare (2002). However, in these case studeepdht holders are also having
some impact on the overall business of the unisgrsither by reporting to an
institutional senior manager in the first, or beingolved with cross-institutional
working groups for administrative development athmsecond. In both cases the
main influence on the implementation of the roléhis head of unit; although, it is
recognised that the post holder has a high levigiflfence over its operationalisation

and practical development to meet local and irnstibal needs.

The duties and responsibilities undertaken by tist bolders vary quite considerably

and can be of a specialist or generalist naturerm#gnt upon the definition of the role

as set out in the job description. In both casdiset the importance of the job
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description in the operationalisation of the r@evident in supporting the post holder
undertaking the relevant responsibilities eithea prescribed way (Berger, 1963) or
as a“... collection of rights and duties.” (Jenki2804). Irrespective of the specialist
or generalist focus, these responsibilities hawnlieund to be wide ranging, a

feature also identified in the literature (AUA, 20(6zekeres, 2004).

This research shows that there can be common taesivor both specialist and
generalist roles where post holders focus on theigion of advice and guidance to
colleagues and students, analysis of managemeamtriafion to inform business
planning, and relieving senior academic colleagiessgnificant administrative
responsibilities in order to free them up to conie on management, teaching and
research activities (AUA, 2004). This is a spet@alture of university administration
and leadership where specialists and generaliatbath have job descriptions that
show similar areas of responsibility although theser paths and qualifications of the

post holders have been and will be very different.

This research has shown that the perceptions abtbeand its incumbent are heavily
influenced by how effectively and consistentlyrgsponsibilities are understood
amongst all stakeholders. From its initial inceptio local operationalisation it is
essential that all stakeholders, including the posders themselves, have a clear
understanding of why the role has been createdvuadl its responsibilities are,
otherwise misunderstandings and frustrations caeldp that hinder its effectiveness
and future development (Szekeres, 2006). It imthencompassing nature of this
need for effective communication that seems torh#ted in some cases, where there

are colleagues within the unit who are not reaallyare of the areas of responsibility
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undertaken by the senior administrator and thd lefvauthority that has been
delegated. By improving this communication, andaiigping more effective working
relationships between the senior administratorthatt academic colleagues, greater

efficiency and productivity may be obtained.

The literature considers the gradual professioatiia of the role (Bassnett, 2005)
and the findings from this research support thiegtion in the context of the level
of knowledge and expertise required to undertakeatisigned responsibilities, the
gualifications required to apply for a post and rleeessity for continuing
professional development to support the post hsl®UA, 2004; Dobson and
Conway, 2003). There is some concern expressedthér@ does not appear to be a
readily identifiable qualification for generaligdministrators, such as there is for
finance specialists; however, the AUA does protids and, again, more effective

communication and recognition would help to breataldhis barrier.

An aspect that has not featured significantly mliterature is the need for
commitment to continuing professional developmetivay; especially as it
contributes significantly to creating perceptiofgfessionalisation at both case
study institutions. When undertaken in a structwy, with planning and
forethought, senior administrators can be equigystter to cope with the ever

changing demands of the role.

This research, which is based on the literature doatributed to further

understanding of the role by identifying three feamorks that 1) illustrate that the

role has developed largely in response to the nefith® head of the unit, 2) that the
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range of responsibilities, combined with how wedfided and understood these are
by academic colleagues, has resulted in a grelkétihbod that the post holder is
undertaking activities that were previously thobaaademic colleagues, and 3) that
there is a greater perception of the professicatadis of the role when effective
working relationships are achieved and the respditss of the role are believed to

be important to the unit.

The findings have thus provided a basis on whiamaie some recommendations to
universities, the professional body and currentasyring post holders which are
outlined in the next section of this chapter. tadiions of where further research may

be undertaken have also arisen and these are eossilhter in this chapter.

Recommendations

In addition to the aim of developing further thedarstanding of the senior
administrator role, it was expected that this regeavould enable some
recommendations to be made to inform and poteyiimprove professional practice.
As these recommendations are specific to eachedréimeworks on which the
research questions were based, each one is catskparately below, with a
subsequent summary of recommendations for eachlstder group. Itis

recognised that institutions may already be impleimg some or many of these
suggestions; however, | believe that this resehashdemonstrated that there needs to
be a coherent, planned approach to the creatigrlementation and development of
the senior administrator role to maximise its dffemess and the efficiency of the

post holder.
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Senior administrator role definition

Defining the role of senior administrator in an@@aic unit is one that has many
aspects that range from strategic developmensatutional level through to the
operationalisation of the responsibilities of tbker This research has shown that
Hare and Hare’s (2002) view that the role is esaktat enable the head of unit to
function more effectively is reflected in othertihgtions as well. Furthermore, there
appears to be a need for clarity in the definipoocess so that senior managers,
heads of units, post holders and other colleagneéstakeholders have a clear
understanding of how and why the role has beertetesnd what can be expected of

its incumbent.

This leads to the recommendations that the devedapprocess be as transparent as
possible, whether it be at institutional or unitde and that an appropriate
opportunity is provided for a wide range of stakdlbos to comment on the proposals
for the creation of, and any revisions to the seadministrator role. Where the role
is part of an overall institutional strategy itailso important that the heads of
academic units and their staff are aware of treegly, how it contributes to the
overall strategic direction of the university andawis the long term vision for the

administrative function and senior unit adminisdratin particular.

The head of the academic unit has a responsibalignsure that all unit staff
members are aware of any developments with new ajléhis type or any changes to
current ones. They must work very closely with plest holders and have the most to
contribute to, and benefit from, their contributimnthe unit’s work, so it is very

important that there is a clear understanding betvtke two as to the range and
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nature of the responsibilities assigned to theaeadministrator and what is (and is
not) expected of them. Induction, probationaryeevand routine annual appraisals
(including a professional development plan) ardulstrategies in this process and
should be fully utilised by both parties to suppbrs (there are also other benefits of
these tools that will be addressed below). Funtioee, induction for new unit staff
can be a useful way of ensuring that a clear utalailgg of the role is developed
across the unit through providing time for new eatjues to meet the post holder and

get to know when, how and why they will be workiogether in future.

Undertaking responsibilities previously assignedd¢ademics

This is becoming a key feature of the role as delmane placed on academic
colleagues for research and teaching that pretiem from undertaking as much
administration as in the past. This research hag/s that where people understand
what the senior administrator is responsible fa ean see that the range of
responsibilities is coherent and meaningful ingbetext of the unit’'s work, then
academic colleagues appear to be more willingltocqeish administrative
responsibilities they had previously undertakemtbelves. This is seen much more
as a supportive, facilitating role (HEFCE, 2004ttbnables and supports academic
activity. This re-assignment of responsibilitié®sld also enable heads of units to
take a longer-term, more strategic approach tonlessidevelopment and change

rather than only having time to focus on the sthema management of the unit.

The recommendations under this area relate sigunitli¢ to the local unit and to

promoting a full understanding of the role and hbeontributes to the overall work

of the unit. It is important that this also incasithe post holder as there may have
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been a tendency in the past for senior adminisdtobe unclear themselves about
what their responsibilities are (Dobson and Con&¥3) and how their role fits into
the unit structure. However, a fundamental bawgishe recognition of the role within
the unit should be established and this can beldgéhe senior administrator being
a member of the unit’'s senior management groupyaglt operational groups within
the unit, and chairing other group(s) relevantitea aspects of their role (eg
marketing). This research has demonstrated thateathe post holder is seen to be
taking an active role in the management of the agtnative work of the unit,
academic colleagues are more likely to accept ta& complementing the academic
work of the unit as well. Furthermore, appropri@te management of administrative
staff by the post holder is seen to promote theldgment of a team working
environment and gives colleagues a single poiebatact for any workload or
personnel related issues that might arise. T3 slipports the development of more
efficient and effective working practices amond& administrative team in the unit
and enables professional development plans todvedup to improve individual

skills and develop new ones to meet the needseatdirit.

At institutional level the recommendation is that senior administrator represents
their unit on all appropriate central committeésesng groups, and working parties
that are directly relevant to their areas of resgality (eg administrative systems
development, marketing, timetabling), taking oveini academic colleagues if
necessary, to ensure that institutional decisioasrdormed by experienced,
professional administrators from academic unithis Will also enable the post
holders to expand their network within the univgréDuke, 2002), become more

readily identified with their areas of professiorapertise as a member of the
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university community (McNye, 2005) and also widkait sphere of contribution and

knowledge gathering.

Perceptions of the senior administrator role

As discussed in the previous chapter, it has be@pparent from this research that it
is necessary for the role to be clearly definedthedoost holder to be undertaking a
coherent range of responsibilities that are recmghas being important to the work

of the unit (more frequently previously those od@emic colleagues) for the post
holder to be well perceived by other stakeholdéiise research has demonstrated that
the way the person in post interacts with othdrs qualifications held and the
continuing professional development undertakeoaitribute to the perceived
professionalisation of the role (Bassnett, 2005;n@pka and Larsen, 2004;

Lauwreys, 2002).

In response to this, the recommendations undeatbi are focussed on the
recruitment of appropriately qualified and expecieth people to the role and their
ongoing professional development once in post. Bedvcontinuing senior
administrators should be proactively encouragadhttertake relevant professional
development activities, and to develop new skil:iaw areas of work emerge (eg
new software installations, new business initia)veThis can be undertaken as part
of their probationary review activities and ongoaggpraisal discussions as mentioned
above. Responsibility for this lies with both thetitution and the academic unit.
Without an effective professional development stygitat university level, an
individual unit may find it very difficult to prode and/or support the development

identified as required, and without support frora #tademic unit the post holder
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may encounter obstacles to accessing approprigtrtomities. At unit level, the
head of unit and post holder should be committedgtrvely to continuing
professional development for themselves and tlotieagues, demonstrating its value

to improving the quality and efficiency of the warkthe unit.

Summary of recommendations

The implementation of these recommendations wip be develop further the
perception that senior administrators in academitsare professional administrators
with high levels of expertise and skill, whose w@lessential to the successful
running of the unit, the institution in which itsguated and the wider higher
education sector in the UK (HEFCE, 2004). To sumseathe recommendations

made for each of the stakeholder groups are:

Institution

» To periodically and transparently review institub and academic unit
human resource and business management strategiegdiop the most
appropriate administrative structure for the insiitn and unit.

* To provide relevant professional development pnognas and opportunities
for all current and aspiring university administratto support and develop
careers that both meet the needs of the institainahwider higher education

sector.

Academic unit

* To develop local induction programmes for all stht clearly communicate
the senior administrator’s role, its responsitatand how the post holder is

expected to interact amongst the members of thte uni
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» To establish the role of senior administrator agvgsortant one within the
overall management structure of the unit througmivership of the unit
senior management team, involvement in relevaninaiti@es and other

groups in the unit, and through line managemeth®fdministrative staff.

Professional body

» To provide a qualification structure that encousagentinued development
towards higher levels of professional accreditatmwssibly through
collaboration with universities and/or other reletvprofessional bodies such
as the Institute of Chartered Secretaries and Adinators, the Chartered
Institute of Marketing, or one of the professioaatounting bodies).

* To provide professional development events to stgpe development of
communication skills in the context of collaboratiworking with academic

colleagues.

Individual administrators

» To undertake study for relevant professional gicalifons and professional
development activities available through their anstitution, other
universities and through the professional body.

» To proactively engage in the institution’s probatend appraisal/review
process to structure and progress their career.

* To develop communication skills to support sustaimeprovements to

professional practice and working relationships.

These recommendations should not necessarily eefigh levels of resource

investment for a basic level of implementation, amked there may well be many
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elements of them already in existence at eachesktlhevels. The key is that they are
undertaken in a structured way so that each elem@&oimplemented by enabling
easy access and appropriate levels of supporfesaional development activity for
all staff including senior administrators shouldrbeognised by their line managers
and colleagues as being of value and which careb®dstrated through improved

execution of duties.

The next section outlines some feedback on thessmmendations received from

potential users of this research.

Feedback from potential users

In order to establish how acceptable these recordatems might be, a number of
people were approached to provide feedback and owkenents based on their own
professional expertise. The people approachedhbigreviously been involved in
this research in any way and were chosen becaubkeioficcessibility and current
professional status which made them potential usfeifse recommendations being
presented. These people were: 1) a Head of S&aféldpment in a university, 2) a
current senior administrator with many years exgrexe, 3) a fairly new administrator
who aspires to the senior administrator role anal Bpresentative of the Staff
Development Committee of the AUA. Each person prasided with a copy of the
Executive Summary of this thesis (Appendix 4) inatte of an informal discussion
at which brief notes were taken to aid subsequemsideration within this thesis.
Their views are first presented individually depemidupon the group they represent
and then reviewed collectively in the context ad tims of this research which were

outlined in the Introduction chapter of this thesis
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Institutional senior management (Head of Staff Dapyment)

There was strong recognition that in an ideal wtrkske recommendations for the
institution were commendable. However, there wapsegequisite that a human
resource strategy existed and that it was accdptélde senior managers and heads of
academic units. The comment was made that timstialways the case, and that
where a strategy does exist it may not always tia@esupport and implementation
desired. It was recognised that there was a straregdency to evolution, not

revolution, when revising and improving adminigtratstructure.

Professional development is accepted as being tesderall staff, not just the senior
administrator and that this should include effeztvcal and institutional induction
for all new staff. It was suggested that this reogendation was particularly
important and an area where improvements couldddeenelatively easily. This
could contribute directly to attempts to improvercounication between different
categories of staff, and provide a basis for ong@ind improved working
relationships. It was suggested that a mentorchgme may contribute to achieving

this recommendation.

Current senior administrator

This person commented that much of the researchitanecommendation resonated
with their own experience. It was noted that arabi@ristic of these roles is that they
have job descriptions that are so wide rangingtti&t become less achievable and
more and more responsibilities are added as thene o light. This carries with it a
warning that post holders are in danger of faitmgvork effectively if their tasks do

not form a coherent pattern of responsibility.
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The recommendation that induction programmes beé tetspromote communication
of areas of responsibility was welcomed. In thetegt of the individual proactively
engaging with appraisal/review, the current adnaier suggested that the role
should have “an effective support structure” angbtevided with “clear and
measurable targets which are regularly monitoréeldiis clarity is seen as essential to
support professional development and the developofehe ability to evaluate

personal professional performance.

Aspiring senior administrator

This person welcomed all of the recommendationsymenting on the importance of
communication being seen as a channel and not-aapeinformation providing
activity. Appraisal and review are seen to be tkesuccessful career planning for all
staff, not just administrators. However, they mtiesuggestion that these need to
be supported by knowledgeable and experiencedriareagers who encourage
appropriate development to meet personal and adademt needs. This will then
help to develop an environment where senior adnai's as perceived to have a
professional status within the unit through knowjlednd expertise and the ability to

earn the respect of their colleagues.

There was agreement that the AUA could benefit femme links with other

professional bodies, especially where generallssrbave some specialist areas

attached to them (eg marketing or human resourcexgegment).
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Representative of the AUA Staff Development Comeaitt

Generally these recommendations are well receimddsapported by this person,
especially in the context of continuing professiatevelopment to support skills
improvement and career planning. Again the devetg of communication skills,
and effective working relationships with acadenolleagues, are seen to be critical

to the successful implementation of this role.

However, the recommendation that links be estaddishith other professional bodies
was not well received. The comments made werentlogt administrative roles
(including the senior administrator) are generafistature, and if they are not they
are very specific (eg finance) where a particulafgssional qualification is more
appropriate. The main attraction of the AUA toritembers is perceived to be its
generalist nature, where support and developmesdrtymities are provided to meet
this need by being broad based and rooted in wiofesl practice. Consequently, the

association currently had no plans to develop fotimies with other bodies.

User feedback in context of research aims

This research set out to develop further the génederstanding of the role of senior
administrators in academic units, building on emgspublished research and making
recommendations to contribute to the developmeth®fole and its effectiveness
within the local and institutional contexts. Bgdiissing these recommendations with
potential users it has been possible to obtainbi@edon how realistic they are and

whether they are likely to be embraced by institugi and individuals.
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Supporting the findings of this research and tlesvei expressed in the literature
reviewed, there is a consensus that the work o$éinér administrator is wide
ranging and complex and that the roles have emegéddleveloped largely to
support the heads of units and other academicagples. There is agreement that it
is essential for colleagues to understand whaethesponsibilities are for the post

holder to be able to execute their role.

Communication of these responsibilities to rele\stakeholders is seen as being
essential for the successful implementation ofrtthe and comprehension of its
responsibilities. Interestingly communication ées to take different forms that
include induction, appraisal, interpersonal comroation skills and the development
of effective channels that are not just one-wawfi@f information. All of these are
believed to underpin the ability to build more etfee working relationships with
academic colleagues. Furthermore, this then is\@ to contribute to the
perception that the senior administrator undertakesofessional role, demonstrating

professional characteristics of providing advicd gnidance on relevant matters.

The development of appropriate strategies at uigiital level is perceived to be
effective only where there is wide acceptance amglementation of them, otherwise
the development of administrative structures aaff development practices will
become more reactive than proactive, with a gréateten being placed on local

units than might be desired.

Overall, these potential users felt that thesemaaendations were relevant to the

current environment of administration in higher eahion and, if implemented, would
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make significant improvements in professional pcacand more effective working
with academic colleagues. The next section of¢hagpter goes on to consider where
further research could be undertaken to build anittvestigation and the existing

body of knowledge.

Further research

Further research suggestions have emerged frormauo sources; 1) the
implementation of a new senior administrator raid &) the possibility of developing

further understanding of the role in a wider cohtex

In relation to both case studies, the senior adstrator role that is the focus of this
research was newly defined at the time of the rekeend a number of the
respondents commented that they did not know h@eessful the changes would be
over time. Consequently, the first area for furtfesearch would be to return to the
institutions at a later date using a similar cdsdysresearch design, undertake more
interviews and keep another research diary todunchow effective the role has been,
what changes have happened to what was anticipated time of the initial research
and how the respondents think the role may devielégture. This could be further
enhanced by evaluating the effectiveness of themnetendations outlined above that
were in place at the time of the initial investigatand which had been implemented
since. It would also be interesting to incorpomatanvestigation into any changes in
student recruitment numbers during the intervepigod between the first and any
subsequent investigation, and how this might héfexi@d the development and

operationalisation of the senior administrator (®l&FCE, 2006).
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The second aspect of further research relatespaneing the investigation to more
institutions and developing a wider knowledge-haskirther refine the
recommendations made in this thesis. For thisuldvenvisage undertaking a large-
scale survey of members of the AUA specificallyudsiag on those working in
academic units and what their experiences ardatior to the main research findings
and conceptual frameworks. This could use a ssamaley design with an online
guestionnaire to support a large response (froraraéthousand members) and
effective statistical data analysis. Questiondatalso be included relating to the
areas identified in the recommendations abovetabish how far these are already
being undertaken, how widely accessed they arehanwdvaluable they are perceived

to be.

Inevitably there are many more areas for potentisgarch relating to professional
university administrators in academic units, inahgdand investigation into how
senior administrators develop and use authoritypamveer in the implementation of
their role. However, space does not permit furtugrgestions except to say that this
remains an under-researched area in the UK angchgtss an exciting time for
those seeking to undertake investigations thaaianed at improving both
administrative practice and the career developrokptactising administrators within

academic units in UK universities.

Final reflections

At the start of this research my title ‘Partners campetitors: the developing role of
the senior administrator in academic units in Ukvarsities’ reflected my personal,

professional experience in the sector where | Hms@iwved some tensions between
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administrative and academic colleagues. Howevgimg the four years over which |
have undertaken this investigation, | have persppalrceived a move towards

stronger and more equal working relationships betwbese parties as the demands
placed upon both have increased and they are feg ratilant upon each other to fulfil

the responsibilities and expectations assigneadd¢b stakeholder group.

The process of undertaking this research has pedwite with a greater insight into
the importance of this role within the academid anid the importance of research
into higher education administration. Furthermdnedeveloping my own research
skills I have been able to understand more effelstisome of the issues surrounding
research activity. This has resulted in me feetimage comfortable with my abilities
to be able to build more equal relationships withdemic colleagues that
demonstrate this shift in status. During my intexwfor the new senior administrator
post great emphasis was placed on my doctoralestudow they would impact on my
professional practice and how | thought they mighdrm the development of

university administration on a wider basis.

The frameworks that emerged from the literaturethedanalysis of the findings from
this research have provided the foundations onthwhiave been able to make some
recommendations that | hope will support further tiimderstanding and development
of the role and the perceptions held of its protess status in the sector. | believe it
is significant that these recommendations encompassnber of the stakeholder
groups as this appears to reflect the changing@mwient of higher education where
there is a growing need for a senior administraddoe able to work effectively within

different networks at different times or concurtgntit also demonstrates that there is

198



a strong need for these different parties to be tbivork together to share best
practice and develop a skills and knowledge baaislconstantly being reviewed
and updated to be able to respond quickly to latis& and regulatory demands

placed upon them.

To conclude, the role of the senior administratoacademic units in UK universities
is becoming more and more important to ensurethigalegislative and regulatory
requirements placed on higher education, and tjie $ervice standards expected by
students, government and industry, are achievedtefely and efficiently. The
development of closer working relationships with@&emic colleagues is resulting in
a more accepting culture of collaboration and stwariAs a result, an alternative title

for this thesis could be:

‘Partners not servants: the development of thegssibnal, senior

administrator role as a significant participatgrand contributor to, the work

of the academic unit in UK universities in the'zentury’
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APPENDICES

Appendix 1 — Statement of research intent

Request to conduct an interview with a Senior Manager/Head of Department/Post holder

Dear (name)

| am currently working towards a Doctorate in Education (EdD) at the University of
Birmingham and my research focuses on the role of Departmental Administrators in UK
universities.

As we have already discussed, you have kindly agreed to allow me to discuss this with you on
XXXXXX at XXXXX. Our discussion should last no more than one hour and will be recorded
to enable future transcription.

The conversation will focus on the role of Senior Administrators in academic units in your
institution, its interaction with the central administration of the university and how
administrative effectiveness and efficiency are affected by the existence of the post.

The questions | will be asking are:

1. Why were the posts created when there were already central administrative
departments?

2. What are the main responsibilities of the role of Departmental Finance
Administrator in your university?

3. How does the role add value to the overall effectiveness of the administration of
the university?

4. What is your vision for the role of Departmental Administrator in the future?

The interview transcript will be forwarded to you for approval prior to data analysis, and you
may correct any inaccuracies as you wish. You may also advise me if you feel that you need
to withdraw a response or the whole interview after it has taken place.

The transcript, data analysis and thesis will make no reference to the identity of interviewees,
the specific post held, or the name of the institution they work for. All data will be held
securely and confidentially in accordance with standard practice in educational research.

| am pleased that you are able to help me with this and look forward to meeting you on
XXXXXX at XXXXX.

Yours sincerely

Mrs Margaret Lagor
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Appendix 2 — Extract of interview transcript

EXTRACT

... What I'd like is your perceptions and feeling®abthe role of senior administrator here in the
[name of school] and within the context of the @msity. Now, for the purposes of the discussion a
departmental administrator is a school registraesaurce manager, a school manager. Somebody
who reports directly to the head of the school laasl people reporting to them. So that’s just aoifyl
that.

And this is as of now, rather than how we percéiue the future?

Em, I’'m going to ask how is the role defined higtally and currently, so the currently can bring in
some of the changes, because | think that mighuiie interesting. So that’s the first questid@y
what process did you get departmental adminissatothis context? In the first place?

By what process ..
How did they come into being?

How did they come into being? | think two thingsally. It's a balance between what is required
centrally as functions, and if we just take the twain functions determined centrally, one is about
implementation of things like academic regulatiaha school level. So a school registrar has that
overall responsibility to ensure that the regulagiare implemented both in terms of as far as
individual students are concerned, course approgalgse monitoring, external examiners, all ostho
things. So, | think you start with that, if yoldi your academic infrastructures as QAA would defin

it. Then that has led to em generic er... schoadbtey job descriptions which have been taken on
board into the new faculty registrar functions. d&hat’s defined as having a, to some extent atgual
assurance role, in terms of ensuring that examdsaamn appropriately, are properly minuted, are
properly resourced in that sense. External exanpiziee properly appointed, and where they are
coming to the end of their periods for re-appoinirend identifying new external examiners. Subject
and programme assessment boards, make sure thkeffextively, the course consultative committee
system works effectively. So at that top levegrtlyou've got those various responsibilities that t
school registrar operates. Now the school regsstadate have reported directly to the deanthen
future under the new regime, they're going to répmthe academic registrar with a dotted linehi t
deans, so there’s going to be more overall centratdination of the faculty registrar function. era

will only be 5 of them, 4 or 5 of them, becausenl rot sure what the [name of school] are doing in
that respect. So that then spins into sayingpglegon, the school registrar than has respongililita
team of people to do those things. So then leaas the sort of top level responsibility of theagtity

of the regulations at school level into the indiddiroles and responsibilities of the teams working
within that. So for example, you might have adiniss, although we now shifted that, admissions
under the present system comes under the schasirezgthat’s moving out cos the admissions have
been centralised. We've got a recruitment and etar§ team now that doesn’t, won’t come under the
registrar any more, it will come under the sorhe&d of marketing. Em, we have an examinations
office, a school examinations office that comesauriie academic registrar. We have an
undergraduate and postgraduate course team that woder the registrar and we have student support
office that comes under the registrar. So thosdha sort of ways in which we have structured
ourselves.

So those posts all come under the academic regiatteer than the faculty?

They’ll come under the faculty registrar in ternfidazal management and for those issues then they’l
be accountable to the dean, but for the regulgiaryof it accountable to the academic registrar.
That's how | understand the split going to oper&de.the school registrar at the moment has overall
responsibility for the, as | say, the integritytbé regulations and at the same time running a tdfam
around 30ish people. So it's quite a sizeable jabd one of the things I'm starting to think thghuis
whether we have almost a deputy registrar, resptanir, be careful with this in terms of how you
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write it, em, but whether or not you slightly sglie functions — you have an academic registrarigho
very regulatory and a deputy who is responsiblgHerstaffing side.

How did this change come about, what drove the g&anFrom reporting to deans of school to
reporting to the centre? Is it part of an HR siygt or ...7?

| think it was basically because it’s felt by thewnVC that the university at a top level is nohpd up
enough. And that if you look at things like how deal with plagiarism cases, if you look at how we
deal with late submission of coursework and saloere’s too much diversity, and so by trying todav
a stronger co-ordination, fewer units and strormgeordination that’s more effective. | think if we
then spin off into the resources side, the sameehaxiwell is coming about. At the moment we have
a resources manager who were appointed probablyy nfahem have been in post for 7,8,9 years.
The complexity of the business has increased. ahleunt of devolution of budgets to schools and
now faculties is at a reasonably high level. | mt®y’re devolving in the university about 60%tloé
university’s expenditure down to schools, downaouities and schools, about 40% is central, 60% is
devolved. And as a result of that, the monitohghe finances is a job in it's own right. Butthe
moment, the resources manager is dealing withitlamée and accounting, they’re not necessarily
qualified accountants although some of them aréngetrained. Em, so they're dealing with that and
then all the sort of resources issues outsideTthgdu know, so room bookings, maintenance of the
building, health and safety, all of those issud#th a wider faculty as well it's going to be impzitsle

so they've created — the other way it's going &t fosts of faculty accountants have been created.
The faculty accountants again report to the Dineofd-inance for the university and then locallyt b
also have a line into the Dean. So the same nasdide faculty registrars, but with a line in te th
Dean again. But then in addition to that, mostifies are going for a faculty facilities manager i
what we've called it, whereby the post is respdesibr managing the facilities, rooms, issues acbun
health and safety, timetabling, database, roonsatibn, operating the reception function, that sbr
thing. The up-front running of the buildings.

So it's everything that is not academic, not retpulg related to the academic work or finance® It’
everything else?

Yes, that's right, yep. Apart from IT, where we'get a separate IT operation.

How much input as Dean of School/Faculty have yad in the identity of these particular roles in
your school?

Quite well, because the, as part of the reviewgsscer, job descriptions were circulated to &l th
Deans and they had the opportunity to comment arehsand also, we will be involved in the
appointment process, have been involved becaudadbliy registrars have been appointed, the
faculty accountants haven't been yet. But it'siatjappointment, it'll obviously be a joint boairdthe
terms of interviewing and so.

But the actual distribution of duties and respoaitiids is more or less the same across each of the
schools, you haven't had a lot of say well in migesad | would like this to happen?

No.

It's fairly clearly defined?

Yeh, and I think that's not unreasonable reallec&use | think you don’t want, | don’t want to be
doing things differently from other parts of theversity in that respect because otherwise all gou’

going to get is hassle from students because thaikIto other students and say why is this défer
You've got to have a degree of conformity otherwisa're going to have a fairly chaotic system.

EXTRACT
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Appendix 3 — Extract of data table

Data table — Framework 1 — Senior administratar dafinition - EXTRACT

Data source

Data analysis categories

Single case study

Central influence

Head of unit influence

Post holder influence

Comments

IV1SM Need to be centrally controlled in order tdOn a cyclical basis there will be more | Mainly through how they operationalise| Keen that all stakeholders are included i
improve effectiveness and consistency pfinfluence as the roles and responsibilitiesthe definition provided by the centre and the development of the role, but that it
work across institution. 28+ become established within central supplemented by the Head of Unit. 289t should be centrally controlled overall in

framework. 10+ order to ensure consistency of student
experience across the different academi
units.

IV2SM Influenced centrally because of changes The Head will influence the actual As part of the organic growth of the rolg There has been organic growth of the r
to the whole institution and HE in the implementation of the overall role that | to date, not seen to be important in the | within the institution and this has
UK. 283+ has been defined centrally — welcome thisurrent review and control of the role. | happened to a point where central cont
The desire that finance and quality approach. 4+ 226+ is now needed to bring everyone togeth
procedures and practice be implementdd 226+
equally across the institution. 136+

IV 3 SM(F) Recognised importance of everybody i Some consultation with the Heads with| No involvement with the definition of the A senior administrator with financial
the role having similar responsibilities, | regards to responsibilities and duties role itself, some specialist project work | responsibility should always occupy a
need for standard practice, seen as Seniandertaken by post holder. 45+ expected depending on competence andcentrally defined role to ensure consiste
Manager’s role to review and revise interest. 32+, 131+ quality. 41+
roles. 41+

IV 4 HoAU Instigated by the VC. 69+ Heads able to comment on centrally No comments on how the individual Overall view is that a centrally defined
Influenced by the central implementation created job description before it was really contributes to the overall definition role will ensure that the academic unit i
of single student records systems, singleimplemented. 99+ of the role, believed to be more an better supported for systems developm
academic regulations, and other new operational influence as to what actually and regulatory compliance.
systems for whole university to give gets done and how. 420+
parity of student experience. 378+, 26+

IV 5 HoAU Centrally defined roles seen as being | Head involved with definition through Influence possible by those in postin | Overall view is that the roles need to be
imposed on the academic unit by the | the central committee structure of the | discussion with each other in relation tg centrally defined so there is some orde
institution, and seen to be generally a | institution. 355+ sharing and developing good the way things are done and post holde
good thing. 42+ practice.391+ can share ideas and improve the overa

administration of academic units.

IV 6 HoAU Because the university needed to Because the Head is a member of the | Operational influence on how things are Overall the view is that it is more

communicate effectively and efficiently

effective for the centre to define and

central management committee that

done, mainly focused on systems and
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with the academic units they needed to

have common roles and responsibilitieg to have some influence. 84+

and therefore created centrally defined
roles. 37+

developed the roles, by default was abl

Local implementation of the role will
mean that the Head has more influence
that level. 90+

e procedures. 211+

at

control the senior administrgingts as
it take the responsibility off the Head,
whilst still enabling the Head to influence
the day-to-day operationalisation of the

role and the post holder to put those ideas

into practice. 61+

11

IV 7 AUSA Main influence on definition of role with| The Heads seem determined to use theirNo direct post holder input to the centrgl Overall view is that there could be some
generic job descriptions emanating fromy Senior Administrators in different ways | definition and creation of the job benefits to the generic role but there ar¢
the Academic Registrar. 84+ because they are allowed to establish | description. 133+ some fundamental flaws as the Heads of

their own management structures in eath jkely to be some personal influence or] Units are able to define their own

of the academic units. 106+ the implementation of the role and how [tmanagement structure in their units. This

is developed.142++ will mean that the Heads have a stronger

influence over the definition of the role
than the centre in real terms. Then the
post holder will be able to influence the
role in a task focussed way within the
requirements of the Head.

IV 8 AUSA The centre appears to want more contrplHead seems to have taken little Local implementation of the centrally Overall views the central definition of the
whilst at the same time wanting to opportunity to influence the role defined role allows the post holder to role as beneficial. 279+
effectively devolve responsibility to the | definition as they have left the post have quite a strong influence on the It will always be down to the Head of th
academic units. 272+ holder to develop the role in the most | operationalisation of the role. 243+ unit to control or empower the post

effective and efficient way possible to getNo direct influence on the content of the holder's influence on how the role is
the work done and support the unit welll job description. 351+ developed locally within the overall remijt
334+ defined by the centre.287+

IV 9 AUSA (F) Role centrally defined to improve Head has quite significant influence on| There was a survey of all post holders | Overall views the role as being defined

communication between the centre and
the unit. 6+

how the post holder will act in the post.
169+

about their responsibilities and activities
that was used to influence the new cent
job descriptions. 100+

centrally with the post holder
ramplementing it in conjunction with the

Head of unit in the most effective way fo

that particular unit.169+

=

IV 10 AUSA (F)

Role centrally defined through the job
description. 6+

Head of unit identified business needs
and the role developed to support
them.18+

Head is part of the university’'s senior
management and as such is involved in
the decisions regarding the central
definiton of the role. 88+

Strongly influenced by the post holder g
the operational level within the remit of
the job description. 6+

Actual job develops in response to local
need and the job description is useful tg
provide a focus of responsibility. 137+

t Overall views the role as being inevitab)
defined by the centre as a means of
ensuring each unit is covering all
required aspects of the business in the
context of changing national
requirements. Recognises that the
influence of the Head of unit on the
structure of the unit and actual remit of
the role is crucial. The post holder will
always be able to influence the role
operationally if they want to, but they
would need to seek out the opportunitie
to do this. 10+

<

[
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Appendix 4 — Executive Summary

Partners not competitors: the development of the e of the senior administrator as
an integral part of the work of academic units in WK universities in the 2" century

Context and focus of the research

It is a widely held belief that the role of senamministrators in academic units in UK
universities is ill-defined and sometimes perceiteete in conflict with that of their
academic colleagues. This can cause frustratiothsrasunderstandings within academic
units and universities and lead to the developrotlass effective and less efficient
working practices.

This research aims to discover more about how gwdhiom the role is defined, what
responsibilities the post holders have, and how #ne perceived within their units and
universities. The aim is to inform future strateglanning of administrative structures at
both institutional and academic unit level, profesal development provision at
institutional level, personal career developmeanping and activities undertaken by
current and aspiring senior administrators, anchisvand support provided by the
Association of University Administrators (AUA).

Theoretical frameworks drawn upon

Three conceptual frameworks emerge from a reviethefelevant literature from which
the main research questions have been develogeese frameworks demonstrate that:

1) Where there is stronger influence over the de@nitf the role from the
institutional senior management and the head oatlaglemic unit, then the post
holder has less influence over that definition;

2) Where there is high clarity of role definition aadvide range of responsibilities
assigned, then there is an increased likelihoadeopost holder undertaking
responsibilities that were previously undertakerabgdemic colleagues;

3) Where there is a perception of the professionadisaif the role and the work is
considered to be important to the unit, more eiffecivorking relationships are
likely to be established between senior administsaand academic colleagues.

There are three different stakeholder groups ifledtas being of significant influence
over the senior administrator role: 1) institutibs@nior managers, 2) heads of academic
units, and 3) the post holders. The research $e¢baliscover how far these concepts
were the lived experiences of members of eachesetlstakeholder groups at two case
study institutions.

Methodology and methods

Using a case-study methodology, two studies wederaken at different institutions to
investigate these concepts. One was a post-199@rsity in the Midlands where semi-
structured interviews were conducted with senionagers, heads of academic units and
post holders. The second case study focussedesearch diary compiled by the author
and documentary analysis relating to the implentemaf a new senior administrator
role at a pre-1992 university.
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Findings

The findings relate to the three specific areastifled by the conceptual frameworks: 1)
role definition, 2) responsibilities assigned ang@&rceptions held of the role. There
were no significant differences of opinion among three stakeholder groups identified
previously. Whilst the elements of the framewaaks all present in the data, it has
emerged that the links between them and the impagtaf one in relation to another is
believed to be different in the case study instng from that portrayed in the literature.
The findings under each of the frameworks are that:

1) The definition of the role is very strongly influeed by the job description and
where these influences are strongest from theaanstitutional managers and
the heads of the academic units, then the posehadess likely to have had
much impact on the creation of that job description

2) Where the senior administrators’ responsibilitiethim the unit have been clearly
communicated both locally and within the universithd there is a wide range of
appropriate and relevant responsibilities assigtiesh there is an increased
likelihood that academic colleagues will be willitggrelinquish administrative
responsibilities to the senior administrator;

3) Where highly effective working relationships wittaalemic colleagues have been
developed and the senior administrators’ work lgtsed to be important to the
academic unit, then there is a stronger perceptianthe role has a professional
status.

There is also a widely held view that there israrg} need for all stakeholders to
demonstrate highly effective communication skilighim a clearly defined
communication structure to underpin the successfplementation and
operationalisation of the role within the academmds.

Value of the research and recommendations

A number of recommendations have been developed thhese findings in order to
support further improvements in professional pcacin the areas covered by this
research. They are designed to provide institatibeads of units and post holders with
some indication of where current activities carekpanded and new developments can
be initiated. Each recommendation responds tonidie focus of this research which set
out to investigate the developing role of senianeuistrator in academic departments and
how these can become more effectively and effityentplemented and operationalised.

The recommendations are made to the main staketgpioleps: 1) senior institutional
managers, 2) heads of academic units and 3) cuanehaspiring senior administrators:

1) Senior institutional managers

* To periodically review institutional and academigtithuman resource strategies
to develop the most appropriate administrativecstme for the institution and the
academic units.

* To provide relevant professional development prognas and opportunities for
all current and aspiring university administrattrsupport and develop careers
that respond to the needs of the institution ardeniigher education sector.
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2) Heads of academic units

» To develop local induction programmes for all sth#t clearly communicate the
senior administrator’s role, its responsibilitiesldhow the post holder is expected
to interact amongst the members of the unit.

* To establish the role of senior administrator agrgortant one within the overall
management structure of the unit through involvenrethe relevant committees
and other groups in the unit, and through line rgan@ent of the administrative
staff.

3) Current and aspiring senior administrators

* To undertake study for relevant professional gicalifons and professional
development activities available through their anstitution, other universities
and through the professional body.

* To proactively engage in the institution’s probatand appraisal/review process
to structure and progress their career.

* To develop skills of communication to support singd improvements to
professional practice and working relationships.

Furthermore, the relevant professional body, theo&mtion of University
Administrators, has a significant role to play onmgplementing all of these
recommendations by providing a qualification stnwetthat encourages continued
development towards higher levels of professionateditation (possibly through
collaboration with other relevant professional lesdsuch as the Institute of Chartered
Secretaries and Administrators, the Charteredtitstof Marketing, or one of the
professional accounting bodies), and by providirgfgssional development events to
support the development of communication skillanderpin the development of highly
effective working relationships between senior adstiators and their academic
colleagues.

Limitations and possibilities for further research

As this research was conducted in just two instihgt, care must be taken when relating
the findings to other universities. Further reskarould be undertaken to investigate
how wide-spread these perceptions are and enabilesequent refinement of the
recommendations. It would also be important tdueata how effective these
recommendations are (when implemented) in improwngking relationships between
the post holders and their academic colleaguedaandstitutions to continually monitor
the situation.

Conclusions

This research was initiated with the aim of conittilhg to the improvement of working
relationships between senior administrators anid #oademic colleagues through
increasing our knowledge of how the roles are @efitheir assigned responsibilities and
the perceptions held of the post holders. It igeubthat the recommendations built on its
findings will contribute to this development andldgue amongst the institutions, heads
of units, academics, and current and aspiring s@gdministrators and their professional
body.
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