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Abstract
This thesis examines the research issue of universities as Learning Organization. It
examines the research problem of “How can Australian universities become
Learning Organization?” This thesis presents the findings from a qualitative study of
two publicly funded universities based in Western Australia, using the convergent
interview and multiple case study methodology. The 11 convergent interviews were
used to establish the ten key dimensions of what, the researcher considered, are
necessary for Australian universities to become Learning Organization. The 32 case
studies were then used to confirm or disconfirm these ten key dimensions which are
listed below:
•
•
•
•
•
•
•
•
•
•

Leadership
Vision
Organizational culture
Human resource management
Role in society
Accessibility
Resources
Innovation and creativity
Information Communication Technology
Global reach

Of the ten key dimensions examined some, such as leadership, vision, Human
Resource Management and having sufficient resources, were found to be clearly
important to Australian universities becoming Learning Organization. While others,
such as the global reach of a university and the accessibility to a university, presented
with less clear findings, but still remain as part of the overall basis for Australian
universities to become Learning Organization. The findings presented in this thesis
represent the combined views of 32 staff members of two West Australian universities
and provide many meaningful insights to the current state of two contemporary West
Australian universities; one noted primarily as a research university and the other as
primarily a teaching university. Finally, this thesis presents a model of what
Australian universities could be, as Learning Organization.
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Glossary of Terms
DETYA

Department of Education, Training and Youth Affairs

HECS

Higher Education Contribution Scheme

TAFE

Technical and Further Education
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CHAPTER 1
THE RESEARCH PROBLEM

1.1 An overview of the thesis
The thesis comprises of six chapters. In chapter one, an introduction will be made to
the study problem. This is followed by an overview of the study problem and a
justification for carrying out the research will be presented as well as the limitations
placed on the research. In chapter two the literature, surrounding Learning
Organizations, will be reviewed. In chapter three, the first part of the methodology,
the use of convergent interviews will be discussed and justified. Chapter four
explains the reasons for using multiple case studies and the research design is
presented, discussed and justified. The fifth chapter presents the findings from the
32 case studies and discusses the probable impact each of the ten research issues has
on Australian universities becoming Learning Organizations the final chapter,
chapter six, integrates the findings with the literature review and presents the final
model of Australian universities, as Learning Organizations. The flowchart of the
entire thesis is diagrammatically portrayed in Figure 1.1.
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Figure 1.1: Flowchart of entire thesis

Research Problem
Contributions from the
Literature

Preliminary Literature
Review

Theoretical Gaps

Stemming
from
Chapter 2

Themes
Convergent Interviewing
Process
Selection of cases with
assistance of experts
Gaining access to the
respondents

Informing Others

Completing each interview
‘snowballing’ to gain
access to other experts

Scheduling Others

Chapter 3
Contributions

Transcribe Tapes
Pattern Matching

Analysis of Data

Data matrices

Independent verification
Relate findings to research
issues, forming basis for
stage 2

Chapter 4

Presentation of the findings
in the data matrices

Chapter 5
Presentation of the
comments from each of the
case study respondents
Discussion & implications
of the findings
Model of Australian uni’s
as Learning Organisations

Chapter 6

Further research issues
(Source: Developed for this thesis)

2

1.2 Overview of chapter 1
In chapter one, a discussion of some the problems faced by universities are
presented. This includes the role that universities have historically played and, while
universities can be described as organizations for learning, they are not necessarily
Learning Organizations. Further, recent research into the nature of universities is
suggesting that universities face three major challenges to their role, so universities
can meet the needs of our contemporary society. This is followed by an overview of
the study problem and what does the current research suggest a Learning
Organization may be. After this, there is a discussion of the justification for the
research itself, including a brief overview of the research design. This is then
followed by a discussion of limitations of the research. After this, a brief discussion
of the benefits both practical and theoretical, are presented followed by a series of
definitions that will be used in the thesis. Finally, the chapter is concluded. The
flowchart of chapter one is shown, diagrammatically, in Figure 1.2.
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Figure 1.2: Flowchart of Chapter 1
1.1
Overview of thesis

1.2
Overview of Chapter 1

1.3
Introduction

1.4
Overview of the study
problem area

1.5
Justification for the research

1.6
Limitations

1.7
Anticipated benefits coming
from the research

1.8
Definitions

1.9
Summary of chapter
(Source: Developed for this thesis)
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1. 3 Introduction
While universities are recognised as organizations for learning, and are dedicated to
research, learning and the teaching of students, are they also Learning Organizations
(Dent 1961; Duke 1992; Earl 1994; Clark 1998)? Since the primary purpose of a
university, as an organization for learning, is to educate an elite group of
intellectually endowed people, who will take the lead in society, notably in the
‘professions’, and to then continue the orderly development of civilization,
particularly in the western context (Brookes 1972; Salusbury 1989; Gaita 1997; Saul
1999). Whereas, universities as Learning Organizations, are organizations where all
staff members learn and use their learning to advance both individual and
organizational interests, while teaching students to learn how to learn (Senge 1990;
Gaita 1997; McClenaghan 1998; Ramsden 1998). Moreover, this concept is not
widely recognised as there is an implicit assumption that as universities exist as
organizations for learning, they are also Learning Organizations. Furthermore, the
research into Learning Organizations has been more closely applied to for-profit
organizations, in business and industry (De Geus 1988; Senge 1990; Kim 1994;
Stewart 1996; Denton 1998; Ross 1998; Flood 2000) while research and application
to not-for-profit organizations, including universities, has not been as nearly
widespread (Devos, Van den Broeck and Vandenheyden 1998; Baird, Holland and
Deacon 1999; Ellerman 1999; Herbert and Madrid 2000).
Although the research into universities as Learning Organizations has not been
widespread, there has been research into the purpose and role of universities, in a
global society. The most recent research, into the purpose and roles of universities,
has been focused on three distinct areas. The first area has been where universities,
both public and private, are seen as ‘businesses’, and consequently are viewed as
corporate entities (Harman 1998b; Healy 1998b; Meister 1998; Reeves 1998;
Schwarz 2001). The second area being explored is whether universities should
become more ‘entrepreneurial’ by forming partnerships, with industry and business
to engage in profit driven research (Ottman 1996; Clark 1998; Lindholm Dahlstrand
1999). The third area has been to examine the effects of the increasing
managerialism of universities (Moodie 1998; Stewart 1998; Ramsden 1998;
McConville 2002; Moodie 2002; Pyvis 2002; Thomson 2003b). Each of these areas
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of research emerged as a response to the many problems facing universities in
today’s turbulent and complex environment.
Arguably, contemporary universities are facing three particular challenges and the
first is, the continuing reduction of university funding by national governments and
states, regardless of political persuasions. Subsequently, as national governments
have adopted policies which decreased overall spending, these governments have
placed many services, once traditionally provided by government agencies, in the
hands of the private sector as a means of decreasing their costs. This in turn led to a
sustained reduction of national funding for universities, starting in the late 1970’s,
when the governments of Canada, the UK, Australia, New Zealand, France Belgium
and Germany, in the developed world, cut funding for national universities
(Salusbury 1982, Sharp 1982; Lampathakis 1998f; Marginson 1998, Marginson
2000; Ruse 2003; Thomson 2003a). Nor was this strategy of funding reduction
confined to the developed world, with governments in Malaysia and South Africa,
similarly cutting funding to their national universities (Ismail 1998; Naidoo 1998;
Soer 1998). Secondly, was the emergence of an information based economy and
society that has transformed the way in which both wealth was created and the way
people worked. Working with information requires that people acquire a very
different skill set, for a long-term working life, a skill set based on the use of cerebral
skills rather than on the use of manual skills (Drucker 1993; Hames 1994; Senge
1990; Callus 2000; Baty 2003; Jobbins 2003). Finally, due to the development of this
information society and the need to acquire a new skill set for long-term
employment, came the massification of higher education (Naidoo 1998; Soer 1998).
Consequently, there has been an increased demand for not only higher levels of
education but for places at universities, as people endeavour to acquire the new skills
required to work in the new information economy (Pearson and Chatterjee 1999,
2000; Shih 2001; Chen 2002). Simultaneously, as universities dealt with these
problems they were also endeavouring to redefine their role for the 21st century.
Historically, universities have served three distinct and crucial roles. In the first
instance, to provide excellent research that can lead to excellent teaching. This has
been the basis of the reputations for many well-known universities, including
Oxford, Harvard, MIT, Cambridge and Yale. In the second instance, to promote the
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overall economic development of society as universities in the UK have done,
notably the Warwick and Strathclyde Universities, by becoming involved in solving
aero-space engineering and biotechnology problems, that result in new processes and
products which benefit both organizations and people (Bell 1996; Ottman 1996;
Clark 1998; Lindholm Dahlstrand 1999; Saul 1999). In the final instance, universities
have had a role of acting as a force for social change, one that enables people to
change their society for the better while protecting minority groups (Gaita 1998,
Newsome and Buchbinder 1988; Pusser 2000; Goddard 2003). However, in light of
the dramatic changes affecting universities today, many universities are now
examining whether these three roles are still applicable and are reconfiguring
themselves to meet the challenges of this emerging information society (Gaita 1998,
Nossal 1998, Saul 1999; Marginson and Considine 2000; Allport 2002; Reid 2003).
As these problems are not confined to just a few universities, research into the future
roles, form and purpose of one university can be beneficial for many universities.
Thus, while this thesis examines the broader topic of universities being Learning
Organizations, it focuses on the question of: “How can Australian universities
become Learning Organizations?”

1.4 Overview of the Study Problem Area
Despite a large body of literature about Learning Organizations, there is scant
evidence of any coherent definition, theory or model. Nevertheless, the literature can
be partitioned into five broad reasons as to why an organization should become a
Learning Organization The first reason is the transition of society from an industrial
age, where machines are used to produce goods and services, to an informational
age, where people’s intellectual abilities are used to produce goods and services
(Drucker 1993, 1997, Hames 1993). The second reason is where an organization
becomes a Learning Organization; it can ensure its long-term survival in an
increasingly turbulent environment (De Geus 1988; Stewart 1998; McKenna 1999;
Ross 1999). The third reason is that by becoming a Learning Organization an
organization can remain both profitable and competitive (Gherardi 1998; Gibb 1998;
Kapp 1999). The fourth reason occurs when an organization uses Information
Communication Technology in an effort to capture, manage and then utilise all its
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organizational knowledge; which Dove (1999) and Zack (1999) argue can then
enable it to become a Learning Organization. The last of these reasons is that, when
organizational learning occurs within an organization it then becomes a Learning
Organization (Denton 2000; Hebard 2000). However, while many theories have been
advanced to explain the nature of a Learning Organization, they have yet to
encapsulate the required characteristics of a Learning Organization (Beene 2000;
Marquardt and Schwandt 2000). However, none of these reasons is enough, either
individually or collectively, to allow an organization to become a Learning
Organization.
The paradox for universities when trying to develop into a Learning Organization is
the consistent lack of understanding of the characteristics that make an organization a
Learning Organization. Thus, this consistent lack of understanding, presents a major
challenge to any university that is trying to develop into a Learning Organization.
Moreover, as much of the research focused on a single attribute of an organization,
an organization that most often the researcher deemed to be a Learning Organization,
the development of a consistent understanding of what makes an organization a
Learning Organization still remains unclear (Flood 1999; Beene 2000; Denton 2000;
Marquardt and Schwandt 2000). Given that researchers have taken a wide variety of
approaches in researching and defining what constitutes a Learning Organization
then a more cohesive and holistic approach needs to be taken to more fully explore
this phenomenon. Consequently, this thesis will research and examine some of the
issues necessary, for Australian universities to develop into Learning Organizations.

1.5 Justification for the Research
The provision of higher education to is usually seen as one of the key priorities of
most national governments (Goh 1997a, Kent 2000; Pusser 2000; Watts 2001a;
Lowe 2002; Thomson 2003b; Ruse 2003). Further, the impact and monetary value of
the provision of education, especially higher education, on a nation’s long-term
wellbeing, is considerable. For example, in a recent address given by the Premier of
Western Australia, the Honourable Dr Geoff Gallop (2002, p5) noted that:
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“Globally, of course, education export is now a multi-billion dollar industryestimated to be worth a massive $3 trillion a year. It is Australia’s fifth largest export earner
and Western Australia’s fifth largest export earner. It generates almost $640 million a year
for the state (Western Australia), $410 million from student fees and $226 million from the
sale of student support services. It also creates some 2,600 permanent jobs again, directly
and indirectly.”

Moreover, the value of providing higher education to Australia, as a nation, is an
issue that has a major impact on the economy as a whole and, in particular, on the
employment prospects of many people (Nelson 2003a). As outlined by the current
Federal Education Minister, Dr Brendan Nelson (Nelson 2003a, p8):
“In 2001, the higher education sector employed approximately 80,000 people and
generated total revenues of $10.2 billion, contributing 1.5 per cent to Gross Domestic
Product. Many institutions, especially those in regional areas, play a significant role in the
economic and social life of their communities which goes far beyond their traditional
educational activities.
Our institutions produce graduates whose skills are eagerly sought in the
international marketplace. Through higher education, Australians can also fulfil their
personal, social and economic potential. Recent data shows the average gross lifetime
earnings for university graduates are over $600,000 more for man and $400,000 for woman
by comparison with non-graduate counterparts.
Australia’s higher education sector enjoys an excellent reputation both at home and
in the international arena. The significant number of overseas students who seek to study at
our universities here and at offshore campuses is evidence of the high regard in which
Australian higher education is held.”

Thus, the higher education sector in Australia has a number of significant impacts on
the development of both Australia and other nations, whose citizens graduate from
Australian universities. However, while there are an increasing number of full fee
international students coming to Australian universities to study and this income is of
great importance to them; it is the impact the current funding cuts are adversely
affecting Australian universities and what some Australian universities are doing to
deal with these funding cuts.
This can be seen in a recent incident affecting the University of Newcastle’s offshore
operations in Malaysia (Davis 2003). In an effort to increase their discretionary
income many Australian universities have entered into offshore teaching
arrangements and, in many cases, this has involved third parties who act as agents for
the universities in question (Curtin University of Technology Prospectus 2003; Edith
Cowan University Prospectus 2002; Murdoch University Prospectus 2002; Davis
2003). In this effort to generate more discretionary income, overseas full fee paying
students are being accepted into offshore programs where they have only a
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rudimentary grasp of English, the usual language of instruction (Maslen 1998c; Pratt
and Poole 2000; Marginson 2003). Moreover, as these students operate from a very
different set of cultural norms, these students routinely plagiarise when writing their
assignments (Maslen 1998c; Pyvis 2002; Davis 2003; Firns 2003). As Davis (2003,
p3) stated: “Nina Adlan, (who) edits education Quarterly, Malaysia’s leading higher
education magazine, said ‘It is an open secret that standards are being sacrificed in the
pursuit of revenue.’”

Furthermore, Adlan went on to add: “Failures are bad for

business. Particularly in the case of postgraduate students who have a much heightened
sense o, value for money. I won’t deny that there are institutions that face this temptation
day in and day out and there are Australian universities who turn a blind eye” (Davis 2003,

p3). Consequently, when the problem of plagiarism had been repeatedly detected,
and then ignored, the lecturer concerned Mr Ian Firns took action and informed the
head of his department in the University of Newcastle (Davis 2003).
The matter was dealt with internally resulting in the papers being remarked
independently and an instruction given to the person doing the remarking that the
papers should not be examined too closely (Firns 2003). As a result of the remarking,
these student’s papers were given a passing grade and in some cases a higher grade
than students who had not plagiarised (Davis 2003; Nelson 2003f). This issue of
plagiarism has become a major issue for Australian universities as Professor Simon
Marginson explained: “Plagiarism means that you didn’t do your own work, that you
borrowed someone else’s work and passed it off as your own work: Now that is a pretty
serious matter” (Davis 2003 p2). Worse still, Professor Ross Garnaut sees it as: “…the
death of a scholarly institution” (Davis 2003 p2). When questioned on this matter the

Federal Education Minister, Dr Brendan Nelson, had this to say:
“…the internationalisation of education is now worth AUD$5.2 billion (annually) to
Australia, it is worth as much as wool and wheat combined and it is growing very quickly.
We’ve had a 15 percent to 20 percent growth year on year. The fact is that perception and
reputation in higher education is absolutely everything. If we have instances involving more
universities, whether in Australia or indeed offshore campuses, which are considered and
indeed found in fact to be totally unacceptable, then obviously our entire reputation as a
country is diminished” (Davis 2003 p2).

Thus, if Australia’s reputation of a provider of higher education of quality is to
remain intact, there needs to be a major rethink of the current approach to funding.
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It is self evident, from the above quotes, that the main reason for accepting students
of a lower ability and turning a ‘blind eye’ to poor standards and plagiarism is a
direct outcome of the current Australian federal government’s insistence that the
‘cupboard is bare’ and Australian universities need to find more of their own income
(Maslen 1998a; Reilly 1998; Lowe 2002; McConville 2002; Nelson 2003a, 2003b;
Ruse 2003). Furthermore it is evident from the previous quotes that, the impacts of
higher education go beyond affecting a single graduate and impacts on a nation’s
society as a whole.
These impacts include the ability of individuals to find suitable employment or
increase the level of employment (Spencer 1998a; Richardson 1999a; Anthony
2000a; Wright 2001). Higher education also increases the levels of literacy,
understanding and the ability to think and solve problems for not only the graduates
and their organizations, but also their national societies (Goh 1997a; Lowe 2001
Chen 2002; Buckell 2003c; Illing 2003a; Wilson and McKinnon 2003). However,
given the importance of higher education to Australia not only in terms of the
economic benefits it provides, especially in terms of the export earnings it produces,
but also the value of it in building a more intelligent and capable nation, it seems
strange that Australia’s current Federal government continues to fund higher
education at much lower levels than many of it’s OECD counterparts (Kingsley
2000; De Zilwa 2001; Kent 2000, 2001; Lowe 2000, 2003; Ruse 2003). Thus, a
robust higher education sector is not only a necessity, in terms of ongoing Australia’s
national development; it can also be a source of increasing revenues to Australia but
should not be done at the expense of the institutions themselves (Richardson 1999a;
Gallop 2002, Nelson 2003a). This lack of funding is a key concern to the many ViceChancellors of Australian universities and presents them with one of their biggest
challenges which is; how to continue providing a high quality education, with
shrinking or stagnated funding (McClenaghan 1998; Schwartz 2000; Hume 2003;
Reid 2003). Consequently, the current funding situation has led the Vice-Chancellor
of Curtin University of Technology, Perth Western Australia, to call for
amalgamation of some of Western Australia’s four public universities (Lampathakis
1998a, Twomey 2003).
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The importance of the higher education sector to a healthy national and global
society is such that at least one nation, Singapore, is prepared to invest more funds
into its higher education sector (Goh 1997a; Shih 2001; Chen 2002: Lowe 2002).
Moreover, as noted by Professor Ian Chubb, former head of the Australian ViceChancellor’s Committee, there has been a move in some developed nations, such as
Canada, the US and the UK, to regard the funds spent on higher education as longterm investment, that must be maintained, if the nation is to benefit long-term or
what Chubb (2001, p 2) calls ‘patient capital’ (Kent 2000; Kingsley 2000; Lowe
2000; Chubb 2001). In the context of needing a robust, experienced and professional
higher education sector in Australia and of a sustained period of funding cuts that
will not improve, significantly, during the next two to three years, then Australian
universities need a means to survive long-term (Allport 2001; Kent 2001; Nelson
2003a; Nette 2003a; Ryan 2003). Furthermore, as Australian universities, as with
other universities worldwide, serve as centres for teaching and learning, they play a
major role in developing people to become the future employees and citizens (Dent
1965; Brook 1965; Saul 1994; Kingsley 2000; Chubb 2001; Watts 2001b; Wells
2001; Buckell 2003f; Kaszubska 2003). It is for these reasons that the research
question is: “How Australian universities can become Learning Organizations?”
As this study is both exploratory and explanatory in nature it employs two
recognised and accepted qualitative methodologies; convergent interviewing and
multiple case studies, used to both gather the data and answer the research question
(Yin 1988, 1994; Dick 1990; Nair and Reige 1992; Shipman 1997; Rossman and
Rallis 1998). Moreover, the research design is separated into three phases. The first
phase is a series of convergent interviews. These interviews allowed the researcher to
identify a number of key issues derived earlier from the literature about Learning
Organizations that could be applied to universities. The second phase was to develop
a series of ten research issues about Australian universities, as Learning
Organizations. These research issues were those that came form the literature review
and the first stage of the methodology, and are as follows:
•
•
•
•
•

Leadership
Vision
Human Resource Management
Organizational Culture
Role in Society
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•
•
•
•
•

Accessibility
Resources
Innovation and Creativity
Information Communication Technology
Global reach

The third and final phase was to interview 32 staff members of two West Australian
universities, 16 in each, using a structured protocol, to determine to what extent they
believed their university to be a Learning Organization. In the following section there
is a discussion of the limitations placed by the researcher on the study.
1.6 Limitations
The author has put a number of limitations in place with regards to this thesis. The
first limitation is that, although the concept and institution of a university is accepted
worldwide, there are differences in how they are established and funded, overall. For
example, in the UK Australia and other Commonwealth countries, universities
typically follow on the Oxbridge model and are usually heavily reliant on funding
from national, state and provincial governments, as is the UK, Canada, Australia and
New Zealand (Ottman 1992; Cook 1994). Other countries, such as Malaysia,
Singapore and South Africa, follow many of the conventions of the Oxbridge model,
including the funding model, but have adapted some features to suit their own
particular needs (Naidoo 1998; Soer 1998; Chen 2000; Shih 2001). However, while
the Oxbridge model of is often seen as the dominant model in the last two decades in
Australia there has been the rise of what can be seen as analogous of the ‘Civics’ of
the UK which arose in direct competition to the Oxbridge model (Clark 1983; Trow
1984; Sanderson 1996).
As Sanderson (1996) explained the ‘Civics’ those other universities which arose in
direct competition to the Oxbridge model, did so as a means of expanding the
number of places for the sons, of the burgeoning middle class of the 1900’s, to study
in areas that would lead to jobs in the industries of the day (Halsey and Martin 1971:
Halsey 1992). The growth of the Civics’ was in an effort to move away from the idea
that any one institution could cover the depth and breadth of knowledge and provide
specialized education around key areas, usually the professions and hard sciences, to
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allow students to become prepared for a long-term career in industry (Rothblatt
1987; Barnes 1994; Sanderson 1996). The growth of the Civics led to a parallel
system of the Oxbridge model designed for an intellectual elite and a second tier
system for those aspiring to those levels but were unable to meet the entry
requirements and so chose to go into more specialised area of study (Trow 1984;
Robertson 1990; Barnes 1994; Sanderson 1996). This model was also used in
Australia where many sandstone universities grew up in the earliest days of
settlement to be joined by Colleges of Advanced education which were later
amalgamated by the then Treasurer John Dawkins in the late 1980’s (Taylor 1991;
Earl 1994; De Lacey and Moens 1990; De Zilwa 2001). These reforms led to the
creation of a number of new universities, often from the Colleges of Advanced
Education and can be considered as the Australian version of the UK Civics (Bennett
1997; Gaita 1997; Allport 1999b). Nor was this development confined to the UK.
In other countries, notably the USA, both public and private ‘universities’ exist side
by side, often drawing some measure of funding from both the state and private
sources, but in the main having a model similar in form to the Oxbridge and Civic
model (Cook 1992; Lempert 1992). For example, Canada’s McGill University was
established to provide the highest levels of education and has, over the years, moved
away from providing just an education to an intellectual elite, to a broad education
covering a wide range of disciplines to a large number of students (Mintzberg and
Rose 2004). So, while McGill University cannot be called a Civic it has recognised,
as part of its development of its long-term strategy that times have changed and as
the need for more people to be education grows, a university’s offerings will need to
change to meet that need (Hardy, Langley, Mintzberg and Rose 1983; Frost 1984;
Gaita 1997; Marginson and Considine 2000; Mintzberg and Rose 2004). In Europe
there is a similar configuration to the Oxbridge model, with reliance on national
government funding and similar structures although, there are some differences
between the European Civics and those of the UK Civics (Lane 1991; Moscatti 1991;
Wielemans and Vanderhoeven 1991; Morrell 1992; McNay 1992b). However, even
with these differences the conclusions drawn later could be generalised, in the main,
for all universities. It can be demonstrated, from the literature review, that
universities worldwide perform the same basic functions of teaching and research.
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Further, they have similar needs of adequate funding, as well as educated and
professional staff and they serve similar role in their respective national societies.
The second limitation was to confine the research to Australian universities and to a
group of only 32 respondents. Each university is established and operates under the
laws of one of the six states, or the two territories, of Australia. Most Australian
universities receive a large, but diminishing, proportion of their annual funding from
the grants provided by the Australian federal government although, there other
sources of funding, including research grants and state funding that are available.
While there are currently 40 universities across the whole of Australia, only five are
located in Western Australia. These are: Curtin University of Technology, Edith
Cowan University, the University of Notre Dame, Murdoch University and
University of Western Australia. All 32 of the respondents came from two of these
five universities. Thus, the researcher did not involve a large number of Australian
universities.
The third limitation was the distances involved in under taking this research. This
stems limitation stems from the fact that, while there are 38 universities in Australia,
they are often very ‘remote’ in terms of distance from one another. For example,
while Western Australia has five universities in its metropolitan area, the next nearest
other university is located in South Australia, some 2,000 kilometres distant by road
or about three and half hours by air. Also, due to the time constraints that researching
and writing this thesis, it was deemed inherently prudent to choose from those
universities most readily accessible to the researcher. So, it was decided by both the
researcher and their supervisor to confine the research to two of the universities
within the state of Western Australia.
1.7 Anticipated benefits coming from the research
Practical Benefits:
The first practical benefit will be a definition and model of Australian universities, as
Learning Organizations. Thus, by developing a model it will be then possible for
universities to assess the appropriateness of it to their needs and the progress they
make towards becoming a Learning Organization. Secondly, each of the research
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issues has the potential to affect universities very powerfully, both positively and
negatively. Thus, having a holistic knowledge and understanding of these issues will
be of great assistance to those who work in Australian universities
Theoretical Benefits:
By developing a more coherent definition of Australian universities, as Learning
Organizations, further research into how other organizations can become Learning
Organizations can also be conducted. Moreover, the development and provision of a
model, allows others to research other factors of how organizations function and can
learn. From this follows a holistic approach to the development of a Learning
Organization, one that includes the ‘form’ of an organization. That is the more
intangible aspects of an organization and organizational life. Especially, the impact
that knowledge sharing, particularly the tacit knowledge people do not always realise
they possess, can have on the development of a university into a Learning
Organization.

1.8 Definitions
Learning Organization:

An organization that is able to learn, by and through its
members, to change how it carries out its processes,
practices and procedures to benefit itself, all its various
stakeholders and society as a whole

Australian university:

An organization founded within the Commonwealth of
Australia, according the laws and acts of Parliament, of
the various states and territories of Australia. These
organizations carry out teaching at a tertiary level,
from which degrees can be awarded or conferred. They
also carry out basic and applied research, to assist in
the

economic,

social,

cultural

and

political

development of Australia as a nation.
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Convergent interviewee:

A person who was interviewed to confirm the
importance of the research issues that emerged from
the literature review

Respondent:

A person who was interviewed to provide their own
views on the research issues confirmed by the
convergent interviews. The 32 respondents were
grouped into eight groups of four people

Case study:

The means by which the research issues where
explored and examined. In this thesis, each case study
comprises four individuals who work in the same, or
similar, positions and carry out the same, or similar,
duties

Qualitative research:

Research that uses a standard protocol to investigate
the research issues. This standardised protocol is based
on the use of a two stage methodology of convergent
interviewing and multiple case studies. The research
process is based on an extensive literature review of
the pertinent areas of the parent literature and research
area from which key themes are derived.
The next stage is to use a series of convergent
interviews to establish whether the themes derived
from the literature are in fact valid and applicable. In
this stage individuals with experience and extensive
knowledge of the area under research are asked to
provide the own views on the themes derived form the
literature review and these views are recorded and
analyzed to find common or overlooked themes and
this continues until convergence about each theme is
reached. This is the basis for the next stage, the
multiple case study interviews.
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In the multiple case study stage the researcher arranges
to interview another series of people within the
organizations that are the subject of the research. In
these interviews people are asked a series of
standardised

questions

and

their

responses

are

recorded. From the analyzed answers the final data is
developed and the final conclusions drawn.
Data matrices:

A grid in which the key themes that emerged form
each of the 32 respondents, grouped according to their
particular category, are placed to visually present the
research findings

In the final section, section 1.9, chapter one will be summarised.

1.9 Summary of Chapter 1
In this first chapter, the critical nature of the research problem and the research
question were presented. This was followed by a justification for conducting the
research. Next came the limitations set by the researcher, after which came a series
of definitions that will be used in this thesis. Finally, the anticipated benefits,
deriving from the research, were presented. Based on these foundations, the thesis
can proceed to review the literature and give a fuller description of the chosen
research methodology and the findings.
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Chapter 2
The Literature Review
2.1: Introduction
This chapter reviews the literature pertaining to Learning Organizations, to develop
the propositions, definitions and questions used to answer the overall research
question: “How can Australian universities become Learning Organizations?”
This chapter is divided into four sections. First is an overview of the forces that are
currently at work and are forcing organizations to examine the form that they adopt
to carry out their activities and operations. Second is a review of the literature about
Learning Organizations. Third is the review of the literature pertaining to the ten
research issues, as outlined in chapter one, on which the research statements,
definitions and research questions about Australian universities as Learning
Organizations are developed. These three sections are then drawn together in the
fourth section which develops and presents a provisional model of Australian
universities as Learning Organizations. The outline of chapter 2 is shown in Figure
2.1.
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Figure 2.1 Flowchart of Chapter 2 (Source: Developed for this thesis)
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2.1.1: The rationale for the research
During the latter quarter of the 20th century, organizations endeavoured to adapt to
the immense changes in the macro and microenvironments including, among others:
the globalisation of economies, changes in the governance of some nations after the
fall of communism, the integration of Information and Communication Technology
and a prolonged period of increased economic uncertainty. These factors, as well as
others, led to increased demands for new organizational forms, designed to meet
these and other challenges and to make organizations more proactive, flexible and
adaptable in the face of this continued uncertainty (Davis and Lawrence 1976; Miles
and Snow 1986; Snow, Miles and Coleman 1992; De Geus 1993; Anderson,
Rungtusanatham and Schroeder 1994; Baldwin, Daniel and Wiggenhorn 1997; Burns
and Wholey Clarke 1998; Manning 1998; Aram and Noble 1999). Along with this
call for new organizational forms came a significant shift in the way in which work
was being done as, the old industrial economy is being challenged by the newly
emerging information economy (Zuboff 1988; Senge 1990a; Drucker 1993; Hames
1993; Fox 1994; De Geus 1997; Ortmann 1997; Cassells 1999).
With this development came the expectation that knowledge workers, as identified
by Drucker as early as 1967 (Nankervis, Compton and McCarthy 1998), would
increasingly play a major, if not pre-eminent, role in society (De Lacey 1997). This is
a reality that has gained increased acceptance with the success of organizations such
as Microsoft, whose reliance on knowledge workers enables Microsoft to continue its
global success and without whom, there would be no Microsoft (Gates 1998). So,
many organizations now accept that the most valuable resource that they possess are
their employees, who are the creators of new knowledge and the new means of
production that generate the organizational wealth (Toffler 1990; Daily 1994;
McDonald 1995; Anonymous 1997a; Clarke 1998; Dunn 1998, Ford 1998; Kapp
1998; Arthur 1999). Central to this emerging reality is that learning is now being
seen as the most crucial activity organizational in which organizational members can
be engaged (Nonaka 1991; Quinn 1992; Nonaka and Takeuchi 1995; AFP 1998,
Morris 1999, Padron 2000). This change is best demonstrated by Hames (1994)
typology, as shown in Table 2.1, which clearly outlines the shift away from industrial
processes to information processes, during the last two decades. This shift from
industrialisation to information, as the major means of wealth generation, is evident
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as nations, such as the US, the UK, France, Singapore and Australia that are
endeavouring to transform themselves into knowledge nations, by continually
upgrading of the education of their citizens (Oglesby 1992; Lempert 1996; Goh
1997a; Chen 2000; Shih 2000; Beasley 2001). Table 2.1, readily demonstrates these
changes.
Table 2.1: Abilities, Skills and Knowledge required of Individuals in an
Industrial Organization vs. Information Organization
Attribute
An Industrial
An Information
Organization
Organization

Problem solving

Measurable outcomes
Highly specialised, narrow
skills base
Individual
Clearly differentiated and
segmented
Reactive and linear thinking

Perspective
Attention
Information flow

Local
Quantitative differences
Hierarchical and linear

Investment

Plant and equipment

Orientation
Management
Initiative

Present
Autocratic, based on
inspection
Based on managerial elite

Integration

Results though methods

Focus
Knowledge
Accountability
Structure

Strategic issues
Interdisciplinary, multiple
skills base
Team
Matrix arrangement, with
flexible roles
Pro-active and holistic
thinking
Global
Qualitative differences
Networks with boundary less
exchange
Human development as
capital
Future
Participation and
empowerment
Emanate from all directions
Results through commitment
to values

[Source: Adapted from Hames R (1994), “The Management Myth,” Sydney: Business and Professional Publishing,
1994, p 59.]

From Hames’ (1994) typology, it is clearly evident that the ways in which the
contributions of each organizational member are made and measured, has markedly
changed. There is no longer a general expectation that an individual works entirely
alone, or possessing a limited and specialised knowledge base and reacting to
problems when they occur rather than be pro-active and all the while, using a linear
thinking process; rather, this has been replaced by teamwork, multiple knowledge
bases, using pro-active and holistic thinking processes (Morgan 1988; Semler 1993;
Hames 1994; Nelson and Cooprider 1996; Mariotti 1999; Senge 1999). As Hames
(1994) notes, both information, and after it has been ‘processed’, knowledge no
longer flows in a hierarchical and linear manner, but rather through networks of
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people, all using knowledge to develop new goods and services (Argyris and Schon
1978, 1996; Black and Synan 1997; Stewart 1997; Anonymous 1998a; Ahmed, Loh
and Zairi 1999, Dove 1999). In line with this approach, Hames (1994) further
contends that the focus of organizational members should be the future, rather than
the past, and with significant time and resources spent on developing their
intellectual and cognitive abilities. Subsequently, the future focus of organizational
investment is now being made by developing the organization’s intellectual capital,
in the form of its organizational members and not merely the physical capital, as in
the past (Buhler 1999; Clarke 1999; Collins 1999; Dirkx 1999; Garger 1999). As
Zuboff (1988) notes, the labour that most people will engage in, and be of greatest
future benefit to organizations, is to learn and then apply that learning in a
meaningful manner (Watkins and Marsick 1993; Schwandt and Marquardt 2000).
This idea, that learning is the most crucial activity an employee can engage in, has
been recently attested to by a series of studies. In their studies, Pearson and
Chatterjee (1999a; 1999b; 1999c) note that many senior managers, in India and
Mongolia, now rank the need to learn new things very highly, a significant change
from only a decade ago when pay, conditions, status and promotion ranked very
highly and learning rated barely, if at all. Therefore, for organizations to become
Learning Organizations then they must, of necessity, focus on the learning outcomes
of its members.
To this Sadler-Smith and Badger (1999) add that, only now are organizations, slowly
and painfully, beginning to accept the need for learning to be a core activity of all
organizational members (Davies and Nutley 2000). That a highly increased capacity
for both individual and organizational learning would become a major determinant
for the long-term success and viability of all organizations was also noted Toffler
(1990) in the late 1980’s (Senge 1990a; De Geus 1997; Schwandt and Marquardt
2000). Similarly, as Watkins and Marsick (1992) contend, it is only by building on
people’s capacity to learn, is it then possible to ensure that organizations can become
Learning Organizations. Furthermore, as Watkins and Marsick (1996); Anonymous
(1999b); and Cavaleri and Fearon (1999) all note, organizations are not just merely a
means of grouping people together to achieve a series of specific objectives, because
without these people organizations are incapable of learning anything. This is
supported by Harrison (1998, p1) who concludes that:
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“There was time when the prime business of business was to make a profit and a
product. There is now a prior, prime business, which is to become an effective
Learning Organization. Not that profit and product is no longer important but,
without continual learning, profits and products will no longer be possible. Hence
the strange thought that: the business of business is learning-and from that all else
will follow.”

Thus, without people being able to continuously learn, organizations cannot expect to
continue to thrive or even to exist.
In support of this Kiernan (1993) argues that those who fail to learn will in-turn fail.
For an organization that cannot learn, is unable to effectively and continuously adapt,
respond and predict what change is required, for survival (Senge 1990b; Size 1995;
Ross 1996; De Geus 1997; Stewart 1999). This is supported by Zuboff (1988, p 395)
who predicts the dire consequences for the organization that fails to become a:
“…learning institution, since one of its principal purposes will have to be the
expansion of knowledge-not knowledge for its own sake (as an academic pursuit),
but knowledge that comes to reside at the core of what it means to be productive.
Learning is no longer a separate activity that occurs either before one enters the
workplace, or in remote classroom settings. Nor is it an activity preserved for a
managerial group. The behaviours that define learning and the behaviours that
define being productive, are one and the same. Learning is at the heart of productive
activity. To put it simply, learning is the new form of labour.”

Therefore, it can be argued that organizations need to become Learning
Organizations or face extinction and they can achieve this by, empowering their
organizational members to learn how to learn (Senge 1997; Schwandt and Marquardt
2000).
Consequently, it is not merely that organizational members are recognizing and
demanding the opportunity and ability to learn new things (Chatterjee and Pearson
2000), or that organizational survival and profitability are linked to this outcome
(Fritz 1996; Illing 1998a; Probst and Buchell 1999; Ross 1999). Rather, the industrial
society, as we know and experience it in the developed world, is giving ground to the
information society that is growing into the one of the largest generators of wealth
and jobs that demands a whole new paradigm of knowing and understanding, with
which to chart a course for the future (Zuboff 1988; Senge 1990a; Drucker 1992; Fox
1994; Hames 1994). This has been further compounded by a continued shortage of
highly educated and skilled people to staff organizations during the last decade and
on into the future (Bone 1992; Bradshaw 1992; Geering 1995; Anonymous 1998a;
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Gettler 1998; Hitt 1998; Meister 1998; Spencer 1998a, 1998b; Anthony 2000b;
Schwandt and Marquardt 2000). Therefore, the need for organizations designed to
teach people to learn how to learn, has become a necessity, and an activity that has
become profitable in its own right, giving rise to the current crop of Corporate
Universities, which number more than 1,200 in the US alone, but there are an
increasing number of corporate universities emerging in the UK and Australia
(Millard 1991; Geering 1995; Noam 1995; Gettler 1998; Meister 1998; Stewart and
Miller 1999; Vine and Palsule 1999; Nairn 2000). Thus, the rise of the Learning
Organization seems to be a logical progression, due to the need of organizations to
match their form to the processes used to complete organizational objectives and
goals, just as strategy determines, to a very large extent, the organizational structure
(Porter 1988; Bennis 1993, Drucker 1997). However, before a broader literature
review of Learning Organizations is undertaken, it is appropriate to return to the
seminal work of Senge (1990) and review his thinking on the matter.
2.2: Senge’s ideal of a Learning Organization
It is evident that Senge (1990) did not see organizations as learning in their own
right, as they are a means of grouping people together to achieve a set of specific
objectives, but rather he saw that organizations could only learn through its
organizational members (Kim 1993, Collins 1999, Denton 2000). Moreover, Senge
(1990) saw that Learning Organizations can exist, but only if the people who
populate them had the right qualities, qualities that would enhance the prospect of
learning being a continual outcome and become second nature. Senge (1990) further
elaborates what qualities were crucial for people to have, to ensure the development
of an organization into a Learning Organization, and distilled them into five aspects
as shown Table 2.2:
Table 2:2
Senge’s Learning Organization
Organizational Attribute
Activity
Systems thinking
Personal mastery
Mental models
Building a shared vision
Team learning

Seeing the whole, not merely the parts
Controlling one’s self and continually learn
Seeing the organization as it is and as it
should be
Having a commonly held and defined vision
People learning individually and collectively

(Source: Adapted from Senge 1990, pp 6-10)
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It is these five aspects that form the heart of Senge’s Learning Organization concept,
as he reasons that it is the individuals, within the organization, that must be able to
both act on and sustain the use of them, thus allowing the organization to develop
into a Learning Organization (Senge 1990). Thus, Senge’s (1990) line of reasoning is
that as people gain mastery of these aspects they will unconsciously and consciously
change their thinking and behaviour, to then develop the organization into a form
that mirrors his definition of a Learning Organization. As these aspects are the basis
for developing a Learning Organization, an examination of what they are is required.
2.2.1: Systems Thinking
As Senge (1990) argues, our contemporary organizations, in the West, mirror their
cultural roots, those developed from Greek philosophy based on logic, hierarchy and
order. This has created a liability for people, in that they see their organizations as a
set of parts, that are interchangeable and replaceable, rather than a highly interrelated
system (Semler 1993; Chee and McDermott 1996; Saul 1997; Dunphy 1999; Evans
1999). Furthermore, this has been reinforced with the concept of the specialization of
work, especially mental work, and the division of labour, as espoused by both Adam
Smith (1776) and FW Taylor (1911), and the further reinforcement of a rigid
hierarchy, the centralization of power and chain of command, that allows for the
concentration of decision-making power in the hands of a managerial elite (Semler
1993; Saul 1994; Dunphy 1999; Evans 1999; Denton 2000). In the context of the
development of an industrialized society, of the 20th century, the organizational
members of each organization were encouraged to not think beyond the rigid
confines of their ‘job’ and thus saw things in pieces and fragments (Senge 1990;
Hale 1993; Hames 1994; Bridges 1994, 1998; Stewart 1998; Saul 1999). Whereas,
Chee and McDermott (1996) note that in Eastern societies and cultures, the ability to
see the interconnectedness of systems, is more apparent and more commonly enacted
upon. This provides businesses operating in those cultures significant advantages in
the way in which they act and approach problem solving (Rafferty 1995). Senge
(1990) thus reasons, that without the ability to see the interconnectedness of these
systems, organizational members will continue to work against the best interests of
themselves and the organization, as they are unable to see that everything is linked to
everything else. However, to be able to master systems thinking, the individual must
have personal mastery over themselves.
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2.2.2: Personal Mastery
Personal mastery is about being able to control one’s-self and to be able to ensure
that, the achieving of one’s own interests and objectives do not become more
important than that of achieving the organization’s interests and objectives (Senge
1990). Thus, to achieve a high level of personal mastery, an organizational member
needs to have the abilities of self-reflection, self-criticism and the will to shape
one’s-self into an integral part of the organization and yet, at the same time, remain
an individual (Bartlett 1996; Baker 1997; Reece 1999). These individuals practice
their personal mastery and become what Collins (1999) calls a ‘learning person’. In
this manner they are more likely to master the art of systems thinking and become
more capable of seeing the whole and not just the parts (Chee and McDermott 1996).
In turn, as a person becomes more proficient at systems thinking, they are more
likely to share the same view of the organization with others.

2.2.3: Mental Models
This commonly held view of the organization is what Senge (1990, 1997) calls
mental models; these are the individual’s implicitly and explicitly held assumptions
about the organization and the environment in which in operates. These assumptions
are so innate and so deeply held that they are rarely, if ever, challenged (Hoffman
and Hegarty 1993; Baker 1997; Covey 1997; Robbins, Millett, Cacioppe and WatersMarsh 1998). Thus, as it is these assumptions that the organizational members hold
as being true, then it is these assumptions that constitute the mental model, with
which the organizational members see themselves and their organization (Morgan
1979; Ali, Azim and Krishnan 1995; Robbins et al. 1998). However, any shift in that
implicitly favoured mental model can be one that is so fraught with danger, that it
can threaten the entire stability of the organization (Morgan 1986; Semler 1993;
Senge 1996; Saul 1997; Gartside 1998). Should there be a challenge to it, by those
who do hold different mental models, they find the organizational culture, processes,
rules, regulations and systems arrayed against them; as those who feel threatened,
defend their status quo and try to keep the organization as it is (Ali 1992; Ralston et
al. 1993, 1994; Saul 1997, 1999). To this end, those who currently have the power,
be it legitimate, expert or referent, need to define explicitly, what these mental
models need to be and find ways to encourage others to adopt them (Robbins et al
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1998). Moreover, these people also need to ensure that there is a high level of
congruence about what the accepted mental models are as a means of ensuring that
other can and are willing to adopt (Morgan 1986; Senge 1990; Saul 1997, 1999). It
will be only when all or, at least, the majority of organizational members, adopt a
mental model which sees their organization as a Learning Organization, can it then
start to become one. However, Senge (1990) links these mental models with the
development of a shared vision for all organizational members, as part of the basis on
which a Learning Organization can be built.

2.2.4: Shared Vision
The following authors, Gettler (1998), Callus (1999) and Gately (1999), are just
some of the management writers and theorists, who argue that developing a
commonly held and defined vision is crucial to the long-term success and viability of
an organization. For Senge (1990, 1999) the lack of a shared vision means that
organizational members will be likely working at cross purposes, primarily as they
neither see the systems and the affect their decision has on others, nor the mental
model of what the organization is and what it needs to be or become (Morgan 1986;
Hetzel and Clarke 1997). James (1999) contends that leaders need to have a holistic
vision, one that focuses on the long-term rather than just on the short-term
(McLendon 1995; De Crane 1997; Christy 1998; Clemmer 1999; Deavenport 1999).
However, even though organizations have adopted the ideal of developing an
organizational vision, most senior managers see it as their responsibility, implicitly
favouring Taylor’s approach, reinforcing the separation of thinking and doing,
deeming as unnecessary, and an infringement of their managerial prerogatives, to
involve lower level organizational members (Barker 1993; Amburgey and Rao 1996;
Carrel, Heavrin and Jennings 1997; Eastman 1999; Hamel 1999). If those who lead
want to build a Learning Organization it is crucial to develop a commonly held and
defined vision, Senge’s (1990) shared vision; as this will enable them to inculcate a
mental model of what the organization currently is and what it needs to become.
Consequently, it is from this new paradigm (Morgan 1986), from this commonly
held mental model (Senge 1990) that people can then harness the synergy of working
and learning collectively.
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2.2.5: Collective Learning
This is crucial for as, Lepani (1999) contends, the world has become a global village,
where people will try to work in their own neighbourhood village and eschewing
large organizations in favour of community based organizations, where they can live,
work, play and learn collectively. Similarly, Senge (1990) argues that learning
collectively, not just individually, is another key element in developing an
organization into a Learning Organization. This is because, as Senge (1990) reasons,
no one person can ever learn all that the organization knows collectively, nor do
people live long enough or stay with an organization long enough to be there when
that knowledge is needed (Morgan 1986; Semler 1993; Drucker 1993, 1997). Thus,
the need for people to learn collectively and to be actively engaged in new and
continuous learning is Senge’s (1990) final point in establishing the basis for the
development of a Learning Organization. However, not only must people keep
learning, but also they must act as an organizational ‘memory’ for society at large,
especially a university, as this is an ongoing and crucial part of the learning process
(Nutt and Backoff 1993; Keys, Denton and Miller 1994; Reece 2001). This is
achieved by both new and old organizational members being able to draw on the
individual and collectively held knowledge that the organization has and to then
make new and fresh applications of this knowledge and, from that, develop not
merely new ways of seeing things, but create new goods and services which add
value to people’s lives (Robbins et al. 1998; Bathgate 1999; Elliott 1999; Fairbrother
1999;). Thus team learning is another crucial piece of the nature of a Learning
Organization and how to develop an organization into one.
Thus, Senge (1990) envisaged a Learning Organization as a composite of these five
aspects. As people began to develop and use their systems thinking, gained personal
mastery of themselves held the same mental models, shared a commonly held and
defined vision and began learning as a team, then a Learning Organization would
develop. However, Senge (1990) did not develop an explicit model that would enable
an organization to fully map out exactly how that could be achieved and thus, while
the concept is a crucial one it lacks a truly explicit approach, one that can readily be
defined and developed (Gephart, Marsick, Van Buren and Spiro 1996; Arthur 1999;
Lei, Slocum and Pitts 1999). This led many writers and theorists to argue further
about the nature of a Learning Organization and how it can become a reality, leading
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many writers and researchers to label an organization a Learning Organization,
merely because it takes on a part of Senge’s (1990) original approach, or it just
seems convenient to do so (Yaney 1996; Gherardi 1999; Gore and Gore 1999;
McKenna 1999; Sadler-Smith and Badger 1999; Vasilash 1999, Vine and Palsule
1999). Consequently, to fully understand a Learning Organization it is essential to
review of the surrounding literature.
2.3: Other Paradigms of a Learning Organization
Since the publication of Senge’s (1990) seminal work about Learning Organizations,
many writers have added to Senge’s ideal of Learning Organizations and these views
can be put into five succinct categories, as shown in the Table 2.3.
Table 2.3: Why organizations need to develop into Learning Organizations
Why organizations need to develop
The nature of the change
into Learning Organizations
Transition of societies and economies from
an industrial base to an informational base of
production and this affects both for profit
and not for profit organizations
That ‘long-lived’ organizations become
Learning Organizations the longer they
survive
Gaining a competitive advantage and to
increase profits

Managing and exploiting organizational
knowledge using available Information and
Communication Technology
Organizational learning
Learning Organization

equates

to

a

The change of skill sets required of
organizational
members,
become
increasingly
multidisciplinary
and
interdisciplinary in nature
The assumption that a long lived
organization has somehow learned how to
survive and therefore it is a Learning
Organization
That technology and strategies alone no
longer give organizations any certainty to
their search for a sustained competitive
advantage. Thus, organizations realise that it
is the human capital that is the most difficult
to replicate and ‘copy’
That by ‘warehousing’ all the organizational
knowledge, the organization can ‘control’
and exploit the organization’s intellectual
capital. In-turn, by ‘knowledge-sharing’ an
organization is a Learning Organization
That a Learning Organization will ‘evolve’
out of the development and practice of
organizational learning

(Source: Developed for this thesis from the literature review)

It should be noted that none these approaches fully address the concept of a Learning
Organization, as originally envisioned by Senge (1990). As too often they focus on a
particular need, facet or activity of what a Learning Organization should be. Thus,
some organizations have been labelled Learning Organizations simply because they
display some facet or activity of what is perceived to be a Learning Organization.
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However, this is erroneous, as more often than not it is done without fully
appreciating the subtlety and complexity of the nature of Learning Organizations.
Furthermore, as Gherardi (1999) and Gibb (1999) both note, there is little
consistency or agreement as to the nature of Learning Organizations which adds to
the confusion, controversy and complexity surrounding them and thus makes it
imperative that a more holistic view of them be developed
So, while Senge (1990) did not develop an organizational model, one that could be
used to help organizations to develop into a Learning Organization, he did focus on
the qualities required of the individuals who would populate them, deeming these
qualities as the fundamentals on which a Learning Organization is based.
Nonetheless, there needs to be a clear understanding of the qualities individuals
require to be successful within a Learning Organization, and organizations also need
a model on which to base and assess their ongoing development. As a model can be
constructed from a theory, then having a theory could be used in conjunction with a
model; one that allows members to develop the most appropriate organizational form
to meet their needs. It is, however, this lack of a theory that stands as a major
weakness and impediment to organizations being able to develop into Learning
Organizations
As previously stated, the views that other writers, theorists and researchers have on
what constitutes a Learning Organization can be broadly broken into five areas as
shown in Table 2.3. It is these aspects of the business, management and other
literature that will be discussed next, before the theory and model of a university as a
Learning Organization is discussed. The distinct difficulty in examining the literature
is that there has been a large degree of diversity in the application of the term
‘Learning Organization’. Thus the lack of consistency about the true nature of a
Learning Organization only adds to the problem of sifting through the field and
synthesising it into a succinct and meaningful definition. What follows is a
discussion of each of the five areas into which the literature can be categorised,
commencing with the transition of our existing industrial society and economy into
an information society and economy.
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2.3.1: Transition into an Information Society and Economy
It is argued that organizations can develop into Learning Organizations as a response
to the changes of an economy and society in transition from an industrial base of
production, to that of an informational base of production, as the primary method of
generating wealth and employment (Hames 1994; MacDonald 1995; Marceau,
Manley and Sicklen 1997; Rooney and Hearn 1997; Dunphy 1998; Evans 2000b).
Nations have become highly cognisant of the changes affecting them and the need to
adapt and change, so as to become knowledge nations, and these include, among
others, Australia (Beasley 2001), the US (Millard 1991, Lempert 1996, Hitt 1998)
and Singapore (Goh 1997a, 1997b; Chen 2000; Shih 2000a). These nations,
especially the US and Singapore, are aligning their national aims and objectives to
ensure that they can capitalise on the information revolution that is emerging
(Drucker 1993; MacDonald 1995; Rafferty 1995). In the midst of this change Hames
(1994) argued that the required Abilities, Skills and Knowledge (ASKs) of future
workers has drastically changed and is moving from a singular skills base and linear
approach, to a multiple skills base and a holistic and interdisciplinary approach
(Senge 1990, 1997; Drucker 1993, 1997; Black and Synan 1997; Vine and Palsule
1999). However, does this mean that organizations have developed into Learning
Organizations as a result?
The current state of the business world gives lie to this argument; as many
contemporary organizations are seeking other solutions and are trying to become
more efficient and effective in what they currently do, rather than learning how to do
things differently. Many organizations, especially in the for-profit sector, are using a
number of strategies designed to minimize the costs of production. They are,
therefore, moving their production facilities to less developed nations, where the
wages and conditions for employees are substantially lower, rather than operate in
their traditional bases of production, but in so doing, are damaging their home
markets and diminishing the intellectual capital of their fellow citizens in the process
(Saul 1997b, 1999; Christy 1998; Deavenport 1999). So, while there is a transition
from an industrial base of production, to an information base of production, it does
not follow that organizations are working smarter, rather they are working harder.
Moreover, as these organizations often have and are able to utilise their massive
economic power, they are capable of implementing plans to ensure their own
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economic well being at the expense of a nations (Thompson 1998; Saul 1999).
Similarly, the need to develop into Learning Organizations is not limited to just for
profit organizations as it is becoming increasingly obvious that not-for-profit
organizations also need to know how to learn (Patterson 1999; Watkins and Marsick
1999; Garnett 2001; Brandt 2003).
The need for public, not for profit, organizations also to become Learning
Organizations can be seen quite readily in the literature (Buhler 1999; Baird, Holland
and Deacon 1999; Patterson 1999; Maani and Benton 1999; Herbert and Madrid
2000; Padron 2000). In the case of Herbert and Madrid (2000) they examine the need
for the US Marine Corp to become a Learning Organization and how they believe
that it has achieved that end. Similarly, Hebard (2000) and Smith (1999) link their
research into how banks, such as the Savings Bank of Utica and the Canadian
Imperial Bank, can become Learning Organizations. Others, such as Davies and
Nutley (2000), Dowd (2000) and Reineck (2002) link their research to hospitals and
nursing, as an industry. Further, Patterson (1999) Garnett (2001), Selen (2001) and
Passfield (2002) have researched how universities can become Learning
Organizations. The research into secondary schools as Learning Organizations has
not been entirely neglected either, as the work of Devos, Van den Broeck and
Vandenheyden (1998), Watkins and Marsick (1999) and Mohr and Dichter (2001)
demonstrates. This transition is strongly linked to the next area under discussion that,
of the survival of organizations over a long period of time, means that they are
Learning Organizations.
2.3.2: Long lived organizations and organizational survival
Both De Geus (1988) and McKenna (1999) posit that, long-lived organizations are
Learning Organizations, primarily because they have learned how to both adapt and
survive by changing as circumstances dictate. Further, both De Geus (1988) and
McKenna (1999) cite examples of long-lived organizations such as, Holland’s, Royal
Dutch Shell, 120 years; America’s Du Pont, 200 years; Japan’s Sumitomo, 400
years; and Sweden’s Stora, 700 years as examples of Learning Organizations. This
premise, while it may seem sound, is in fact flawed because there are many examples
of other organizations that have existed for a long time, such as Ford and General
Motors, whose continued existence is as much due to any supposed ability to ‘learn’
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as their ability to dominate specific markets by their sheer size, economies of scale
and marketing abilities (Rafferty 1995; Bartol et al. 1998; Robbins et al. 1998).
Similarly, there are a number of universities, such as Oxford and Cambridge in the
UK, Harvard and Yale in the US and the University of Bologna in Italy, whose
histories stretch back many centuries, yet merely existing for centuries does not make
them Learning Organizations per se (Brook 1965; McClintock 1974; Sanderson
1975; Scott 1984; Saul 1994; Gately 1999; Gettler 2000). Thus, the argument that
any organization which has survived for a long time must also have the innate
capacity to continuously learn new things and is, therefore, a Learning Organization,
is highly simplistic and lacking in substance (Black and Synan 1997; Buhler 1999;
Arthur 1999; Ellerman 1999; Kapp 1999). Nonetheless, there is an argument that as
many organizations are struggling to survive then, organizations have to become able
to learn how to learn and become Learning Organizations, but is this so?
Recent events in Australia would argue contrary to this. For example in Australia,
one of the premier investment companies, AMP, cannot claim to be a Learning
Organization simply because it has been around for 148 years (Blainey 2000). The
recent massive share price decline, in the last five years, from a high of
AUD$17.00/share to that a low of less than AUD$5.00/share, is indicative that just
because AMP is long-lived it is not necessarily a Learning Organization because, the
people who are responsible for AMP’s survival seemed to have failed to learn from
their mistakes (Kapp 1999; Fullerton 2003; Kemp 2003; Roberts 2003) It was Kerry
Roberts, former AMP Chief Actuary and former Deputy Managing Director, who
noted that with the loss of so many senior people within AMP’s board, during 19992001, that the organization lost a large part of its corporate knowledge and
experience with the result that many poor decisions were made (Kemp 2003; Roberts
2003). This case argues for people who can learn as crucial factor in becoming a
Learning Organization.
Otherwise, when an organization is presented with a crisis, of sufficiently large
enough proportions, it should almost immediately be able to transform itself into a
Learning Organization. Nonetheless, the experience of most organizations, if not all,
is that neither a single crisis, nor a series of them, regardless of their magnitude, will
automatically transform them into a Learning Organization (Briskin 1996; Gherardi
34

1999; Fritz 1996; Nelson and Cooprider 1996; Sadler-Smith and Badger 1999;
Vasilash 1999). Consequently, while organizational survival may be crucial, does an
organization become a Learning Organization simply due to a need to survive, or is
there more involved? It has been argued that the need to become more competitive
will allow organizations to develop into Learning Organizations which is discussed
next.
2.3.3: Competitive Advantage and Increasing Profits
Due to increasing levels of cross border and national deregulation of the financial
and physical marketplaces, are placing organizations under continual pressure to
become more cost effective, efficient and competitive (Saul 1997, 1999; Thompson
1999; Held et al. 2000). However, this is done in a climate noted for the permanency
of change, something that has been well documented by many writers and
researchers (Gibb 1998; McKenna 1998; Sillanpaa 1998; Ahmed, Loh and Zairi
1999; Baird, Holland and Deacon 1999). Nonetheless, can any organization become
a Learning Organization, simply because it needs to develop a competitive advantage
and, if it does gain a competitive advantage, does this make it a Learning
Organization? While Kapp (1999 p 47) argues that: “A Learning Organization
generates knowledge and learning faster than competitors and turns knowledge into a
strategic advantage to out market and out sell competitors.” It does not automatically

follow that because an organization does this, it becomes a Learning Organization as
a result. Thus, while there may be an implicit link between being competitive and
becoming a Learning Organization, the current evidence does not support it, as many
organizations are now ultra competitive, but do not exhibit the qualities that make an
organization a Learning Organization. As Kapp (1999) notes, an organization which
can out-compete its rivals by out-learning them, is a Learning Organization. This is
supported by Kapp (1999) who further argues there is a crucial need to do so and, by
doing so ensures that it remains more profitable than its rivals and thus survives
longer than they do. A Japanese company, Kao, already boasts that its major product
is knowledge and has developed a knowledge engine, which continuously generates
new knowledge, which Kao turns into a profit (Anonymous 1997a). It has been
argued that universities have to become both part of industry and profitable, by
becoming corporate universities. For example as the University of Phoenix as forprofit-providers of Higher Education in the USA or to become an entrepreneurial
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university as has the Warwick and Strathclyde Universities; though in each case this
does not mean they are Learning Organizations simply because they show profit
(Lear 1997; Clark 1998; Gettler 1998; Meister 1998; Schwarz 2001).
The overall weakness of this argument is that not all organizations exist to make a
profit. Universities are an excellent example of organizations that usually don’t seek
to make a profit and many would argue that, they were in fact never intended to do
so, nor are they best suited to being money making entities (Salusbury 1989; Gaita
1997; Saul 1997; Nossal 1998). Consequently, if an organization that is not-for-profit
does make a profit, how does that ensure it becomes a Learning Organization? Are
there then other facets that might enable an organization to do this? Interestingly,
there are some who argue that by simply managing all organizational knowledge and
then making it available to others, an organization becomes a Learning Organization.
2.3.4: Knowledge Management
There are many who argue that the key to becoming a Learning Organization is to
effectively manage of all the organizational knowledge (Gore and Gore 1999; Hong
and Chuo 1999; McAdam and McCreedy 1999; Zack 1999). This can be achieved
using Information Communication Technology to capture all the organizational
knowledge and making it available to all others to use and in this way an
organization becomes a Learning Organization (Gore and Gore 1999; Caddy 2001;
Loermans 2002; Brown and Brudney 2003). The immediate weakness in this
approach is that not all knowledge is explicit and, in fact, the greater portion of a
person’s knowledge is tacit and often not immediately accessible by the person, let
alone to the rest of the organization (Mac Donald 1995; Gwynne 1999; Rooney and
Hearn 1999). Moreover, as Gwynne (1999) argues, there are a series of implicit
assumptions about the knowledge that people possess. In the first instance it is
assumed that, as previously mentioned, the knowledge is explicit (Gwynne 1999;
Loermans 2002). In the second instance it is assumed that once the knowledge is
known, it can be easily captured and stored in the organization’s Information
Communication Technology (Gwynne 1999; Loermans 2002; McElyea 2002; Brown
and Brudney 2003). In the third instance it is assumed that everyone else knows what
the knowledge is, where it is located, and how to access it (Gwynne 1999; McElyea
2002; Brown and Brudney 2003). In the fourth instance it is assumed that, in
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knowing what the knowledge is, it is in fact the knowledge they require (Gwynne
1999; Thomsen 2000; Caddy 2001; Hall 2001). In the fifth instance it is assumed that
the knowledge can be and needs to be captured by Information Communication
Technology in the first place and that all those in the organization have equal access
to the same knowledge (Gwynne 1999). Next, it is assumed that the knowledge they
require is already known and available when in fact, the knowledge they may need
may either not be known, or even be available (Gwynne 1999; Beeby and Booth
2000; Bhatt 2000). Finally, it is assumed that there is an ongoing commitment,
ability and resources available to keep capturing, upgrading and storing this
organizational knowledge (Gwynne 1999; Caddy 2001).
So far, it seems most of these assumptions have yet to be addressed or even
contemplated. It is for these reason, and even with the most effective knowledge
management processes, they do not necessarily make an organization a Learning
Organization. As both McKenna (1999) and Thomsen (2000) contend, there is a very
real danger in an attempt to capture all the organizational knowledge it may in fact
overload people with so much useless data, it results in information dumping. As a
result, there is so much information people cannot make sense of it and then they are
paralysed by indecision, because they cannot sort through it all and reach a
meaningful conclusion and basis for action (McKenna 1999). Furthermore, as Bhatt
(2000) and Stevenson (2000) note, the mere possession of, and access to, information
does not mean that learning takes place within an organization. Rather, an
organization that focuses on capturing data has become an information organization,
or simply a knowledge warehouse, rather than a Learning Organization, which is a
place where knowledge is applied and used to benefit the organization and its
organizational members (Senge 1990; Dove 1999; McKenna 1999; Zack 1999; Selen
2000; Hall 2001).
Others, such as Mueller and Dyerson (1999), and Gore and Gore (1999), who argue
that expert systems, rather than the humans who utilize them, that are the ‘Learning
Organization’. While it is argued that knowledge management is a crucial part of an
organization’s overall development into a Learning Organization, managing the
knowledge is insufficient on its own even in conjunction with expert systems
(Anonymous 1997a; Dove 1999; Kotnour 1999; McKenna 1999). For, while expert
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systems can act as faster and more consistent decision makers for programmed and
highly routine activities, they do not, as yet, have the capacity to think, learn from
experience and then apply that learning, to make decisions outside their current
programmed instructions (Nelson and Cooprider 1996). This view that it is expert
systems that make up a ‘Learning Organization’ is refuted by Selen (2000); Hall
(2001); Loermans (2002); McElyea (2002); and Okes (2003) who recognise the need
for humans to synthesize this acquired data and then make intuitive connections
between the pieces of data and turn that data into useful knowledge. Thus, it is
argued it is only by creating the desire, the means and the opportunities for people to
learn, that they can, and do learn and by using this knowledge people can develop it
into a Learning Organization (Ellerman 1999; Lei, Slocum and Pitts 1999; Mariotti
1999; Pearson and Chatterjee 2002). Consequently, merely managing knowledge, or
linking it to, or developing, expert systems is not the full measure of a Learning
Organization. However, is the key to becoming a Learning Organization simply to
increase the organizational learning within organizations, which in-turn allows them
to develop into Learning Organizations?
2.3.5: Organizational Learning Equates to a Learning Organization
On this issue Dirkx (1999) argues that the role played by managers in fostering
organizational learning, within each organization, is crucial to developing an
organization into a Learning Organization. Nor is Dirkx (1999) alone, as Ellinger,
Watkins and Bostrom (1999a) also note, the impact that managers had on
encouraging, promoting and developing organizational learning. However, as Black
and Synan (1997), Tichy and Cohen (1999), Salner (1999), Cathon (2000) and
Withers (2002) all contend, even the most effective manager can find themselves
stymied, when the organizational culture, or a lack of trust, the way in which
decisions are made and communicated and the way organizational members are
treated, are perceived negatively by those expected to do the learning. Similarly,
McKenna (1999) and Thomsen (2000) argue that increasing the levels of information
within an organization is not the same as organizational learning and this can actually
impede organizational learning, as people drown in useless knowledge. Furthermore,
Hayes and Allinson (1998), Smith (1999-1st), Johnson (1999), Jankowicz (2000), and
Harris and Gokcekus (2000) all note, there has to be a clear linkage between
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organizational needs and individual needs, if organizational learning outcomes are to
be effective and this can be seen in some recent examples.
As Maani and Benton (1999) show, the efforts of New Zealand America’s Cup team
at collective learning, in their defence of the cup, and how each individual member
was able to add knowledge and learn from their individual and collective
experiences. Similarly Baird, Holland and Deacon (1999) recount the experience of
the US Army and its After Action Review (AAR), which allows it to learn from its
successes and its failures and creates ways to embed the learning process, thus
ensuring that the mistakes are not repeated, something also noted by Herbert and
Madrid (2000), in their research in the US Marine Corp, as a Learning Organization.
Other researchers, such as Smith (1999), Hebard (2000), Davies and Nutley (2000)
and Dowd (2000) have also researched the issue of organizational learning and have
noted that organizations have not become Learning Organizations simply because of
increased organizational learning. Furthermore, in Denton’s (1998) research into
organizational learning, the focus was on five British based organizations that,
Denton (1998) argued, made use of effective organizational learning. In examining
these five case studies of British based organizations 3M, Coca Cola Schweppes
Beverages, Siebe PLC, Morgan Crucible and Mayflower PLC, Denton (1998) draws
on three common attributes that all five of the organizations used to institutionalise
organizational learning which are:-the organizational strategy, the organizational
structure and the organizational culture as the key attributes that allow an
organization to become a Learning Organization.
2.4: What could make Australian universities Learning Organizations?
Some writers, such as Paul (2000), argue that universities are currently major
contributors to the expansion of the knowledge society and economy (Drucker 1993;
Rooney and Hearn 1999; Saul 1999). Further, Paul (2000) elaborates that they
continue to fulfil Newsom’s and Buchbinder’s (1988) three roles by: (1) acting as a
force for social change; (2) providing research findings; and (3) promoting economic
development. Moreover, it is argued that universities, generally, will continue these
three activities for the indefinite future (Drucker 1993; Rooney and Hearn 1999; Saul
1997, 1999; Paul 2000). However, for universities to become Learning Organizations
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there needs to be a definition, a theory and model from which universities as
Learning Organizations can be developed. For as Zemke (1998, p 60) states:
“If the ‘ideal’ Learning Organization is ever to become a reality, and if employees
are to become continuous learners, the notion of self directed learning has to move
beyond the buzzword phase and become a major force in employee training….”

Implicit in Zemke’s (1998) statement is that we do not, as yet, have a model on
which to base the development of any organization, including universities, into
Learning Organizations. Similarly, nor do the full gamut of Human Resource
Development processes exist, by which people become continuous learners, and
thereby an organization become a Learning Organization. Consequently, before any
progress can be made a definition and a model need to be developed and this thesis
offers the following as a definition of a Learning Organization:
“A Learning Organization is comprised of people who are committed to, and
capable of, continuous learning. With an organizational culture, of commonly
held core principles and values and organizational processes, procedures and
practices that not only esteems, but also actively promotes, learning for all
organizational members.
Organizational members are able to act autonomously, are highly empowered,
are able to develop, use their innate innovation and creativity and are able to
teach others how to ‘learn how to learn’. Further they are capable of ‘leading’
others by developing the leadership potential of others, to ensure that
leadership is seen as a collective act, emanating from many levels, rather than
being the function of a single person or of an elite group at a single level,
within the organization.
They all recognize that, the purpose of this learning is to advance and achieve
both the organizational and individual interests of the members, whether
individually or collectively, harnessing this learning.” (Reece 2002)

This tentative definition stands in contrast to some other definitions, as it goes
beyond just providing a broad definition, by dealing with the complexity involved in
learning and the requirement to give support to the learning processes. Nor does it
assume that an organization is a Learning Organization, simply because a few of the
characteristics and attributes assigned to it by other researchers and writers have been
met, but rather it endeavours to bring the whole question of what a Learning
Organization is into sharp relief, by detailing as much, and not as little, as possible.
This can be contrasted with some of the definitions of other writers.
In the case of most, the definition is about some aspect that from the viewpoint of the
writer, typifies what a Learning Organization should be. For example, Kapp (1999 p
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47) elaborates that a Learning Organization, is an organization that has learning as a
part of its culture and that, it makes positive use of what is learned, stating that:
“A Learning Organization is a group of people who have woven a continuous
enhanced capacity to learn, into a corporate culture; an organization in which
learning processes are analyzed, monitored, developed and aligned with competitive
goals. A Learning Organization generates knowledge and learning faster than
competitors and turns knowledge into a strategic advantage to out market and out
sell competitors.”

Thus, from Kapp’s (1998) perspective, it is by developing a learning culture that is at
the core of becoming a Learning Organization, provided that the learning processes
themselves are then monitored and aligned with the organization’s overall
competitive goals. Implicit in Kapp’s (1998) definition is that the organization’s
overall objective is to remain competitive and be profitable. How well does this
definition sit with an organization, such as a university, which is usually regarded as
not-for-profit?
Other writers have taken a wider view and assume, explicitly or implicitly, that a
Learning Organization is not necessarily just for-profit. For example, Robbins et al.
(1998, p 545), give a much wider definition, but this in turn lacks a certain depth,
stating that a: “Learning Organization is an organization that has developed the continuous
capacity to adapt and change.” It is imperative to note that, while Kapp’s (1999)

definition is in terms of commercial activities, Robbins et al. (1998) see a Learning
Organization in the context of its ability to adapt itself to continuous change and,
thus, learning is to cope with change. However, within this definition there is the
implicit assumption that it is through its people that an organization actually learns,
as the organization cannot learn without them. This is in line with as Kim (1993, p
37) who states that: “All organizations learn whether they consciously choose to or not. It
is a fundamental requirement for their sustained existence.” Implicit in this statement lies

the idea that learning for people, and thereby organizations, is an unconscious
activity that the people within organizations have always made use of, whether they
knew that they were doing so or not. In this sense, then, organizational learning is an
ongoing, if unconscious activity an important precursor in the process of building
and developing a Learning Organization (Senge 1990; Denton 2000).
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For example, this is inherent in Senge’s (1990, p 3) own definition of a Learning
Organization, as he states that:
“…we can build ‘Learning Organizations’, organizations where people continually
expand their capacity to create the results they truly desire, where new and
expansive patterns of thinking are nurtured, where collective aspiration is set free,
and where people are continually learning how to learn together.”

Nonetheless, even within Senge’s (1990) definition, there is much that is both left
unexplained and unanswered. For in Senge’s (1990) seminal work, he focused on
only the five aspects of systems thinking; personal mastery; mental models; building
a shared vision and team learning and collective learning, what he deemed most
crucial but offered no real structure on which to base a Learning Organization. In this
respect, Flood (2000) contends that in dealing with the complexity within
organizations, Senge (1990) takes a reductionist view, often failing to confront vital
issues, such as the structure a Learning Organization should have. For example,
Flood (2000 p72) argues that Senge offers little direction in how to achieve this,
noting that Senge’s (1990):
“…reductionist prescription is to abandon management hierarchy in favour of some
other model, which he only loosely describes in terms of openness and merit. Senge
refers to the Royal Dutch/Shell participatory model. He does not mention that all
forms of structure have strengths and weaknesses including those sold as
participatory …there is no perfect way of getting round this, not even in the ideal of
a Learning Organization… ironically, Senge’s dismissal of management hierarchy
in search for something more is a confining act. He is in a sense laying down his law
to all people for all situations.”

This makes Senge’s (1990) approach both immensely useful and immensely weak,
for while it allows organizations to break free of their past, it does not necessarily
allow them to move forward easily, either.
This is no less true for universities which, while they are not Learning Organizations
but can instead are best described as organizations dedicated to learning. Thus, it is
the contention of this researcher that a university, as a Learning Organization needs
some structure, though perhaps it could be best described as a form, to ensure it has
sufficient strength to stand, but not so rigid as to impede the university’s overall
growth and development. Thus it is argued that the form, presented in this thesis, is
merely one that will suit some universities though not necessarily all. Nonetheless,
even allowing for that, the strength of the model presented lies not in the idea that
structure or form are the means by which a Learning Organization comes into
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existence, but rather it is through the efforts of the organizational members that this
is accomplished. This, however, is contingent upon people having a clear set of
dimensions and model on which to base their actions. Therefore, the ten dimensions
and definitions of them, of an Australian university as a Learning Organization, are
presented in Table 2.4 as follows:
Table 2.4: Ten Dimensions of Australian Universities as Learning Organizations
Dimension
Definition
Leadership

Organizational Vision

Organizational Culture
Human Resource Management

Role in Society

Accessibility

Resources

Innovation and Creativity
Information Communication
Technology

Global Reach

The process of influencing others to achieve
organizational goals, using intrinsic rather than
extrinsic motivators to empower people
(Bartol et al. 2001)
A commonly held, defined and acted upon
statement that provides an energizing force that
moves the organization in a particular direction
(Robbins et al. 2000; Senge 1990)
The rules and norms that affect the way people see
and do things in organizations
(Robbins et al. 2000)
A collection of processes, procedures and practices
that attract, select, retain and then develop the best
person for the position. Focusing on developing
the persons ability to learn not only for today, but
also the future. (Nankervis et al.2001)
The role of Australian universities in today’s
society is to provide the highest quality research
which underpins teaching, which is used to
develop people who can learn how to learn
(Newsom and Buchbinder 1988; Saul 1999)
Accessibility is the degree to which student places
and staff to student ratios allows for a high quality
of education to be provided
(Chen 2000, Murdoch 2001)
Today, resources include physical and intellectual
capital, however DETYA funding still remains the
primary ‘resource’ of most Australian universities
(DETYA 2001)
Is the means by which people increase their own
effectiveness by doing and thinking about things,
in new ways (Deavenport 1999; Saul 1997)
The electronic means by which people can gather,
store, analyze, manage and then synthesize data
into new forms of knowledge which can then be
communicated to others
(Dove 1999; Zack 1999)
The accelerated growth of economic activity over
national and political boundaries.
(Held et al.2000)

(Source: Developed for this thesis from the literature review and convergent interviews)
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The first dimension of the model is that of leadership, a crucial function in all
organizations and something that Australian universities, of late, have found to be
highly problematic. Therefore, this first dimension of leadership highlights the need
to have a very different paradigm to be effective.
2.4.1: Leadership
Leadership is the process by which one person influences another person, or persons,
sufficiently enough that they comply with the expectations of the first person in
carrying out some activity or task, that is deemed to be important to an organization
(Bass 1981; Semler 1983; Kirkpatrick and Locke 1991, Porter 2001; Silvester 2001;
Bartol, Tein Graham and Matthews 2002; Robbins, Bergmann, Stagg and Coulter
2003). While there are many debates as to the merits of the various styles of
leadership, be it autocratic, bureaucratic or democratic, there is increasing consensus
that leadership will be a critical issue for organizations, in the Information Age of the
21st century (Senge 1990; Toffler 1990; Drucker 1993; Hames 1994; Saul 1997;
Denton 1998). Therefore, the issue of effective leadership is crucial for universities,
however, leadership is often confused with management and these are two different
functions.
In this vein, Imai (1999) argues that the whole purpose of management is to ensure
that workers can do their jobs with minimal interruption. Thus, if an organization has
effective leadership it is most concerned with meeting organizational objectives and
accepts that management are a support function and not an end in itself (Semler
1993; Callus 1999; Coutts 1999; Evans 1999; Gately 1999; Imai 1999; Lynne 1999).
This is supported by one of the key findings from the convergent interviews that
leaders are responsible for the ongoing and overall development of an organization.
Similarly, in contemporary Australian universities the real work is teaching, learning
and research and meeting current and future social and civic demands and so, any
failure to ensure these activities are carried out negates the validity of managerial
effectiveness and purpose, rendering the university ineffectual (Duke 1992;
Edvinsson 1993; Cornally 1997, Nossal 1997; Stewart 1997; Dunn 1998a, Moodie
1998; Ramsden 1998b; Imai 1999; Saul 1999). Therefore, it is argued not only is the
need for effective leadership so crucial in contemporary Australian universities, but
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also that the more autocratic or laissez faire leadership styles of the past are no longer
appropriate.
In today’s universities, Ramsden (1998b) likens leading academics to marshalling
and directing a large group of felines contending that, as they are both highly
educated and independent thinkers, they are unlikely to respond well to a top-down
approach to management. For as De Lacy (1999) notes academics along with
medical practitioners and lawyers are some of the first knowledge workers and as
such, need to be led in a different manner to that of the ways developed during the
first eight decades of the 20th century (Drucker 1993). In the same manner, Ramsden
(1998b) argues that, unless current Australian university leaders develop a
comprehensive and inclusive organizational vision and the soft people skills, as
identified by Karpin (1995), they will continue to alienate most, if not all of their
staff (Davis 1998). Moreover, as McClenaghan (1998) contends along with the
efforts of some Australian Vice–Chancellors to corporatise their universities, there
has been an increased alienation of staff along with an increase in the number of
managers, who are either academics with little or no managerial training, or
managers with little knowledge or sympathy towards long-term academic and
educational objectives (Moodie 1998; Rooney and Hearn 1998; Schwarz 2001).
Similarly, Stewart (1997) is critical of the proliferation of middle level mangers
within Australian universities, whose only objective, seemingly, is to reduce costs at
any cost (Ramsden 1998a). As Millard (1991) noted, the push to corporatise higher
education in the US led to the rise of the University of Phoenix and the need to
deliver a profit on all the services provided, which only puts further pressure on those
who are leaders in contemporary Australian universities as the same push is seen
here in Australia under the current Howard federal government (McClenaghan
1998). However, as Hinchcliffe (1998) argues, it is not enough to merely apply the
same methods as before, but rather leadership within a contemporary Australian
university needs to be transformational in nature, rather than transactional as the
focus has been in the past.
The transformational leader seeks to change their follower’s behaviour, by satisfying
their intellectual needs and trying to raise their confidence in their own ability to
excel (Avolio and Bass 1985; Bass 1985; Kotter 1990, Seltzer and Bass 1990; Gage
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1994; Charan and Tichy 1999). Whereas, the transactional leader focuses the
attention of the subordinate on the rewards they will receive upon the completion of
their tasks and the role they play in completing those tasks (Bass and Avolio 1992;
Howell and Avolio 1992; Bartol et al 2000; Robbins et al 2000). While this is a
decided improvement, it still does not address the real needs of an employee in the
Information Age, as the focus of the transformational leader is still on the leader and
while subordinates are ‘transformed’, it is into better subordinates rather than into
leaders in their own right (MacDonald 1995; Brown 1997; Carlyle-Taylor 1997;
Cacioppe 1998; De Lacy 1999). As an employee in the Information Age will be
highly educated and more able to reason through problems than their industrial age
counterparts, then neither of these leadership paradigms meets the needs of those
who work in Learning Organizations (De Lacy 1997; Drucker 1997; Rooney and
Mandeville 1998; Hamel 1999). In a Learning Organization, an effective leader will
be one who assists others to transform themselves into people who are empowered,
autonomous and capable of learning and leading.
For Australian university leaders to enable their universities to become Learning
Organizations, they must be able to work within the existing structures and
hierarchies not just to preserve the status quo but, rather to enable others to change
themselves and their university (Gordon 1995; Hetzel and Clark 1996; Barker 1997;
Goldrick 1997; Gaita 1998; Ramsden 1998a). Others, such as Haines and Haines
(1999), argue that leaders need to develop in themselves and others, a sense of self,
as a point of reference about what they believe and what they want their organization
to accomplish (Bennis 1997). Moreover, as Haines and Haines (1999) further argue
by modelling appropriate behaviours for others to follow and adopt (Bartlett 1996;
Bates 1996; Brown 1997) and then as Hamel (1999) explains by adding value to the
process of defining the organization’s mission then people are more likely to adopt
the organizations core values as their own (De Crane 1997; Dunn 1998a; Lapp
1999). From this it becomes evident that leadership is merely a process, one that can
be followed to a successful conclusion, is far too simplistic because more is involved
in becoming an effective leader.
Thus, as Parry (1997a) contends, leaders today need to be continuously able to learn,
not only about what is happening around them, but also about themselves and others
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(Tichy and De Rose 1996; Coutts 1998; Haines and Haines 1999; Walker 1998).
Furthermore, as Semler (1993), Parry (1997a), Geering (1998) and Gettler (1998)
also argue, leaders need to be able to teach other organizational members and at all
levels to become leaders themselves and not to be dependent on a single leader.
Moreover, as Parry (1997b) continues, subordinates need to be a part of the
leadership process and empowered, as part of their ongoing development as
individuals (Drucker 1993; Parry 1997d; Dib and Bighouse 1998; Hetzel and Clark
1998; Ferguson 1999; Shelton 1999). This, overall and more holistic view of
management and leadership is something that many managers within Australian
universities lack (Karpin 1995; Karpinski 1997; Stewart 1997; Ramsden 1998b;
Coutts 1999). Consequently, Table 2.5.shows, the nature of leadership is
considerably more complex than many would suppose.
Table 2.5: Leadership Attributes-A synthesis
Leadership Attribute
Sources
Bass 1981; Semler 1983; Kirkpatrick and Locke
1991; Drucker 1997; Porter 2001; Silvester 2001;
Bartol, Graham, Tein and Matthews 2002,
Leadership in the 21st century needs to be Senge 1990; Toffler 1990; Drucker 1993; Hames
1994; Saul 1997; Denton 1998
different than in the 20th century
Leaders must support those who do the Semler 1993; Callus 1999; Coutts 1999; Evans
1999; Gately 1999; Imai 1999; Lynne 1999
organizational work
Australian university’s leaders often not Duke 1992, Edvinsson 1993; Cornally 1997;
Nossal 1997, Stewart 1997, Dunn 1998a; Moodie
effective
1998; Ramsden 1998b; Imai 1999
Knowledge workers need a different Karpin 1995; Davis 1998; Hinchcliffe 1998;
leadership style than those used in the past for McClenaghan 1998; Ramsden 1998b; Rooney
and Hearn 1998; De Lacey 1999
those who worked with their hands
Leaders are required to transform their Avolio and Bass 1985; Bass 1985; Kotter 1990;
subordinates to empower them for the Seltzer and Bass 1990; Gage 1994; MacDonald
subordinate to work effectively in the 1995; Brown 1997; Carlyle-Taylor 1997;
Drucker 1997; Cacioppe 1998; Rooney and
information age
Mandeville 1998; Charan and Tichy 1999; De
Lacy 1999; Hamel 1999
Leaders must enable their subordinates to Gordon 1995; Bartlett 1996; Bates 1996; Hetzel
and Clark 1996, Barker 1997; Bennis 1997;
work within and around existing hierarchy
Brown 1997; De Crane 1997; Goldrick 1997;
Gaita 1998; Haines and Haines 1999; Hamel
1999; Lapp 1999
Leaders must be able to learn and to teach Senge 1990, 1997; Drucker 1993; Hetzel and
Clark 1996; Tichy and De Rose 1996; Parry
others how to learn
1997, 1997b, 1997; Coutts 1998; Dib and
Bighouse 1998; Dunn 1998b, Geering 1998,
Gettler 1998, Hetzel and Clark 1998; Walker
1998
(Source: Developed for this thesis from the literature review)
Leaders influence others towards a goal
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Interestingly, this emerging view of a more inclusive leadership style is becoming
more accepted by the university sector, as can be demonstrated by a recent job
advertisement. For example, the position of Vice-Chancellor of the Auckland
University of Technology included this requirement as one of key responsibilities of
the successful applicant:
•

“Shaping the vision and providing inspirational and effective leadership across AUT
(Auckland University of Technology) and the university sector as a whole”

(Campus Review, 2003, p 50)
Further, this was not the only reference to the need for effective leadership for, in
another section of the same advertisement, there was a description of what this meant
for the individual in the context of contemporary higher education:
•

An inclusive and empowering management style and a clear appreciation of the
importance of commercial acumen within the University (Campus Review, 2003, p

50)
So, there seems to be recognition that the leadership styles of the past are no longer
appropriate for those of the future needs of a university or higher education sector as
a whole.
Therefore, from the literature review and the 11 convergent interviews, the first of
the ten research statements and issues were developed. This first statement and issue
are as follows:
•

Research statement 1: “To develop into a Learning Organization, universities
need an appropriate and effective leadership style, one that empowers people and
enables them to learn”

•

Research issue 1: “How would you define the leadership style manifested in
your university?”

This is the first of the propositions and questions used in the 32 interviews which
then form the basis for the eight case studies used to research the question of: “How
can Australian universities become Learning Organizations?” Nonetheless, this is
only the first of the propositions and questions and the next to be considered is the
need for a vision.
2.4.2: Vision
As the purpose of the organization’s vision is to give a direction to the actions of
those who are required to carry out the organizations day-to-day activities
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(Amburgey and Rao 1996; Gately 1999; James 1999; Senge 1999); then the
organization’s vision should be a reflection of the purpose(s) of the organization and
the role it wishes to play in the society in which it operates (Ortmann 1997; Christy
1998; Fairbrother 1999). Needless to say, if the organizational vision does not match
the actions of those who carry it out, the vision soon becomes meaningless and
provides little direction if they cannot carry out these activities (James 1998; Callus
1999; Eastman 1999). Worse still, there has been an implicit assumption that only
those at senior level need to formulate the vision at all, as those at more junior levels
need merely to carry the intent of the vision out as they are mere functionaries whose
place is to do, rather than to think (Hetzel and Clark 1995; Bennis 1997; Bouchon
1999). In Australian universities this assumption seems to have been adopted and as
a result few, if any, of those who act on the vision actually are involved in the
process of developing an organizational vision (McWilliams and Smart 1993; Gaita
1997; Hinchcliffe 1998; Massaro 1998). Unfortunately, many subordinates are not
often aware of what the big picture is, nor their role within that bigger picture
because they have no ownership of the vision. Thus, if the purpose of the
organizational vision is to give direction and guidance, then it stands to reason that
those who are expected to act upon the vision need to have some input into its
development (Barker 1993; McLendon 1995; Goldrick 1997; Hamel 1999).
Furthermore, the organizational vision needs to be in harmony with the role that the
organization plays in society (Bathgate 1999; Eastman 1999; Middleton 1999). In the
case of Australian universities, it can be argued that the vision could still be based on
Newsom’s and Buchbinder’s (1988) three roles of: (1) acting as a force for social
change; (2) providing research findings; and (3) promoting economic development
(Paul 2000) and still be relevant to contemporary Australian society. However, in
recent years, the pressure to meet the needs of promoting Australia’s economic
development has seen many Australian universities increasingly adopt a ‘corporatist’
vision for action (Emery 1996; Gaita 1997; Moodie 1998; Ramsden 1998b; Callus
1999; Coady 2000).
As a result, the vision statements of some Australian universities have come to
reflect the idea that first and foremost, Australian universities are now economic
rationalists, which aim to minimize their costs and increase their incomes and
without always following through on their wider societal obligations (Nossal 1997;
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Stewart 1997; Harman 1998a; Hinchcliffe 1998; Ismail 1998). Should an Australian
university adopt such a vision, it negates the first and third roles of Newsom and
Buchbinder (1988), as it is no longer acting as a force for social change, nor is it
promoting economic development? Or is it because of the current government’s
policies of funding Australian universities adequately, and providing sufficient
student places, to provide the pool of appropriately educated workers an information
economy and society will require, that these changes are accruing? Further, they fail
to ensure that funding research includes basic and theoretical research, rather than
investing in research that provides a product or service that can be commercialized
and increase the income of the university (Clark 1998; Schwarz 1998, 2001). As a
result, many Australian universities have a large number of different ‘visions’ about
their role in contemporary Australian society and this lack of a cohesive vision
impedes them in developing into a Learning Organization.
To this end, Senge (1990) argues that the organizational vision had to be a collective
one, a vision that was not only collectively acted upon but also collectively defined
(Gettler 1988). Otherwise how could all the individuals, who had to act upon it, carry
out their individual and collective acts and ensure that the vision was achieved? This
notion of a collectively defined vision seems to have been consistently overlooked,
as most, if not all, organizational visions are the results of the deliberations of senior
executive, into which the subordinates have little or no input (Senge 1990; Barker
1993; Mant 1997b; Christy 1998; Gettler 1998; Walker 1998; Callus 1999; Clemmer
1999; Eastman 1999; Hamel 1999; Nurik 1998; Parry 1999). Then, these vision
statements are implemented by a top-down process so that, subordinates have only
one of three choices. The first choice is to accept the vision and work in harmony
with it or, the second, who is to ignore the vision and continue as before or explicitly
or implicitly work against the new vision statement and the third, is to reject the
vision statement (De Crane 1997; Parry 1997d; Dunphy 1998; Gately 1999; Dunphy,
Griffiths and Benn 2003). The importance of an effective organizational vision is
demonstrated in Table 2.6 as shown on the following page.
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Table 2.6: Vision-A synthesis
Vision

Sources

Senge 1990; Semler 1993; Amburgey and Rao
1996; Ortmann 1997; Bathgate 1999; Christy
1999; Fairbrother 1999; Gately 1999; James
1999; Middleton 1999
Vision needs to be more than a top-down Hetzel and Clark 1995; Bennis 1997; Saul 1997;
approach decided upon just by the senior Ismail 1998; James 1998; Moodie 1998; Bouchon
1999; Callus 1999; Eastman 1999
management team
A university’s vision must be holistic to McWilliams and Smart 1993; Emery 1996; Gaita
encompass the whole organization and not just 1997; Stewart 1997; Clark 1998; Harman 1998a;
Hinchcliffe 1998; Massaro 1998; Moodie 1998;
be an exercise in economic rationalism
Newsom and Buchbinder 1988; Ramsden 1998a;
Schwartz 1998, 2001; Coady 2000
A commonly held vision is required to Senge 1990; Barker 1993; De Crane 1997; Mant
1997b; Parry 1997d, 1999; Christy 1998; Dunphy
transform an organization
1998; Gettler 1998; Nurik 1998; Walker 1998;
Callus 1999; Clemmer 1999; Eastman 1999;
Gately 1999; Hamel 1999; Dunphy et al 2003
(Source: Developed for this thesis from the literature review)
Purpose of vision is to provide direction for
the organization to match the needs of the
society in which it operates

Furthermore, this idea of a vision, to which all share, can be supported by the
example of the recent job advertisement already discussed in section 2.4.1. It is of
interest to note that one of the key responsibilities for the new Vice-Chancellor, of
the Auckland University of Technology, is to ‘shape’ the vision (Campus Review,
2003, p 50). This is indicative that the vision of the university is not the province of a
single individual and needs to be worked out in conjunction with those who have to
act upon and carry out the vision’s objectives. Thus, on of the key responsibilities is:
•

“Shaping the vision…” (Campus Review, 2003, p 50)

Which is to be achieved by, “…providing inspirational and effective leadership across
AUT (Auckland University of Technology) and the university sector as a whole…” and using
“…an inclusive and empowering management style…” (Campus Review 2003, p 50)

Thus, there seems to be recognition that, not only is the vision of crucial importance
in achieving the university’s objectives but that it requires a significantly different
leadership than that used in the past.
Thus, from the literature review and the convergent interviews, the second of the ten
propositions and questions were developed. This second proposition and question are
as follows:
•

Research statement 2: “To develop into a Learning Organization, universities

•

Research issue 2: “How is your university’s vision helping it to develop into
a Learning Organization?”

need a vision that is both commonly held and defined by all staff members”
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This is the second of the ten research statements and issues used in the 32 interviews
used to research the question of: “How can Australian universities become
Learning Organizations?” However, this is only the second to be considered and
what follows is a discussion of the need for an organizational culture that reflects of
the first two propositions and questions.
2.4.3 Organizational Culture
Universities, as with all other organizations, have an organizational culture. It is the
organizational culture that influences the way in which people act or are motivated to
act, in relation to accomplishing both personal and organizational objectives (Peters
and Waterman 1982; Smircich 1983; Schien 1984, 1990, 1996; Trice and Beyer
1984; Denison 1996; Widdowson 1996; Robbins et al. 2003). Moreover, there is a
very strong link between the values, norms and actions of the organization’s leaders
and how an organizational culture then develops (Kotler 1990; Cooke and Szumal
1993; Keys, Denton and Miller 1994; Clark 1995; Hetzel and Clark 1995; Simpson
1996; Bennis 1997; De Crane 1997; Dunnon 1997; Mant 1997a; Slaughter 1997;
Burdett 1998; Ogbonna and Harris 1998, Ramsden 1998a; Hamel 1999). Further, it is
the way in which the more subordinate staff members align themselves with the
organizational culture, or the perceptions of what that organizational culture is
supposed to mean, that will be a key determinant of how faithfully the organizational
culture is enacted (Deal and Kennedy 1982; Schien 1985; O’Reilly, Chatman and
Caldwell 1991; Coad 1996; Baldwin, Danielson and Wiggenhorn 1997; Buhler 1997;
Ahmed, Loh and Zairi 1999; Aram and Noble 1999; Collins 1999). Also, there is
another key determinant of an organizational culture that is, the impact of both the
history of the organization and the national culture has on an organization’s culture.
The studies of Schmidt and Posner (1992); Holt, Ralston and Terpstra (1994); and
Ralston, Gustafson, Terpstra and Holt (1994) all demonstrate that, not only do
historical precedents affect organizational cultures both from within and without, it
also changes, often subtly, over time (Rajagopalan, Rasheed and Deepak 1993).
Moreover, as the studies of Ali, Azim and Krishnan (1995); and Elkenov (1998)
demonstrate, the prevailing national culture of any nation will exert a powerful
impact on the behaviour of people entering into an organization. This is further
supported by the studies of Ralston et al (1993, 1994) into the effects of national
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culture on expatriates that showed how a new member to an organization is more
profoundly affected by the national culture, which is reflected in the organizational
culture, than vice versa. Furthermore, as Hoffman and Hegarty (1993) contend, there
are the personal values that each person brings to an organization, especially those
who lead, which impact so deeply on an organizational culture. Finally, as Hetzel
and Clarke (1993), as well as Goh (1998), have noted, while leaders are catalysts for
change it does not automatically mean that any changes will be positive ones that
benefit the organizational culture, as leaders can develop what Gartside (1998) calls a
corrosive culture. Thus, the impacts of an organizational culture, with its melange of
many characteristics and the milieu of the external environment within which it is
being shaped, while profound, are often unconsciously ignored (Conger 1997; Davis
1998, Davis and Pratt 1997) Given that this is the case, what characteristics mark out
the organizational culture of Australian universities today?
There is, indeed, a culture of fear in many contemporary organizations and this has
become prevalent due to, the propensity of senior managers to see downsizing and
reengineering as the answer to all organizational ills (Size 1993; Bennis 1997;
Christy 1998, Deavenport 1999; Glanz 1999) For example, the sustained funding
cuts to the UK higher education budget, especially during the Thatcher years, led to
an organizational culture in many British universities of fear and constant concern
about the distinct possibility of redundancies for many staff (Scott 1984; Salusbury
1989; Bone 1992; Cuthbert 1992; Gray 1992; McNay 1992; Othick 1992); something
every public Australian university, during the last two decades, has experienced
under successive Federal governments, since the late 1980’s, with continued cuts to
real levels of funding (Stewart 1997; Darragh 1998; Healy 1998a; 1998b; 1998c;
1998d; Malpeli 1998; Spencer 1998; Callus 1999; Marginson 1999, 2003; Anthony
2000a; Macklin 2003b). Thus, in many Australian universities there exists a climate
of fear that has become part of an organizational culture and is marked by a palpable
sense of insecurity due to the increased use of casual academics on short-term
contracts (Earl 1994; Edvinsson 1995; Bennett 1997; Gaita 1997; Stewart 1997;
Ramsden 1998a). This climate of fear has had a negative impact on the
organizational culture of many, if not all, Australian universities and as such, how
can this be helpful in developing an appropriate organizational culture for an
Australian university to become a Learning Organization?
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It is argued that the current organizational culture within many organizations,
prevents them from developing into a Learning Organization as the organizational
culture does not promote, encourage, reward or value learning (De Geus 1988;
McClendon 1995; McDonald 1995; Barker 1998; Laurillard 1999; Ray 1999).
Moreover, as many researchers argue, to develop an appropriate organizational
culture, one that promotes, encourages, rewards and values learning, will first require
a paradigm shift of those who lead before that new paradigm can be embedded
(Hoffman and Hegarty 1993; Covey 1994; Hetzel and Clark 1995; Nevis, DiBella
and Gould 1995; Cornally 1996; Glynn 1996; Dib and Bighouse 1998; Goldrick
1998; Baird, Holland and Deacon 1999). Thus, the development of an appropriate
organizational culture will require more than just time, but the implementation of a
completely new set of commonly shared values to ensure that this cultural change
can be made (Rajagopalan et al. 1993; Gage 1994; Covey 1997; Parry 1997a;
Cacioppe 1998); as this set of commonly shared values needs to include trusting one
another, empowering others and to develop innovation (McClintock 1974; Duke
1992; Covey 1994; Gage 1994; Goldrick 1997; Nossal 1997; Gill 1998, Harman
1998a; Manning 1998; Glanz 1999). The purpose of all this is to encourage a love of
learning in people and to develop them into what Collins (1999) calls a ‘learning
person’, which will then enable individual and collective learning to take place more
readily (Anderson, Rungtusanatham and Schroeder 1994; Argyris and Schon 1996;
Coad 1996; French and Bazalgette 1996; Baldwin et al. 1997; Buhler 1997; Aram
and Noble 1999; Ahmed et al. 1999; Bushby 1999). Further, as this is one of the
crucial roles of any university, it should be axiomatic that it is an integral part of the
organizational culture of any university which seeks to be come a Learning
Organization (De Lacey and Moens 1990; Duke 1992; Crossan and Guatto 1996;
Crossan, Lane and White 1997; Barker and Camarata 1998; Doherty 1998; Dunn
1998; Spencer 1998a; Davis and Nutley 2000). Consequently, if an organizational
culture that has, at its core, a set of commonly shared values that fosters, encourages
and expects the development of a paradigm of this nature, then such an
organizational culture can come into being and with it, part of the means to develop a
Learning Organization as shown in Table 2.7.as shown on the following page.
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Table 2.7: Organizational Culture-A synthesis
Organizational Culture
Sources
Deal and Kennedy 1982; Peters and Waterman
1982; Schien 1984, 1985, 1990, 1996; Smircich
1983; Trice and Beyer 1984; O’Reilly, Chatman
and Caldwell 1991; Denison 1996; Coad 1996;
Widdowson 1996; Baldwin, Danielson and
Wiggenhorn 1997; Buhler 1997; Barker and
Camarata 1998; Ahmed et al. 1999; Aram and
Noble 1999; Collins 1999; Robbins et al. 2003
Leaders have powerful effect, for good or bad, Kotler 1990; Cooke and Szumal 1993; Keys et al.
1994; Clark 1995; Hetzel and Clark 1995;
on the organizational culture
Simpson 1996; Bennis 1997; De Crane 1997;
Dunnon 1997; Mant 1997; Slaughter 1997;
Burdett 1998; Goh 1998; Ogbonna and Harris
1998; Ramsden 1998a; Hamel 1999
National culture, historical antecedents and Schmidt and Posner 1992; Hetzel and Clarke
personal values all affect the organizational 1993, Hoffman and Hegarty 1993, Holt et al.
1994, Rajagopalan et al. 1993, Ralston et al.
culture
1994; Ali et al. 1995; Conger 1997; Davis and
Pratt 1997 Davis 1998; Elkenov 1998; Gartside
1998
Climate of fear in the organizational culture of Scott 1984; Salusbury 1989; Bone 1992;
many universities and due to ongoing Cuthbert 1992; Gray 1992; McNay 1992; Othick
1992; Size 1993; Bennis 1997; Stewart 1997;
downsizing
Christy 1998; Darragh 1998; Deavenport 1999;
Glanz 1999; Healy 1998a, 1998b, 1998c, 1998d;
Malpeli 1998; Spencer 1998; Callus 1999;
Marginson 1999; Anthony 2000a; Macklin 2003c
Many organizational cultures do not De Geus 1988; Hoffman and Hegarty 1993;
Covey 1994; Hetzel and Clark 1995; McClendon
encourage, value or reward learning
1995; McDonald 1995; Cornally 1996; Glynn
1996; Barker 1998; Dib and Bighouse 1998;
Goldrick 1998; Baird et al. 1999; Laurillard
1999; Ray 1999
It is crucial to embed learning into the McClintock 1974; Duke 1992; Rajagopalan et al.
organizational culture by having shared values 1993; Covey 1994, 1997, Gage 1994, Nevis et al.
1995; Goldrick 1997; Nossal 1997; Parry 1997a;
Cacioppe 1998; Gill 1998, Harman 1998a;
Manning 1998; Glanz 1999
Organizations must develop people as learning Anderson et al. 1994, Aram and Argyris and
Schon 1996, Coad 1996; French and Bazalgette
persons
1996; Baldwin et al. 1997; Buhler 1997; Bushby
1999, Collins 1999, Ahmed et al 1999, Noble
1999,
Organizations must provide the means to De Geus 1988, 1997; De Lacey and Moens 1990;
Duke 1992; Crossan and Guatto 1996; Crossan et
learn how to learn
al. 1997; Barker and Camarata 1998; Doherty
1998; Dunn 1998; Spencer 1998a; Davis and
Nutley 2000;
(Source: Developed for this thesis from the literature review)
The organizational culture affects the way
people behave

Thus, from the literature review and the convergent interviews, the third of the ten
propositions and questions were developed. This third research statement and issue
are as follows:
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•

Research statement 3: “To develop into a Learning Organization, universities
need an organizational culture that not only supports but, values and encourages
learning. It also must value people for what they are rather than just as economic
units of production.”

•

Research issue 3: “How is your university’s organizational culture helping it to
develop into a Learning Organization?”

So, after discussing the first three dimensions of what an Australian university needs
to become a Learning Organization, there are still other dimensions that should be
considered and the next dimension of the model to be examined is the need for
effective human resource management.

2.4.4 Human Resource Management
The purpose of the Human Resource Management as both discipline and profession
has changed over time from simply caring for workers needs in a paternalistic
manner to one of transforming the relationship between workers and employers
(Beer and Spector 1985; Dunphy 1987; Lawler 1988; Schuler 1988, 1995; Gardner
and Palmer 1992; Pfeffer 1995; Lepak and Snell 1998; Ulrich 1998; Evans 2000;
Rance 2000; Nankervis, Compton and Baird 2002). In its very broadest role, it is to
ensure the efficient and effective recruitment, selection and retention of the required
number of workers with the requisite skills to meet an organization’s needs (Walker
1992; Tyson 1995; Werther and Davis 1996; Robbins, Low and Mourell 1998;
Dessler, Griffiths, Lloyd-Walker and Williams 1999; Lawler 2000; Nankervis et al.
2000; Stone 2002). While this is the more accepted, if not traditional, view of the
purpose and nature of Human Resource Management, there have been an increasing
number of challenges to, not so much the legitimacy of this role, but whether it is
sufficient as a role (Lees 1997; Mant 1997; Bridges 1998; Collins 1998; Moodie
1998; Elliott 1999; Fisher and Dowling 1999; Howes 1999; Kramer 2000). The
argument being put forward by Mant (1997); Bridges (1998); Howes (1999); and
Kramer 2000) is that far too often the current processes, practices and procedures are
mired in the rules and regulations of the personnel management approach of the past
to be effective in a Learning Organization (De Geus 1988; Drucker 1993; Semler
1993; Davis and Pratt 1998; Dunn 1998b). Thus, it was necessary to find new
approaches to the way in which human resource management was effectively
completed.
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For example, Bowen, Ledford and Barry (1991) and Weiss (1998) are just some who
call for a new approach to the integration of human resources into the organization,
arguing that the practices of the 1980’s were redundant because they failed to hire
the right people with the right Abilities, Skills And Knowledge (Mant 1997; Bridges
1998; Lepak and Snell 1999). Moreover, many researchers, such as Ulrich (1997),
Bridges (1998) and Fisher and Dowling (1999) are highly critical of HRM
practitioners who rely heavily on the standard methodologies that do little to
determine whether the person has the right qualities to do the job. As Bridges (1998)
argues, the fact that a person may have all the requisite skills on paper does not
translate into whether or not they have the desire, the right attitudes or even the
temperament to work effectively with others in the organization (Fitz-enz 1990;
Lieber 1996, Naidoo 1997; Kirkpatrick 1998; Byrne 1999). Thus, it is this reliance
on the use of standardised methodologies that keep many organizations from
reaching their full potential (Milton-Smith 1988; Vaughan and McLean 1989; Graves
and Karren 1996; Casico 1998; Pfeffer 1998,). Therefore, given that Australian
universities are so highly dependent on the human capital are Australian universities
using appropriate and effective HRM methodologies to hire the right person to fit the
organization’s needs and culture (Bowen, Ledford and Nathan 1991; O’Reilly,
Chatman and Caldwell 1991; Delbridge and Turnbull 1992; Pfeffer 1998, Tan and
Dorrington 1998). This is crucial, given the changing nature of our global economy
and societal expectations.
As Toffler (1990), Senge (1990, 1997) and Drucker (1993, 1997) all contend, the 21st
century will be the information century. Now, if that is the case then, as Zuboff
(1988) contends people will need to be able to continuously learn if they are to
remain useful and productive, in the emerging information society (Hames 1994;
Drucker 1997; Gibb 1998; Hayes and Allinson 1998; Senge 1999).This is already
happening within modern organizations as many senior executives have come to
recognise the need for the people within organizations to be able to learn so that their
organizations learn (Fiol and Lyles 1985; Stevens 1994; Field and Ford 1995; Ulrich
1998; Macken 1999, Rylatt 1999; Reynolds-Fisher and White 2000). Therefore, if it
is now imperative that an organization is able to learn and this can only happen
through people (Kanter 1989; Gephart, Marsick, Van Buren and Spiro 1996; Crossan
et al 1997; Drucker 1988; Robbins 2001) then, there has been an increased focus on
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the training, development and education of employees in many organizations during
the last two decades to achieve just that outcome (Rowbotham 1992; Henkoff 1993;
Kiechel 1994; Handy 1996; Juddery 1997; Byrne 1999; Garger 1999; Comparelli
2000). So, as universities are considered to be the experts in learning, then the HRM
processes, practices and procedures used in Australian universities achieving this
outcome of developing their staff into learning persons (Lawrie 1990; Werther and
Davis 1996; Collins 1999; Lei, Slocum and Pitts 1999; Mariotti 1999; Belcourt,
Wright and Saks 2000) However, given that people are crucial to the process of
organizational learning there is one worrying trend that has the potential to devastate
the ability of Australian universities to become Learning Organizations and that is
the increasing casualisation of the academic workforce.
Even in the late 1980’s the slow process of reducing overall staff numbers and
replacing permanet tenured academic staff with casuals, had become part of the
management strategies of many Australian universities (De Lacey and Moens 1990;
Earl 1994; Stewart 1997; Moodie 1998). This process continued more or less
unabated throughout the 1990’s, especially after the ascension to power of the
Howard government in 1996 (Nossal 1997; Wells 1997; Healy 1998a, 1999b, 1999c,
1999d; Massaro 1998; Ramsden 1998b, Wells 1998a Brockie 2003; Hume 2003,
Macklin 2003b). During this time, staff numbers, particularly academic staff,
declined, but student numbers actually increased, leading to a dependence on a larger
pool of casual academic staff (Wells 1998b; Cassidy 1999; Kenway and Langmead
1999; Marginson 1999, Probert 1999). This is something both Bassett (1998) and
Manning (1998) made clear, arguing that the nature of academic career prospects
within Australian universities is becoming less certain as more and more staff are
offered short-term or casual contracts instead of permanent or tenured positions
(Wells 1998b; Marginson 1999; Probert 1999). What is worse is that the academic
staff in most Australian universities is aging more rapidly than the rest of the
workforce and will lead to a major crisis in the not too distant future (Bassett 1998).
Thus, the effective development and retention of key staff members in Australian
universities is another crucial dimension as shown in Table 2.8.as shown on the
following page.
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Table 2.8: Human Resource Management-A synthesis
Human Resource Management
Sources
Beer and Spector 1985; Dunphy 1987; Lawler
1988; Schuler 1988, 1995; Gardner and Palmer
1992; Pfeffer 1995; Lepak and Snell 1998; Ulrich
1998; Evans 2000; Rance 2000; Nankervis et al
2002
The role of HRM is to hire the right person for Walker 1992; Tyson 1995; Werther and Davis
the right job, though this role has been 1996; Lees 1997; Mant 1997; Bridges 1998;
Collins 1998; Moodie 1998; Robbins, Low and
questioned
Mourell 1998; Dessler, Griffiths, Lloyd-Walker
and Williams 1999; Elliott 1999; Fisher and
Dowling 1999; Howes 1999; Kramer 2000;
Lawler 2000; Nankervis et al 2002; Stone 2002
Call for a new approach based on attributes Fitz-enz 1990; Bowen, Ledford and Barry 1991;
other than those traditionally used by HRM Lieber 1996; Mant 1997; Naidoo 1997; Bridges
1998; Kirkpatrick 1998, Weiss 1998; Byrne
practitioners
1999; Lepak and Snell 1999
The current HRM practices, policies and Bowen, Ledford and Nathan 1991; O’Reilly,
procedures may well be hampering an Chatman and Caldwell 1991; Delbridge and
Turnbull 1992; Pfeffer 1998; Tan and Dorrington
organizations overall development
1998
New skills bases required of people to work in Fiol and Lyles 1985; Senge 1990, 1997, 1999;
Toffler 1990; Drucker 1993, 1997; Hames 1994;
the ‘information age’
Stevens 1994; Field and Ford 1995; Gibb 1998;
Hayes and Allinson 1998, Ulrich 1998; Macken
1999; Rylatt 1999; Reynolds-Fisher and White
2000
Organizations learn through people and not Drucker 1988; Kanter 1989; Rowbotham 1992;
Henkoff 1993; Kiechel 1994; Gephart et al 1996;
the other way around
Handy 1996; Crossan et al 1997; Juddery 1997;
Byrne 1999; Garger 1999; Comparelli 2000;
Robbins 2001
Negative impacts of the continued funding cuts De Lacey and Moens 1990; Earl 1994; Bassett
to Australian universities include: increasing 1998; Nossal 1997; Stewart 1997; Wells 1997,
casualisation of academic staff and the 1998a, 1998b; Healy 1998a, 1999b, 1999c,
problem of aging staff members
1999d; Manning 1998; Massaro 1998; Moodie
1998; Ramsden 1998b, Cassidy 1999; Kenway
and Langmead 1999; Marginson 1999; Probert
1999, Brockie 2003; Hume 2003, Macklin 2003b
(Source: Developed for this thesis from the literature review)
Change in nature of HRM over time

Consequently, from both the literature review and the convergent interviews, a fourth
research statement and issue was developed as a part of the overall ten research
statements and issues, and these are:
•

Research statement 4: “To develop into a Learning Organization, universities
need HRM processes, practices and procedures that are focussed on further
developing individuals as learning persons.”

•

Research issue 4: “How is your university’s current HRM function meeting the
challenge of attracting, selecting, retaining and developing staff to fill current and
future roles and positions, as well as developing them as learning persons?”
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Now that the fourth dimension of what an Australian university needs to become a
Learning Organization has been discussed, there are still more dimensions to be
considered. The next to be considered will be the role in society played by Australian
universities in both their home environment and the larger global environment.
2.4.5 Role in Society
Historically universities have served a key role in educating and developing the
intellectual elite in western society to carry on the development of a nation’s society
and economy (Dent 1961; Brook 1965; McClintock 1974; Sanderson 1975; Scott
1984; Reeves 1988De Lacey and Moens 1990; Schuller 1991; Kent 1997; Nossal
1997). This has been the dominant method of higher education in many western
nations such as the US, the UK, Australia and New Zealand (Sharp 1986; Millard
1991; Lempart 1992; Bell 1996; Ortmann 1997; McClenaghan 1998, Spencer 1998a;
Sundar 1998; Marginson 2003a). Nor has this approach to higher education has not
been limited to the developed western nations, as other nations, such as Singapore,
Malaysia, South Africa also use this model to meet their higher education needs
(Ismail 1998a, 1998b; Naidoo 1998; Soer 1998; Nirmala 1999a, Nirmala and Wong
1999b, Chen 2000; Chong 2000; Shih 2001). Further, there have been increasing
calls for universities to deal with the growth of the problems of business and industry
by better preparing their graduates to be more hands on and less theoretical in their
understanding (Bradshaw 1992; McNay 1992; Morrell 1992; Wren, Buckley and
Michealsen 1994; Bell 1996; Mech 1997; Clark 1998; Clarke 1998; Meister 1998;
Chong 2000). As a result, considerable pressure has been brought to bear on
universities to provide a better level service (Schwarz 1998, 2001). To this end
universities have reduced the number of offerings, considered merging with other
universities and have employed professional managers to overcome the problems
facing them (Lampathakis 1998a; Ramsden 1998a; Healy 1999e; Illing 1999a,
1999c; Kenway and Langmead 1999; Hewitt 2000d). Nonetheless, even after these
options have been explored and implemented, all Australian universities have had to
face a significant reduction in national government funding (Allport 1998;
Marginson 1998; Wells 1998a; Crossweller 1999b; Healy 1999a, 1999b; Anthony
2000a; Capp 2000a; Hewitt 2000c). Worse still, as Australian universities struggled
with these ongoing issues they were then faced with the rise of another problem, the
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growth of for-profit providers of higher education in the form of corporate
universities.
Due to the nature of the US economy, laws, societal expectations and its history, the
development of a two-tier educational system provided by both the private sector and
the state, especially at the tertiary level, is an accepted fact (Berdahl and Millett
1991; Millard 1991; Lempart 1996; Heller 1997; Hossler, Lund, Ramin, Westfall and
Irish 1997; Mech 1997; Hitt 1998; Pusser 2000; Marginson 2000). As both Hitt
(1998) and Gettler (1998a) noted, there were over 1,400 corporate universities in
1998, and by the year 2000 that figure was expected to reach 1600 (Spender 2000),
as a result many traditional US universities now face a very bleak future with an
increasing number being forced to close or merger with other institutions (Cook
1997; Kissler 1997; Mech 1997; Ortmann 1997; Meister 1998). This becomes
especially apparent as Cook (1997) explains, when many college presidents, in the
US spent more than fifty percent of their time just raising the necessary funds to
survive. Moreover, as the cost of higher education continues to increase in the US
many colleges and universities, not only are forced to cut costs but increase the price
of their services and forcing some would be students out of the higher education
market (Heller 1997; Hossler et al 1997; Kissler 1997; Marginson 2000, Pratt and
Poole 2000). However, it should be recognised that many of these corporate
universities, such as Motorola University, Disney University and MacDonald’s
Hamburger University, have at the heart of their educational programs, the express
intent of increasing their workers proficiency rather than, to increasing their workers
overall understanding (Meister 1998; Stone 2002). This is well supported by the
comment made by Van Dyke (cited in Theibert 1997, p 37) who said:
“It’s just common sense that when you have a specialised degree program, which
focuses on improving those specific skills that people use at work, you’re going to
end up with higher skilled workers who are well trained to that particular job much
more efficiently and to the best of their ability.”
Consequently, corporate universities may be offering excellent job related training
and development but are not necessarily offering the kind of education required to
function, long-term in today’s information age. Nor do the problems for universities
stop there.
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There is now, not only competition for students on campus but, there is also a push to
use on-line methods of educating at tertiary level, to capture an increased market
share of tertiary education (Noam 1995; Noble 1997; Lear 1998; Becker 1999;
Macken 1999; Schrage 1999; Griffiths 2000; Gibbins 2000; Svetcov 2000). Some
researchers note that the demand for such on-line, or e learning, degrees in Asia,
could be worth as much as USD$5 to 10 billion annually (Kwong 2000) and that
some universities are seriously considering exploiting this demand to increase their
revenues (Johnstone 2000). Nonetheless, the fact that private providers of higher
education exist is not of itself the concern, as they have been a feature of the higher
education system in the US for some time but, rather it is their motives that are of
concern, especially in Australia.
The higher education system used in Australia is modelled on the Oxbridge standard
that was brought to Australia with colonisation (Kent 1997; Nossal 1997; Gaita
1998; Marginson and Considine 2000). Consequently, the higher education of
Australia has always been publicly funded and remains heavily funded, even today,
in spite of more than a decade and a half of cuts to government funding (Bennett
1997; Crossweller 1999b, Wells 1998c, 1999a; Healy 1999a, 1999b; Moodie 1998;
Marginson 1999; Anthony 2000a, Hewitt 2000c; Kent 2001; Allport 2002; Lowe
2002; Reid 2003; Macklin 2003a). However, as a means to overcome this, Australia
now has a number of private universities such as: Deakin Prime, Melbourne
University Private, Bond University and Notre Dame University which were
established as private and for-profit ventures (Peak 1997; Gettler 1998a; Ashenden
and Milligan 1999; Hambly 1999; Healy 1999d; Nairn 1999; Allport 2000a;
Marshall 2000; Spender 2000; McConville 2002). This is in line with the rationale of
most of the corporate universities that have been set up, whether they are in the US,
Britain or elsewhere, the primary motive is to either save money by not outsourcing
the cost learning required by employees and to make money by providing such
learning to others, for a price (Ready 1995; Lear 1997; Peak 1997; Meister 1998;
Stewart and Miller 1999; Vine and Palsule 1999). Further, the idea that education is
now merely a commodity, that can be purchased to fill some perceived void in an
employee’s knowledge, has now spread to Australia and there has been an increase
in the number of Australian universities touting their wares (Kent 1998; Kenway and
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Langmead 1999; Lewis 1999; Rizvi and Walsh 1999; Hewitt 2000a), nor is that view
confined to Australia or the US.
The idea that higher degrees can be used as an export commodity is not new. The
reforms of the British higher education sector during the Thatcher years saw the
growth of higher education for a price and the exporting of higher education as a
commodity, as early as the mid 1980’s (Scott 1984; Salusbury 1989; Walford 1991;
Cuthbert 1992; Gray 1992; Othick 1992; Parker 1992; Clark 1998). Nor was the
trend towards economic rationalism, of user pays and the exporting of higher
education, confined to the UK as many other countries in Europe, notably Belgium,
France, Germany, Finland and Italy took similar positions to that of the UK under
Margaret Thatcher (Clancy 1991; Kivinen and Rinne 1991; Neave 1991; Moscatti
1991; Teichler 1991; Wielemans and Vanderhoeven 1991). Thus, as the idea spread
and it became evident that universities could earn more income from diverse sources,
Australian universities also sought to develop relationships to export higher
education to neighbouring Asian countries (Taylor 1991; Anonymous 1998; Amalfi
1999; Day 1999, Healy 1999a, 1999b; Illing 1999a; Lewis 1999; McIlveen and
Richardson 1999; Chong 2000). However, this view that higher education is simply
another commodity, to be bought, sold or traded is leading to some very serious
concerns.
In recent reports there is a growing criticism that many degrees are no longer seen as
meaningful or creditable, as they once were (Anonymous-World Briefs 1999;
Espiner 1999; Hambly 1999; Illing 1999a; Capp 2000b; Tonkinwise 2000; Green
2001). Worse still, there is a growing concern that the standards of Australian tertiary
education are in serious state of decline as higher education is increasingly seen as a
commodity and that degrees are now just qualifications to be sold, so as to generate
more income for Australian universities (Bennett 2000; Davidson 2000; Fox 2000;
Norton 2000; Molony 2000; Way 2000; Green 2001; Spender 2001; Wendt 2003).
The quality problems of some of these offerings have now become so problematic
that at least one Asian newspaper carries a rider about the quality and credibility of
the degrees advertised (Advertisements in the South China Morning Post 2000;
Polson 2000; Scarman 2000; Stone 2001). Further, this problem of poor quality
degrees with questionable and outdated content has resulted in class action litigation,
63

to address the lack of quality that seems to have become inherent in many university
offerings, due to the increasing privatisation of higher education (Ledgerton 1998;
Espiner 1999; Baty 2003). Thus, it is not surprising that many are now questioning
the role of Australian universities in the 21st century, but what is the role of a
university in the 21st century?
While many nations, including Australia, have been advocating a contraction of their
public higher education systems by either funding cuts or the privatisation of these
services, not all developed nations have advocated that course of action (Bennett
1997; Hitt 1998; Kent 1998; Ledgerton 1998; Lampathakis 1998a; Healy 1999e;
Lewis 1999; Hewitt 2000d). For example, the island nation of Singapore has decided
as a part of its overall national strategy to become the Intelligent Island and increase
spending, significantly, on higher education in both their polytechnics and
universities (Goh 1997b; Chen 2000; Shih 2000). To this end Singapore’s
government has permitted the opening of a new university, the Singapore
Management University, whose focus will be to provide business higher education
(Nirmala 1999a, 1999b, 1999c). To ensure that those who are accepted can not only
complete their degree but also add value to Singapore’s economy and society as a
whole, a reasoning test has been developed based on a US model, which emphasises
project work as a means to educate students (Swartz and Parks 1994; Henry 1995;
Nirmala and Wong 1999b, 1999b; Sale 2000). Furthermore, the focus of education in
Singapore is shifting from the use of the traditional rote learning to that of thinking
and problem solving, as a means to create people capable of dealing with the
problems that will beset society in the future (Goh 1997a; AFP 1998; NYT 1999;
Chong 2000; Leong 2000; Pan 2000; Tan 2000, Thomas and Chan 2000; Wilkinson
2000). Consequently, the traditional role of a university has been brought into
question.
It has been argued that contemporary universities need to become increasingly
aligned with current societal needs and, especially to meet the needs of industry and
business (Berdahl and Millett 1991; Bell 1997; Bennett 1997; Cyert and Goodman
1997; Ortmann 1997; Clark 1998; Schwarz 2001). However, is that an appropriate
role for a contemporary Australian University, or is the role, as defined by Newman
and Buchbinder (1988) of: (1) acting as a force for social change, (2) providing
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research findings, and (3) promoting economic development, still a valid role that
needs to be refined and updated? These roles, as outlined by Newman and
Buchbinder (1988), are still as valid today as they always were, because they
represent the crux of what universities do and, more importantly, they still represent
the continuing needs of our contemporary society (Bennett 1997; Gaita 1997; Nossal
1997; Saul 1997, 1999). Regardless of the problems our global society faces, the
need for highly educated people who can problem solve, who are capable of working
with new and emerging knowledge to resolve critical problems of health,
employment, income and wealth generation and empowering people to become
better citizens remains important (Parkes and Shaw 1992, Oglesby 1992, Unwin
1992; Drucker 1998, Dunn 1998, Nahapiet and Ghoshal 1998, Marginson 1998,
2000; Callus 1999; Dunphy et al 2003,). So, perhaps, the role of a contemporary
Australian university lies not in reinventing its role, but in redefining what their role
is and how to accomplish it? A synthesis of all this can be seen in Table 2.9.
Table 2.9: Role in Society-A synthesis
Role in Society
The role of western universities in the past was
to develop and educate an elite group to carry
on a nation’s development
This role used by other nations also
Universities today are criticised for being too
theoretical and Australian universities need to
become more vocationally focused

Funding cuts to universities in other countries
and Australia

Rise of corporate or for-profit universities in
US, UK and Australia

Higher education is now seen as a global
commodity

Sources
Dent 1961; Brook 1965; McClintock 1974;
Sanderson 1975; Scott 1984; Reeves 1988; De
Lacey and Moens 1990; Schuller 1991; Kent
1997; Nossal 1997
Ismail 1998a, 1998b; Naidoo 1998; Soer 1998;
Nirmala 1999a; Nirmala and Wong 1999b; Chen
2000; Chong 2000; Shih 2001
Bradshaw 1992; McNay 1992; Morrell 1992;
Wren et al 1994; Bell 1996; Mech 1997; Clark
1998; Clarke 1998; Lampathakis 1998a; Meister
1998; Ramsden 1998a; Healy 1999e; Illing
1999a, 1999c; Kenway and Langmead 1999;
Chong 2000; Hewitt 2000d
Berdahl and Millett 1991; Millard 1991; Lempart
1996; Heller 1997; Hossler et al 1997; Mech
1997; Allport 1998; Hitt 1998; Wells 1998a;
Crossweller 1999b; Healy 1999a; 1999b;
Anthony 2000a; Capp 2000a; Hewitt 2000c;
Marginson 2000; Pusser 2000
Ready 1995; Lear 1997; Peak 1997; Theibert
1997; Gettler 1998a; Hitt 1998; Meister 1998;
Ashenden and Milligan 1999; Hambly 1999;
Healy 1999d; Nairn 1999; Stewart and Miller
1999; Vine and Palsule 1999; Allport 2000a;
Marshall 2000; Spender 2000; McConville 2002;
Stone 2002
Scott 1984; Salusbury 1989; Clancy 1991;
Kivinen and Rinne 1991; Moscatti 1991; Neave
1991; Taylor 1991; Teichler 1991; Walford 1991;
Wielemans and Vanderhoeven 1991; Cuthbert
1992; Gray 1992; Othick 1992; Parker 1992;
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Anonymous 1998a; Clark 1998; Kent 1998;
Amalfi 1999; Day 1999; Healy 1999a, 1999b;
Illing 1999a; Kenway and Langmead 1999;
Lewis 1999; McIlveen and Richardson 1999;
Rizvi and Walsh 1999; Chong 2000; Hewitt
2000a,
Use of on-line teaching and the problems of Ledgerton 1998; Anonymous-World Briefs 1999;
poor quality offshore teaching both face-to- Espiner 1999; Hambly 1999; Illing 1999a;
Advertisements in the South China Morning Post
face and on-line
2000; Capp 2000b; Davidson 2000; Molony
2000; Norton 2000; Polson 2000; Scarman 2000;
Tonkinwise 2000; Way 2000; Green 2001;
Spender 2001; Stone 2001
Singapore’s investment in its own higher Swartz and Parks 1994; Henry 1995; Goh 1997a;
Goh 1997b; AFP 1998; Nirmala 1999a, 1999b,
education to become an ‘intelligent island’
1999c; Nirmala and Wong 1999a, 1999b; NYT
1999; Chen 2000; Chong 2000; Leong 2000; Pan
2000; Sale 2000; Shih 2000; Tan 2000; Thomas
and Chan 2000; Wilkinson 2000
Should the future role for all universities, Berdahl and Millett 1991; Oglesby 1992; Parkes
especially Australian, be to prepare people to and Shaw 1992; Unwin 1992; Bell 1997; Bennett
be better citizens within a global information 1997; Cyert and Goodman 1997; Ortmann 1997;
Clark 1998; Drucker 1998; Dunn 1998;
society and economy?
Marginson 1998; Nahapiet and Ghoshal 1998;
Newman and Buchbinder 1988; Callus 1999;
Schwarz 2001; Dunphy et al 2003
(Developed for this thesis from the literature review)

Consequently, from this review of the literature and the convergent interviews, came
this fifth research statement and issue, to be used in the 32 case study interviews,
which are as follows:
•

Research statement 5: “To develop into a Learning Organization, universities
should define their role as providing the highest quality research which is used to
develop people capable of working with and developing new knowledge.”

•

Research issue 5: “How would you define university’s role in today’s emerging
information society?”

The next dimension to be considered is the accessibility of Australian universities.
2.4.6 Accessibility
As has been demonstrated in section 2.4.5, universities still provide the driving force
behind educating and developing people so that they can make a contribution to their
national society (Kent 1998; De Lacey and Moens 1990; Nossal 1997; Chong 2000;
Pillay and Elliott 2000; Thorton, Kevill and Sly 2000; Wilkinson 2000; Anonymous
student 1 2003). Thus, for any society to develop effectively and allow its citizens an
equitable opportunity to grow, learn and contribute to its wellbeing it needs to have
strong educational policies that allow for equitable access (Goh 1997b; Kent 1997;
Anthony 2000b; Chen 2000; Hewitt 2000b; Murray 2000; Shih 2000). To this end
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Fairbrother (1999); Saul (1999) and Kenway and Langmead (1999) all argue that
universities play a key role in developing and educating people, but more importantly
access can be blocked or severely restricted by government funding policies (Cherry
2003; Marginson 2003; Nette 2003; Nettle 2003; Reid 2003; Watts 2003a). In light
of the funding cuts experienced by Australian universities, it is of great concern that
some potential students do not have equitable access.
This is made clear by Hume (2003); Kyriacou (2003); Nelson (2003b) and Reid
(2003) who argue that, funding cuts to Australian universities have led to many
students being either denied a place, or that universities have over-enrolled the
number of students, leading to a chronic level of overcrowding, all to compensate for
a lack of funding (Nossal 1997; Amalfi 1998; Kent 1998; Allport 1999; Anonymous
student (2) 2003). In the first case, those who are denied a place, cannot advance
their career prospects and in the second case, those who are able to get a place are
jammed into rooms that are too small because classes are now too large due to the
over-enrolment of student numbers and so do not always receive the quality of
education they deserve, with some turning to litigation when their expectations have
not been met (Wells 1997; Espiner 1998; Massaro 1998; Sundar 1998; Windsor
1998a, 1998b; Anonymous student (1) 2003). Moreover, the benefits to a nation’s
economy derived from educating its citizens are significant, as a study by the
University of Melbourne’s Department of Economics shows (Anthony 2000a). For,
as Anthony (2000a) notes, while the Australian federal government expenditure on
higher education, in 1999, was AUD$5.3 billion, it reaped a total of AUD$8 billion,
a profit of AUD$2.7 billion, when all the increased taxes and consumption directly
due to the education provided was taken into consideration. Further, as Spencer
(1999a) demonstrates, increases to the Higher Education Contribution Scheme fees
(student loans) have meant a drop in the number of students attending university with
an attendant drop in the skills required to develop Australia as a knowledge nation
(Juddery 1997). Furthermore, Spencer (1998b) questioned, as have many others, the
credibility and value of the education that students are receiving given the pressures
on universities to provide people with a qualification (Davidson 2000; Norton 2000;
Polson 2000; Scarman 2000; Way 2000; Green 2001). Nonetheless, there is still a
very high demand even for the limited number of places in Australia’s higher
education system. As can be seen by the fact that while more than 23,000 people
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sought a place at one of Western Australia’s four publicly funded universities, over
7,000 of the applications were rejected (Gibson and Lam 2004). As a result of the
persistent shortfall of publicly funded university places in Western Australia,
Murdoch University is now offering full fee paying places for the first time in 2004
with more than 60 people accepting places at a cost of AUD$39,000.00 to complete a
three year commerce degree compared with AUD$15,726.00 for a HECS funded
place (Hewitt 2004b).
As commented by Brockie (2003), O’Brien (2003) and Macklin (2003), Australia’s
Minister for Education, Dr Brendan Nelson (2003c), pointed out that, Australia’s 38
public funded universities had more than 520,000 undergraduate students. As Dr
Nelson (2003c) argued, this was a demonstration of the massive commitment to the
ongoing development of Australia as a knowledge nation, in spite of a sustained
period of funding decreases (O’Brien 2003; Hewitt 2003/1, 2003/2; Nelson 2003a)
Moreover, as Dr Nelson (2003c) further argued, it was still possible to study at an
Australian university if a student was prepared to pay upfront fees or borrow the cost
of their undergraduate of postgraduate education (Darragh 1998; Illing 1998d;
Lampathakis 1998d, 1998g; Hewitt 2003/1, 2003/2; Hume 2003; Kyriacou 2003;
O’Brien 2003). Furthermore, Australian universities are building relationships with
both the secondary and vocational sectors to attract students, who wish to increase
their overall level of qualifications (Ashworth 1998; Richardson 1999; Hewitt 2000;
Murray 2000; Reece and McGill 2001). To overcome this shortfall in supply in
student places two new universities, The University of the Sunshine Coast and
Melbourne Private University were opened in the last five years in Australia
(Hambly 1999; Illing 1999b; Pratt and Poole 2000; Wells 2000; Allport 2000a;
McConville 2002). Finally, it should be noted that, the demand for higher education
is not confined to Australia.
This can be seen in the efforts of many Australian universities to encourage foreign
students to choose Australia as a place to study. As Richardson (1999) explains, the
Dean of Education of the University of Melbourne, a Professor of Medicine of
Monash University and the Vice-Chancellor of La Trobe University went to Saudi
Arabia to entice a portion of the 14,000 Saudi postgraduate students who go to the
USA, Canada and the UK to study, to come to Australian universities instead. The
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financial benefit of foreign students studying in the state of Victoria is already
AUD$1 billion annually and any increase to this figure is considered to be good
news (Richardson 1999). Nor is this an isolated incident as Australian universities
have been actively involved in recruiting offshore students because of the income
generated by their studying in Australia (Day 1999; Healy 1999a, 1999e; Gallop
2002) and as noted by Illing (1998b, 1998d) even during the Asian financial crisis of
the late 1990’s, the demand for higher education remained. Nonetheless, in the race
to ensure that a university has sufficient funding, many Australian universities are
exploiting other means to increase their revenues.
This can be further seen in the proliferation in the offshore teaching programs many
Australian universities; whether face-to-face or on-line. Thus, a number of
universities, such as the University of Central Queensland (Zelmer 1998) and Deakin
University (Thorp 1999) have made use of on-line courses for teaching and to
increase a student’s access to higher education. While there have been many
proponents for using on-line courses via Information and Communication
Technology (Macken 1999; Hamm 2000; Johnstone 2000) there have been those
who have decried it, both for pedagogical and employment reasons, as being a way
of saving money but not providing a quality service or product (Earl 1994; Edvinsson
1998; Emmison and Frow 1998; Crawford 1999; Rooney and Hearn 1999). Thus,
many people within universities saw on-line courses as a way of both increasing
student numbers and increasing revenues, without the expense of sending academics
to teach face-to-face overseas or at more remote locations within Australia
(Cunningham 1998; Thomas, Meredyth and Blackwood 1998; Thorp 1998; Kelly
and Ha 1999; Griffiths 2000). However, some are saying that these savings are
merely perceived, as the costs of using, maintaining and updating the Information
and Communication Technology is often far greater than most people realise
(Burnett 1998; Cunningham 1998; Flew 1998b; Ryan 1998; Zelmer 1998). So, while
Australia pursues a policy of privatisation, teaching on-line and uses higher
education as an export commodity, not all nations view their higher education in this
light.
As previously noted, Singapore is one of the few countries that have continued to
invest in its higher education, in spite of the costs (Goh 1997a; Ministry of Education
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1997, 1998; Chen 2000). As Nirmala (1999a, 1999b) recounts, the Singapore
government has given its approval for a third new university the Singapore
Management University, to be set alongside the existing National University of
Singapore and the Nanyang University of Technology. Thus, with Singapore’s
determination to become the Intelligent Island it has recognised that it needs to
increase the number of higher education places available to students and not decrease
them (Goh 1997a; Nirmala 1999a, 1999b; Chen 2000; Shih 2000). Thus as Peter
Chen (2000), Minister of State for Education explained at the opening of the First
Symposium on Teaching and Learning in Higher Education in Singapore, Singapore
expected that one in four of its population would be in some form of higher
education, be it at university or at a polytechnic by 2020 (Ministry of Education
1997, 1998); as this was the only means by which Singapore could remain
competitive, due to Singapore’s only major natural resource being its human
population (Anonymous 2000; Chong 2000; Chen 2000; Goh 1997a; Shih 2000).
Thus, Singapore stands in stark contrast to many other nations such as Australia.
Thus, Australia does have some key issues to resolve with its higher education
system and one of the principal issues is gaining access to sufficient resources. This
is shown in the following table, Table 2.10.
Table 2.10: Accessibility-A synthesis
Accessibility
Access to higher education is crucial for the
ongoing development of nations
Need to have equitable policies to increase and
encourage access to higher education
Can be constrained due to a lack of funding or
other restrictive government policies

Quality of a degree being questioned due to
poor learning experiences due to overcrowded
classes and overworked academics
Increased access available but though upfront
fees and private universities, rather than
through government subsidised places and
articulation via vocational education training
institutions
New full fee paying students from overseas
recruited to study at Australian universities as
an ‘export’ commodity
On-line used to increase student access and for
saving money on the costs of face-to-face

Sources
De Lacey and Moens 1990; Nossal 1997; Kent
1998; Chong 2000; Pillay and Elliott 2000;
Thorton, Kevill and Sly 2000; Wilkinson 2000;
Anonymous student 1 2003
Goh 1997b; Kent 1997; Anthony 2000b; Chen
2000; Hewitt 2000b; Murray 2000; Shih 2000
Wells 1997; Espiner 1998; Massaro 1998; Sundar
1998; Windsor 1998a, 1998b; Fairbrother 1999;
Kenway and Langmead 1999; Saul 1999;
Anonymous student 1 2003, Hume 2003;
Kyriacou 2003; Nelson 2003c, Reid 2003;
Juddery 1997; Spencer 1998b, 1999a; Davidson
2000; Norton 2000; Polson 2000; Scarman 2000;
Way 2000; Green 2001
Ashworth 1998; Darragh 1998; Illing 1998d;
Lampathakis 1998d, 1998g; Richardson 1999;
Hewitt 2000; Murray 2000; Reece 2001; Hewitt
2003a, 2003b; Hume 2003, Kyriacou 2003;
O’Brien 2003
Day 1999; Healy 1999a, 1999e; Illing 1998b,
1998d; Richardson 1999; Gallop 2002
Earl 1994; Burnett 1998; Cunningham 1998;
Edvinsson 1998; Emmison and Frow 1998; Flew
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1998b; Ryan 1998; Thomas et al 1998; Zelmer
199; Crawford 1999; Kelly and Ha 1999; Macken
1999; Rooney and Hearn 1999; Thorp 1999;
Griffiths 2000; Hamm 2000; Johnstone 2000
Singapore’s investment in higher education Goh 1997a; Ministry of Education 1997, 1998;
goes against the trend of cutting funding and Nirmala 1999a, 1999b; Anonymous 2000; Chen
2000; Chong 2000; Shih 2000
restricting access to higher education
(Developed for this thesis from the literature review)
teaching

The following research statement and issue, the sixth, were developed and then used
in the 32 case study interviews, which are as follows:
•

Research statement 6: “To develop into a Learning Organization, universities
need to be accessible to all potential staff and students who want to participate in
the ‘studies’ offered.”

•

Research issue 6: “How accessible is university to potential students and staff?”

The next to be considered is the resources of Australian universities.
2.4.7 Resources
One key feature of Australian universities is that much of their funding is still
provided by the federal government due to its historical antecedents with the UK
model (Cuthbert 1991; Othick 1991; Schuller 1991; Coady 2000; Molony 2000;
Nelson 2003a, 2003b). Which is unlike the situation in the USA, where both private
and state institutions of higher education exist side by side, but each is still
endeavouring to maximise the amount of funding it receives but, the private sector is
especially reliant on patronage from business and industry (Wexler and Grabiner
1986; Berdahl and Millett 1991; Cook 1997; Heller 1997; Hossler et al 1997; Kissler
1997; Lempert 1996; Pusser 2000). As a result of the lack of sufficient funding to
meet the needs of all US institutions, it has driven some, such as the University of
Phoenix and the Okalahoma and Apollo groups, to provide higher education for a
profit (Berdahl and Millett 1991; Millard 1991; Lempert 1996; Cunningham 1998;
Gettler 1998a; Hitt 1998; Meister 1998; Ryan 1998; Marginson 2000). Nor is this
problem of a lack of national government funding confined to the US alone.
During the Thatcher years in the UK, British universities were put under severe
pressures to reform themselves or be reformed (Sharp 1986; Reeves 1988; Gray
1992; McNay 1992; Morrell 1992). One area over which the Thatcher’s government
had control was the funding of universities and it was the stated policy of Thatcher’s
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government to have a user pays system, to make institutions of higher education
more accountable for the funding they received (Bone 1992; Bradshaw 1992; McNay
1992; Morrell 1992). However, it came as a shock to Prime Minister Thatcher when
her much vaunted plan to make the private sector, particularly business and industry,
responsible for providing higher education to England’s workforce was rejected by
the Confederation of British Industry (Salusbury 1989). The Confederation argued
that providing education was the responsibility of the national government
(Salusbury 1989). Thus, as Thatcher’s ideology of economic rationalism became
policy and was implemented, British universities came under sustained funding cuts.
This in-turn led to courses being cut, the number of student places falling, academics
and general staff being made redundant, hiring freezes and the amalgamation of
institutions in an effort to cut operating costs (Scott 1984; Bone 1992; Bradshaw
1992; McNay 1992; Parkes and Shaw 1992). With this as a background it is not
surprising that the problems of ongoing funding reductions have had a major impact
on Australian universities, as in the US and the UK.
That Australian universities have suffered sustained and severe funding cuts, under
both Liberal and Labour governments, for many years is undeniable (Earl 1994;
Healy 1999b, Illing 1998d; Massaro 1998; Marginson 1998, 2003; Wells 1998a; Day
1999, Singh 1999; Anthony 2000a; Macklin 2003; Reid 2003). The reform process
was started in the 1980’s under the then federal treasurer, John Dawkins, who
recommended the amalgamation of many of the existing Colleges of Advanced
Education either with existing universities or, to form new universities (Taylor 1991;
De Lacey and Moens 1990; Reid 2003). Moreover, Bennett’s (1997) report to
Australia’s federal government (based on the Dearing Report about UK universities),
recommended more changes and that any increases to funding, be linked to increased
efficiencies of universities. Still, as Allport (1998) reported, after only two years in
office, the Australian federal government of John Howard cut the funding to
Australia’s higher education sector by AUD$700 million and increased the Higher
Education Contribution fees (student loans) between 35% and 125% (Hume 2003;
Kyriacou 2003; Nelson 2003a, 2003b). This has significantly increased the cost of
studying for a university degree to many Australian students (Darragh 1998; Kent
1998, 2001; Wells 2000; Anonymous students 1 and 2 2003; Macklin 2003).
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Moreover, the impacts of these funding cuts have reached into every part of
Australian universities and have created a number of problems.
The first problem to affect Australian universities has been the impact on staff. It is
evident that due to the funding cuts there have been a significant loss of jobs either
through natural attrition or voluntary and involuntary redundancies (Allport 1998;
Harman 1998b; Healy 1998a, 1998c; Lampathakis 1998g; Illing 1998d; Wells 1998a;
Marginson 1999). Thus, the workloads for those staff that retain their jobs, as others
are made redundant, have increased significantly, as student numbers have increased
and resulted in a high degree of overcrowding at a time of higher student fees
(Allport 1998, Healy 1998a, 1998b, 1998c, Illing 1998d; Wells 1998a; Windsor
1998a; Cassidy 1999; Capp 2000a; Manly 2000a; Hume 2003; Nette 2003; Reid
2003). However, in some Australian universities, such as Monash and Murdoch
universities, some courses were cut to save money, as many courses were attracting
too few students to remain viable (Healy 1998b; Capp 2000b, 2000b; Hewitt 2000c,
2000d). So, as Australian academics face increased teaching and administrative
workloads, reduced research time and research funds, Australia is facing a brain
drain as the top academics leave for overseas postings (Earl 1994; Healy 1998d,
Lowe 1998; Wells 1998c; Asibett 2003; Hume 2003; Nette 2003; Reid 2003).
Moreover, faced with the possibility of shortfalls in revenues from both the federal
government and research funds many Australian universities are turning to other
means of raising revenues to keep them functioning.
For example, the researcher’s own university has established a feeder school, a
secondary college, on its Murdoch campus to provide a flow of new students into the
university as well as establishing formal links with other feeder colleges and new
commercial ventures such as a retirement home (Lampathakis 1998f, 1998h;
Schwartz 1998; Hewitt 2000b; Murray 2000). Other Australian universities have set
up and joint ventures between educational institutions in other countries
(Anonymous 1999a; McIlveen and Richardson 1999; Melotte 1999; Spencer and
Espiner 1999) and building new campuses in South East Asia to attract new students
(Pryor 1998; Healy 1999a, 1999d; Illing 1999; McIlveen and Richardson 1999;
Richardson 1999; Spencer and Espiner 1999). Thus, the reductions in funding have
Australian universities seeking very different means of increasing revenues and as
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Flew (1998a) notes, Australian universities may well be required to raise as much as
50% of their own income in the future. One favoured method of increasing their
incomes is to attract increased numbers of full fee-paying students on to Australian
university campuses (Healy 1999a; Illing 1999; Lewis 1999; Richardson 1999; Rizvi
and Walsh 1999). Therefore, the likelihood of a two-tier higher education sector in
Australia takes one step closer, as universities are now able to charge full fees to
students who wish to get a university degree, even if they cannot get a place via the
normal selection process (Amalfi 1998; Spencer 1998a; Healy 1999a; Hume 2003,
O’Brien 2003; Nelson 2003a, 2003b). However, there have been some encouraging
signs of change in the funding to Australian universities, though these signs are by no
means certain or consistent.
In 2001 Professor Chubb (2001), the then Chairman of the Australian ViceChancellor’s Committee noted that some developed countries, such as the US, UK
and Canada, had seriously begun to question the value of the corporatisation of
universities. These nations have argued for a return to the view of patient capital, as
an investment in higher education, as this is crucial for long-term development of
society and the global economy (Gaita 1997; Kent 1997; Gywnne 1999; Saul 1999;
Wells 1999; Chen 2000; Marginson 2000). Moreover, as Cunningham (1998) and
Gettler (1998) contend, the purpose of private providers is to make large profits,
therefore they will only be interested in supplying courses that maximize their
immediate profits, rather than taking a long-term view. Furthermore, as Meister
(1998) demonstrates, the purpose of corporate universities is to educate, train and
develop its own workers first, then others a distant second, especially if they are in
competition with them, either direct or indirect (Heskett and Schlesinger 1994; Gates
1996; Smart 1996). In view of this can an educational institution, whose first priority
is to make a profit, be capable of acting in a manner that is in society’s long-term
best interests? Thus, a key concern for Australian universities is the declining amount
of funding available to carry out its normal activities of teaching and research, as
Table 2.11 demonstrates on the following page
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Table 2.11:
Fiscal Data 1994 to 2003-Australian Government Funding for Higher Education
$M

$M

$M

$M

$M

$M

$M

$M

$M

$M

1994/5 1995/6 1996/7 1997/8 1998/9 1999/0 2000/1 2001/2 2002/3 2003/4
4,140

4566

4390

3858

3696

3684

3675

3748

3893 3995

Direct Australian Government funding to Australian Universities after all administration costs as required under the Higher
Education Funding Act 1988

(Source: DETYA Annual Reports 1994-2001; Australian Bureau of Statistics, Canberra)
(Note 1: The budget year of 1995/6 was the last budget of the Paul Keating Labour Government and in late 1996,
a new Government, under John Howard, took office. In line with the Howard government’s policies of economic
reform and greater private investment in Higher Education, funding to Australia’s 38 universities has
significantly fallen.
Note 2: While the estimates for funding in the years 2002/3 and 2003/4 are increases in real terms, they do not
reflect the problems experienced by the devaluation of the Australian dollar, nor do the increases over those two
years really represent any increase when the effects of inflation during the intervening years are taken into
account.) (NB: Presented in total from original documents, even though the Australian dollar has enjoyed a
resurgence in value in 2003-2004)

While the release of John Howard’s Australian federal government’s eighth budget
in 2003, has the promise of a significant funding boost for Australia’s higher
education sector, of AUD1.4 billion over four years, it is not as generous as it may
seem (Karmel 2003; Kaszubska 2003; Lowe 2003; O’Brien 2003; Nelson 2003b,
2003d; Nette 2003a; Reid 2003). For when these figures are analyzed it becomes
evident that it translates into only AUD$250 million a year, in a sector that has seen
more than AUD$7 billion stripped from it during the last seven years (Allport 1998,
2001; O’Brien 2003). Moreover, even if the money was divided equally between all
38 publicly funded Australian universities it still amounts to only AUD$6.58 million
per university per year. Further, given that the same level of equality was applied to
the lost funding over the seven years, it equates to a loss of AUD$26.32 million per
year per university, or in real terms each university will still be AUD$19.74 million
worse off if the funding had remained at the same level prior to the election of the
current Howard government in 1996 (Allport 1998, 2001; Lowe 1998; Anonymous
2001). Thus, Australian universities are still undefined in spite of Dr Nelson’s, the
Federal Minister for Education, protestations that the average student would still
have their education funded publicly at 73% of the full cost of their first degree
(O’Brien 2003; Nelson 2003a, 2003b). Furthermore, from 2005 onwards the
provision will exist for universities to charge full fees for a degree and so any student
who missed out on a government-funded place can take out a loan, at commercial
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rates, and effectively buy a place to study at university (Amalfi 1998; Spencer 1998a;
Darragh 1999; Healy 1999a; Buckell 2003f; Macklin 2003a; Nelson 2003). Thus,
Australia is now following the US model that result in a student accumulating a large
personal debt for their education, as a means to better prepare them for life in the
information society and economy (Lempert 1991; Millard 1991; Heller 1992;
Hossler et al 1992; Hitt 1998). This is demonstrated in Table 2.12.
Table 2.12: Resources -A synthesis
Resources

Sources

Sharp 1986; Cuthbert 1991; Othick 1991; Schuller
1991; Coady 2000; Molony 2000; Nelson 2003a,
2003b
US model based on higher levels of private Wexler and Grabiner 1986; Berdahl and Millett 1991;
funding and industry and business support Lempert 1996; Cook 1997; Heller 1997; Hossler et al
1997; Kissler 1997; Meister 1998; Pusser 2000
Growth of for profit universities, Berdahl and Millett 1991; Millard 1991; Ready 1995;
Lempert 1996; Peak 1997; Cunningham 1998; Gettler
especially ‘corporate’ universities
1998a; Hitt 1998; Meister 1998; Ryan 1998; Stewart
and Miller 1999; Vine and Palsule 1999
Australia followed the Thatcher model of Scott 1984; Sharp 1986; Reeves 1988; Salusbury
funding cuts and the privatisation of the 1989; Bone 1992; Bradshaw 1992;Gray 1992;
McNay 1992; Morrell 1992; Parkes and Shaw 1992
higher education sector
Australian universities have been severely Earl 1994; Illing 1998d; Massaro 1998; Marginson
1998, 2003; Wells 1998a; Day 1999, Healy 1999b,
affected by ongoing funding cuts
Singh 1999; Anthony 2000a; Macklin 2003; Reid
2003
Inherent in this, was the amalgamation of De Lacey and Moens 1990; Bennett 1997; Allport
the advanced and tertiary education 1998; Darragh 1998; Kent 1998, 2001; Wells 2000;
sectors and the introducing of upfront fees Anonymous students 1 and 2 2003; Hume 2003;
Kyriacou 2003; Macklin 2003; Nelson 2003a, 2003b;
Reid 2003
Funding
have
resulted
in
staff Earl 1994; Allport 1998; Harman 1998b, Healy
redundancies, a decrease in time to do 1998a, 1998c, 1998d, Illing 1998d; Lampathakis
research, reduction in the overall quality 1998g; Lowe 1998; Wells 1998a; Wells 1998c,
Windsor 1998a; Cassidy 1999; Marginson 1999;
of teaching due to increased workloads
Manly 2000a; Capp 2000a, Capp 2000b, Hewitt
2000c, 2000d; Asibett 2003, Hume 2003, Nette 2003,
Reid 2003,
Universities have to develop other sources Lampathakis 1998f, 1998h; Schwartz 1998;
Anonymous 1999a; Healy 1999a; Illing 1999; Lewis
of income to replace government funding
1999; McIlveen and Richardson 1999; Melotte 1999;
Spencer and Espiner 1999; Richardson 1999; Rizvi
and Walsh 1999; Hewitt 2000b; Murray 2000
Need to take the long-term view and ‘see’ Heskett and Schlesinger 1994; Gates 1996; Smart
higher education funding as an investment 1996; Gaita 1997; Kent 1997; Cunningham 1998;
in the future the need for this capital Gettler 1998; Gywnne 1999; Saul 1999; Wells 1999;
Marginson 2000; Chubb 2001
investment to be seen as ‘patient capital’
New budget may do little to change Amalfi 1998; Spencer 1998a; Darragh 1999; Healy
current funding and resource crisis for 1999a; Hume 2003; Macklin 2003; Nelson 2003b,
2003c; O’Brien 2003; Reid 2003
Australian universities
(Developed for this thesis from the literature review)
Australian funding model based on UK
model
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Thus, from the literature review and the convergent interviews, came this seventh
research statement and issue, which are as follows:
•

Research statement 7: “To develop into a Learning Organization, universities
need to be fully funded by their national government, as they are a part of the
nation’s infrastructure, like roads.”

•

Research issue 7: “What impact, if any, have funding constraints had on your
university’s ability to carry out its teaching and research activities over the last 5-10
years?”

Having discussed the seventh dimension the next dimension to be considered is that
of the use made of innovation and creativity of the staff of an Australian university.
2.4.8 Innovation and Creativity
The need for increased use of innovation and creativity has become readily apparent
with the development of the first computer (Gates 1998). As the computer was
developed, from a novelty into a tool that has profoundly affected the world; the
possible applications of the computer grew exponentially, but especially in higher
education (Cartan and Vilkina 1998; Gates 1998; Corbett 2000; Noraini 2000; Sim,
Bok, Nee and Goh 2000). Thus, the use of innovation and creativity within higher
education is often linked to the use of Information Communication Technology.
However, the need to maximise the use of the innate innovation and creativity of all
the staff members of Australian universities, extends beyond the use of Information
Communication Technology alone.
As Barker (1998) contends, as organizations are dependent on both the innate
innovation and creativity of their staff, something that they neither own nor can truly
control, many managers feel inordinately uncomfortable. So, Dunn (1998) argues
that the most effective way to raise organizational performance is to increase the
overall level of innovation and creativity; because the tools to accomplish this only
exist in the minds of the workers. Moreover, in their study of Total Quality
Management, Anderson, Rungtusanatham and Schroeder (1994) highlighted the need
high levels of motivation and worker commitment. Their argument follows the line
that, without this commitment, workers can never maximise their ability to learn and
make use of their innate innovation and creativity (Anderson et al 1994). Also, as
both Ford (1998); and Giugni and Hill (1998) note, there is the need to not only
foster innovation and creativity but also provide the time whereby people can reflect
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on what they are doing and how to do it better, is crucial to develop people’s
innovation and creativity.
This use of innovation and creativity, according to Keys et al (1994) and Rafferty
(1995), is one of the key reasons why Japanese companies were able to outperform
American and British companies during the 1980’s and 1990’s. As pointed out by
Keys et al (1994) and Rafferty (1995), the Japanese routinely fostered innovation and
creativity by building into their processes the means to make seeming minor changes
to the process, the product and the skills and knowledge of the people doing the
work, to constantly improve the way things were done. Nor should this be surprising
given that the Japanese were the first to adopt Deming’s Total Quality Management
approach (Anderson et al 1994). However, American companies are now recognizing
the need for innovation and creativity. This is testified to by Macley (1996) who
recounts the success of 3M in encouraging, fostering and applying the innate
innovation and creativity of their staff, pointing out that much of the companies
revenues are generated by products that only came in to existence less than five years
ago.
Similarly, the studies of Doughtery and Hardy (1996), Lawless and Anderson (1996)
and Wade (1996) all demonstrate the need to ensure that the innate innovation and
creativity of staff is fostered and encouraged if organizational performance is to be
enhanced and sustained. Moreover, as the studies of Hitt, Hoskisson, Johnson and
Moesel (1996) and Drazin and Schoohoven (1996) demonstrate, the organizational
structures, policies, procedures and practices, as well as the organizational culture,
can all stifle innovation and creativity, something that organizations including
universities can ill afford. Thus, as Lawless and Anderson (1996) and Amabile,
Conti, Coon, Lazenby and Herron (1996) contend, increased organizational
performance and long-term organizational viability are all increased when the
organization encourages, fosters and develops the innate innovation and creativity of
staff. So, as universities remain one of the key players in the development of new
approaches to problem solving then, universities have a responsibility in developing
the innate innovation and creativity of all people, especially within universities
(McClintock 1974; De Lacey and Moens 1990; Kent 1997; Nossal 1997; Saul 1997,
1999; Spencer 1998a; Reeves 1988).
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Due to continued funding cuts, the load on staff at Australian universities,
particularly academic staff, has increased significantly (Earl 1994; Marginson 1998;
Wells 1998a; Healy 1999b; Anthony 2000a; Asibett 2003). This has created a crisis
for the development of innovation and creativity, as there has been a loss of both the
time to think and reflect, as a precursor to increase personal innovation and creativity
and the loss of organizational slack, in terms of sufficient staff and resources to
develop and implement new ideas, practices and processes (Noharia and Gulati 1996;
Sadler 2000; Dearman 2001; Lowe 2002). This loss of thinking time as pointed out
by Thomas (1999) is one of the most devastating impacts for academics of the recent
funding cuts to Australian universities. As Thomas (1999) argues, the need for large
blocks of thinking time is an important part of what academics need to be able to do
what their role entails (Sadler 2000; Dearman 2001). Further, as Noharia and Gulati
(1996) contend, innovation and creativity suffers if there is too little organizational
slack, if resources are too few or not readily available and this has become highly
evident in the researcher’s own university where, in the business school, the student
to staff ratio is now 45 to 1, while the university’s overall average is 22 to 1 and the
national average is 20 to 1 (Martin 2003, Srinivasan 2003). Thus, as Thomas (1999)
argued, providing academics with sufficient thinking time is a key determinant of the
level to which innovation and creativity demonstrated in an Australian university
(Clarke 1998; Harman 1998a). Thus the question is then just how well have
Australian universities done in providing, not only academic staff, but also all the
other staff, the opportunity, time and resources to develop their innate innovation and
creativity to enhance organizational performance? This can be seen in Table 2:13
Table 2.13: Innovation and Creativity-A synthesis
Innovation and Creativity
Sources
Anderson et al 1994; Keys et al 1994; Macley
1996; Rafferty 1997; Barker 1998; Dunn 1998;
Ford 1998; Giugni and Hill 1998
Amabile et al 1996; Doughtery and Hardy 1996;
Drazin and Schoohoven 1996; Hitt et al 1996,
Lawless and Anderson 1996; Wade 1996
McClintock 1974; De Lacey and Moens 1990;
Kent 1997; Nossal 1997; Saul 1997, 1999;
Spencer 1998a; Reeves 1988
Funding cuts leading to loss of thinking time Earl 1994; Noharia and Gulati 1996; Clarke
and a ‘brain drain’ of Australian academics 1998, Harman 1998a, Healy 1999b; Marginson
1998; Wells 1998a; Thomas 1999, Anthony
due to increased workloads
2000a; Sadler 2000; Dearman 2001; Lowe 2002;
Asibett 2003; Martin 2003; Srinivasan 2003
(Developed for this thesis from the literature review)
All organizations, including universities, are
dependent of the innovation and creativity of
its staff-example of Japan and the US
For innovation and creativity to flourish it
requires adequate resources to enable people
to do their best
Universities play a crucial role in developing
innovation and creativity in graduates
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Thus, from the literature review and the 11 convergent interviews, came this eighth
research statement and issue and these were then used in the 32 case study
interviews. They are as follows:
•

Research statement 8:“To develop into a Learning Organization, universities
need to develop strategies to maximise the use of their staff’s innate innovation and
creativity.”

•

Research issue 8: “How does your university make the best use of the innate
innovation and creativity of all its staff members?”

Now that the eighth dimension, of what an Australian university needs to become a
Learning Organization, has been discussed there are still two more dimensions to be
considered. The next to be considered will be the role played by made by
Information and Communication Technology in an Australian university.
2.4.9 Information Communication Technology
The role played by Information Communication Technology, in our daily lives, is of
increasing importance as its use escalates and increasingly touches all facets of our
society (Davis and Meyer 1998; Gates 1998; Belcourt, Wright and Saks 2000). For
example, as Hiscock (1999) reports that, the worldwide investment in Information
Communication Technology, in 1999, had already exceeded USD$10 trillion.
However, as Brougham (1998) recounts, a real paradox exists between the increases
in productivity of blue-collar workers, who have achieved increases of up to 90%,
and white-collar workers, who have achieved only increase of 4% during the same
time period. This is very perplexing given the staggering investment in Information
Communication Technology (Hiscock 1999). Moreover, while Zelmer (1998),
Cartan and Vilkina (1998) and Eastman (1999) all laud the potential of Information
Communication Technology to increase productivity, they are unable to explain the
lack of increased productivity by white collar workers. Similarly, both Eastman
(1999) and Zelmer (1999) recognise that more people need to be employed to make
effective use of Information Communication Technology and yet many senior
managers continue to cut staff numbers in this area. So, while both Cartan and
Vilkina (1998) and Smith (1999) praise the learning potential of on-line learning they
are quick to note that, it takes more highly skilled people to develop effective on-line
learning programs and that this requires more funding spent in this area and not less
funding. As Gwynne (1999) points out it is a fallacy to assume that all management
problems will have a simple Information Communication Technology solution.
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Rather, this is what highly educated people can accomplish using Information and
Communication Technology as a tool and not assuming it will happen, merely
because the technology exists (Drucker 1999 as cited in Gwynne 1999; Popovich
2001). Furthermore, as the adoption and proliferation of Information and
Communication Technology has not been confined to just the private sector, but has
also been embraced by the higher education sector (Hawkridge 1992; Cunningham
1998; Flew 1998a; Ryan 1998). Consequently, what is the purpose of Information
and Communication Technology in higher education?
The need to make people more productive is accepted however, there will always be
limits that are difficult to surpass (Ashkenas 1998; Brougham 1998; Gore and Gore
1999). For example as McKenna (1999) notes, there is now the problem of
information dumping and as Zack (1999) highlights, the difficulties encountered
when accessing stored information while the person trying to access it does not know
what they need to know, to successfully access the required information. Similarly,
most Australian universities have adopted some form of Information Communication
Technology, ostensibly as a means of ensuring increased productivity from their staff
but it has not been without problems. The use of Information Communication
Technology in Australian universities has led to the fear of developing them into
virtual universities as Sclove and Winner (1998) predicted or, as Noam (1995)
warned the return of the US diploma mills of the 1950’s, but in an electronic form.
Certainly, the adoption and use of Information and Communication Technology has
been well received by many senior managers of Australian universities (Macken
1999; Marshall 1999; Morris 1999; Hamm 2000). However, this was because it was
seen as a means of cutting the cost of employing academics and increasing the
number of students, by studying on-line instead of face-to-face (Earl 1994;
Edvinsson 1998; Emmison and Frow 1998; Lampathakis 1998e; Crawford 1999;
Marshall 1999; Rooney and Hearn 1999; Thorp 1999). Consequently, a great deal of
money was poured in to installing and then upgrading comprehensive Information
Communication Technology systems in many Australian universities, during the
1990’s (Cunningham 1998; Macken 1999; Hamm 2000). However, has this
investment in the technology led to the expected outcomes?
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The use of on-line courses, as a means to increase access to higher education and to
increase student numbers, have proliferated in Australia and overseas (Thomas et al
1998; Thorp 1998; AAP 1999; Kelly and Ha 1999; Ryan 1999; Johnstone 2000). For
example, both Cunningham (1998) and Ryan (1998) have reported on the case of the
University of Phoenix, which has heavily used on-line courses as a means to increase
their student numbers (Meister 1998). Interestingly, both Cunningham (1998) and
Ryan (1998) have pointed out the higher costs involved in effectively teaching online, something also noted by Zelmer (1998), in the review of the experiences of
Central Queensland University. Also, as both Cunningham (1998) and Griffiths
(2000) report, while the perceived cost of delivery may be cheaper, it is the so called
back end costs of maintaining and upgrading the system and employing the technical
staff, who can demand very good salaries, to do the work, that increases the overall
costs. Similarly, both Burnett (1998) and Flew (1998b) question the supposed cost
savings that were envisaged in the West Report, for Australia’s federal government.
The substance of the West Report was that with a massive investment in the use of
Information Communication Technology, it was possible to decrease the costs of
providing education and increase the quality of student’s learning (Thomas et al
1998). More importantly, has any of this proven to be correct?
The hype surrounding the use of on-line teaching was that it would allow personal
just-in-time delivery of what the student wanted. Nonetheless, as Ryan (1999)
argues, the reliance on on-line learning is based on some assumptions that may, in
fact, not be true (Flew 1998a; Belcourt et al 2000; Noe 2000; Stone 2002). The first
of these is that students prefer on-line to face-to-face and secondly, the quality of the
course is as good, or better, than traditional face-to-face delivered material (Rooney
and Hearn 1999; Ryan 1999). The fact is, students may experiment with on-line and
enrol in on-line courses but that does not mean that they prefer it to face-to-face. For
example, as Gibbins (2000) and Svetcov (2000) both note that while students are
increasingly making use on-line learning, students still prefer to learn critical
reasoning, strategic thinking and the soft people skills, face-to-face, as these
cognitive skills are still best learned, face-to-face (Stone 2002).
This is demonstrated by the research of Kelly and Ha (1998) who studied a group of
typical Chinese tertiary students, in Hong Kong. As Kelly and Ha (1998) found,
students used the web and other on-line sources, to add to their knowledge, but
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viewed the on-line offerings as an adjunct to and not a replacement for their face-toface learning (Lim 2000; Tan and Lau 2000). This line of reasoning is also supported
by Burnett (1998) and Thomas et al (1998) who argue learning takes place best in a
face-to-face situation rather than on-line, a view that is quite contrary to the views
found in the West Report. Moreover, the prevalence of websites where students can
get ready made study notes and obtain well researched and written assignments are
becoming highly problematic when trying to verify the quality and authorship of the
work submitted (Becker 1999; Sanders 2000). Furthermore, as the content and
quality of many degrees now on offer is now being questioned, how can the on-line
versions be better than the original paper based version, if they have merely been cut
and pasted (Emery 1996; Davidson 2000, Molony 2000; Green 2001)? Furthermore,
the use of so-called computer based training is often an adaptation and an extension
of the industrial approach to training employees in routine and often monotonous
tasks and activities, rather than the increasing of understanding and thinking
(Belcourt et al 2000; Noe 2000; Upbin 2000).
While there is increasing evidence to suggest that on-line learning can be a powerful
tool to increase both student’s learning and understanding (Carvin 1997; Corbett
2000; Noor 2000; Noraini 2000; Sim et al 2000), it still needs to be noted that, to
increase learning and understanding, Information and Communication Technology
needs to be seen as a useful adjunct to face-to-face, rather than a replacement of faceto-face (Lim, Hee and Dai 2000; Mohamed, Jamaludin and Mohd. 2000; Tan and
Tan 2000). In their studies into learning, using Information and Communication
Technology, Noor (2000), Noraini (2000) and Sim et al (2000) all note the strong
link between effective learning by on-line students and the face-to-face contact with
their tutors and lecturers. This is especially so when students faced with something
they do not understand that, the need for human interaction becomes crucial in
developing a deepened understanding (Maddux, Johnson and Willis 1997; Ryder and
Hughes 1997; Cartan and Vilkina 1998; Zelmer 1998). Thus, the role played by
Information and Communication Technology, especially with regard to on-line
teaching, is a key consideration for Australian universities which is shown in Table
2.14.as shown on the following page.
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Table 2.14: Information and Communication Technology-A synthesis
Information/Communication/Technology Sources
The impact Information and Communication
Technology has had on the world, including
higher education

The implementation of more and faster
Information and Communication Technology
does give, automatically, greater productivity
Fear that as universities deploy more
Information and Communication Technology to
cut the cost of employing academics they will just
become ‘diploma mills’

Hawkridge 1992; Brougham 1998; Cartan and
Vilkina 1998; Cunningham 1998; Davis and
Meyer 1998; Ryan 1998; Flew 1998a; Gates
1998; Zelmer 1998; Drucker 1999; Eastman
1999; Gwynne 1999; Hiscock 1999; Smith
1999, Belcourt et al 2000
Ashkenas 1998; Brougham 1998; Gore and
Gore 1999; McKenna 1999; Zack 1999

Earl 1994; Noam 1995; Cunningham 1998;
Edvinsson 1998; Emmison and Frow 1998;
Lampathakis 1998e; Sclove and Winner 1998;
Crawford 1999; Macken 1999; Marshall 1999;
Morris 1999; Rooney and Hearn 1999; Thorp
1999; Hamm 2000
While there is an increased use of online courses Burnett 1998; Cunningham 1998; Flew 1998b;
Thomas et al 1998; Thorp 1998; Zelmer 1998;
the cost savings have been called into question
AAP 1999; Kelly and Ha 1999; Ryan 1999;
Johnstone 2000
People still want to and learn best in, face-to-face Emery 1996; Burnett 1998; Flew 1998a; Kelly
and Ha 1998; Thomas et al 1998; Becker
situations
1999; Ryan 1999; Belcourt et al 2000;
Davidson 2000; Gibbins 2000; Lim 2000;
Molony 2000; Noe 2000; Sanders 2000;
Svetcov 2000, Tan and Lau 2000, Upbin 2000;
Green 2001; Stone 2002
On-line resources can be very effective but still Carvin 1997; Maddux et al 1997; Ryder and
are an adjunct to learning rather than a Hughes 1997; Cartan and Vilkina 1998;
Zelmer 1998; Corbett 2000; Lim et al 2000;
replacement for face-to-face learning
Mohamed et al 2000; Noor 2000; Noraini
2000; Sim et al 2000; Tan and Tan 2000
(Source: Developed for this thesis from the literature review)

Consequently, from the literature review and the convergent interviews, was
developed this ninth proposition and question, used in the 32 case study interviews,
and they are as follows:
•

Research statement 9: “To develop into a Learning Organization, universities
should use Information and Communication Technology as a tool to increase the
effectiveness of their staff and not as a replacement for them.”

•

Research issue 9: “How would your university make use of Information and
Communication Technology to manage organizational knowledge and make staff
more effective?”

Now that the ninth dimension of what an Australian university needs to become
Learning Organization has been discussed, there is still one more dimension to be
considered. This last dimension is that of, the global reach of Australian universities.
2.4.10 Global Reach
As Scholte (1993), Castells (1996), Giddens (1999) and Saul (1999) all contend,
globalisation is now the world’s major driving force and so much so that, the effect
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of globalisation is to reshape the economic and political factors, operating within the
world today (Cammilleri and Falk 1992; Sassen 1996; Saul 1997, 1999). With this in
mind, it is not surprising that, due to these forces and other changes within Australia,
many Australian universities are endeavouring to increase their global reach.
Moreover, higher education is now a part of the global marketplace and is merely
one of the many goods and services traded between nation states (Salusbury 1989;
Oglesby 1991; Cuthbert 1992; Richardson 1999; Gallop 2002). Furthermore, these
changes are forcing people to review their own understanding of what is meant by
globalisation vis-a-vis their own national and international relations. Consequently,
what is meant by the term globalisation?
While there are a number of definitions about what globalisation is the definition of
Held, McGrew, Goldblatt and Perraton (1999, p 16) define it as:
“…A process (or set of processes) which embodies the transformation in the spatial
organization of social relations and transactions-assessed in terms of their extensity,
intensity, velocity and impact-generating transcontinental or interregional flows and
networks of activity, interaction, and the exercise of power.”

This definition offers Australian universities, as Learning Organizations, a yardstick
by which it can measure its own global reach. This can be explained as the more
extensive the networks of Australian universities are across national borders and the
more intensely Australian universities are connected with others, then the more
globally connected they are and thus the greater the global reach of an Australian
university (Held et al 1999). Similarly, the faster it is able to move into new markets,
regions or interregional areas, then the greater its competitive advantage (Porter
1988; Held et al 1999). Finally, the greater the impact it has in all these areas, the
greater the propensity of global interconnectedness (Held et al 1999). Nonetheless,
this process of greater interconnectedness is not the only one that affects Australian
universities.

Not only is globalisation affecting the economics of our world but, as Scholte (1993),
Castells (1996), Giddens (1999) and Saul (1999) all point out, globalization is also
reshaping the educational needs of people within the world’s workforce. As such,
Rosenau (1990) Cammilleri and Falk (1992) and Sassen (1996) all argue that nation
states have to adapt to these changes and either become more able to cope, but if not
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then they are more likely to fail. Moreover, as Giddens (1996, 1999) contends there
are those nations who may well be unable to cope and are likely to cease to exist as
independent entities. Therefore one of the key roles of Australian universities as
Learning Organizations in our contemporary global society is to provide a very high
level of education and development of not only its own human capital but also that of
other nations, as part of being a better global citizen (Van Den Burgh 1999; Spencer
2003). Furthermore, as Deavenport (1998), Christy (1999) and Van den Burgh
(1999) all argue, the economic rationalist model of continual cost-cutting has a finite
limit which cannot be sustained, therefore the need to educate, train and develop
people, is the way to a long-term and sustainable society and economy (Tan 2000).
Consequently increasing the global reach of an Australian university is part of the
journey of Australian universities undergo in becoming a Learning Organization.
Given that it is very necessary for Australian universities to increase their global
reach, what steps do they need to take?

An Australian university trying to become a Learning Organization will use multiple
methods to ensure it can increase and sustain its global reach (Illing 1999; Singh
1999). It will use combinations that include offshore face-to-face teaching programs,
mixed with print and electronic distance education via on-line programs. As well as
joint ventures with other national universities and educational institutions, something
Spencer and Espiner (1999) point to, setting up its own offshore campus or campuses
and bringing offshore students, onshore to its home campus (Hambly 1999). In this
vein Gettler (1998) argues that privately provided higher education is already
extending its global reach, primarily because of the profitability of such a move.
Australian universities, as well as those from the UK and US, are already well
represented on the world-wide-web, all of them touting the virtues of their wares
above their competitors (Othick 1992; Cunningham 1998; Flew 1998a, 1998b; Ryan
1998); but increasing a university’s global reach does not stop there.
For example as Wells (1997) and Illing (1998a) both note, there is an increased
propensity of Australian universities, both individually and collectively, towards
having offshore teaching programs in: Singapore, the People’s Republic of China,
the Philippines, Hong Kong, Taiwan and Malaysia (Lampathakis 1998d; Murdoch
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University Promotional Material 2003). In the case of Curtin University of
Technology, also based in Western Australia, it has established a campus in Sarawak,
in East Malaysia in competition with existing Malaysian universities (Ismail 1998;
McIlveen and Richardson 1999), as well as having a large face-to-face teaching
program both onshore and offshore (Amalfi 1999; Curtin University promotional
material 2002) and this approach is designed to capture a larger market share of
overseas students and, to allow both Overseas and Australian students the
opportunity to experience study in another country and ensure that they increase their
global reach to students who cannot afford overseas study (Healy 1999; McIlveen
and Richardson 1999). Furthermore, in an attempt to maximise their global reach
while minimising the overall costs Australian universities will increasingly make use
of Information Communication Technology, to increase their overall global reach
(Cunningham 1998; Flew 1998a, 1998b). However, students will still want face to
face teaching with lecturers and tutors, primarily as to do so allows them to
experience the intimacy of a one-to-one experience, which is as yet not available via
Information Communication Technology, yet (Lim et al 2000; Mohamed et al 2000;
Noor 2000; Noraini 2000; Sim et al 2000; Tan and Tan 2000). Consequently, the use
of Information Communication Technology is best viewed as a means to increasea
stduent’s access when no other option is available or, it may become the only means
by which students can participate in their studies, if the stduent cannot physically
attend a university campus. As Rizvi and Walsh (1999) argue, these efforts at
increasing a university’s global reach must not be done at the expense of the students
as there needs to a greater focus on the need to prepare students for the realities of
the global marketplace is crucial if, the global reach of an university is to be
sustained. Nonetheless, the age of globally connected universities is upon us and is
unlikely to change in the short to medium-term. This then requires that for Australian
universities to become Learning Organizations they must move away from an insular
national and domestic approach and towards a more integrated international
approach in how they operate. This can be seen in Table 2.15 on the following page.
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Table 2.15: - Global Reach-A synthesis
Global Reach

Sources

Globalisation a major force in today’s society
and as a result higher education is now an
export commodity

Salusbury 1989; Cammilleri and Falk 1992;
Cuthbert 1992; Scholte 1993; Castells 1996;
Sassen 1996, Saul 1997, 1999; Richardson 1999

Porter 1988; Rosenau 1990; Cammilleri and Falk
1992; Scholte 1993; Castells 1996; Sassen 1996;
Deavenport 1998; Christy 1999; Giddens 1999;
Held et al 1999; Saul 1999; Van Den Burgh
1999; Tan 2000; Spencer 2003
Australian universities increasing their global Othick1992; Wells 1997; Cunningham 1998;
reach by multiple means including offshore Flew 1998a, 1998b; Illing 1998a, 1999; Ismail
campuses and joint ventures, on-line teaching, 1998; Lampathakis 1998d; Ryan 1998; Amalfi
offshore teaching and increasing overseas 1999; Hambly 1999; McIlveen and Richardson
1999; Singh 1999; Spencer and Espiner 1999;
student numbers in Australia
Richardson 1999; Rizvi and Walsh 1999; Curtin
University promotional material 2002; Murdoch
University Promotional Material 2003
(Developed for this thesis from the literature review)
The nature of globalisation and its impact on
people

Thus, from the literature review and the 11 convergent interviews, came this tenth
and final research statement and issue and these were used in all 32 case study
interviews. They are as follows:
•

Research statement 10: “To develop into a Learning Organization, universities
need to globalise their reach to access the best available students and staff.”

•

Research issue 10: “How has your university globalised its operations?”

Now that the final dimension, of what an Australian university needs to become a
Learning Organization has been discussed, the model of what an Australian
university as a Learning Organization could be, will now be presented.
2.5 The ten dimensions of Australian universities, as Learning Organizations
Perhaps the first statement, to put a meaningful context on the mode, to be developed
later, is becoming a Learning Organization is not an end in itself but rather it is a
means to an end. To assume that any organization can become a Learning
Organization and then once having achieved that goal will remain a Learning
Organization, flies in the face of decades of organizational research and the
experiences of millions of people within organizations. To this end, the model of
Australian universities, as Learning Organizations, which will be presented later, is
best seen as a summation and synthesis of the ten dimensions that have been
explored in the preceding literature review and, to put them into perspective they will
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be listed here, once more. Thus, the ten dimensions of Australian universities as
Learning Organizations are as follows:
•
•
•
•
•
•
•
•
•
•

Leadership
Vision
Organizational culture
Human Resource Management
Role in Society
Accessibility
Resources
Innovation and creativity
Information Communication Technology
Global reach

These are the ten dimensions of Australian universities, as Learning Organizations
that will be developed into a model. Consequently, in chapter three, the themes that
emerged from the literature review will be highlighted along with the use of
convergent interviewing which was used to confirm these themes.
2.6 Conclusion to Chapter 2
The literature review revealed an interesting array of problems that have affected
Australian universities. Much of what has emerged from the literature review has
substantiated the reasons why Australian universities have yet to become Learning
Organizations. Moreover, in later chapters the reasons for this will be discussed in
more detail, as the findings from the 32 case study interviews are presented in
chapter five and then synthesized in chapter six, to present how Australian
universities can become Learning Organizations. Nonetheless, what can be stated
here is that the problems facing Australian universities in becoming Learning
Organizations are both many and varied. The issue of effective leadership emerged
consistently in the literature review and was confirmed by the convergent interviews.
Similarly, the need for effective use of all the staff’s innate innovation and creativity
was something that emerged from the literature review and was again confirmed in
the convergent interviews. Further, there were other themes that emerged from both
the convergent interviews and a further review of the literature that were added as
research issues to answer the research question of: “How can Australian universities
become Learning Organizations?” In the following two chapters, the details and
justification of the chosen research methodology will be presented in more detail. In
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chapter three there is a discussion and justification of the convergent interviewing
process. While in chapter four, there is a discussion and justification of the use of the
realism paradigm and the case study methodology as the most appropriate research
paradigm and methodology to answer the research question.
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Chapter Three:
Methodology-Using Convergent Interviewing

3.1 Introduction
The previous chapter investigated the relevant literature to help answer the research
problem of: “How can Australian Universities become Learning Organizations?”
It became evident there were a number of research issues that needed investigation, if
Australian Universities are to become Learning Organizations. This chapter
describes the processes used to gather this data from primary sources and how it was
used to further refine the research issues and identify pertinent issues to the overall
research problem. This chapter will both examine and justify the use of an
exploratory research tool known as convergent interviewing, as the first stage
methodology. Later, in chapter 4, the use of multiple case studies as the second stage
of the methodology will be examined and justified.
This chapter begins with a discussion of the nature of convergent interviewing and a
justification of the use of this particular methodology. Next the design of the research
will be articulated. This will be followed by a discussion of the quality concerns
associated with the use of the convergent interviewing technique. The results flowing
from the original convergent interviews will be presented and analyzed before a
discussion of the ethical considerations involved by using this research methodology
are explained and defended. Finally, the convergent views from the interviews will
be related to the larger research problem of: “How can Australian universities
become Learning Organizations?” From this process come the final research
issues that form the second stage of the research, the multiple case study
methodology. The outline of this chapter is presented in Figure 3.1:
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Figure 3.1.Flowchart of Chapter 3

3.0
Introduction

3.0.1
Methodology
Structure

3.1 What is
convergent
interviewing?

3.2
Research design

3.3
Quality
Considerations

3.1.1
Strengths and
weaknesses

3.2.1
Sample selection

3.4
Convergent Interviews:
The Results

3.2.2
Sample size

3.2.3
Interview protocol

3.2.4
Data analysis

3.4.1
3.4.2
3.4.3
3.4.4
3.4.5
3.4.6
3.4.7
3.4.8

Theme 1
Theme 2
Theme 3
Theme 4
Theme 5
Theme 6
The five
emergent themes
Summary

3.5
Independent Verification

3.6
Ethical Considerations

3.7
Conclusion

(Source: Developed for this thesis)
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3.1.1: Nature and Structure of the Methodology
In detailing the chapter’s structure, it is important to note that the methodology has to
be viewed as a whole. Moreover, the use of convergent interviews is part of a process
designed to identify issues and then, with the use of a multiple case study analysis,
either confirm or disconfirm the research question (Yin 1989, 1994; Dick 1990a,
1998). The purpose of convergent interviewing is to ask the respondents to discuss
their views on the themes identified and to thus determine the relative importance of
those themes, to both themselves and their ‘industry’. Therefore the purpose of
convergent interviews and interviewing is exploratory, and this is the first stage of
the research process (Yin 1989; Dick 1998). Thus, as themes converge and as new
themes emerge, the analysis of them and the results stemming from them, become
the basis for the second stage of the research, the use of multiple case studies.
Consequently, this chapter, Chapter 3, deals with the use of convergent interviewing
which is an exploratory process.

3.1.2: Convergent Interviewing-What is it?
Convergent interviewing is a series of in-depth interviews with industry and/or
professionals, who have specialised knowledge of the particular phenomenon under
investigation. Moreover, as Dick (1990a, 1998) notes, convergent interviewing is a
technique that researchers use to gather data about a topic, and or related topics,
when only a limited amount is known. Further, by conducting a series of interviews,
the researcher is able to probe and explore more deeply the tacit and explicit
knowledge held by the respondents (Carson, Gilmore, Gronhaug and Perry 2000). In
the situation where doubt about or paucity of the information in question exists and
as Dick (1990b, 1998) contends, it becomes a very valuable tool to collect whatever
information is available. This process is shown in Figure 3.2.
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Figure 3.2: Flowchart of the convergent interview process
Issues to be investigated that
are likely to be related to the
research problem

Development and
implementation of interviews

Analysis of the results

Pattern of agreements or
disagreements on each issue
with new probe questions

Next Interview

Match pattern with previous
interviews

Has a distinct pattern emerged
on each issue, with
convergence and divergence
explained?

No?

Yes?

End Interviews

(Source: As cited in Hastings (2000). Developed from Dick 1990a; Nair and Reige 1995 and
Woodward 1995)
Figure 3.2 demonstrates that convergent interviewing is a cycle of in-depth
interviews with experts from the area of research under investigation. From these
interviews it is possible to refine the key research issues until convergence has
occurred. This convergence is achieved by recognising that different people are
responding in the same way to the themes identified. This in turn enables the
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research to gain a more holistic understanding of the entire problem, as these experts
often have both a wider and often a more insightful view of the overall problem
facing their organizations (Carson et al 2000).
The use of this process allows the researcher to present the same themes to a number
of different experts and determine how their responses relate to the research problem
(Dick 1990b; Hastings 2000). Moreover, as Carson et al (2000) observes, convergent
interviewing is used to gather the perspectives of a group of expert people to see if,
and how, these themes meld together. It also allows the researcher to refine these
perspectives as they are developed by a number of respondents over time, especially
when themes other than what was originally found, emerge. As this allows the
researcher to take a change in direction of added new themes to the research issues,
than what may have been originally intended.
3.1.3: Convergent Interviewing-Strengths and Weaknesses
As both Dick (1990a, 1990b) and Carson et al (2000) note, the real value of
convergent interviewing is that it combines flexibility and structure. This allows a
researcher to probe more deeply into the perspectives that people hold and from that
identify and develop the emergent themes, in greater detail and greater clarity. The
approach also allows the researcher to more fully develop the critical issues, focusing
on the tacit knowledge that people often have but are often unaware of and are
difficult to capture readily by other means such as surveys when the person answers
only the questions posed (Yin 1993; Perry 1998). It further assists the researcher to
gain valuable primary data from those who are in situ, which can give a richer insight
into what happens and why, while adding to the validity, reliability and applicability
of the findings (Carson et al 2000). Moreover, the process has rigour, provided by the
multi-staged approach that ensures that the themes developed are not taken from just
a single perspective of one person (Dick 1990b; Yin 1994; Pedler 1997; Perry 1998;
Carson et al 2000). The structure, as shown in Figure 3.2, is such that another
researcher could follow the same process and is likely to yield very similar results.
When combined with the subsequent data analysis it also ensures that valid outcomes
are achieved; as the data is analyzed using a series of data matrices based on the
analysis of the original transcripts of the interviews. In essence, using convergent
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interviews is a major strength in conducting qualitative research, as it is rigorous, yet
flexible; but it is also readily accepted by respondents, being both sufficiently
pointed in examining the situation, but flexible enough to examine emergent themes,
too (Yin 1989, 1993; Perry 1994). Nonetheless, as with all methodologies, there are
some limitations.
The first of these is the skills required of the researcher in using them, though this is
not an insurmountable one (Armstrong 1985). The second is the likelihood that the
findings of these interviews can be subject to bias, due to the inexperience and
limited understanding a researcher may have of the industry or organization in
question (Carson et al 2000). However, by recognising that convergent interviewing
is as a tool for data collection, rather than data verification, and that the researcher is
trying to determine the full extent of the issue(s) involved, go some way to
counterbalancing these limitations. Moreover, as noted by Armstrong (1985, p 28),
the process of convergent interviewing is a relatively straightforward technique that
can be: “…learnt and practiced by the researcher over two or three days….” Thus, by
practicing on friends, family and peers the researcher was able to learn and develop
the required skills to carry out the convergent interviews. There is a final limitation,
that it is a data gathering technique, a tool and not an end in itself (Carson et al
2000). It is important that the researcher use it in conjunction with another
appropriate methodology to be able to give the findings greater meaning. Therefore,
as it is a tool designed to explore and develop original and subsequent themes, it
needs to be demonstrated that the data gained is not just a subjective view of the
phenomenon under investigation (Carson et al 2000). In this sense, the use of
convergent interviews is tempered with the knowledge that these are used as a
foundation for the second stage of the methodology that of, multiple case studies
(Yin 1993, 1994). This limitation will be more fully addressed in chapter 4, when the
case study methodology will be discussed in greater depth.
3.2 Research Design
The research problem created for this research is: “How can Australian universities
become Learning Organizations?” To recognise other related issues, the convergent
interviewing process explored a number of industry experts from one of the four
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public universities, in Western Australia. In the next section the manner by which the
sample size was determined and how the members of the sample size were
interviewed will be described. However, before that is done, the six issues that
emerged from the first stage of the literature review will be presented.
From the first part of the literature emerged six issues relating to the already
identified research problem. These six issues were then explored as a part of the
convergent interviewing process, by developing and using a question, such as: “What
impacts does the use of Information Communication Technology have on your university?”

These questions were then used to explore all of the six themes using a standard
protocol, as shown in the convergent interviewing protocol.
Thus the following six issues were investigated, as a part of the convergent
interviews and are listed as follows:
1.
2.
3.
4.
5.
6.

Leadership
Innovation and creativity
Globalisation
Information Communication Technology
Resources
Academic Concerns

To be able to carry out the convergent interviews it was seen as appropriate to
interview a group of experts. This leads to the next section which is selection of the
sample of people to be interviewed.
3.2.1 Sample Selection
As the focus of the researcher’s investigation is on Australian universities, it was
deemed appropriate to gather responses, about the six themes, from Australian
universities. The justification for this is that, by using a range of expert people, from
one of the four public universities, based in Western Australia, these people would
provide valid and consistent views on the six dimensions as they relate to their
university. These convergent interviewees included people in positions such as the
Deputy Vice-Chancellor, a senior member of the executive staff of the university and
a number of senior academics. Furthermore, while the researcher attended a
conference in New Zealand, he was fortuitous enough to interview, the ViceChancellor of a South East Asian university and a senior academic from South
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Africa, thus providing an international perspective. In this manner, they could
provide sufficient responses to allow for a high degree of convergence to occur.
Consequently, the researcher used a number of existing relationships to carry out the
series of convergent interviews. This can be seen from Table 3.1.
Table 3.1 Profile of the respondents from the convergent interviews
Respondent

1

2

3

4

5

6

7

8

9

10

11

Gender

M

M

M

F

M

M

F

M

M

M

M

Age

31-

51-

51-

21-

41-

51-

41-

41-

51-

41-

41-

40

60

60

30

50

60

50

50

60

50

50

Role

Mid

Exec

Mid

Mid

Mid

Acad

Acad

Mid

DVC

Acad

VC

Years at uni

6

7

6.5

3.5

25

8

15

7.5

6.5

5

3.5

P/G

PhD

P/G

P/G

P/G

PhD

P/G

PhD

PhD

PhD

Qualifications P/G

Legend: M = Male, F =Female, Mid = Middle Management, Exec = Executive, Acad =
Academic, DVC = Deputy Vice-Chancellor, VC = Vice-Chancellor
(Source: Convergent interviews)

To complete each of the convergent interviews, the researcher e-mailed, rang or
asked people face-to-face, to participate in one of the convergent interviews. Each of
the interviews was approximately one hour in duration and was conducted at a time
and place of the respondent’s choosing. This data collection phase took
approximately three months, with a maximum of two interviews in a single day. This
allowed for ample time to both travel to each interview and to transcribe the recorded
data. This time period was extended due to the researchers own teaching
commitments and to the unavailability of some of the respondents, due to sudden
changes in their own schedules. This was a particular problem when interviewing
very senior members of the university, whose time was very valuable and who may
be called away to carry out some duty for the university at very short notice. Thus,
on a number of occasions some appointments had to be made again, before the
researcher and respondent actually met.
As the researcher was familiar with some of the people within the chosen university,
it was usually easy to get an interview with them. However, in some cases these
respondents volunteered the names of other people that they deemed the researcher
98

should interview, often ringing and making an appointment in the researcher’s
presence. Thus, the process began to gather its own momentum and gave the
researcher access to people who might have otherwise been unavailable or unknown
(Patton 1990). This process was based on the guidelines as suggested by Dick
(1990b).
3.2.2 Sample Size
As the purpose of convergent interviewing is to establish convergence, then the
sample size is not as important as ensuring that convergence has been reached.
Moreover, it should be noted while as few as six in-depth interviews may be able to
form a stable pattern of agreement, or disagreement; an overall stable pattern may
not be possible until this number has been reached or even exceeded (Carson et al
2000). In the process of completing eight convergent interviews, a high level of
convergence was reached. However, as there was one convergent interview still to be
carried out after the researcher had returned from the conference in New Zealand and
the opportunity presented itself to do two more convergent interviews during the trip
to New Zealand, the total number of convergent interviews stands at eleven. Thus, by
completing these extra three, they allowed for further exploration of a number of
emergent issues that came from the first eight interviews. These emergent issues
were later reinforced by others within the university and during a further review of
the literature written in 2001-2003.
3.2.3 The Interview Protocol
By using the themes previously identified in the literature review the convergent
interviewing protocol was developed. The six themes that emerged from the
literature review were the basis of the later developed standardised, to develop a
wider understanding. The protocol instrument was not a questionnaire, but rather a
framework used to structure the interviewing process. As the researcher was trying to
ensure that individuals gave their own understanding of each of the themes, the
questions posed were explicitly left open ended. While this could be open to
criticism due to the responses varying significantly, it is argued that the resultant data
is less open to a charge of being biased by the researcher’s own views, than if the
questions were phrased to elicit the response desired by the researcher (Philips and
Pugh 1987). The data, presented later, did have a large variety of answers to the same
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questions. Nonetheless, there is a high degree of consistency in how each respondent
answered, even allowing for the wide variety of positions and activities of the
various respondents. Moreover, to ensure that each interview was conducted in a
consistent manner, a pattern was set and followed for all interviews. This is set out
below.
As it is crucial that, the interviewer gain the maximum in terms of both the data and
understanding of each of the respondents, then the respondents must feel at ease and
by each respondent being at ease, this facilitates a more effective communication and
encourages the respondent to more readily share their perceptions about the themes.
This is in line with the steps designed and advised by Dick (1990b p 12-14), which
encourages the following:








To introduce oneself
Discuss more general matters before entering into the interview process itself;
thanking the respondent for both their time and the willingness to be involved
in the research process
Remind the respondent of the purpose of the interview, checking that the
themes were clear (this is based on the letter, email, the phone call or the face
to face conversation)
Confirm that the person is happy to allow the interviewer to use a tape
recorder to record the interview and an assurance that a copy of the transcript
will be forwarded to them
Assure them that their anonymity will be protected at all times
Ask if there are points about which that they are uncertain of and if necessary,
clarify the points to enable the respondent to fully understand
Finally, to ensure that they have a copy of the themes close at hand for ease
of reference, if required, during the interview

Consequently, each of the interviews was conducted in the same manner.
As Perry and Coote (1994) and Nair and Reige (1995) suggest, each question needs
to be a simple and as general as possible to give the respondent the confidence to
speak freely to the interviewer. So to ensure that the respondent was at ease and to
establish an initial rapport, a more general question was used (Dick 1990b). This
allowed the respondent to start discussing their views on any of the themes that they
deemed most appropriate to them and their situation. If they hesitated, then the
interviewer would use a question, to get them thinking and talking, such as: “What
does term globalisation mean for your university?” This allows the respondent to

marshal their thoughts and feel comfortable, as the question posed about the theme is
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common to many organizations. Also, by using a non-threatening question, one that
is common to other organizations and situations, this will allow the use of further
open-ended questions, designed to allow the interviewer to probe the responses
given, for further details or more critical analysis. Finally, the interview needs to be
conducted in a manner designed to ensure the maximum involvement by the
respondent.
Dick (1990a) suggests that by adopting a consistent pattern and manner, for each
interview, this will yield the best results and advises that the following are good steps
to ensure that. Dick (1990b, p 12-14) notes that by:







Establishing and maintaining eye contact
Displaying interest and listening closely to what the respondent is saying
Smiling expectantly if the respondent pauses
Encourage the respondent by using expression such as ‘yes’ or ‘really’
Using non-directive questions that encourage further development of the
respondents answer, such as ‘could you please elaborate further’ or ‘you were
saying’
Even referring back to comments previously made by the respondent

All of this allows for a more objective basis on which to assess what has been said
and ensures that each respondent explores, as fully as the one hour interview allows,
the themes under discussion. From the data thus gained, it is possible to triangulate
and clarify the meaning behind the words and thus more fully utilise the data when
developing the multiple sources of evidence, when adding this to the research
knowledge base (Yin 1993, 1994). Finally, it is important that the interview is
concluded in an appropriate manner as discussed next.
Each of the respondents was asked if there were any other points that they may wish
to add, before the interview was concluded, if not, then the interview was brought to
an end. Each respondent was thanked for both the time taken and their participation
in the research and the interview ended with a handshake. The respondents were
asked to what address they wanted their copy of the transcript of the interview sent,
and in all cases it was to their work address. At this point they were once again
assured of their anonymity and the confidentiality of their responses and a request
was made, though not in all cases, if their was someone to whom the interviewer
could be recommended, who would also be willing to be involved. This request
sometimes led the author to a number of people that, had the researcher not requested
101

a recommendation, would never have been part of the convergent interviews (Patton
1990). At this point, the respondents were thanked once more and the researcher left.
As each interview was audio taped, each interview was then transcribed to computer
disc and the results printed out, with a copy for the author as part of the data analysis
process and a copy for the respondent. On average each interview lasted for between
45 and 60 minutes, with the transcript averaging six to eight pages of single-spaced
12-point font. Each respondent was sent both a thank you letter and a copy of the
transcript and were encouraged to send it back with any amendments, if there had
been some inaccuracy in the transcription process. Only three were returned, with
corrections of minor typographical and grammatical errors.
3.2.4 The Data Analysis
As Carson et al (2000) note, using convergent interviews not only identifies areas of
commonality, they also identify areas of divergence. By using convergent interviews
it is possible to highlight themes not yet explained. Convergent interviews are
powerful tools that can be used to explore the rich data existing in the minds of
people, of which they maybe unaware. The resultant data is often very reach with
meaning and sometime contradictory views but as the transcripts are the words of
each convergent interview, Miles and Huberman (1994) recommend that the data be
analyzed by the process of pattern matching, using data matrices. Similarly, Burns
and Bush (2000) contend that this enables the researcher to examine not only the
themes originally identified, but also the unlooked for themes, that were identified by
respondents along the way.
The data will be presented, using data matrices, later in this chapter in section 3.4.
The use of these matrices to summarise the data, in a meaningful and coherent way,
allowed for the development of a standardised protocol to be used in the second stage
of the research using multiple case studies (Christensen and Hansen 1987). It should
be noted that, the use of people at senior levels can give the research a greater level
of credibility, as it is based on the knowledge of people who make decisions that
affect the long-term development and viability of their organizations and this is
crucial in identifying the themes for the second stage. Thus, the 11 transcripts were
used in the pattern matching process and, as each of the themes emerged from the
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responses to each question they were then placed into a table. Finally, to ensure that
researcher bias is avoided, the interviews were also analyzed independently by a
fellow Ph.D. candidate. A detailed description of that process follows in section 3.5.
In the next two sections, sections 3.3 and 3.4, is a discussion of the quality of the data
and the findings from the convergent interviews. In Section 3.4, there is a discussion
of the findings from the themes identified from the initial part of the literature review
and forms the basis from which the questions for the case study interviews are
developed and the themes to be analyzed.
3. 3: The Quality of the Data Obtained
To ensure that the data obtained is useful, it must be both valid and reliable. To this
end Yin (1994) outlines four tests used to measure outcomes from interview-based
research. As Yin (1994) notes, they are:
(1) Construct validity
(2) External validity
(3) Internal validity
(4) Reliability
As it is crucial to establish the goodness of the data, these tests will measure the
outcomes effectively however, what are these tests?
As Carson et al (2000 p8) points out, construct validity refers to “…the formation of
suitable operational measures, to examine the concepts under investigation”. In the case of

convergent interviewing, this particular criterion is satisfied, as it is flexible enough
as a process, to allow for the evolution of the construct. So, from these convergent
interviews a provisional model was developed to represent the construct of
Australian universities as Learning Organizations. This model is presented later, in
section 3.4.8.
External validity is concerned with the ability to generalise the data and any
subsequent findings, beyond the scope of the original sample (Yin 1993, 1994). This
was accomplished by asking a sample of ‘industry’ experts, to respond to a series of
questions and examine whether or not they give similar responses. This is based on
the assumption that, by interviewing a number of key people within a university this
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would lead to similar responses on the themes presented. From these responses there
is sufficient reason to accept that, this criterion is also satisfied. This, in turn, leads to
internal validity and reliability.
Internal validity, as Carson et al (2000 p 11) reminds, is the “…true nature of any
causality that is discovered.” In most cases causality is difficult to recognize and

catalogue, especially in such a complex situation as in the management and
development of a university. However, the cyclical nature of convergent
interviewing, with its inherent flexibility, combined with prior research into the
theory surrounding the themes, can go a long way to identify and establish general
causal linkages. This to helps confirm the goodness of the data and its subsequent
findings (Morgan 1983a, 1983b; Miles and Evans 1987 Christensen and Hansen
1987; Carson et al 2000). The internal validity, of this research, is evident by the
consistency of the responses and the number of times the same themes were
mentioned, during the course of the convergent interview process.
Finally, reliability refers to how consistently would the technique employed realise
the same results, regardless of the researcher used. This criterion can be said to be
well satisfied, as the process was followed rigorously by this researcher and if
followed in the same manner should yield similar data (Yin 1993, 1994). While it
must be noted that some variation will inevitably occur, this can be argued to be due
to the individualized nature of the process (Shipman 1997). Nonetheless, the
convergent interviewing technique can be accepted as reliable, due to the structured
way in which it is used (Yin 1993, Perry 1998, Stake 1994). In this research, the
process of convergent interviewing followed the standardised protocol as outlined in
section 3.2.3. Consequently, the findings can be taken as being reliable as they have
been shown to be consistent across the 11 convergent interviews.
In satisfying the four tests, as criterion for the quality and ‘goodness’ of the data, it
ensures that the process of convergent interviewing can be justified on the basis of
the resultant validity and reliability, thus making it suitable technique for the
exploratory research stage. On the basis of this justification and the fact that
convergent interviewing gives both the researcher and the respondent greater
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opportunities to more deeply explore relevant information and themes, this is the
rationale for the use of this methodology.
3. 4 Convergent Interviews: The results
The purpose of presenting these findings here, in chapter 3, is to demonstrate the
basis on which the questions used in the case study interviews were developed. The
questions developed from this data, underpin the later findings and conclusions
drawn and presented in chapters 4, 5 and 6. Thus, it is important that these findings
be presented and explained. The themes as established during the literature review
were as follows:
1.
2.
3.
4.
5.
6.

Leadership
Innovation and creativity
Globalisation
Information Communication Technology
Funding
Academic Concerns

Of the eleven convergent interviews, nine were conducted with the respondents from
one of the four publicly funded universities in Western Australia and the other two
were conducted with members of two international universities, one from Malaysia
and the other, from South Africa. The outcomes from these interviews were further
reinforced with discussions with members of the researcher’s own university and a
further review of the literature. The results of these interviews are presented in the
following data matrices and each time the same issue was mentioned by a respondent
it is denoted with an ‘X’, in the data matrix. After each of the tables is presented, the
theme itself will be discussed in more detail.
The responses of the convergent interviewees to the questions about the six research
themes as identified from the initial part of the literature review are presented as
quotes. It should be noted that not every word spoken by the convergent interviewees
are presented as the transcript of all the interviews ran to some 97 pages of A4 single
spaced typed words. Thus, only a representative sample of what was said by the
convergent interviewees is provided, to verify the claims made in each of the tables.
While the convergent interviewees sometimes used different words to mean the same
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thing and so, these were interpreted by the researcher and the fellow PhD candidate
to mean the same thing. Consequently, it is possible that some of the quotes may
seem disparate in content have, or convey, the same meaning as the others. At this
point the first of the research themes, leadership, is presented in section 3.4.1.
3.4.1 Theme 1: Leadership.
As leadership continually emerged as a key issue for organizations from the literature
review, leadership was seen as a key research issue for Australian universities as
Learning Organizations. Consequently, the answers to this question were seen as
crucial and so, each convergent interviewee was asked: “What does the term
leadership mean in your university?” The results are displayed in Table 3.2.
Table 3.2 Themes about Leadership
Leadership
1 2 3 4 5 6 7 8 9 10 11 Total
Leaders develop the organization
Leaders provide the vision
Leaders find/hire the best people
Leaders are at all levels
Leaders build trust & empower
others

x x x
x x x
x x x
x x
x x

x x x
x x x
x x x
x x
x x x x x
x
x x x x
x
x
x x

x
x
x
x
x

10
9
9
8
7

(Source: Convergent interviews)

In Table 3.2 it is evident that there were some consistent themes mentioned by many
of the convergent interviewees. For example, ten of eleven felt that leaders
developed the organization and, nine of those, felt that leaders had to provide the
vision of the organization. This was one of the first of the emergent research issues,
that of the vision of an Australian university as a Learning Organization. Another
key finding was that leaders find or hire the best people, leading to the second of the
emergent research issues, that of the role played by Human Resource Management in
an Australian university, as a Learning Organization. Moreover, the theme emerged
that leaders can be found at all levels and that the formal leaders have to develop
trust between themselves and their subordinates as well as empower people, if a
leader is to be effective. This can be seen from the following comments, given by all
eleven convergent interviewees.
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In response to the question, Convergent Interviewee 1 explained that, leadership was
at the core of getting things done, but it had to recognise that people do things
differently but in so doing, are still trying to achieve the same outcomes:
“We like to think we develop the leadership potential in people, but as you well
know, everyone is different and works in a different way. So, you have to make sure
that when you are leading that you are doing it in such as way that you do not force
your modus operandi on others, when they work better another way. So, I don’t
know what to say about leadership except that it is key. It is important and, as all
people operate differently, then we cannot force things upon them.”

For Convergent Interviewee 2 the theme was a very important one and had a great
deal to say about leadership, as the following quote shows:
“…There is a difference between management and leadership in that you can over
organize people and provide frameworks that give them no freedom and over
anticipate what they are doing. Leadership is about taking the time to sit back and
involve people, getting their opinions about what the future will be like.
Leadership has to have ability and the imagination to set a vision. To set some
broad strategies, rather than look at what we are doing day-to-day and not thinking
about where we are going. That’s the difference between leadership and
management, to understand at what level you are operating at and provide
appropriate model behaviour, if you want to be people oriented and take the longer
view. You have to provide the right direction.”

In the case of Convergent Interviewee 3, the theme of leadership is an intensely
personal one that is linked to a number of key personal characteristics:
“Probably the simplest concept of what I see that leadership is all about is that it is
about, judgement and character. A leader, or the leadership, must have good
judgement and character, so it is an intellectual skill to actually assimilate facts,
data, visions or whatever and say this is the way we are going. Because, if the
leader doesn’t do that and the leader doesn’t make that happen, then someone else
will, or the leader can’t be followed. Then there is the character, because even if
someone has great judgement, if they don’t have the character to match then they
cannot be a leader.”

Thus far there is some convergence in that leadership is seen as an important part of
how an organization develops. For example, Convergent Interviewee 1 notes that
people need some latitude in how they do things and that if leaders are too tight and
too restrictive in how they do things, the can stifle how people behave and respond
and thus dis-empowering people. For Convergent Interviewee 2, the need to build
trust and healthy relationships and demonstrate that subordinates can make decisions
with out fearing an adverse reaction and that people need to feel and be empowered.
Similarly, Convergent Interviewee 3 also talks and developing healthy relationships
with others which stems from, self knowledge and an awareness of one’s own
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limitations and strengths, another implicit view that people need to feel and be
empowered. Nonetheless, what do the others have to say?
In response to this question Convergent Interviewee 4 discussed the need for leaders,
regardless of what business they are in, to know what their business is about:
“Well, I guess the leadership aspect, from a ‘business’ point of view, is being able
to identify what a ‘business’ is all about and for this university it is about teaching
and research. Moreover, it is being able to identify the core competencies.
Deciding what the vision is and what are the boundaries. Then giving people the
skills and the freedom to be able to use them to work towards the specific goals
they want to achieve”)

The next convergent interviewee, Convergent Interviewee 5 noted the role that senior
leaders played in developing the leadership function and developing others to
become future leaders:
“The senior leaders, the executives, must assemble a capable group of individuals
to assist them in the process of leading. …So, it is critical that the senior people get
exposed to what is happening, when their organization are attempting to establish,
or bring some arrangement to fulfilment. Thus, one of the key things that separate
leaders from followers is the ability to establish a set of achievable goals or a
comprehensive vision.”

In response to this question Convergent Interviewee 6 drew on their own experience
with some they consider to be an effective leader and pointed out many of the
personal qualities that they thought a leader should have:
“…He was an enormously good man with people, not always soft, he could have a
laugh and a joke, but he was very, very good with people. He has a very sharp mind
as well and a great deal of intellectual courage. If something needed to be done, he
would get it done.”

When asked to respond to the question Convergent Interviewee 7 had very little to
offer in the way of an opinion as they felt that, as they did not consider themselves to
be a leader then their opinion was not based on experience. However, they did offer
this comment:
“One of the key things that I have observed in those people I have felt to be good
leaders, is that they tried to find the best people possible to do the job. Another
thing I noticed in my current Dean is her ability to get on well with people, empower
them and to get them motivated to do what has to be done. The final thing, that I
think makes a good leader is the fact that this Dean has a clear vision of where she
wants this faculty to go and what she wants it to achieve. So, for me, leadership is
about getting people to do what has to be done and do this by, empowering them
with a vision.”

The next convergent interviewee, Convergent Interviewee 8 (1998) and a great deal
to say on the subject, as can be seen from the following comments:
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“I’ll start with leadership…leadership is now about who is the leader and who is
not? The whole notion of work teams, empowerment, workplace democracy means
that a person who used to be at the top of the pyramid, who carried the whip and
got people into line, requires a different set of skills. It is now more collaborative
and closer. It could be best described as the age of influence rather than, the age
of assertion.”

To add to what Convergent Interviewee 8 said, Convergent Interviewee 9 (1998)
added the following comments about leadership and the role a university plays in our
contemporary society. This is one of the other emergent themes that came from the
convergent interviews. As Convergent Interviewee 9 stated:
“As you know, universities are very, very big places full of very bright people and I
think you have to distinguish between formal and informal manifestations of
leadership. …So, my view is that leadership, in an institution like a university, can
emerge at any level. You can have leadership from a post-graduate student or you
can have leadership coming from an under-graduate student. You can have
leadership from a technician or a lecturer or anywhere in the university. …When
people feel free to state their position, to make their case, to challenge the
leadership of the university, to face a particular situation, to respond with a
positive act of leadership…the word I am looking for is spontaneous.”

The views of Convergent Interviewee 10 accepted the need for leaders but took a
divergent view in as much as they did not see that leadership was necessarily a
generic skill. As Convergent Interviewee 10 stated:
“Now I am not one who believes that someone can lead in all situations. I believe
it is horses for courses. For someone who is to be a leader… then they need
certain technical skills and understanding, all of which comes from experience in
those areas. …I guess in my university our whole experience is to train people
towards leadership all of which is based on three things. One is, the personal
qualities of the person, the second is the organizational culture. Are they
comfortable with the organizational culture? The third is their technical abilities.
That is my view on leadership.”

In the case of the final convergent interview, Convergent Interviewee 11, defined
leadership more at the organizational level and that is, the leadership role played by
the university rather than the individual. As Convergent Interviewee 11 noted:
“I guess I see this university’s role is to provide leadership and to lead the
important debates in the community, whatever those debates may be. I think we
have done some of this well in the past but in other areas we have not. Thus,
leadership within a university is about developing it into a force to assist the longterm development of society and this leads me to the role a university should play.”

Thus, from these comments it was confirmed that leadership was a very important
research issue for Australian universities, as Learning Organizations, and for this
reason, was included as one of the research issues. These quotes also highlighted two
emergent research issues and these are:
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1. The vision of an Australian university as a Learning Organization.
2. The role played by Human Resource Management in an Australian
university, as a Learning Organization.
This leads to the next of the six original research issues, the use of innovation and
creativity in an Australian university, as a Learning Organization
3.4.2. Theme 2: Innovation and Creativity.
Even though there were a wide variety of responses to the question: “What does the
term innovation and creativity mean to you, in your university?” Nonetheless, there
were some common views that were repeatedly expressed as will be demonstrated in
the comments and as can be seen from Table 3.3 as shown.
Table 3.3 Themes about Innovation and Creativity
Innovation and creativity
1 2 3 4 5 6 7 8 9 10 11 Total
People crucial to the development of
innovation and creativity in universities
People need to be empowered and
encourage to use their innate
innovation and creativity
Innovation and creativity must be a part
of the organizational culture
Strategies to be in place to make the
best use of innovation and creativity
including hiring the best people

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

11

x

x

x

x

10

x

x

x
x

x

x

x

x

9
x

9

(Source: Convergent interviews)

The first theme was supported by all eleven of the convergent interviewees was that
people are crucial to developing innovation and creativity in universities. Moreover,
ten of the eleven felt that people need to be empowered and encouraged to develop
and use their innate innovation and creativity. Further, nine out of the eleven either
explicitly or implicitly noted that innovation and creativity must be a part of the
organizational culture. Thus, the third of the emergent research issues was
highlighted and that is the need for a supportive organizational culture, for an
Australian university, as a Learning Organization. Interestingly, another research
issue emerged out of these quotes and that is the role an Australian university, as a
Learning Organization, should play in our contemporary, global society as will be
shown by the comments of Convergent Interviewees 5, 9 and 10. Finally, another
theme emerged and this was the need to have the right strategies in place, including
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hiring and retaining the best people, to make the best use of the innate innovation and
creativity found within an Australian university, as a Learning Organization. Thus,
confirming what was found about the need for Human Resource Management to be
included as a research issue in the case study interviews. This can be seen from the
following quotes, starting with Convergent Interviewee 1.
For Convergent Interviewee 1 this was a key issue and one which also linked to the
purpose of Human Resource Management and to the need for a supportive
organizational culture, as can be seen in the following comments:
“Innovation and creativity are critical to the success of this university as with any
other organization. As we discussed under technology (Information Communication
Technology) it is rapidly changing and unless you doing things much better
tomorrow, then you are going to be left behind. So, our constant thrust is to
encourage people to do better. To go out there and find new and better ways to do
things and it’s changing daily.”

In the view of Convergent Interviewee 2 the need to have a relationship built on
trust, so as to free up people’s innate innovation and creativity, was crucial factor.
This was also linked to the issue of Human Resource Management and providing a
supportive organizational culture, as can be seen from this comment:
“There are a couple of ways of creating innovation and creativity one is to empower
and free up people by giving them information. If you give people information, you
then need to have three things if you are going to have change. Firstly, you have to
have a desire for change and you need to do have the information to do that, then
you have to see where you are going and then you have to have the medium (HRM)
to make the change happen. Unless you deal with all of those, nothing will happen,
nothing. So, you have to care for the people in this change process to encourage
and develop innovation and creativity. To make that work, it was very important,
in my view to build relationships to be successful. You make investments in people
and have to take the long-term view of how it will all work out.”

The issue of engaging people to marshal their innate innovation and creativity is
something that Convergent Interviewee 3 also noted, stating that:
“I think that one of the keys to developing and maintaining innovation and
creativity is…the spirit and souls of the organization, wanting the organization to
do well. To me it is what unlocks the right hand side of the brain, compared with the
left. You can have people doing things, both committed and doing things and if
creativity remains all in the right hand side of the brain then there is no innovation.
If you think of where all the creative change comes from, from Einstein down (to
today), they have all intuited the answers. They don’t know the answers. They all
intuited the answers. Then they had enough will and desire to go and send ‘armies’
from the left hand side of the brain to find the answer. To engage the right hand
side of the brain you have to engage their hearts and souls, not just their heads.”
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To this Convergent Interviewee 4 also focuses on the people side of innovation and
creativity as well as the need for the right kind of organizational culture, adding the
following observations:
“…There are two critical points related to universities, is that innovation and
creativity is a two edged sword, because what you need is focussed innovation, in a
university. You have to determine what the boundaries are, whatever the
parameters are, so that within those boundaries, you can give people absolute
freedom. You have to understand the ultimate goal, what sort of goal you want to
achieve and what sort of values that need to be in the organization.

The issue of Human Resource Management and the right organizational culture
are also aligned to the need for innovation and creativity, as can be seen in the
following comments made by Convergent Interviewee 5 who said:
“Innovation is essentially changing the way things are done in universities.
…What innovation is: is the preparedness to make those changes, to cope with it and
to plan for it. Having people who can contemplate change through excellent HRM
and therefore, are open to the idea of innovation and therefore, bring forward
innovative ideas and this is quite key to the whole issue. For example, what Bill
Gates says, reflects in part of the environment that exists inside Microsoft and inside
all organizations is, the organizational culture. It is no good simply deciding that
you need innovative people as you intellectual capital, you need and innovative
structure and processes (HRM) in which to operate.”

Unlike the previous five convergent interviewees, Convergent Interviewee 6 had
little to say on the issue but did offer this observation about the need for people to
make connections to one another:
“Providing people are talking directly with the people who know what is
happening then people can make use of innovation and creativity more effectively.
For example, say someone is talking to the world’s best researcher into a particular
problem then he is more likely to make use of a practice or process that he has had
an innovative or creative idea about.”

While Convergent Interviewee 7 noted innovation and creativity were crucial to
universities unfortunately, most staff was often too busy teaching, to be innovative or
creative:
“As I said earlier about the loss of general staff, it has made it harder for academic
staff, in particular, to be innovative and creative simply because of the ever
increasing workloads. I know that many of my staff would like to be more
innovative and creative but they simply don’t have the time. This university could
benefit from people being more innovative and creative but people are simply
overworked and cannot do anymore.”

As for Convergent Interviewee 8 they made some pithy observations, stating:
“The notion that innovation and creativity will solve it (the world’s many
problems) is an oft quoted one and that every organization (including universities)
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needs a unique sustainable advantage. …People are saying if we could only come
up with a really creative idea of a brand new product that we could sell to three
billion people this would be great and you sort of think: ‘hang on, it doesn’t quite
work like that!’ Let’s be rigorous about our systems and let’s be rigorous about
our processes and let’s be rigorous about our innovation and creativity.
…Having the senior executive team locked away in a hotel for the weekend with
butcher’s paper around the walls is, I think, just wishful thinking. Rather we
should be saying; ‘How can we maximise the capacity of this university? How
can we set up a Learning Organization? How do we create this and learn from
our mistakes? How do we tap into the people?”

Interestingly, Convergent Interviewee 8 was the only convergent interviewee to link
innovation and creativity with a university becoming a Learning Organization.
While Convergent Interviewee 9 recognised the need for innovation and creativity in
universities, they were critical of a perceived lack of it among the universities in
Western Australia, noting that:
“Well, I think that the one of the ongoing roles of universities is to be innovative
and creative. This is one of my criticisms of universities in WA (Western Australia)
is, that they haven’t gotten into the fields of mining and petroleum and exercised
their innovation and creativity enough. …It is in these areas in which WA (Western
Australia) universities should be being more innovative and creative in their
research and teaching.”

To this Convergent Interviewee 10 adds the following thoughts, one of which is that
universities, while inherently conservative, need to encourage their staff to be
innovative and creative as part of universities role in society:
“I am sure some of the best inventions come out of the application of innovation
and creativity. At universities they don’t come out of deliberate intention to do
something but as an incidental by-product of something, because the context has
been such that it allowed it to happen. …I suppose we are talking about these
things, we are talking about responses to emerging circumstances. So, there is a
vacuum that calls for innovation and creativity and that is the response.”

The final convergent interviewee, Convergent Interviewee 11 had something to say
about the need for innovation and creativity in universities but linked that to the role
that universities should play:
“…Really good innovative work often comes out of only one or two individuals.
So, it is better to reward that excellence than trying to establish a bureaucracy and
hope excellence will come out of that. I think that universities can establish areas
in which it can provide areas of excellence. …So, I think there is a role for
universities in trying to achieve that and trying to specialise in those sorts of
areas.”
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Thus, due to the comments made by the 11 convergent interviewees, innovation and
creativity were included as a research issue to be explored later, in the case study
interviews. This leads to the next of the original themes to be considered as a
research issue that of, globalisation and the impacts it is having on universities,
especially Australian universities.
3.4.3: Theme 3: Globalisation.
As the impacts of the last three decades of globalisation continue to impact on all
nations, organizations and people, including universities, the following question was
posed to all of the convergent interviewees: “What does term globalisation mean for
you in your university?”
Table 3.4 Themes about Globalisation
Globalisation
1 2 3 4 5 6 7 8 9 10 11 Total
Higher education now a
global commodity
Living in a global economy
High number of overseas students who
are used to increase the income of the
university
Uni courses on-line
Uni teaches offshore

x

x

x

x

x

x

x

x

x

x

x

11

x
x

x
x

x
x

x
x

x
x

x
x

x
x

x

x

x

x
x

10
9

x
x

x
x

x
x

x
x

x

x

x
x

x
x

8
6

(Source: Convergent interviews)

While the issue of globalisation is still highly controversial, due to its many different
theoretical viewpoints and definitions (Held, McGrew, Goldblatt and Perraton 2000),
there was a high degree of commonality among these findings. Notably, that there is
a global economy in which nations and organizations operate and this was no less
true for universities. For Australian universities, which have still operated in a
relatively regulated and ‘protected’ environment, the issue of globalisation has
become important because international full fee paying students represent a
significant source of income (Maslen 1998c; Pratt and Poole 2000, Gallop 2002).
Moreover, the competition to provide higher education has become a key concern to
many Australian universities as other providers both public and private, enter the
market (McConville 2000; Marginson 2000; Pratt and Poole 2000).
This can be seen from the comments of a number of the convergent interviewees. For
example Convergent Interviewee 9 who said, about globalisation that:
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“In terms of globalisation… what it means to me is that we are no longer setting
our horizons locally. That is, the university is servicing only the state of Western
Australia, but we have to think in terms of a university that is servicing the world
in education. Now that means that we will receive students from around the
world to study here….”

This thought is carried on by Convergent Interviewee 3 who added, that:
“I am just not sure how globalisation is going to work with universities. If you get
the Harvard’s and Stanford’s of the world deciding they are going to be a world
university and offering degrees externally, on-line or even face-to-face contact in
other countries… that would give us heartburn. I don’t think they will actually do
it. They don’t need to …people come to them. I think some lesser-known
universities will try to get into the global market and as we have seen here in
Australia, Monash wants to be a world leader. They’ve set up a campus in KL
(Kuala Lumpur, Malaysia)….”

To this Convergent Interviewee 4 added that:
“In relation to globalisation…firstly, the university understands that it is working
in a global environment and is doing a number of things to address it. One of them
is the issue of internationalisation, which is quite different to globalisation by
looking at curriculum issues and whether or not we are preparing students for the
international market, with generic skills, specialist skills and content. …There are
those sorts of issues, but then there are the bigger picture issues, such as using online. …Our own on-line program has forced us to have a look at…the issues
associated with globalisation. ”

In the case of Convergent Interviewee 5 the answer was fairly simple, explaining
that:
“Globalisation to me means being part of the international economy and of
basically, taking an international perspective. First because…a number of our
graduates will work overseas…so they will need to be more conscious of what is
happening outside Australia… Secondly…the fact that a significant proportion of
our students, thirteen to fifteen percent of our undergraduates, are from
overseas….”

Similarly, Convergent Interviewee 6 (1998) also saw the matter in simple terms,
adding that:
“My idea of globalisation is more the internationalisation of trade in goods and
services. Then if we are going to talk about education being one of the primary
services of international trade in terms of the billions of dollars it brings in to the
country each year...”
To add another thought to this issue, Convergent Interviewee 8 said:
“By globalisation you obviously mean…where we are looking is how we are
offering our course beyond the mere boundaries of Perth (Western Australia).
Globalisation means we have to be conscious our product is going further than the
Perth market and also other providers are coming into our market...”

To put an international perspective to this the Vice-Chancellor of a Malaysian
university, Convergent Interviewee 11 noted that:
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“…Universities cannot ignore…the influence of globalisation. …Globalisation is
all about competition and how do prepare students for that, in terms of the
organizational culture, structures and behaviours. Universities must, whether they
want to or not, come to terms with it. Let’s take the case of Malaysia, we may take
the…view that we only want to be a local university, but we cannot avoid…the
emergence of foreign campuses, coming into Malaysia, for instance….”

Thus, from these comments, and those of Convergent Interviewees 1, 2, 7 and 10
who have not been quoted, thus far, globalisation was seen as a key research issue
for the thesis.
Of the 11 Convergent Interviewees all 9 from Western Australian noted that, there
was an increased dependence for their university on overseas student numbers for
increased discretionary income. For example, Convergent Interviewee 1 noted that:
“For us, though, the single biggest market is Singapore and there are the attempts
by the Singapore government to keep its students at home. Increasing the number
of places, as Singapore is in the process of establishing the new ‘business
university’ and that will clearly impact on us…. The Singapore government has
recently increased its budget for education. It is the only area into which it has put
more money recently. …To try and counter that we have a strategy of running
programs offshore…we are running in Hong Kong, Malaysia and Singapore….”

Convergent Interviewee 2 also noted the impact that foreign full fee paying students
had on many Australian universities, adding:
“At the same time, we are seeing changes in the market in Asia so that, students
who used to come here, for three and four year courses, are now really
questioning whether they can perhaps do some of their courses in country, then do
a year or two abroad in Australia. There are also Australian universities
establishing offshore operations so that… these students…are able to get their
education in their own country and, some times, in their own language. Sooner or
later, we are going to get the Internet in there as well, that is an issue.”

Similarly, Convergent Interviewee 3 also noted the reliance that schools in the
university, especially the business school, had on overseas full fee paying students:
“…We have a large full fee paying component to our budget. …We have the most,
so we are the ones to be hurt the most effected and vulnerable to the changes (the
Asian economic meltdown). So far it hasn’t hurt us and so far, the Australian dollar
continues on a downward slope and makes us more attractive than the US and the
UK.”

The response from Convergent Interviewee 5 also focused on the number of full fee
paying offshore students attracted to the university, stating:
“…We have to take into account the fact that a very significant proportion of our
students, 13 to 15% of our undergraduates, are from overseas….”
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Similarly, Convergent Interviewee 6 also commented on the high number of overseas
students coming into their business school, stating that:
“…Going from numbers in the faculties of the university, especially us, as we have a
high number of students from South East Asia on our rolls, but the university, as
a whole, has a 20% component of overseas (full fee paying) students.”

This was something that Convergent Interviewee 8 also noted:
“…One of the ways we are raising the extra funds is…increasing the number of full
fee paying students coming through. We have some twinning arrangements
onshore with a local college. …We are now discussing similar arrangements with
a number of other private colleges…in Perth (Western Australia).”

Finally, Convergent Interviewee 9 added this wider comment:
“…We are not simply cutting (costs), we are looking for additional sources of
income and it is just unfortunate that, the Asian financial crisis came at the same
time. But, nevertheless, so far we have been fortunate that student numbers
haven’t dramatically decreased in that region….”

These quotes provide the links to another two key issues for the reasons behind
Australian universities going global. All nine of the Australian respondents noted
that the key reason for the increasing number of full fee paying international
students, regardless of whether they were taught on of offshore, was to increase the
university’s income. This was almost always attributed to the sustained funding
reductions experienced by Australian universities during the last decade and a half.
This was further supported by the comments of the high number of international
students on campus in Australia and the reliance that, the university has on a small
number of markets within South East Asia. Added to this are the efforts that the
university has made to put courses on-line to increase the accessibility of the
university and it is this issue of accessibility that was one of the emergent themes that
later forms part of the second stage research issues. As the two international
convergent interviewees had very few overseas full fee paying students in their
student cohorts, they had little meaningful to add to the previous comments. The next
theme to be covered is that of the use of Information Communication Technology.
3.4.4: Theme 4: Technology- Information and Communication Technology
When asked: “How is Information and Communication Technology used in your
university?” there were some very interesting responses, as will be seen.
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Table 3.5 Themes about Information and Communication Technology
Information and Communication 1 2 3 4 5 6 7 8 9 10 11 Total
Technology
Face-to-face teaching best method
On-line teaching as an adjunct to
face-to-face teaching
On-line uni’s seen as a threat
Own uni has on-line courses
Students prefer face-to-face

x x x x x x x x x x
x
x x x x x x x

x
x

11
9

x x x x x
x
x
x
x x x x x x x
x x x x x
x
x

x

8
8
8

x

(Source: Convergent interviews)

There was one theme that was supported by all 11 convergent interviewees and that
was that people learned best, in a face- to-face situation. This is of particular note as
only three of the respondents were full time academics who spent a significant
proportion of their time teaching, the rest were usually involved in administrative
functions of one sort or another. Moreover, nine of the eleven convergent
interviewees saw the use of on-line as an adjunct to face-to-face teaching when faceto-face was available or as an alternative, when face-to-face was not, due to the
person being unable to come to a university campus. Some of the convergent
interviewees noted that on-line represented both a threat to their own universities or
an opportunity to increase student numbers and increase student accessibility. So,
from these comments emerged another research issue that of the accessibility of
Australian universities, as Learning Organizations. This can be confirmed by the
following quotes.
The first of these comes from Convergent Interviewee 1, who said:
“…We are making our own faltering steps with our on-line (programs).
The idea being one can study from a distance, going beyond the old traditional
external study mode. …The issue… is, whether we are overwhelmed by the high tech
of it all, especially in light of the fact that institutions all over the world have already
done it. For example, you can now get a Harvard or Yale degree on-line here in
Perth. … I think that, at the end of the day there are lots and lots of students who
prefer to sit down with a teacher and sit in a lecture, than sit in front of a screen. I
think face-to-face is better.”

This view is further confirmed by, Convergent Interviewee 2 who added that:
“…This comes from our own on-line initiative…we think that there are some
really great opportunities on the net. …There are some Luddites that are saying
technology (Information Communication Technology) will be the death of
universities but…I don’t believe that the net will replace uni’s and face-to-face
teaching, rather it will be an adjunct to it all. … I can’t see how you can get your
MBA without knocking on the door of a uni and being seated in a room, where
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they can talk to lecturers, tutors and peers. …So, I see technology (Information
Communication Technology) as an aid, a partial delivery method but not, as a total
delivery method.”

This thought of Information Communication Technology being an adjunct, rather
than a replacement of face-to-face, is also brought out by Convergent Interviewee 3
who explained:
“One has to be more careful how one uses technology (Information Communication
Technology) and, I think, we are at the moment using it as an aid in areas like
accounting and marketing…we are also starting to think about putting courses online. …I guess technology is here to stay but I don’t think technology will ever
replace face-to-face… you can’t put everything in the university on-line.”

When asked about why students preferred to have face-to-face teaching rather than
on-line Convergent Interviewee 5 added:
“I see overseas students even more than Australian student, prefer to turn up to
class. …Cultural expectations. They are accustomed to being told what to do. You
can do some of this stuff on-line, that’s for sure, but it is not quite the same.”

Student’s need for face-to-face teaching, over on-line, was also supported by
Convergent Interviewee 6 whose experiences showed the problems of relying on online only, when they stated that:
“We tried putting overheads and notes on-line and found that students did not
learn as effectively as they assumed that was all they needed to know, rather than
as a supplement to what they needed to know. My on-line experience has been a
negative one as I have found students learn best, face-to-face and not on-line.”

Convergent Interviewee 7 also supported the notion that student’s preferred, face-toface teaching, over on-line, noting that:
“…There is certainly an issue with technology (Information Communication
Technology) which means that we need to think very seriously about it, if we want
to broaden our offshore and on-line approach. The other thing is the human
aspect as there is definitely a strong perception, by internal students (students who
attend a campus) that they want face-to-face contact. They don’t just want to sit in
front of a computer.”

In support of this view, for face-to-face teaching rather than on-line, as students
preferred way of learning, Convergent Interviewee 8 said:
“My opinion on lectures is that they serve a very useful purpose. I think that there
will always be a need for lectures. In fact, as human beings, we have a need…to
interact with other people. Also, I hear other people talking about what the topic
might be, rather than sitting in front of a machine, or downloading it. …So, yeah,
IT (Information Communication Technology) is an adjunct…. …What I am saying
is, where they can’t get to lectures then there is no choice but, for students who
can get to lectures, yeah I see it very much as an adjunct.”
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Furthermore, Convergent Interviewee 9 also noted the problem of increased studentto-staff ratios, due to a lack of federal funding, and how that impacted that on
teaching methods, stating:
“…I think we will always have a need for small groups who can interact with a
tutor. The challenge really is the way we do that within the funds (federal
government funding) available and, new technology (Information Communication
Technology), once again, makes that possible. Where you have ‘chat rooms’ or email groups, with a tutor commenting on the side if necessary or appropriate.”

Finally, Convergent Interviewee 11 also noted that Malaysian students preferred
face-to-face teaching, yet accepted that the on-line had its place, stating:
“I think it is the issue of access. We obviously cannot run away from the face-toface teaching as it has a certain charm to it…you know we are human and
therefore want to learn in a context and contact other humans. So, face-to-face is
the ideal way still but, on the other hand, there are certain things that face to face
cannot deliver, such as computer modelling. …What is important is that
universities cannot afford to ignore technology (Information Communication
Technology…I can see the potential of developing the technological base to
support the learning…. This comes back to the massification of higher education,
with part time and external students who are increasingly entering the higher
education market.”

Thus even in countries such as, Malaysia, the issue of on-line learning versus face-toface is an issue.
These quotes are the basis for including Information Communication Technology
as one of the research issues, as the use of such technology has the potential, when
used appropriately, to increase the learning capability of Australian universities as
Learning Organizations. Also, during many of the interviews, as shown by a number
of the quotes, the issue of accessibility to a university, either through on-line of faceto-face in a students home country or on the campus of Australian universities,
became another research theme that emerged from the convergent interviews. The
next theme addressed is that of Resources or the funding of Australian universities.
3.4.5. Theme 5: Resources
The issue of funding constraints was very evident from even the earliest and briefest
reviews of the literature. Thus, the lack of funding for Australian universities was
seen as an important reason why Australian universities may have difficulties in
developing into Learning Organizations. Consequently, the question posed in the
convergent interviews was: “What constraints, if any, has the reduction of funding,
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from the government to universities, had on your university?” This can be seen from
both Table 3.4 and the comments made by the convergent interviewees that follow.
Table 3.6: Themes about Resources
Resources
1 2 3 4 5 6 7 8 9 10 11 Total
Continued funding cuts to uni’s
x
Overseas full fee paying students
x
used to offset funding cuts
Increased student numbers
Developing other income streams: such x
as joint ventures and offshore teaching
to increase income

x
x
x

x
x

x
x

x
x

x
x

x

x
x

x
x

x

x

11
8

x
x

x

x
x

x

x
x

x
x

x
x

x
x

8
8

(Source: Convergent interviews)

The first finding, and one that is unanimous, is the fact that there are continued
funding cuts to the higher education sector and not only in Australia, but also
elsewhere in the world. This was testified to by Convergent Interviewees 10, who
came from South Africa and Convergent Interviewee 11 who come from Malaysia;
as this is evidence that the issue of funding cuts is not restricted to the higher
education sectors of the developed world. This is seen from the following comments.
When answering this question Convergent Interviewee 1 noted the impact funding
cuts in Australian universities had had on student numbers, observing that:
“I think this leads to the next question about staff numbers and so on, about
students ratios blowing out. This is one of the most serious problems facing
universities today (due to the funding cuts), because it will inevitably impact on
standards unless something is done to halt it.”

The problems of created by the funding cuts are not just confined to the teaching
areas of Australian universities. For example, Convergent Interviewee 2 said:
“My office is not involved with student related activities but rather, buildings and
grounds, financial services, campus services, which is very broad and diverse….
However, something separate to that has been dominating my life has been the
commercial partnerships and financial activities of the university, which are a
direct outcome of the strategic changes the university is undergoing. …The
funding cuts (by the federal government)…have caused a fundamental rethink in
all Australian universities. In some areas all the universities are doing similar
activities, some in competition for international students… almost all Australian
universities, are looking to increase their numbers, or their (market) share, or
overall international student numbers.”

This is another example of where enrolling more international full fee paying
students has been used to provide increased income, because of continued funding
cuts.
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To this, Convergent Interviewee 3 adds the following comments:
“…Where we have been particularly successful is in Hong Kong with our MBA
program. Now there we simply developed a program that was attractive to potential
students and so, we able to push the MBA to students who were going into China
pre the 1997 takeover. …Our undergraduate programs in Singapore and Kuala
Lumpur (Malaysia) are successful…. We are working with an established college,
which has other programs that they were pushing more aggressively.”

Nor was Convergent Interviewee 3 alone in discussing the funding cuts to Australian
higher education, Convergent Interviewee 4 added these insights:
“You never have enough money in education, as people can always think of ways to
spend it…but can they find ways to earn it, is another matter entirely. This
university is very DEETYA (Department of Employment, Education and Training and
Youth Affairs) dependent for its income. …The full fee paying courses were
introduced this year for the very first time, but it was very much due to the
pressures of DEETYA. … We have always had a healthy number of international
students anyway, so we’ve been able to supplement our DEETYA income that
way.”

As Convergent Interviewees 5 and 6 have already made similar comments, in section
3.4.1, the next comment is from Convergent Interviewee 7, who said that:
“…Yet, at the same time, we are seeing the level of funding shrinking at the
schools and everyone is complaining that we are not getting the support we used to
have. For example, we have lost half of our general staff.”

However, Convergent Interviewee 8 discussed the increased numbers of full fee
paying international students, joint ventures and offshore teaching, noting that:
“…In Hong Kong we’ve been operating the MBA program for nearly four years
and in Singapore, with our partners there…with our Malaysian partners it’s about
five years as well…. Of course we have been bringing student’s on-shore, into the
program in Perth, for many years now, about eight or nine years…this is one of
the ways to raise extra funds by increasing the number of full fee paying
students….”

To this Convergent Interviewee 9, added these comments:
“We are entering into an arrangement with a business group in Malaysia who
established a college there that will be delivering some of our courses. …We are
also delivering a very successful MBA program through Hong Kong into China
and it is delivered in both English and Mandarin.
…There has always been funding shortfalls and there has always will be…. For
example, if it was $30,000 per student, you were being provided with (by the
Australian Federal government) it would be totally different than, if it were $5,000
per student that was being provided. After all, there is a level of cost in education
after which it is not possible to provide education at all….”

To this point, the focus has been on Australian universities but, as this thesis
contends the cuts to funding is not just an Australian issue, but rather it has impacts
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worldwide then the views of a South African Professor and the Vice–Chancellor of a
Malaysian university will be presented at this point.
In the case of the South African Professor, the same funding problem was of great
concern. As Convergent Interviewee 10 stated:
“Well, let me say just a few words on the internal changes to higher education in
South Africa. Firstly, the election of a democratic government in South Africa, we
have suffered the problem of the massification of higher education, something for
which we were totally unprepared. This means that people were no longer excluded
from higher education on racial grounds…. …After the election of the Mandela
government, the other African nations began making increased demands on the
South African higher education system…but we have to make do with the current
levels of funding and with increased student numbers. So, we have more students
who are demanding the same quality of education as before.”

Nor was the South African Professor alone in these views as the Malaysian ViceChancellor, Convergent Interviewee 11 (1998), said:
“We are having the same problems as everyone else, the push towards
corporatisation of universities in an effort to make them more competitive and selffunding. This of course is easier said than done. However, as the government of
Malaysia has a policy of providing high levels of access to its people, it is still
funding the higher education system, but not as generously as it did before.”

These comments all add credence for accepting the issue of resources or funding as
one of the research issues for Australian universities, as Learning Organizations.
3.4.6. Theme 6: Academic Concerns
To assess the credibility of including academic concerns as a part of the overall
research issues, each of the convergent interviewees were asked to respond to the
following question: “What, if any, academic concerns are there in your university?”
This issue is addressed in Table 3.5 and the comments made by each of the
convergent interviewees, which are presented next.
Table 3.7: Themes about Academic Concerns
Resources
1 2 3 4 5 6 7 8 9 10 11 Total
Increased staff to student ratios
x
Increased teaching loads
x
Increased academic administration x
Decreased thinking time
Decreasing number of support staff

x
x
x
x

x
x
x
x

x
x
x
x

x
x

x
x
x
x

x
x
x
x

x
x
x
x

x
x
x
x
x

x
x
x
x
x

x
x
x
x
x

11
10
8
8
6

(Source: Convergent interviews)

While some of these concerns mirror things already commented on the earlier
sections, there are some issues that are worthy of covering again or highlighting, as
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they have not been covered. For example, the issue that increased student ratios has
led to an increase in teaching loads and, this has increased the pressure on academics
to teach more people at a similar standard and quality but all with fewer resources.
This can be seen in the comments of Convergent Interviewee 1 who stated:
“…This leads to the next question about staff numbers…about student to staff ratios
blowing out. …We have already had people (academic staff) who are moving away
from two one-hour lectures and one-hour tutorials to, two lectures and a tutorial
every couple of weeks (due to a lack of teaching and support staff). The pressure for
large group teaching is increasing.”

In Convergent Interviewee 2 response they focused the problems of increased student
numbers leading to increased academic administration, noting that:
“The percentage of international students (full fee paying) would be 15%
university wide. That puts us on the very high end of the universities in Australia.
…This is certainly something that impacts on their (academics) time. At the
Academic Council and other forums, there has been discussion on the demands
placed on academics time, filling in forms and providing information. I have often
heard that the time for research has gone down, the teaching load has gone up,
the administration demands have gone up….”

For Convergent Interviewee 3 the problem went to the very purpose of being an
academic and that is to teach and research at a very high level, explaining that:
“My fear about the way universities are going is that we will end up like high
schools, where we are going to have a whole bunch of people sitting in big room,
maybe with desks, maybe with partitions, teaching 18 hours, or more, a week.
They are worrying about their DOTT (duties other than teaching) time and
goodness knows what else and they have just lost that freethinking ability. They
are thinking about the next class…and not really just sitting back and thinking
about anything else, other than their teaching.”

To these comments Convergent Interviewee 4 added the following thoughts:
“I’ve have been in (higher) education since Dawkins, or just prior to Dawkins (a
former Federal Minister for Education, during the late 1980’s) and since then, there
has been an explosion in the number of students in (Australian) universities.
…The university has deliberately overenrolled, so that the same number of dollars
and staff are now teaching more students. There has been a slight increase in the
number of academic numbers to cope with that, but not significantly. So, I would
suggest that the staff-to-student ratio has increased…. …There is always a
problem for academics with an increased teaching load and…there are more of
the administrative type tasks for academics to do each day. …Some people actually
elect…to forgo their research time over summer and do extra teaching… and get
extra money and therefore, not have their research time.”(Full quote is in Appendix
3)

Convergent Interviewee 5 also supported these views and added that:
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“…There is no question that teaching loads have gone up, and that staff-tostudent ratios have gone up and that, tutorial sizes have gone up. …There is a lot
of concern amongst academic staff about the time they have to spend on
administration type things these days. The whole quality agenda and reporting and
leading and having to put in bids for grants, all of which is very labour intensive
and time consuming. Another effect of the resources (funding cuts) situation is
that, we’ve reached the situation where, in order to do this thing, something else
has go to go.”

Convergent Interviewee 6 also noted that increased workloads were a problem:
“…I would say that we have high numbers of students coming from South East Asia
… the university as a whole has a 20% component of overseas students (full fee
paying)…. …I have 180 students in one unit and 80 in another and I do all the
lecturing and the tutorials so I have a reasonably heavy workload, in total.”

While some of what is said by Convergent Interviewee 7, an academic, has already
been presented, there are other thoughts that add increased relevance:
“…We are seeing the level of funding shrinking at the schools and everyone is
complaining that we are not getting the support we used to have. For example, we
have lost half of our general staff. We have to do our own typing; our own
photocopying…it is shocking. …I don’t think it is a good use of our time and
resources. You should be writing papers and doing research, which is what your
job is about….”

Convergent Interviewee 8 paints an even bleaker picture, due to the chronic staff
shortage, explaining that:
“Its true, there are more and more demands being put on academics, for research
and helping out in administration and also doing effective teaching. …Clearly in a
teaching area, small group teaching essentially means larger teaching loads
unless we’ve got more resources, in terms of staff. Financially that’s difficult…but,
unless we are prepared to teach double the amount of hours, there is a limit to how
much we can do, with our current level of staffing.”

The comments of Convergent Interviewee 9 (1998), the Deputy Vice-Chancellor,
were even less encouraging stating that:
“…If governments continue to cut funding, so will our staff to student ratios
continue to rise and, it is going to become more and more difficult. …Firstly, we
will be setting courses that are based at overseas universities, as well as our own
agencies. This will mean our staff will actually go overseas and teach students in
their own home countries….”

Thus, there is a unanimous view that the ongoing funding cuts have increased
student-to-staff ratio, increased teaching loads and the demands on academic time to
complete administrative matters, while decreasing the time available for research.
Convergent Interviewee 10, a South African professor, also supported these views,
stating:
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“We have had this massive influx of student numbers into a system,
designed to take only the cream of the cream and they, generally, have been white
South Africans only. So, we now have 123 teachers training colleges that…turned
out teachers according to race and so, we have a massive duplication of teaching
facilities we no longer need. Added to that, we have teachers…who have not
received a level of training to make them capable of teaching in the new South
African education system, as they were trained only to provide basic primary and
secondary education. Now we have all these teachers who need to be retrained to
bring them up to a standard that will see them capable of training the students of
the future.”

Finally, Convergent Interviewee 11, a Malaysian Vice-Chancellor, also confirmed
the problem of too many students in the system by stating:
“…There are increasing numbers of people who are coming back to higher
education, including teachers who want a refresher course. …To me…we are
there to train and educate as many of the population as we possibly can. It used to
be…what percentage of the population we wanted to have access to university
education, now we need to think in terms of just how many we can train overall. So,
higher education is not just for the top 10% of the population and that is starting
to happen in Malaysia especially with foreign universities operating inside the
country. …This comes back to the massification of higher education….”

Thus, all the interviewees demonstrate that there has been a profound change in the
nature of higher education, as the burgeoning numbers of students put pressure on
the staff and system, trying to do more with less, something demonstrably not
possible.
It is crucial to note that on these topics there was a unanimous consensus and this is
highly revealing. The reason this is noteworthy is that, the purpose of an academic is
to teach and research to a very high standard and to be a ‘trustee of thinking time’
(Thomas 1999). Thus, the continued reduction of funding has had a major impact on
the ability of the academic community, as a whole, to carry out these primary roles of
a university. Thus, from this came the emergent theme that of, what is the role of a
university today? Moreover, as these issues were seen as interlinked, primarily due
to the systemic decrease to the overall funding to Australian universities, then the
role of a university was included as a research issue.
As it is evident that many of the academic concerns raised by the convergent
interviewees have their roots in the continued funding cuts to higher education in
their respective countries, it can be argued that they are a result of this significant
change to national governments policies on higher education. So, while there is much
that recommends the inclusion of academic concerns as a research issue, the
researcher on balance and weighing up the validity of what may have been found, as
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a part of Australian universities as Learning Organizations, deemed that it was better
to include it under the research issue of funding. The reason for this is many of the
issues identified in the funding issue were also identified in the academic concerns
and it was seen that much of this was being repeated but was not necessarily
immediately germane to the overall research question. Nonetheless, the researcher is
aware that this is a research issue worthy of more study and needs to be addressed as
part of the post-doctoral work the researcher intends to pursue. Consequently, the
research issue of academic concerns does not appear as a separate issue but as the
comments made by the case study respondents show, many of the problems faced by
academics were drawn out.
3.4.7 Five Emergent Themes
One of the strengths of the convergent interviewing process is that people will often
make mention of things that other methodologies may not be able to capture. This is
evident in this research as the researcher had started off with a number of specific
themes that had emerged from the first phase of the literature review. However, there
were others that did not become evident until the convergent interviews took place
and they were repeatedly mentioned, as shown by the previous quotes. Thus, there
were five themes that emerged and deemed important enough to be later included as
research issues about how Australian universities can become Learning
Organization. These five themes that are part of the second phase of the research are:
1. Accessibility to Australian universities
2. The role in society of Australian universities, as Learning Organizations
3. Effective Human Resource Management functions in Australian universities,
as Learning Organizations
4. The vision necessary to guide Australian universities, to become Learning
Organizations
5. The kind of organizational culture is necessary for Australian universities, to
become Learning Organizations
These five themes were then integrated into the original six themes and re-examined
as part of an ongoing literature review for the second phase of the research using
multiple case studies.
3.4.8: A summary of the research issues thus far
As a part of the early phase of the literature review a number themes were evident
and these became the initial research issues of the first stage of the methodology, the
convergent interviews. These research issues were:
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•
•
•
•
•
•

Leadership
Innovation and creativity
Globalisation
Information Communication Technology
Resources
Academic Concerns

As can be seen from the preceding sections, there is a very solid basis for the
inclusion of these as major research issues in the second stage of the methodology,
the convergent interviews. However, as previously noted at the end of section 3.4.6,
the last of the themes noted above, Academic concerns, was deemed to be a subset of
the larger research issue of resources. Thus, this theme was not included as a part of
the research issues for the convergent interviews. Moreover, the comments made
during each of the convergent interviews were replete with ‘proof’ as to why these
themes should become research issues of the larger question of “How can
Australian universities become Learning Organizations?” Further, during the
course of the 11 convergent interviews other themes emerged and this is one of the
advantages of this methodology when endeavouring to develop a better or more
complete understanding of a current phenomenon, that is only partially understood or
about which there is little information currently available. Thus, by using the
convergent interview methodology, as a first stage, the researcher was able to
identify a number of themes and links between themes that had not been identified
during the literature review.
During the literature review the researcher had already noted the need for a vision, as
an important part of the way in which organizations functioned. However, it was
thought better to see if that point came out from the convergent interviews and then
that could be developed as a separate research issue in the second stage of the
research, during the case study interviews. Similarly, the need for an effective
organizational culture had already been noted in the initial phase of the literature
review but rather than overwhelm each respondent with too many themes for them to
comment on, it was deemed better to see what ‘emerged’ from the interview process.
Furthermore, after each of the themes emerged the researcher went back to the
literature to verify the importance and relevance of each of the themes to ensure that
their inclusion was warranted as a research issue. Subsequently, there were a number
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of themes noted by the researcher in the initial phase of the literature review and
others that have emerged, these will now form a part of the overall research issues, as
examined in chapter 4.
To this point no model has been presented and, while much can be inferred from the
comments made, a model will enable the themes that have been identified, thus far,
to be drawn together in a meaningful way. The model, as presented in Figure 3.1 is
not to be seen as the final one, as there were themes identified during the course of
the convergent interviews that will form other research issues as part of the case
study interviews, to be conducted in the second stage of the methodology. At this
point the model consists of the six following themes:
•
•
•
•
•
•

Leadership
Innovation and creativity
Globalisation
Information Communication Technology
Resources
Academic Concerns

Research issue 1
Research issue 2
Research issue 3
Research issue 4
Research issue 5
Research issue 6

Consequently the model presented in Figure 3.2 shows ALL six themes as research
issues though, as stated at the end of section 3.4.6 that many of the Academic
Concerns, research issue six, were deemed to be a result of the funding cuts made by
national governments and were therefore, a subset of the theme of Resources,
research issue five. So, in this model all of the six research issues noted above are
presented. However, in subsequent models research issue six, Academic Concerns, is
not presented. Thus, on the following page, the original six themes, as research
issues, are shown in Figure 3.2 on the following page.
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Figure 3.2: A model of Australian universities, as Learning Organizations

Leadership
Research Issue 1

Innovation and
Creativity
Research Issue 2

Australian
Universities as
Academic Concerns
Research Issue 6

Learning

Globalisation
Research Issue 3

Organisations

Resources
Research Issue 5

Information
Communication
Technology
Research Issue 4

(Source: developed for this thesis).

As discussed earlier, the following themes, with the exception of research issue six,
all became key research issues in answering the question: “How can Australian
universities become Learning Organizations?”
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• Leadership
• Innovation and creativity
• Globalisation
• Information Communication Technology
• Resources
• Academic Concerns
Moreover, as a result of repeated comments made by a

Research issue 1
Research issue 2
Research issue 3
Research issue 4
Research issue 5
Research issue 6
number of the convergent

interviewees, the following themes will also be considered as research issues in the
convergent interviews. Consequently, these themes, now that they are considered to
be research issues, will feature in subsequent models. To enable for a clear link to be
made they are presented here, as they are later seen, as research issues. They are as
follows:
• Vision
• Human Resource Management
• Organizational culture
• Accessibility
• Role in society
It is argued that, the ten research issues, listed below, form the key research issues
for answering the research question of “How can Australian universities become
Learning Organizations?” Moreover, it is essential that these issues should be
researched more fully, to enable a more comprehensive model to be developed. Thus
the final list of research issues is as follows:
• Leadership
• Innovation and creativity
• Globalisation
• Information Communication Technology
• Resources
• Vision
• Human Resource Management
• Organizational culture
• Accessibility
• Role in society
However, there is another matter to be considered which to this point has not been
and that is the matter of independent verification and this is addressed in the next
section.
3. 5 Convergent Interviews: Independent Verification
The 11 convergent interviews were conducted during a period of time from May to
November of 1998. The analysis of them was conducted during the break between
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second semester of 1998 and the end of first semester of 1999. The key ideas,
perceptions and feelings of each individual were noted and from each of the
interviews and a series of coded fields were set up both on paper initially, and then
they were entered into a spreadsheet on the PC. Once these were collated, they were
allowed to sit and during an intervening period of time from the end of first semester
1999 till the end of first semester 2000. This was due to the teaching load of the
researcher and also to continue reviewing the literature. Thus, during the whole of
second semester 2000, all the material was reviewed once more, to ensure that the
most salient points had not been missed. Moreover, to give a greater level of validity
to the convergent interview findings a process of independent verification was
entered into by the researcher. Consequently, in November of 2000, when the
researcher had finished their normal teaching load and another doctoral candidate
was available, a process of independent verification was started.
As argued by Sarantakos (1996) when convergent or case study interviews are being
analyzed by two or more researchers then it is desirable to have an inter-rater
reliability score of better than 0.80 as then, the qualitative findings can be accepted
as being reliable. To ensure that the process could be verified and the results coming
from them were acceptable, the researcher invited another doctoral candidate to read
one of the interviews, no. 11, in company with the researcher, on the 23rd of
November 2000. This was to ensure that the doctoral candidate, acting as the other
inter-rater, was aware of the nuances in the researcher’s mind when the interviews
were coded and analyzed. Further, it allowed the doctoral candidate the opportunity
to ask any questions about what had been read. The researcher then supplied the
doctoral candidate with the coded copy of the same interview for comparison and
then, a detailed discussion about ‘who, what, how where and why’, was entered into,
to give the doctoral candidate sufficient feedback, to rate the interviews on their own.
From the remaining 10 interviews, 3 were chosen at random and these were: no. 3,
no.7 and no.10. The other inter-rater then took copies of the interviews, away to read
and mark for themselves to then determine what the main ideas were. This was done
to ensure that the other inter-rater was not influenced by anything the researcher
deemed to be crucial. Moreover, the transcripts of each of the chosen interviews were
completely free of markings of any kind, thus allowing the other inter-rater to then
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mark them as they saw fit. Consequently, the ideas the other inter-rater recorded
reflected the things they felt were important, in line with the themes listed on each
interview. The results from the review of these interviews, in a meeting with the
researcher’s office one week later, on the 30th of November 2000, were as follows:
•
•
•

Interview no.3: the researcher noted 27 comments and the other inter-rater
noted the same 27, a reliability of 1.00.
Interview no.4: the researcher noted 37 comments and the other inter-rater 31
of them too, a reliability of 0.8378.
Interview no. 10: the researcher noted 43 comments and the other inter-rater
noted the same 43, a reliability of 1.00.

The total of the values for each of the items found by both inter-raters was 2.8378,
which when divided by 3, gives a value of 0.9459, as an inter-rater reliability score
for the 3 convergent interviews. As Sarantakos (1996) argues that when an inter-rater
reliability score of better than 0.80 is achieved, then the qualitative findings can be
accepted as being reliable and the score was 0.9459, well in excess of the required
0.80, it is argued that the findings form the convergent interviews are reliable. At this
point it is necessary to discuss the ethical considerations of using this methodology,
which is address in the following section, section 3.6.
3. 6 Ethical Considerations in Using the Methodology
It always has to be of highest concern that when a researcher chooses a methodology,
that the impacts on the subjects is considered; especially so when the researcher is
seeking to extract perceptions from others and interacts with them, to some degree.
To ensure that these ethical issues have been addressed the tools used have been
vetted and approved by the Murdoch Universities Human Resource Ethics
Committee and the required protocols followed. This included asking for permission
to interview them, either verbally or in writing and, once the interview was
completed assuring them that the interviews would remain confidential. The
respondent was forwarded a copy of the transcript of the audio taped interview for
them to correct if they deemed it necessary; any corrections were made and the final
copy returned to the respondent. All copies of the interviews have been kept either in
a locked filing cabinet or a password protected computer file; which only the
researcher, the researcher’s supervisors and the other doctoral candidate have been
privy too. This process along with the safeguards of having the process vetted and
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approved by Murdoch Universities Human Resource Ethics Committee ensures that
any ethical considerations have been dealt with, appropriately.
3. 7 Convergent Interviews: A Conclusion
In this chapter, chapter 3, the first stage of the methodology, convergent
interviewing, the exploratory stage, was introduced. To ensure that the methodology
chosen was the most suitable, there was a discussion of the relevant strengths and
weaknesses of the various paradigms, methodologies and tools available to
researchers. This was followed by a description of the research design, detailing and
justifying the sample size, sample selection and convergent interviewing technique.
The chapter also outlined the interview structure and the means by which it was
controlled. Further, the means of analysis was put forward and the data from the
interviews presented in a set of data matrices, dealing with each of the six original
themes. Then the issues that came from the data matrices were discussed and
elaborated on, in their turn, to allow the development of the next stage of the
research, that of the standardised protocol for the next set of interviews that form the
basis of the multiple case studies. Finally, a brief discussion of the ethical
consideration about the use of the method was addressed and all relevant safeguards
identified.
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Chapter 4
The Research Paradigm and Case Study Methodology
4.1 Introduction:
Chapter 4 will firstly describe, discuss and then justify the choice of the research
paradigm and secondly the methodology used to conduct the research. This section
explores some of the competing paradigms as appropriate research vehicles,
discussing the fundamental components that separate one from another. The worth of
each will be recognized as possible vehicles to be used to conduct the research, but
will culminate in the choice of one that is most suitable paradigm for this research
and this particular research problem. Thus, the selected paradigm’s use will be
justified and this will be accomplished by taking the following two steps. Firstly, by
establishing the meaning of the word paradigm as used in this thesis, and then
reviewing the three perspectives of a paradigm. Secondly, to examine a number of
the research paradigms, justifying the choice of one, as best suited for this research.
This leads to the next section.
In this section, this chapter discusses the use of case-based research as the
methodology for the research. This will be based on the research issues, established
in chapters 2 and 3. Moreover, the use of multiple case studies to research the
question: “How can Australian universities become Learning Organizations?” will
be discussed and justified. Also, the issues of deduction and induction, the design of
the case-based research, the concerns over reliability and validity and the measures
used to address these will be discussed. Further, it discusses the criteria for the
selection of the number of cases used to gather the data; then the research instrument
the research issues, definitions and the research questions are presented. Next, the
chapter discusses the limitations of case based research and the method of analysing
the data gathered. Finally, it discusses the ethical considerations involved in this type
of research, which leads to the chapter being concluded. All of this is presented
diagrammatically in the Flowchart labelled as Figure 4.1 on the following page, after
which is a brief outline of the choice of research paradigm.
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Figure 4.1: Flowchart of Chapter 4
4.0
Introduction
4.1
The Research Process
4.1.1
Amendments to the
original model

4.2
Justifying the choices of
paradigm

4.2.1
Three perspectives –
• Ontological
• Epistemological
• Methodological

4.2.2
Competing paradigms –
The different ways of
‘Seeing’

4.2.3
Positivism

4.2.4
Critical Theory

4.2.5
Constructivism

4.2.6
Realism

4.3
Justifying use of the realism paradigm

4.4
Alternative research methodologies

4.5
Induction and deduction

4.6
Background to the choice of methodology

4.7
Using the case study methodology to build a
theory

4.8
Selecting the cases – The criteria for
replication logic
4.8.1
How many cases
4.8.2
Selecting the number of cases

4.9
The case study protocols
4.9.1
Standardizing the case study protocol

4.10
Limitations of case study based research

4.11
Analyzing the case study data

4.12
Ethical issues
(Source: developed for this thesis)
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4.1 The Research Process
The research process has been a step-by-step development, involving a total of seven
phases. The first phase was the initial literature review that identified the initial six
themes, used to form the basis of the convergent interviews. The second phase was
the completion of the 11 convergent interviews, which did two things. The first was
to confirm the importance of the original six themes and the second was to identify
themes that did not immediately emerge from the initial literature review. The third
phase was to develop, from the second stage of the literature review, the 10 research
issues. These form the basis for the multiple case study interviews, of thirty-two
respondents, which in-turn form eight, larger, case studies. The fourth phase was to
complete the required number of interviews. The fifth phase was to then analyze the
data, search for patterns, after placing the relevant data into the data matrices and
demonstrate that these patterns can be validated and generalised. The sixth stage was
the write up the findings. The seventh phase was to confirm or disconfirm the model
as developed in phases 3, 4 and 6. This whole process can be shown
diagrammatically in Figure 4.2.
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Figure 4.2.The seven phases of the research process
Phase

Year

Confirm or disconfirm
original thesis

20022003

Write up findings and develop
final model

20022003
2002 –
2003

2002
1999 –
2001
1998 –
1999
1998

7

6
5

Analyse data
Conduct 32 interviews – 16 in each of two
universities – group into 8 case studies of four
respondents each - develop next phase of
d l
Second stage literature
- Develop the 10 research
issues
Review
and questions
Conduct the 11 convergent
During this process look
for interviews to confirm the original any other themes
six themes

Initial literature review – The six themes and develop initial model

(Source: Developed for this thesis).
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4

3
2

1

4.1.1 Amendments to the original model
As shown in chapter 3, a model was developed from the literature review
representing, at that time, the considered view of Australian universities, as Learning
Organizations. This model consisted of six primary themes, of which only five are
shown for the reasons discussed at the end of section 3.4.6, and are as follows:
•
•
•
•
•

Leadership
Innovation and creativity
Globalisation
Information Communication Technology
Resources (includes Academic Concerns)

Research issue 1
Research issue 2
Research issue 3
Research issue 4
Research issue 5

Added to these research issues came the following five emergent themes, which had
been commented on during the course of a number of the convergent interviews, and
these are:
•
•
•
•
•

Vision
Human Resource Management
Organizational Culture
Accessibility
Role in society

Research issue 6
Research issue 7
Research issue 8
Research issue 9
Research issue 10

Thus an amended model was then developed, as shown in Figure 4.3a.
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Figure 4.3a
Amended Model of Australian Universities as Learning Organisations
Role in Society
Research Issue 10

Accessibility Research
Issue 9

Leadership
Research Issue 1

Australian

Innovation and
Creativity
Research Issue 2

Globalisation
Research Issue 3

Universities as
Learning
Organisational Culture
Research Issue 8

Human Resource
Management
Research Issue 7

Organisations

Vision
Research Issue 6

Information
Communication
Technology
Research Issue 4

Resources (Including
Academic Concerns)
Research Issue 5

(Source: Developed for this Thesis)

However, it was deemed that this was not the best configuration as during the
literature review it became apparent that the leadership of an organization, the vision
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developed by the leadership and the organizational culture were the key drivers of
Learning Organizations. Subsequently, the need to reinforce these things by a set of
effective Human Resource Management functions and processes became apparent.
Further, the role historically played in society by universities was another key
consideration in the need to develop Australian universities, as Learning
Organizations, in configuring the model. Moreover, the accessibility of Australian
universities, to both staff and students, was seen as a logical progression in
configuring the model. Inturn the need for adequate resources and the use of the
innate innovation and creativity of the staff seemed to fit better, than the original
order had. Finally, as Information Communication Technology not only linked
people internally in Australian universities, but also externally, it was intuitively seen
that Information Communication Technology and Globalisation went ninth and
tenth, respectively. Subsequently, the list of research issues was rearranged in this
order:
•
•
•
•
•
•
•
•
•
•

Leadership
Vision
Organizational Culture
Human resource Management
Role in society
Accessibility
Resources (includes Academic Concerns)
Innovation and creativity
Information Communication Technology
Globalisation

Research issue 1
Research issue 2
Research issue 3
Research issue 4
Research issue 5
Research issue 6
Research issue 7
Research issue 8
Research issue 9
Research issue 10

Thus, the model was amended once more to fit what was seen as being, both
intuitively and rationally, a better configuration. Consequently, it was this model that
was used as the basis for the case study interviews and used to develop the final
model as presented later, in chapter 6. This can be seen in Figure 4.3b on the
following page.
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Figure 4.3b
The Further Amended Model of Australian Universities as Learning
Organisations

Globalisation
Research Issue 10

Leadership
Research Issue 1

Information
Communication
Technology
Research Issue 9

Australian

Vision
Research Issue 2

Organisational Culture
Research Issue 3

Universities as
Learning

Innovation and
Creativity
Research Issue 8

Organisations

Human Resource
Management
Research Issue 4

Accessibility
Research Issue 7

Role in Society
Research Issue 5

Resources (Including
Academic Concerns)
Research Issue 7

(Source: Developed for this Thesis)
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4.2 Justifying the Choice of Paradigm
This section examines four research paradigms, their underpinning assumptions in
detail, and justifies the final choice. The term paradigm is used, in this thesis, to
explain the philosophical assumptions about the nature of knowledge and how that
knowledge, can be measured by researchers (Morgan 1983a; Smircich 1983; Guba
and Lincoln 1994). Moreover, as Guba and Lincoln (1994, p 105) define it as the:
“basic belief system or world view that guides the investigator.” However, it should be

noted that the term is used widely, with a variety of meanings depending on when,
where and by whom it is used (Morgan 1983a; Guba and Lincoln 1994).
Furthermore, there is no universally accepted paradigm and there is still much
discussion and argument about which paradigm and, thereby, which methodology, is
best used to conduct research (Smircich 1983; Patton 1990; Perry 1994; Yin 1994).
As this research question is one that involves both existing research and the tacit
knowledge of people in situ, it is argued that some methodologies would not be as
suitable as others. As the nature of the research is both exploratory and explanatory,
this form of research is best served by a particular research paradigm and
methodology. For as Cunningham (1993) notes, there is no single paradigm, and/or
methodology, that meets the needs of all researchers and all research questions, when
investigating our diverse, complex and changing contemporary society. Therefore, it
is crucial that the most appropriate paradigm and thereby the most appropriate
methodology, to conduct the research, is adopted by the researcher. What follows
next is a discussion of the three perspectives of a paradigm.
4.2.1: The three perspectives: Ontological, Epistemological and Methodological
Morgan (1983) notes that, while all paradigms share three common perspectives,
each paradigm sees the world differently and it is this choice of paradigm that then
affects which methodology is used to conduct the research. These three perspectives
are:
1. The ontological perspective
Ontology is how individuals ‘see’ the world around them and make sense and give
meaning to it (The Oxford English Reference Dictionary, 1995). Thus, ontology is
concerned with the nature of reality and poses questions such as:
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•
•
•
•

What is the nature of reality?
What is already known about this reality?
What is already known about the real world?
Is this how things really work? (Perry, Reige and Brown 1998)

This leads to the second perspective, the epistemological perspective.
2. The epistemological perspective
Epistemology is having a justified belief about the truth concerning a phenomenon,
rather than an uninformed opinion, even though there may no empirical basis on
which to state that the belief is a fact (The Oxford English Reference Dictionary
1995). Thus, epistemology refers to the relationship researchers have with the reality
they have created, their justified belief and the truth of their final research findings
(Guba and Lincoln 1994). Therefore, epistemology poses the social questions such
as:
•
•
•

What is the relationship between the researcher and the reality, as they
perceive it?
Is the reality shared by others or only by the researcher?
Has the perceptions of the researcher, shaped the desired reality, or is
it a ‘true’ representation of the reality? (Guba and Lincoln, 1994)

This leads to the third perspective, the methodological perspective.
3. The methodological perspective
Methodology is understood as the processes used by a discipline to examine or test a
phenomenon (The Oxford English Reference Dictionary 1995). However, the
methodology of one discipline can differ very much from another and there are two
reasons for this. The first is the choice of the paradigm used by the researchers
involved and, the second is the nature of the phenomenon under investigation. Thus,
the use of an appropriate methodology is crucial when establishing the truth about a
phenomenon, as an inappropriate methodology will yield unreliable and suspect
results (Yin 1993; Guba and Lincoln 1994). This leads to the following question:
•

What technique can be used to measure the perceived reality?

What now follows is a discussion of the positivism and realism paradigms.
4.2.2: Competing Paradigms-The Different Ways of ‘Seeing’
There are four major scientific paradigms used to make sense of the world around us.
The first is positivism; the second is realism (also known as post-positivism), the
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third is critical theory and finally, constructivism (Guba and Lincoln 1994,
Donnellan 1995; Perry et al. 1998). The nature of the relationships between the four
paradigms are shown in Table 4.1, which also shows the three levels of distinction,
that is the ontology, epistemology and methodology of each. It is imperative to note
that, the nature of the relationship between each of the paradigms and the three levels
is such that, while there are levels of interconnectedness, in as much as they are all
tools designed to measure truth, there are boundaries that exist between them that
cannot be easily breached, if at all (Guba and Lincoln 1994; Moore 2001).
Further, it is crucial to realise that, the responses to the questions raised in the
discussion of the three perspectives may well “constrain how the other may be
answered” (Guba and Lincoln 1994 p108). Thus, the relationship between to four
paradigms and the three levels of distinction and interconnectedness are presented in
Table 4.1 on the following page.
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Table 4.1: Basic Belief Systems-Paradigms for Alternative Methods of Inquiry
Item

Positivism

Critical
Theory

Constructivis
m

Realism
(Post-positivism)

Ontology
(One’s view of
reality)

‘Naïve
realism’:

‘Historical
realism’:

‘Critical
relativism’:

‘Critical realism’:

Reality is real
and is
apprehensible.
This is the
reality and
investigator
and the reality
are
independent of
each other.

Reality is
‘virtual’.
Shaped by the
political,
ethnic,
cultural,
gender,
economic and
social values
that have
crystallized
over time in
‘society’.
So findings
can come
from the
perceptions of
participants
and any other
coresearchers.

There are multiple
local and specific
‘constructed’
realities. As such,
any reality that has
been observed is
likely to be a
construct of that
person alone and
there is no such
thing as a universal
‘truth’. They are all
relative to person,
time, situation and
circumstance.

Reality is ‘real’ but
only imperfectly and is
only probably
apprehensible (due to
the limitations of the
human mind and the
complexity of the
world), and so
triangulation, from
many sources is
required, if one is to
know it.

Epistemology
(Nature of the
researcher)

Objectivist:

Subjectivist:

Subjectivist:

Findings are
true as the
researcher is
an objective
observer

The findings are
created as a result
of the interactive
nature of the
relationship
between the
researcher and the
object being
researched

Findings are likely to
be true but, as the
researcher is
participating, to some
degree, in the events,
then the level of
objectivity is reduced

Methodology
(Technique(s)
used)

Experimental/
manipulative/
surveys:

Values
mediate the
findings. The
researcher and
the object of
the research
are assumed
to be
interactively
linked, to
some greater
or lesser
degree
Dialogic/diale
ctical:

Hermeneutical/
dialectical:

Case studies/
convergent
interviewing:

Modified Objectivist:

Researcher is a
Researcher is
Triangulation
‘passionate
a
interpretation of
participant’ within
‘transformativ
research issues by
the world being
e’ intellectual
qualitative methods
investigated
who changes
the world
within which
the
participants
live
Note: In this context ontology refers to the ‘reality’ of the researcher; epistemology is the relationship between
the ‘reality’ and the researcher, while the methodology refers to the technique(s) used by the researcher(s) to
discover the reality.
Verification of
hypotheses
chiefly by
quantitative
means

(Source: Adapted from Perry, Alizadeh and Reige (1996), Guba and Lincoln (1994) and Brown (1997a)
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4.2.3 Positivism
Positivism is as Guba and Lincoln (1994) assert, based on an assumption that the
reality subject to the research is both real and apprehensible, as it can be measured
and touched. As the reality is real, then when a researcher investigates it, causal
relationships can be consistently measured and categorized, across both time and
context (Perry et al. 1998). Further, Perry et al. (1998) also note that positivism is
used to test hypotheses and from this establish the ‘truth’ about the hypothesis, using
very structured verification methodologies such as, laboratory experiments and
surveys. However, positivism, as a paradigm for conducting all research, has been
called into question. Moreover, as Cunningham (1993, p33) argues: “There appears to
be a growing recognition of the difficulties of applying positivistic research paradigm for
carrying out research and change in real-life settings.” While Perry et al. (1998 p 5)

notes that using positivism, as the only paradigm for conducting research, is:
“…inappropriate when examining social science phenomenon.” Therefore, as the purpose

of this thesis is to explore and explain the phenomenon of “How can Australian
universities become Learning Organizations?” rather than to verify a theory, it is
argued that the positivism paradigm is not best suited for this research and so, the
positivism paradigm is rejected. As the next paradigm, in Table 4.1, is Critical
Theory, this paradigm will be examined.
4.2.4. Critical Theory
The underlying assumption of Critical Theory is it is a “virtual or historical reality”
derived from social contexts (Guba and Lincoln 1994, p 110). Those who advocate
the use of this paradigm, wish to transform the world around them by critiquing the
existing “social, political, economic, ethnic and gender values” (Perry et al.1998, p 6)
that have shaped the current reality, from a previous one (Guba and Lincoln 1994).
To use this paradigm, as a research tool, would of necessity make the researcher, as
argued by Guba and Lincoln (1994, p 112) a “transformative intellectual”, one who
wishes to change the world in which the participants live (Perry et al. 1996, Brown
1997). However, as the purpose of this research is to explain how Australian
universities can become Learning Organizations, rather than transform them, this
paradigm is considered to be inappropriate and is therefore rejected
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4.2.5. Constructivism
This paradigm is founded on the assumption that, there are multiple versions of
reality and as a result there can be no singular truth (Guba and Lincoln 1994, Perry et
al. 1998). For as Guba and Lincoln (1994, p111) assert the: “realities are
apprehendable in the form of multiple, intangible mental constructions, socially and
experientially based, local and specific in nature…and dependent for their form and content
on the individual person or groups holding the constructions.” Moreover, as the

constructivist approach holds, each construction is based on the individual or groups
own experiences, then the reality thereby constructed, cannot be real or true in an
absolute sense (Perry et al. 1998). Thus as Perry et al. (1999 p 6) argue: “perception is
the most important reality” and as a result, the level certainty as to the truth of the

findings may not be constant. Also, as the findings may well be a creation or a
synthesis of what the researcher has found, then the researcher is, what Guba and
Lincoln (1994, p 111) describe as a “passionate participant”. However, given the
nature of this paradigm it is rejected as unsuitable as the purpose of the research is to
show “How of Australian universities can become Learning Organizations” and as
such the “multiple, intangible mental constructions” of which Guba and Lincoln (1994,
p111) speak, may not, as yet, even exist in the minds of the respondents. Thus, there
is the final paradigm to be examined that of Realism
4.2.6 Realism
Realism can be understood to mean that the real world cannot be known with
absolute certainty, one that can be systematically and consistently measured, but
rather it can be known only imperfectly and therefore, can only be imperfectly
measured (Guba and Lincoln 1994). Furthermore, like positivists, realists believe that
there is only one ‘reality’, but argue this singular reality can be defined and measured
by triangulating the differing perceptions that people hold about it, rather than using
a single measure (Denzin 1978; Eisenhardt 1989). Thus the researcher, who adopts
the realism paradigm, focuses on methodologies that allow them to explore, to
develop new insights and understanding about a phenomenon, seeking to add to the
body of knowledge, rather than test and prove (Guba and Lincoln 1994; Yin 1994).
So, the data gathering tools, such as convergent interviews and case studies, are
qualitative in nature and rely less on statistical proof and more on a convergence of
understanding (Perry 1994; Yin 1994; Shipman 1997; Perry et al. 1998).
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The use of convergent interviews and case studies, allows the researcher to gather the
multiple perspectives about a singular reality, while allowing for important
situational information to be obtained from knowledgeable people in an
organizational setting (Guba and Lincoln 1994; Rossman and Rallis 1998). This
approach is seen to have a weakness, notably the increased degree of interaction the
researcher has with the phenomenon being investigated with a likelihood the findings
could be biased. So, while the researcher has some degree of participation in the
phenomenon under investigation this methodology gives greater flexibility to explore
the phenomenon and thus providing a better overall understanding. However, as this
approach could lead to a level bias and of value-laden results, it is the researcher’s
objectivity and the nature of the methodologies that work to limit any bias. To ensure
that overall objectivity remains constant, the researcher makes frequent referrals to
how the findings fit with what is already known, while acknowledging that the
findings are only ‘probably true’ and that any findings could be later proven false
(Guba and Lincoln 1994, p113).
Nonetheless, even with these limitations, the realism paradigm offers a more flexible
approach and methodology to the researcher, than that of the positivism paradigm.
Therefore, the highlighted portions shown in Table 4.1 demonstrate that the realism
paradigm is the paradigm that best meets the needs of this particular researcher in
examining this research question of “How can Australian universities become
Learning Organizations?”
4.3. Justifying use of the Realism Paradigm
The contributions made by the realism paradigm to the world’s corpus of knowledge,
easily justify its use in this thesis, particularly in view of the complex nature of the
forces and mechanisms at work in universities today (Guba and Lincoln 1994, Perry,
Reige and Brown 1998, Shipman 1997). As the researcher is endeavouring to
develop an understanding of the multiple perceptions held of this singular reality of
“How can Australian universities become Learning Organizations?” then the
realism paradigm is the most suitable choice. Furthermore, the realism paradigm
allows for the development of a model, based on the understanding developed from
the methodology, something the researcher has already demonstrated. Therefore, if
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the paradigm that can do all of the following, then it serves as the most appropriate
paradigm and provides the most appropriate methodology. The requirements are
presented, with the methods used to meet them, in Table 4.2.
Table 4.2: Requirements to be met by the paradigm and methods used
Requirements
Method
It must be able to examine leadership
and or management practices and
theory, in an organizational setting
It must also recognize there is a ‘real
reality’ in the minds of the participants
It must be able to examine and explore
this real world’s multiple perspectives
and perceptions
It must be able to triangulate the many
divergent sources that these multiple
perspectives and perceptions come
from both in the real world and in real
time
It must have the ability to allow the
researcher to build a theory and/or a
model
It needs to be objective in recognizing
that any findings are ‘true’ but only in a
qualified sense and to a limited degree
and furthermore, they may later be
found to be false
It must be both structured and flexible;
structured that it allows all to be treated
in the same way but flexible in that it
allows the researcher the latitude to
‘dig deeper’ into any findings
It must also allow for the problems
created by the cultural norms and
variances inherently a part of ‘life’
within a complex organizations

Using a standardised set of
questions in an interview with
the managers and leaders of the
university in question
Ask questions based on the
findings
of
the
previous
convergent
interviews
and
literature review
Uses a number individual
interviews to form eight case
studies
Uses the eight case studies, as
well as the literature review, also
direct and indirect observation
and
university
promotional
material
From the data gathered and from
prior research a model and
theory can be developed
The ‘final’ result are NOT
presented as being final, it is
implicitly understood that the
findings need to be verified by
further research
While a set of standard questions
are used, there are some
supplementary questions that the
research can pose to dig deeper
into the subject matter
Using interviews allows people
to express their feeling and
opinions and allows them to
‘discuss’ their cultural norms

(Source: Developed from Guba and Lincoln 1994, Perry, Reige and Brown 1998)

The researcher contends that using the Realism research paradigm best suits the
needs of both the researcher and the research question and this is demonstrated in
Table 4.2. Moreover, as the nature of the environment in which Australian
universities operate is highly complex and highly interactive, it requires a paradigm
and a methodology that is both sufficiently structured and flexible. Not only that, but
the nature of the knowledge that people have access to, is both explicit and tacit. So,
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while it is possible to examine documents and other data that is explicit, the
knowledge that is in the minds of the participants is tacit and is more difficult to
access in a meaningful way. Furthermore, as this tacit knowledge is often assumed to
be known by the participant, yet they are often only vaguely aware of what they do
know. Therefore, the use of the realism paradigm offers a much more flexible
approach to investigate the research question.
As the knowledge held by the participants may not yet be ‘fact’, they cannot be
readily verified by quantitative methods, so the use of the realism paradigm is
justified. As the choice of paradigm has been justified, the choice of appropriate
methodology has yet to be established, but this will be discussed in section 4.5.
However before that discussion is entered into, an examination of the alternative
methodologies available to the researcher needs to be conducted.
4.4 Alternative research methodologies
So, while there are a number of alternative research methodologies available to the
researcher, not all of them are suitable. For example, as shown in Table 4.1, under
the positivism paradigm the use of quantitative methodologies, including laboratory
experiments, can be used. As this paradigm was previously rejected it would now be
inappropriate to use such quantitative methodologies. Moreover, as Bonoma (1985, p
198) suggests, the researcher: “should consider two characteristics of research problems:
the purpose of the research and the nature of the phenomenon under study.” To this

Donnellan (1995) adds the idea that there are a further three issues to be considered
when addressing a research problem and these are: has the phenomenon been
investigated before, can it be done so in its ‘natural setting’ and can the phenomenon
be quantified? If the answer to all of these is yes, then this will enable the researcher
to determine where the investigation best fits into the research triangle (Donnellan
1995). Further, this research triangle allows the researcher to demonstrate two other
important issues and these are the integrity of the data and the currency of the data.
This is an important consideration as the greater the level of integrity, the more likely
that the findings will be accepted as being true and the more current the data is, the
more likely the findings will be accepted as being relevant (Donnellan 1995). This is
demonstrated in Figure 4.3.on the following page.
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Figure 4.3.The knowledge accrual triangle

High

Laboratory
Experiments

Data Integrity

Models
Simulations

Feasibility constraint line

Tests
Field
Experiment
Field
Studies

Low

Surveys
Archives

Stories

Personal Opinion

Low

Science

Case Research

Non-Science

Myths/Legends

Currency

High

(Source: Bonoma 1985, p200)

The ideal result would be where, both the integrity and currency of the data is
maximised and the findings will be readily accepted. However, the feasibility
constraint line makes it impossible to get absolute acceptance of the findings being
absolutely true (Bonoma 1985). Nonetheless, while the use of a multiple staged
methodology and the use of multiple evidence sources may make it difficult to easily
categorise this research, the shaded box in Figure 4.3 demonstrates how a balance of
integrity and currency in this research has been achieved.
This will be achieved by using the first stage of convergent interviews so as to
consistently identify the themes that need to be researched and then the second stage
of multiple case studies, which was used to explore and explain the research issues
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developed form the first stage. Consequently, it is argued that the integrity and the
currency of the data has been maximised and this will be further discussed in section
4.6.
There are reasons why the use of case-based research is the most appropriate
methodology to undertake this research and the answer to this lies in the nature of the
question. The research problem is one of how, which is a type that Yin (1994)
identifies as one best answered using a case based research methodology. Moreover,
the research focuses on a contemporary event that the researcher has little or no
control over. It is for these reasons that the use of the two-stage methodology of
convergent interviews followed by a series of multiple case studies is considered to
be the best overall methodology for this research. This is best shown in Table 4.3.
Table 4.3: A Comparison of different research methods for different
situations
Strategy

Archival
Analysis
Historical
Studies
Experiments
Surveys

Case studies

The nature
of the
research
question

Required
control over
behavioural
events

Who, what,
where, how
many and how
much
How and why

No, as it is search
for ‘facts’

Yes and no, as it maybe
either a recent or a past
phenomenon

No, as it is search
for ‘facts’
Yes
No

No, as events are usually
in the past
Yes, happening now
Yes, happening now

No

Yes, happening now

How and why
Who, what,
where, how
many and how
much
How and why

Focuses on
contemporary events

(Source: Yin 1994, p6)

Therefore, as the research question under investigation is “How can Australian
universities become Learning Organizations” it is a how question and this can
justify the use of multiple case studies. Moreover, while it could be argued that,
either historical studies or experiments could be used to answer the research
question, it is argued that neither of these is suited (Yin 1989, 1994). The reasons for
this are as follows: firstly, the events are happening now and historical studies focus
on events that have happened in the past. Secondly, for experiments to be successful
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the researcher must have control over behavioural events and in this case the
researcher has little or no control over them.
Thus, in both cases these two methodologies are unsuitable leaving the use of case
studies as the preferred methodology. The other two methodologies are best suited
for questions revolving around who, what, where, how many and how much
something this research question does not explore, which makes the survey and
archival methodologies also unsuitable (Yin 1989, 1994). Therefore, the choice of
the most appropriate research methodology is that of a two-stage methodology of
convergent interviews followed by multiple case studies. As the choice has been
justified, then the next step in the process needs to be examined and justified,
through the use of induction and deduction as a part of the process.

4.5. Induction and deduction as a part of the research process
As the purpose of this research is to both explore and explain “How Australian
universities can become Learning Organizations”, then allowance needs to be made
for the use of both induction and deduction (Shipman 1997; Perry et al. 1999). As it
is an intention of this research to build a theory then there needs to be a balance made
between prior reading and theory development to aid in deduction and making room
for an open perspective for induction (Rossman and Rallis 1998). This will allow the
researcher the ability to enter each interview with sufficient knowledge of the issues,
but allow for a fresh perspective to be gained and explore emergent issues, while
allowing the researcher to gain the confidence of respondents by knowing enough
about the issues under consideration.
To this end, as Perry et al. (1998, p 13) argues, pure induction may “…prevent the
researcher from benefiting from existing theory.” Whereas, reliance on pure deduction

may prevent the researcher from developing a “...new and useful theory...” due to an
over reliance on what is already known (Perry et al. 1998, p 13). To overcome this
limitation Parkhe (1993, p 256) suggests that, not only is there a need to balance
these two perspectives but it is also important to combine them in a: “…continuous
interplay…”, as this will allow for an: “…ongoing theory advancement...” (Perry et al.
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1998, p 13). Further, the use of this combined approach allows for the researcher to
take one or both of the two possible outcomes. That is to either explore the
phenomenon under investigation or to confirm or deny the truth of the phenomenon
under investigation (Perry 1998). This is diagrammatically shown in Figure 4.4.on
the following page.
Figure 4.4.The two case study positions - Exploring or confirming/denying
•
•

Left hand side – a purely exploratory and inductive position
Right hand side – a preferred confirmatory/disconfirmatory position

Explanatory 2nd stage

Exploratory
1st stage

High

Level of prior
theory used
in data
collection
and analysis

None

0

1 2 3 4

(Source: Perry 1998, p 27)

0

4

8

12

Number of Cases

This diagram demonstrates how a blend between induction and deduction can be a
useful tool, after using prior theory, to move beyond merely exploring a
phenomenon through the use of interviews (Carson et al. 2000). Moreover, Figure
4.4 demonstrates the two perspectives of either exploring a phenomenon or
confirming or disconfirming the original research issues(s) (Perry et al. 1998). On
the left hand side of Figure 4.4, the purpose is to explore the phenomenon but on
the right hand side it is to either confirm or disconfirm the original proposition
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(Perry et al. 1998). This can be done, as Perry et al. (1998, p 13) notes, by the use
of: “…the literature or from some exploratory cases.” In this case, the prior theory was
developed as part of the literature review and the convergent interviews and the
subsequent interviews then form the case studies, used to either prove or disprove
what has been explored. This is as Carson et al. (2000 p1) notes that research is:
“…driven by an original research problem and often consists of two stages: an
exploratory stage and a confirmatory/disconfirmatory stage”. Thus the blend of

exploratory is demonstrated by the use of the original 11 convergent interviews,
which was in-turn followed by the interviews that formed the final case studies.
This can be shown diagrammatically in Figure 4.5 where the initial exploratory
stage,

of

the

11

convergent

interviews,

was

then

followed

by

the

confirmatory/disconfirmatory stage, of interviews making up the case studies.
Figure 4.5 Blending induction and deduction as a research approach

High
STAGE 1: Chapter 3
Exploratory

STAGE 2: Chapter 4
Explanatory

The level of
prior theory used
in the data
collection and
analysis

Low

0 1

2 3 4 5

6 7 8 9

10 11 0 4

8

12

16

(Source: Adapted from Perry (1998), p 27)

In this research there has been a blending of induction and deduction as a part of the
research approach. This was done by, using the original 11 convergent interviews as
the exploratory stage and the 32 case studies as the explanatory stage. The 11
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20

24

28

32

convergent interviews were used as a process of induction, as the exploratory stage
whereby the themes that emerged during the literature reviews were confirmed by
the responses given during the 11 convergent interviews. While, the five themes that
emerged during the interviews, where then confirmed by a further review of the
literature. In the second stage, the explanatory stage, the 32 case study interviews
were used to confirm the findings of the first stage and as a deductive process
necessary to build, to refine and then complete the final model, in this thesis, of
Australian universities, as Learning Organizations. This can be demonstrated by the
building process followed in this thesis as originally shown in Figure 4.2 which is
now presented once more as Figure 4.6.
Figure 4.6.The seven phases of the research process
Year
Confirm or disconfirm
original thesis

2002 2003

Write up findings and develop final
model

2002 2003
2002 –
2003

Analyse data-develop model 3

1999 –
2001
1998 –
1999
How
1998

Second stage literature
Review

-

Conduct the 11 convergent
interviews to confirm the original
six themes

7
6

5

Conduct 32 interviews – 16 in each of two
universities – group into 8 case studies of four
respondents each - develop model 2

2002

Phase

Develop the 10 research issues
and questions
During this process look for
any other themes

Initial literature review – The six themes and develop model 1

(Source: Developed for this thesis)
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4

3
2

1

4.6. Background to the Choice of Methodology
As, the purpose of this research is to both explore and explain rather than to test and
verify, then the choice of the appropriate methodology is crucial. The foregoing
discussions demonstrate that, the use of the realism paradigm and its attendant
methodology are the most appropriate ones to use to answer this particular research
question. Thus, the use of the two-staged methodology of convergent interviews
followed by case based research is the choice of methodology for this thesis.
Moreover, case based research is seen as a most valuable resource to investigate
what people think about “How Australian universities can become Learning
Organizations?” For this reason, the methodology of convergent interviews to
explore the issues and multiple case studies to explain the issues were employed. The
exploratory stage was completed and the specific issues developed are covered in
Chapters 2 and 3, while the explanatory stage is covered in this chapter, Chapter 4.
Further, case based research allows the researcher to focus on specific information
drawn from multiple case studies and then compare and contrast those findings
across cases (Yin 1994). Nor is Yin (1994) alone in that view.
Similarly, Miles and Evans (1987), Cooper (1991) and Rossman and Rallis (1998) all
argue that the use of a case study methodology is best to research practical problems.
This is because it allows a researcher to examine the phenomenon more effectively
and to a greater depth in its contextual conditions than the use of other
methodologies (Miles and Evans 1987, Cooper 1991 and Rossman and Rallis 1998).
Further, Yin (1989 p23) goes on to explain that a: “Case study is an empirical enquiry
that investigates a contemporary phenomenon within its real life context, when the
boundaries of the phenomenon and context are not clearly evident and in which multiple
sources of evidence are used.” Also, Burgess (1983, 1984) and Bonoma (1985) observe

that the use of case studies allows the researcher to get closer to those who have the
greatest impact on the way in which an organization operates. While Eisenhardt
(1989 p 534) contends that a case study is: “… a research strategy which focuses on
understanding the dynamics present within single settings.” In this sense using case

studies

allows

the

researcher

to

investigate

contemporary

organizational

phenomenon. Consequently, using case studies, as a research tool, allows the
researcher to have both an insider’s view and an outsider’s view of the phenomenon
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under investigation and can provide the researcher with a unique set of perspectives
(Carson et al. 2000, Romano 1989, Stake 1995, Yin 1993, Zikmund 1988).
Yin (1989 p 23) argues that there are three aspects that make the use of case studies a
useful methodology and this is when:
1.
2.
3.

It investigates a contemporary phenomenon in a real life context
The boundaries of which are not always clearly evident; and
Where multiple sources of evidence are used (Yin 1989).

In this case, the research question investigates a contemporary phenomenon, in a real
life context: “How can Australian universities become Learning Organizations?”
Also, while the boundaries are currently ‘limited’ to Australian universities, the
nature of Learning Organizations extends beyond this boundary. Moreover, multiple
sources of evidence will used to establish a position, about “How can Australian
universities become Learning Organizations?” Furthermore the case study
approach is well suited for the task when the matter under investigation is very
complex, as it is in this situation (Yin 1994). While case studies are different from
other qualitative methods, they are an effective methodology, as they can be used for
both explanatory and exploratory studies, especially as the sources of the data are not
quantitative (Bonoma 1985, Bouma 2000, Eisenhardt 1989, Shipman 1997, Yin
1989). However, there are other reasons to justify using the case study method in this
thesis.
Some researchers, such as Avison (1997), Bonoma (1985) and Bouma (2000)
contend that when research is aimed at developing a theory rather than verifying one,
then the use of the case study methodology is the most appropriate one. As the thesis
does not test or verify a theory, but rather endeavours to develop a definition, theory
and model of how Australian universities can become Learning Organizations, then
the use of case studies as a methodology is justified (Bouma and Atkinson 1995).
Similarly, Deshpande (1983) Eisenhardt (1989), Perry et al (1998) and Shipman
(1997) all support this position, arguing that when the existing theory about a
phenomenon is limited or seems insufficient, as in this situation, then the use of the
case study methodology is most appropriate. Moreover, the case study methodology
suits both theory building and data analysis, as they interact with each other, through
the multiple sources and flexible nature of the process of data collection (Bouma and
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Atkinson 1995, Rossman and Rallis 1998, Shipman 1997). Further, as the knowledge
pertaining to Australian universities as Learning Organizations, exists in the minds of
the respondents thus, the use of the multiple case study methodology to extract that
knowledge is crucial. As this knowledge is often tacit and very specialized it cannot
always be readily extracted by other methods, such as by using a questionnaire,
which lack the flexibility to ask other questions about issues raised by the
respondent, but not included in the questionnaire (Clarke 1998, Collins 2000, Denton
1998, Flood 2000). Nor do the benefits of using the case study approach stop there.
When the data was analyzed, the use of the case study methodology allows the
researcher to classify, compare and describe the findings, in a more meaningful way
(Bouma 2000, Perry et al. 1998, Shipman 1997). For example, Perry et al. (1998 p
12) note that case studies allow for the: “…classification into categories and the
identification of inter-relationships between these categories…” of the data acquired. This

was done in a consistent manner, as the individual interviews were analyzed in depth
to build a more complete understanding. Moreover, the research drew on a number of
sources of data including: books, government papers, journals, newspapers, videos,
archival records, television programs, interviews and university documents, all of
which give a greater depth of understanding and validity (Yin 1989).
This use of multiple sources of data has particular value, as it increases the construct
validity of the research in question. Yin (1989 p 42) notes that the use of multiple
sources of evidence are, “…convergent lines of enquiry…” that allows a process of
triangulation to take place (Bonoma 1985, Parkhe 1993). Which Denzin (1978 p
291) defines as: “…the combination of methodologies used in the study of the same
phenomenon…” in an effort to verify the findings. Eisenhardt (1989 p 538) adds

weight to Denzin’s (1978) approach, arguing that: “…triangulation, made possible by
multiple data collection methods…provides stronger substantiation of constructs.” Thus, by

using multiple sources of evidence makes the findings of the case study method both
more convincing and accurate and thus showing that consistent levels of validity and
generalisability were achieved (Bonoma 1983, Shipman 1997). In an effort to ensure
that this was achieved, the researcher has used the doctoral defences, his supervisors
and other colleagues to help triangulate the findings of the 11 convergent interviews
and present the findings (Denzin 1978, Patton 1990). In this way it can be argued that
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the use convergent interviewing, of data acquired from multiple sources, the use and
analysis of multiple case studies, as a methodology, is as compelling as the use of
other methods, such as surveys and the use of multivariate techniques (Parkhe 1993,
James and Champion 1976).
To this Reynolds (1971, p 127) adds support arguing that: “…the best research design
is one that does not require statistical analysis, because the results are so obvious that other
scientists have high confidence in the results without considering statistical significance”.

Furthermore, James and Champion (1976); Pinfield (1986) and Eisenhardt (1989) all
acknowledge that the use of the case study method allows the researchers to build on
existing knowledge, to develop new concepts and hypotheses and to generate and, in
appropriate circumstances, test the hypothesis. Furthermore, the case study
methodology has been well established as a legitimate methodology in many
disciplines including; education, management and marketing (Morgan 1983b;
Burgess 1984, Yin 1989, Perry and Coote 1994; Clarke 1998, Denton 1998, Bouma
2000, Carson et al. 2000). What follows next is a discussion of how case studies can
be used to build a theory.

4.7 Using the Case Study Methodology to Build a Theory
According to Mintzberg (1979) for a researcher to effectively build a theory, it needs
to be clearly specified what kind of data is to be collected and how that data is to be
systematically gathered. For as Eisenhardt (1989 p 536) states: “The definition of the
research questions, within a broad topic, permit the researcher to specify the kind of
organization to be approached…and the kind of data to be gathered.” This is in line with

Yin’s (1989, 1993) thinking, which confirms the importance that the research
question plays in the overall design of the research. However, what about the role of
developed theory or the lack of one, within the research design?
While Eisenhardt (1989) is not wholly in favour of developing a theory prior to the
data collection phase, Yin (1989 p 36) argues that: “…theory development prior to the
collection of any case study data is an essential step in doing case studies.” Yin (1989)

notes that there are a number of steps in the process, these include:
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•
•
•
•
•

Developing a theory from the reviewed literature
Then define the relationship between the variables within the theory
Then define the units of analysis
The process of analysis and
The criteria for interpreting the findings (Yin 1989 p 33-35)

By doing so, one can be assured of the robustness of the findings, once they have
been interpreted and the soundness of the research design as a whole (Yin 1989,
1994). In contrast to Yin (1989), Eisenhardt (1989 p 536) argues that: “…investigators
should formulate a research problem and possibly identify some of the potential variables,
with some reference to extant literature.”

Eisenhardt (1989 p 536) further elaborates, noting that: “…the investigator should
avoid thinking about specific relationships between variables and theories as much as
possible, especially at the outset of the process…since such attempts will bias and limit the
findings”. Similarly, Eisenhardt (1989, p537) sets out a way of approaching this

process, suggesting that:
•
•
•
•
•

The research problem is formulated
Only some of the variables are identified, and
An appropriate research design is chosen, that
Allows the data to be specified and synthesized to then,
Build a theory/model

However, Eisenhardt (1989) uses a more inductive approach to theory building than
does Yin (1989), by using induction, which is the inferring a general law from a
particular set of circumstances (The Oxford English Reference Dictionary 1995).
Whereas, Yin (1989) uses a more deductive approach, as it draws on a general law,
or supposition, and from that infers a particular conclusion (The Oxford English
Reference Dictionary 1995).
The researcher has chosen to use a mixture of the two approaches, as the need to
build a theory, due to the lack of both a theory and model, drove the research.
Therefore, a tentative definition, theory and model of how Australian universities can
become Learning Organizations were developed even before the second stage of the
research commenced. Nonetheless, while Easterby-Smith, Thorpe and Lowe (1991 p
75) argue that: “…a deductive approach was preferred to an inductive approach in postgraduate management research…” the researcher’s topic lent itself to a more inductive
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approach. Furthermore, even Eisenhardt (1989) notes that it is virtually impossible to
carry out theory building research without having at least some initial theories and
models for consideration. Hence this thesis has developed an initial theory and
model, as presented in chapter 2, as a part of an inductive theory and model building
process, to answer the original research question.
In summary, the following steps, as suggested by Yin (1989) have been followed in
this research.
1. The research question was defined, including possible a priori
constructs and a preliminary model. This was done by drawing on the
previous literature, by personal observations and the data acquired from
the 11 convergent interviews which were all synthesized to develop a
theory and model (Bonoma 1989, Yin 1989, 1994, Eisenhardt 1989).
2. Case selection. In this research it was a choice of 32 multiple case
studies across two Western Australian universities. With 16 respondents
from each university for a total of 32 respondents, who were then
grouped into 8 ‘case studies’ of 4 persons from the same 4 discrete
levels within each of the two universities (Yin 1989, 1994, Eisenhardt
1989). This allows a clear delineation of the sample size and population
and allows for easy replication of the research design.
3. Designing appropriate data collection instruments and protocols. This
allows the researcher the latitude to decide on the most appropriate
approach in using the case study methodology. That is, should the
approach be purely quantitative, purely qualitative or a combination of
both (Eisenhardt 1989, Yin 1989, 1994). In this thesis there is a
combination of both.
In the following sections, these issues will be addressed in more depth, explaining
how they were adopted and used in this thesis.
4.8 Selecting the Cases-The Criteria for Replication Logic
The choice of a multiple case study research design is in harmony with Yin’s (1989)
assertion that it offers a fuller and wider variety of data as evidence and that it can be
used to develop a theory and/or model (Gersick 1988, Eisenhardt 1989). Moreover, it
allows the researcher to follow the path of replication logic, while researching in a
highly complex and fast-changing phenomenon (Yin 1989, 1994). For as Parkhe
(1993) contends, the evidence from multiple case research designs is often
considered as far more compelling than other singular designs and, is therefore more
likely to be regarded as being valid and acceptable (Yin 1989).
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It is for this reason that, the ability to follow the replication logic is seen as a crucial
element in the design. As Bailey (1992, p 51) states: “Replication logic can be built into
case studies through the use of multiple cases…” a process this research follows. The

findings of which can either be confirmed, when results similar to what was
predicted were obtained from all the cases selected, or rejected, when contrary results
are found due to predictable reasons (Parkhe 1993, Yin 1989). Therefore, to ensure
that results can be replicated, Eisenhardt (1989 p 540) argues that it is imperative to:
“…select categories and dimensions, and then to look for within-group similarities coupled
with inter-group differences.”

Thus, the choice of two universities in Western Australia was not based on a
statistical sampling logic, but rather on a non-probability judgemental sample. As the
case study methodology does not rely simply on statistical generalizations but rather
on the analytical generalizations from the case studies therefore it is less important to
have a large sample size. As Parkhe (1993) notes, by using sampling logic the chosen
respondents in the sample, are typical of a larger pool of respondents who were not
questioned. It is then assumed that the data drawn from this smaller number is
representative of the larger number and thus, it can be then statistically inferred that
any confidence interval(s) established are accurate. This contrasts with the use of a
single case about which Parkhe (1993, p 259) says: “…an individual case is akin to a
single experiment, and the analysis must follow cross-case rather than with-in case”.

Therefore, by having a design that examines not only individuals as cases, but also
positions, departments and universities as cases, allows for a greater level of
certainty about the findings. This is in line with Yin’s (1989, p 21) thinking, which
reasons that case studies do not represent a sample on its own, but rather that it
provides the means to: “expand and generalise theories (analytical generalisations)” not
“to enumerate frequencies (statistical generalisations)”. As the researcher expands and

generalises about the developed theory, each of the four individuals from, the four
areas of the two universities must be carefully selected (Parkhe 1993).
4.8.1 How many cases?
In the literature there is no clear consensus as to exactly how many ‘cases’ should be
used (Eisenhardt 1989, Patton 1990, Yin 1994, Shipman 1997, Carson et al. 2000).
For example Guba and Lincoln (1985, p204) argue that sampling selection should be
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done “to the point of redundancy”, that is until it is obvious that no more are required.
Whereas Patton (1990, p185) suggests that: “The validity, meaningfulness and insights
generated from qualitative inquiry has more to do with the information richness of the cases
selected and the observational and analytical capabilities of the researcher than the sample
size.” However other authors, such as Carson et al. (2000, p 12), suggest that a

number of case studies are required and that the number: “…seems to fall between 2(sic)
to 4 (sic) as the minimum and 10 (sic) 12 or 15 as the maximum.” Further, Yin (1994, p 50)

argues that the relevance of the selected cases is far more important than the number,
as they must ensure: “…theoretical and literal replication”. Moreover as Eisenhardt
(1989) suggests the number maybe as low as two to four, but Perry et al. (1998)
argues for as many as 45 cases. Thus, while there is no accepted number, the
researcher has chosen to take a position that embraces the whole of these positions
and use a total of 32 individual respondents from the two Western Australian
universities. These are in turn grouped into four categories, of four respondents in
each university, or 16 respondents from each university.
4.8.2 Selecting the Number of Cases
The selection of the number of cases, used as part of the case study methodology,
was based on four criteria. The first of these criteria is that, all of the respondents
must work within one of the two universities selected. The second criteria is that,
each of the respondents held the same or similar position and/or carried out a similar
role within each university, so that, even if the position title differed, the substantive
role and position was the same in each university. The third criteria is that each of the
respondents was matched to another in the same or similar role or position, to give
the researcher a commonality of views, based on each persons relative experience,
within their position and/or role and their own university (Eisenhardt 1989). The
fourth criteria is that, there had to be a sufficient number of cases to meet the overall
requirements of Carson et al. (2000), Eisenhardt (1989) and Perry (1997), all while
accepting the premise of Shipman (1997) that, a case can be a single individual, or a
group or an entire organization. Consequently, as noted in section 4.7, 16
respondents were accessed from each of two Western Australian universities,
grouped into four case studies made up of four individual respondents. Thus, there
were a total of 32 individual respondents, which were then grouped into a total of
eight case studies.
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It should be noted that, while Table 4.4 presents a series of positions each of the
respondents ‘came from’. These positions, as listed, do not reflect the actual order in
which they are listed in the data matrices and therefore, it is not possible to identify
any individual respondent by looking at the positions as listed in Table 4.4. The
positions listed are representative of the positions an individual could occupy. There
are two important reasons why a range of people was interviewed, for the research.
Firstly, as there is more than one person in each of the cases the views presented can
be matched and cross referenced all of which increases the internally validity of each
case. The second reason is that, as there is more than one case in each university this
increases the external validity across each of the individual universities. This is
shown in Table 4.4.
Table 4.4 Research Design Using Multiple Case Studies
University
Senior
Academic
Administrative
Executives
staff
staff
University
‘A’
Cases 1-4

University
‘B’
Case 5-8

Case 1
Vice-Chancellor or
Dep.
ViceChancellor

Case 2
Professor
Ass.
Professor

Pro-Vice Chancellor
(Teaching/Research)

Senior
Lecturer

Pro-Vice Chancellor
(Teaching/Research)

Lecturer

President of Senate
or
Academic Council
Case 5
Vice-Chancellor or
Dep.
ViceChancellor

Case 6
Professor
Ass.
Professor
Senior
Lecturer

Pro-Vice Chancellor
(Teaching/Research)

Lecturer

Case 3
HRM Director

Case 4
IT Manager

HRM Officer

Facilities
Manager

Senior
Administration
Officer

Ass. Lecturer

Pro-Vice Chancellor
(Teaching/Research)

President of Senate
or
Academic Council

or

or

Administration
Officer

Librarian
Grounds
Person

Case 7
Director of HRM

Case 8
IT Manager

HRM Officer

Facilities
Manager

Senior
Administration
Officer
Administration
Officer

Ass. Lecturer

General
staff

Librarian
Grounds
Person

(Developed for this thesis)

It should be noted that here are two reasons why the researcher has chosen to
investigate a total of only eight ‘cases’ at the two universities. First, there were the
constraints imposed both in terms of time and gaining access to a number greater
than 32 individual respondents. Second, the great distances involved in travelling to
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other universities to interview staff members elsewhere in Australia, as the
researcher is based in Perth, Western Australia. Thus the time and distance
constraints made it unfeasible to interview staff members from universities outside
Western Australia. Furthermore, the financial costs associated with the research,
while not prohibitive, are nonetheless real and, due to the limited funds available for
doctoral research, it was deemed better to conduct the research closer to home.
Nonetheless, the reason for using only two Western Australian universities, with a
total of 32 individual interviews that formed the eight ‘case’ studies, is that these
provide sufficient depth both within cases and across cases.
As, the use of only two Western Australian universities, in the researcher’s case
study design, satisfies Eisenhardt’s (1989) ideal of four to ten cases, while it also
goes some way to satisfying Perry’s (1994) position, of up to 45 cases, when each of
the 32 individuals is considered as a case study, in its own right.This adds to the
robustness of the data and the conclusions drawn about the data and allows for a
more valid and generalisable set of findings. This also satisfies Patton’s (1990, p
185) ideal about the nature of the acquired data, when he stated that: “…the validity
and meaningfulness and insights generated from qualitative inquiry have more to do with the
information-richness of the cases selected and the observational/analytical capabilities of
the researcher than with sample size.”

Moreover the people chosen as respondents are people who have had, on the whole,
a great deal of experience within the tertiary sector in Australia and in some case,
overseas. Further, they are usually highly educated and some have had experience
outside the tertiary education sector in other public and private organizations, thus
they are able to bring a wider view to the universities concerned. Consequently, it is
possible to have a high degree of confidence in the findings presented due to the
multiplicity of case studies used and the careful selection of the individual
respondents that make up the case studies. Thus, a detailed presentation of the overall
characteristics of the 32 respondents is shown by university and in the order in which
the interviews were conducted. The tables include details of each respondent’s
gender, age, role, years of tenure and educational qualifications are presented in
Tables 4.6a and 4.6b.
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Table 4.6a: Characteristics of Respondents of University ‘A’
Respondents
Gender Age
Role
Years
at
University ‘A’
uni
M
41-50
Admin
2.5
1
M
31-40
Acad
4
2
M
51-60
Exec
13
3
M
31-40
Admin
5
4
M
31-40
Supp
2
5
F
41-50
Acad
7
6
M
41-50
Supp
13
7
M
51-60
Exec
9
8
F
51-60
Acad
20
9
M
61+
Supp
1
10
M
51-60
Exec
3.5
11
F
31-40
Supp
5.5
12
F
31-40
Admin
4.5
13
F
51-60
Admin
6
14
F
41-50
Exec
5
15
M
41-50
Acad
15
16

Qualifications
P/G
PhD
PhD
P/G
P/G
PhD
P/G
PhD
PhD
None
PhD
None
P/G
PhD
PhD
P/G

Legend: M = Male, F =Female, Mid = Middle Management, Exec = Executive, Acad = Academic,
Admin = Administrative staff, Supp = Support staff, PhD = Doctorate, P/G = Masters, U/G =
Undergraduate, None = No degree
(Source: Multiple case study interviews)

Table 4.6b Characteristics of Respondents of University ‘B’
Respondents
Gender Age
Role
Years at
University ‘B’
uni
M
61+
Exec
12.5
1
2
M
51-60
Exec
25
M
51-60
Supp
20
3
F
51-60
Admin
20
4
M
51-60
Admin
13
5
M
41-50
Exec
22
6
F
41-50
Admin
16.5
7
M
41-50
Acad
12
8
F
41-50
Admin
20.5
9
M
41-50
Acad
10
10
M
31-40
Supp
2.5
11
12
M
51-60
Acad
12
F
21-30
Supp
4.5
13
F
51-60
Supp
23.5
14
F
41-50
Exec
2.5
15
F
41-50
Acad
3.5
16

Qualifications
PhD
PhD
None
U/G
P/G
PhD
U/G
PhD
U/G
PhD
U/G
P/G
U/G
P/G
PhD
U/G

Legend: M = Male, F =Female, Mid = Middle Management, Exec = Executive, Acad = Academic,
Admin = Administrative staff, Supp = Support staff PhD = Doctorate, P/G = Masters, U/G =
Undergraduate, None = No degree
(Source: Multiple case study interviews)
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4.9 The Case Study Protocol
In this section, the protocols of the case study are discussed. As the research focuses
on “How can Australian Universities become Learning Organizations” then only
those selected staff from the two universities was interviewed so as to gain their
perceptions on the ten research issues. The interviews lasted, on average, an hour,
usually conducted in the office of the respondent and then the data was transcribed
from the audiotape, with a copy of the transcript returned to the individual (Yin
1994). Any secondary data, such as university publications or promotional material
was also collected and, if required, photocopied and returned. Some of this
documentation was relevant, as a number of the respondents were privy to
information, at higher levels of the university, than those at lower levels may have
been. Finally, any data the respondent may wish to check, again, was also available
from the researcher however only data supplied by that respondent was available
(Yin 1989). To ensure that this process was standardised and to increase the levels of
validity, reliability and generalisability, the researcher followed the processes as
previously outlined by Yin (1994), in section 4.7.
4.9.1 Standardising the Case Study Protocol
The purpose of having a standardised case study protocol is to ensure future
replication of the methodology and ensure higher levels of reliability (Yin 1994). It
also allows other researchers to follow the methodology and then to enable them to
explain any divergence of the findings, if they prove to be different (Yin 1989). As
Eisenhardt (1989), Shipman (1997) and Yin (1994) all argue, the protocol is essential
in a multiple case study design and the researcher has followed that advice.
This researcher developed a standardised protocol that encompassed the following
three elements. Firstly, a research issue, about each of the ten characteristics of
Australian universities as Learning Organizations, was developed. Secondly, a
definition about each dimension was formulated from the literature review and
drawing on, existing accepted definitions. Thirdly, a research statement about each of
the propositions was formulated. This included a 1-7 Likert scale, for the respondent
to use to rate to what extent they agreed or disagreed with each proposition. Then,
before each interview an e-mail or letter, containing a table of each proposition,
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definition and question, was forwarded to each respondent at least a fortnight before
the interview, containing instructions on how to use the table and then, after each
interview time was reconfirmed, each respondent was interviewed.
The respondent was asked to rate each of the research statements in column 3, using
the 1-7 Likert scale as shown under each of the research statements. This rating was
recorded, either manually on the research protocol or on the audio-tape at the time of
the interview. The respondent made use of the definition in column 2 for both rating
the research statements and for formulating their answers to the research issues. Then
at the interview, each respondent was asked for their answer on each of the research
issues as shown in column one. This protocol is shown as Table 4.7, below.

Table 4.7: Research Issues, Definitions and Research statements
Column 1-Research
Column 2-Definition
Column 3-Research
Issue
statement
Research Issue 1

Leadership

Research statement 1

How would you describe the
leadership style manifested
in your university?

Leadership is defined as the
process of influencing others
to achieve both organizational
and personal goals, to
empower and then further
develop people, by using
intrinsic rather than extrinsic
motivators (Bennis 1997,
Callus 2000, Ramsden 1998)

To develop into a Learning
Organization, universities
need an appropriate and
effective leadership style, one
that empowers people and
enables them to learn.

Research Issue 2

Vision

Research statement 2

How is your university’s
vision helping it to develop
into a Learning
Organization?

The organizational vision is
defined as the commonly held,
defined and acted upon
statement that provides an
energizing force that moves
the organization in a particular
direction
(Deavenport 1999, Senge
1990)

To develop into a Learning
Organization, universities
need a vision that is both
commonly held and defined.
On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

Research Issue 3

Organizational Culture

Research statement 3

How is your university’s
organizational culture
helping it to develop into a
Learning Organization?

The rules, norms and
behaviours that define the way
people act in an organization.
These rules, norms and
behaviours are both explicit
and implicit in nature. They

To develop into a Learning
Organization, universities
need an organizational
culture that supports values
and encourages learning. It
also values people for what

On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

170

are also affected by a product
of national, ethnic and
religious beliefs.
(Hofstede 1984, Morgan
1986)

they are rather than just as
economic units of
production.
On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

Research Issue 4

Human Resource
Management

Research statement 4

To what extent is your
university’s current HRM
function meeting the
challenge of attracting,
selecting, retaining and
developing staff to fill
current and future roles and
positions as well as,
developing them into
learning persons?

Human Resource Management
is defined as the function of
management that is concerned
with the practices, procedures
and practices that attract,
select, retain and then develop
the best person for the role or
position. Focusing on
developing the person’s ability
to learn not only for today but
also for the future.
(Collins 1999, Stone 1992)

To develop into a Learning
Organization, universities
need HRM processes,
practices and procedures that
are focused on further
developing individuals as
learning people
On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

Research Issue 5

Role in Society

Research statement 5

How would you define your
university’s role in today’s
emerging information
society?

Role is defined as the part
played and purpose served by
an organization in its society;
particularly universities who
are charged with educating its
societal members for the
future.
(Gaita 1997, Nossal 1997,
Saul 1999)

To develop into a Learning
Organization, universities
should define their role as
providing the highest quality
research which is used to
develop people capable of
working with and developing
new knowledge.
On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

Research Issue 6

Accessibility

Research statement 6

How accessible is your
university to potential
students and staff?

Accessibility is defined as the
number of qualified students
able to study the course of
their choice at the university
of their choice and with a staff
to student ratio that allows for
a very high quality of
education to be provided.
(Chen 200, Soer, 1998)

To develop into a Learning
Organization, universities
need to be accessible to all
potential staff and students
who want to participate in the
studies offered
On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

Research Issue 7

Resources

Research statement 7

What impact, if any, have
funding constraints had on
your university’s ability to
carry out its teaching and
research activities over the

Resources are defined as the
DETYA funding and other
sources that, most Australian
universities still see as their
primary ‘resource’. However,

To develop into a Learning
Organization, universities
need to be fully funded by
their national governments,
as they are a part of the
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it should also include all the
university’s intellectual
capital.
(DETYA 2001)

nation’s infrastructure, like
roads.

Research Issue 8

Innovation and creativity

Research statement 8

How does your university
make the best use of the
innate innovation and
creativity of all the staff?

Innovation and Creativity is
defined as the means by which
people increase their own and
the organizations effectiveness
and efficiency by thinking
about and doing things in new
ways.
(Deavenport 1999, Saul
1999)

To develop into a Learning
Organization, universities
need to develop strategies to
maximise their staff’s innate
innovation and creativity.

last 5-10 years?

Research Issue 9
How does your university
make use of the available
Information Communication
Technology to manage all
your university’s
organizational knowledge
and make staff more
effective?

Information
Communication
Technology

On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

Research statement 9
To develop into a Learning
Organization, universities
should use Information
Communication Technology
as a tool to increase the
effectiveness of its staff and
not as a replacement for them

Information communication
Technology is defined as the
electronic means by which
people can gather, store,
analyze, manage and then
synthesize data into new forms
of knowledge which can then
be communicated to others.
(Dove 1999, Zack 1999,
Maddux, Johnson and Willis
1997)

On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

Research Issue 10

Global Reach

Research statement 10

How has your university
globalised its operations?

Globalisation is defined as the
accelerated growth of
economic activity over
national and political
boundaries.
(Held et al 2000)

To develop into a Learning
Organization, universities
need to globalise their reach
to access the best available
students and staff.
On a scale of 1-7, where 1 is
highly disagree and 7 is highly
agree, to what extent would you
disagree or agree with this
statement?

(Source: Developed for this thesis)

Thus, by using this standardised protocol to rate each proposition, to ask each of the
questions and then, each of the case study interviews will present consistent data for
analysis. From this data, it is possible to then examine and analyze the perceptions of
each individual, both within and across cases, allowing for a meaningful set of
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conclusions to be drawn. This increases validity of the data and increases the
likelihood that the findings are true. However, it does not address the limitations of
case based research and the means used to overcome them, which is discussed in the
following section.
4. 10: Limitations of Case Study Based Research
While case study based research has many advantages, it is also subject to a number
of limitations, which will now be addressed. There are five limitations usually
ascribed to the use of the case studies methodology and these are:
•
•
•
•
•

It can result in overly complex theories
It can be difficult to ensure external validity
It can be difficult to conduct, effectively and efficiently
That no single approach can be deemed sufficient for the development
of a sound theory, and
The high risk of researcher bias

(Source: developed from Parkhe 1993, Bailey 1992, Eisenhardt 1983 and Yin 1994)

Nonetheless, all of these limitations can be dealt with, if the appropriate strategy is
used to overcome them and these are presented in Table 3.5, as follows.
Table 4.8 Strategies to overcome the limitations of Case Based Research
Limitations
Research

of

Case

Based Strategies to Overcome Limitations

1. Results in overly complex theory

Develop prior theories and specific research
questions
2. Ensuring external validity
Use theoretical replication logic
3. Can be difficult to conduct
Use a standardised case study protocol
4. No single approach is sufficient for View the research effort as a part of the
the development of a sound theory
journey towards the theory development, not
as an end in itself
5. Researcher bias
Use an independent observer to verify the
data collection and as a validity check
(Source: developed from Parkhe 1993, Bailey 1992, Eisenhardt 1983 and Yin 1994)

The first of these limitations that it can result in overly complex theories, which
results in a loss of parsimony (Eisenhardt 1989, Parkhe 1993), can be overcome by
the careful development prior theories, coupled with specific questions about the
theories. Parkhe (1993, p 255) supports this, arguing that: “…this should be less of a
problem in executing the research program…when the research is guided by an initial,
tentative framework that attempts parsimoniously to tie core variables into an integrated
theoretical system.” Thus it is argued that by the use of an initial, if tentative model of
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Australian universities, as Learning Organizations, as demonstrated in chapter 2, this
limitation has been overcome.
The second, common limitation is that of external validity; that is can this case be
generalized beyond itself into the wider situation? In this thesis the researcher has
followed Yin’s (1989, 1994) approach, that of using replication logic to increase the
probability of external validity. James and Champion (1976) and Parkhe (1993)
contend that the use of multiple data sources, such as case studies and other data,
coupled with the use of pattern matching and cross-case analysis in the multiple
cases, using a theoretical replication logic, is as compelling and scientifically
meaningful as the use of surveys and multivariate statistical analysis. For as James
and Champion (1976 p 92) argue: “…the researcher does not regard case study findings
as conclusive proof of anything…neither does the survey researcher.” On this basis the

results obtained by the use of multiple case studies, while not conclusive in their own
right, it is argued that they are indicative of a confirmation of the propositions about
Australian universities, as Learning Organizations.
The third common limitation of case study research is that it can be difficult to
conduct, due to unforseen logistical problems (Bedeian 1989, Parkhe 1993). This
limitation is not insoluble as the case study protocol acts as a guide to ensure that the
case study is conducted consistently, in an appropriate manner (Yin 1994). The
fourth limitation is that the use of case study based research is insufficient to
completely develop a coherent and cogent theory (Parkhe 1993). However, this is not
a limitation of case based research alone, for as Parkhe (1993 p 255) states: “…no
single approach to theory development…is self-sufficient and capable of producing a wellrounded theory that simultaneously maximizes the research quality criteria of construct
validity, internal validity, external validity and reliability.” This researcher does not claim

that the model developed represents the final position of Australian universities as
Learning Organizations. Rather, it is part of the overall journey towards that final
goal of a robust and well-rounded theory and model that fully explains the
phenomenon (Parkhe 1993, Bailey 1992, Eisenhardt 1983 and Yin 1994).
The fifth and final limitation is that of researcher bias (Bailey 1992, Parkhe 1993). To
overcome this problem and perception, Bailey (1992, p 52) argues that: “…a good
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case-researcher must be able to step away from preconceived notions…” and view the

data, and subsequent findings, objectively and not subjectively. To ensure that this
was not a ‘valid’ limitation of this research, the researcher has had an independent
verification of the data from the convergent interviews conducted. This allows for, as
Patton (1990 p 188) notes: “… a cross-data validity check …” giving reason to accept
that all efforts have been made to minimise researcher bias. Thus, in conclusion
while it can be argued that case study based research has some major limitations,
which can be interpreted as a lack of objectivity, rigour or even precision, this does
not mean that that cannot be overcome (Yin 1989, 1994, Perry 1998, Carson et al
2000). Now that all of the five limitations have been addressed a brief discussion of
how the data will be analyzed is presented in the following section.
4.11 Analysing the Case Study Data
The case study data has been analyzed by using a pattern matching and explanation
building process, as outlined by Yin (1989, 1994). Also, as the data is drawn from a
total of eight case studies, with 32 respondents and each case from the same areas
within two universities, this increases the internal validity of the findings (Zikmund
1991) and the external validity (Lynch 1982), as they can be generalised across at
least two Australian universities. Furthermore, the data was compiled using a data
matrix in which it was possible to directly compare, proposition by proposition,
question by question each of the answers from each of the respondents. Moreover, as
each of the respondents also rated how much they agreed, or disagreed, with each of
the propositions, this acted as a further check on the validity of the data obtained.
To analyze the data, a data matrix was developed. The data matrix is divided into two
sections. The upper section is for the data gathered from University ‘A’ and the
lower section for the data gathered from University ‘B’. Each of the sections is
comprised of four cells, used to display the views of each respondent, from the four
areas where the data was gathered, that is: Senior Executive staff, Academic staff,
Administrative staff and General staff. Each cell is further divided into a space for
each of the four respondents, designated respondent A, B, C and D. In each of the
spaces the response from that person was recorded and from this a pattern matching
process was carried out, by identifying either the most common comment made
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concerning that question or, any dissenting comments. Furthermore, each of the
spaces in the upper and lower sections corresponds to the same group from each
university, that is the Senior Executive staff are located directly above and below
each other, with each respondent, holding a particular position are placed in the same
order. Finally, in a separate, but adjacent, column the rating of each individual is
recorded, with a further place for the means and standard deviations to be recorded.
4.12 Ethical Issues
While there are four publicly funded universities in Western Australia, two have
been recognized as research based universities since their inception. One of these two
universities is Western Australia’s oldest, having been in existence for over 100
years, the other was established in the last quarter of the 20th century and these two
universities are seen by the Australian Federal Government as being primarily
research focused universities. Whereas, the other two public in Western Australian
universities are recognised as primarily teaching universities as each of them has
became universities after many decades of being Colleges of Advanced Education.
Of the four universities, there is a research university and a ‘teaching’ university
involved as part of the study. Furthermore, as each of the four public universities in
Western Australia has more than one campus, and each university has its primary
campus located in the Perth metropolitan area, it is not possible to identify, or at least
exclude a university, on the basis of the number of campuses. Thus, every effort has
been made to give representative sample of the limited number of universities
available.
To ensure that the identities and anonymity of all the respondents, including those
interviewed during the convergent interviews and case studies, are protected they are
not named. However, where they are listed, they are referred to as Respondents 1A,
2A, 3A and so on through to Respondents 8B, 8C and 8D. Moreover, as the case
study respondents could be identified by their positions, they are listed in a
purposefully rearranged way, one that is designed to conceal their identities. Thus,
while the respondents held one of the positions listed in Table 4.3 in and these are
listed in a specific order, that of most senior to least senior, in the data matrices they
are deliberately rearranged so that they cannot be identified from their positions. So,
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while the researcher, his two supervisors and one of the respondents, who made an
introduction to a senior member of one of the universities, know the names of the
universities they are identified in the thesis merely as University ‘A’ and University
‘B’. Finally, the ethical guidelines, binding this researcher, required by Murdoch
University’s Human Research Committee have been scrupulously followed.
4.13 Conclusion: Convergent Interviewing and Case Study Based Research
In this chapter the researcher has reviewed and justified the choice of case study
based research. In view of the intention of the researcher to explore and explain the
research question, as well as the diversity and paucity of research into universities as
Learning Organizations, the case study methodology, as adopted, is argued to be the
most appropriate methodology. When this combined with the use of other secondary
documentation and the analysis both within-cases and across-cases, of the in depth
interviews, it can be demonstrated that this is the most suitable overall research
design for such research.
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Chapter 5
Analysis of the case study results
5.1 Introduction:
In chapters 3 and 4, the research methodology used to gather and analyze the data
was discussed. Firstly, the data gathered from 32 individuals, grouped as four cases,
of four individuals, taken from the same four areas of the two Western Australian
universities, is summarised and presented as a total eight case studies. Unlike the
convergent interviews which were conducted much earlier, the 32 interviews, which
form the basis of the eight case studies, were conducted over a period of three
months, between March 2002 and June 2002. This allowed the researcher sufficient
time to make and keep the required appointments, as well as sufficient time for each
respondent to familiarise themselves with the research issues, definitions and
statements, as shown in Table 4.7 in chapter 4. Secondly, this chapter presents the
findings of both the ten propositions and the ten questions used in each of the 32
interviews. Moreover, in chapter 6, these findings will be integrated with the
literature review from chapter 2, to present a series of recommendations as to: “How
can Australian universities become Learning Organizations”? Thirdly, this chapter
presents a comparison and contrast of each of the case studies, drawing out the major
findings from each of the cases. This is shown diagrammatically in the flowchart
labelled as Figure 5.1.
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Figure 5.1(a) Flowchart of Chapter 5 (Source: Developed for this thesis)
5.1
Introduction

5.2
The case study
respondents

5.3
Analysing the
data

5.4
Leadership

5.5
The Vision

5.6
Organisational
Culture

5.7
Human Resource
Management

5.4.1
The research
statement for
proposition one Leadership

5.5.1
The research
statement for
proposition two –
The Vision

5.6.1
The research
statement for
proposition three –
Organisational
Culture

5.7.1
The research
statement for
proposition four –
Human Resource
Management

5.4.2
The comments of
respondents 1A to
4D on question one

5.5.2
The comments of
respondents 1A to
4D on question two

5.6.2
The comments of
respondents 1A to
4D on question three

5.7.2
The comments of
respondents 1A to
4D on question four

A summation of
cases 1 – 4 in
University ‘A’

A summation of
cases 1 – 4 in
University ‘A’

A summation of
cases 1 – 4 in
University ‘A’

A summation of
cases 1 – 4 in
University ‘A’

5.4.3
The comments of
respondents 5A to
8D on question one

5.5.3
The comments of
respondents 5A to
8D on question two

5.6.3
The comments of
respondents 5A to
8D on question three

5.7.3

A summation of
cases 5 – 8 in
University ‘B’

A summation of
cases 5 - 8 in
University ‘B’

A summation of
cases 5 - 8 in
University ‘B’

A summation of
cases 5 - 8 in
University ‘B’

5.4.4
Conclusion: A
summation of the
findings from each
university

5.5.4
Conclusion: A
summation of the
findings from each
university

5.6.4
Conclusion: A
summation of the
findings from each
university

5.7.4
Conclusion: A
summation of the
findings from each
university

The comments of
respondents 5A to
8D on question four
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Figure 5.1(b) Flowchart of Chapter 5 (Source: Developed for this thesis)
5.8
Role in Society

5.9
Accessibility

5.10
Resources

5.11
Innovation and
Creativity

5.8.1
The research
statement for
proposition five –
Role in Society

5.9.1
The research
statement for
proposition six –
Accessibility

5.10.1
The research
statement for
proposition seven –
Resources

5.11.1
The research
statement for
proposition eight –
Innovation and
Creativity

5.8.2
The comments of
respondents 1A to
4D on question five

5.9.2
The comments of
respondents 1A to
4D on question six

A summation of
cases 1 – 4 in
University ‘A’

A summation of
cases 1 – 4 in
University ‘A’

5.10.2
The comments of
respondents 1A to
4D on question
seven
A summation of
cases 1 – 4 in
University ‘A’

5.8.3
The comments of
respondents 5A to
8D on question five

5.9.3
The comments of
respondents 5A to
8D on question six

A summation of
cases 5 – 8 in
University ‘B’

A summation of
cases 5 - 8 in
University ‘B’

5.8.4
Conclusion: A
summation of the
findings from each
university

5.9.4
Conclusion: A
summation of the
findings from each
university

5.10.3
The comments of
respondents 5A to
8D on question
seven
A summation of
cases 5 - 8 in
University ‘B’

5.10.4
Conclusion: A
summation of the
findings from each
university

5.11.2
The comments of
respondents 1A to
4D on question eight
A summation of
cases 1 – 4 in
University ‘A’

5.11.3
The comments of
respondents 5A to
8D on question eight
A summation of
cases 5 - 8 in
University ‘B’

5.11.4
Conclusion: A
summation of the
findings from each
university

5.12
Information
Communication
Technology

5.12.1
The research
statement for
proposition nine –
Information
Communication
Technology

5.12.2
The comments of
respondents 1A to
4D on question nine
A summation of
cases 1 – 4 in
University ‘A’

5.12.3
The comments of
respondents 5A to
8D on question nine
A summation of
cases 5 - 8 in
University ‘B’

5.12.4
Conclusion: A
summation of the
findings from each
university

5.13
Global Reach

5.14
Conclusion

5.13.1
The research
statement for
proposition ten –
Global Reach

5.13.2
The comments of
respondents 1A to
4D on question ten
A summation of
cases 1 – 4 in
University ‘A’

5.13.3
The comments of
respondents 5A to
8D on question ten
A summation of
cases 5 - 8 in
University ‘B’

5.13.4
Conclusion: A
summation of the
findings from each
university
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5.2: The case study respondents
As detailed in chapter 4, section 4.8.2, the case study design used a total of 8 case
studies, grouped into the same four areas of two different Western Australian
universities. In each group there were a total of four individuals, thus there were a
total of 16 respondents from each university and an overall total of 32 respondents.
Each respondent occupied one of the positions as shown in Table 4.4, in each
university. Thus, two Presidents of Academic Council, two Deans, two Professors
and so on, were interviewed and the ratings and answers provided by them all, to the
both the research statements and issues posed in Table 4.7, forms the basis of the
analysis that follows.
To ensure that they can be readily analyzed both within cases, as well as across
cases, each individual respondent is assigned a letter, A, B, C and D. As shown in
Figure 5.2, page 172, and labelled Leadership Data Matrix, it is constructed in a
manner that allows each university to be examined as a whole and with all four cases
numbered, follow sequentially, from left to right. Each university is identified as
University ‘A’ or ‘B’, with cases 1-4, from left to right, providing the data for
University ‘A’ and cases 5-8, from left to right, providing the data for university ‘B’.
Next, the cases that represent the views of the Executive staff of each university are
lined up vertically to one another, as cases 1 and 5, and with each respondent also
matched to one another and so, Respondent 1A in Case 1 holds the same position as
Respondent 5A in case 5. However, the identities of each respondent have been
confused so that, any one of the respondents, in each case, could hold any of the four
positions. Thus, no individual can be identified as holding a particular position and,
thereby, their identity be revealed. Finally, as each individual has a cell within the
data matrix, it is possible to compare not only Respondent 1B with Respondent 5B
but also, any other individual or case with any other individual or case. This
approach is based on the methodology adopted by Denton (1998) whose research,
into five British companies, used both a case study methodology and ratings
methodology, to explore how learning was being achieved.
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5.3: Analysing the data
When using the case study methodology, Patton (1990 p 338) advises that each case
should be written up as a “…holistic and comprehensive narrative.” This approach is
an excellent one when the data used is from a small number of cases that is when
each individual respondent is a case study. However, as this research analyzes and
presents the data from 32 individual respondents, as eight cases, another approach is
taken. The reasons for this becomes evident when one considers that, after the taped
interviews were committed to paper, each interview averaged nine single spaced A4
pages in length. The longest was fourteen pages and the shortest a mere seven pages.
When each of the answers, to each of the ten research issues was placed on a
separate page, to allow for easy comparison, the length of most of the transcripts
exceeded twelve pages. Therefore, after completing the first draft, which ran to 145
pages, it was necessary to considerably reduce the data analysis chapter to much
more manageable proportions. Moreover, as Yin (1989) suggests, rather than supply
every detail, it is better to provide a summation of the key findings using the pattern
matching approach. However, as Yin (1989) then notes, all the data needs to be
available for other researchers to review and so, all the data is available.
Here the researcher has taken a position that is a compromise between the two
positions of Patton (1990) and Yin (1989). So, while not all the data is presented in
the form of a quote from each respondent, each case is presented in its entirety, with
at least two appropriate quotes to illustrate the point being made (Yin 1989; Patton
1990). Moreover, as the data was analyzed not only within but also across cases, this
requirement is met without compromising the integrity of the data. Furthermore, the
data for each of the ten propositions and questions are presented in its own data
matrix, where all the ratings and major themes are summed up in a few words. All of
which gives greater levels of reliability to the findings (Romano, 1989). Finally,
while not all the data is presented in this thesis, the summation of the data so
presented represents an objective interpretation of the findings and can be seen as
being probably true. This, in harmony with the realism paradigm adopted for the
research, also accepts that future research may refute the findings. Thus, the findings
from each of the eight cases are presented consistently.
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Nonetheless, before this discussion is undertaken the researcher would like to make
an observation that has an impact on the validity and generalisability of the findings.
As the interviews progressed, in both universities, the researcher found that there
was a subtle change in the status of the researcher. While in the first few interviews
it was evident that the researcher was an outsider to the respondents gradually, as
each respondent became aware that others were being interviewed, the researcher
began to be viewed as less of an outsider. So, while the researcher did not
necessarily become an insider, the researcher was increasingly seen as a trusted
associate of each respondent. Thus, as more interviews were conducted, and as each
respondent spoke with increased frankness, the researcher became privy to thoughts
and feelings that did not necessarily become part of the recorded interviews, but
reflected a sense of how things really are within each university. Often, as the
researcher was seen waiting for an interview with the next respondent, previous
respondents would stop and chat, offering insights on things that had occurred to
them after the interviews and suggest other people who could become part of the
case studies.
To clearly and concisely discuss the findings, the following process is used. First, a
brief over view of the research issue will be provided. Second, the means from each
case about each proposition, and any significant trends, are presented. While they are
not relied upon for any statistical certainty they are, however, indicative of an overall
sense of the overall credibility of each proposition. Moreover, as discussed in chapter
4, section 4.9.1, each of the propositions represents the ideal for Australian
universities, as Learning Organizations, as developed from the literature review and
the convergent interviews. The data matrix will be presented, containing the ratings
given by each respondent and the means for each case, as well as all the major
themes that emerged during each interview. In the next section, each case study will
be discussed by presenting the most notable themes to emerge during each interview
and a quote to back up the point being made and from the data matrix it is possible to
see how often each respondent commented on each theme. This will allow for a
clearer understanding of the ‘reality’ of Australian universities and how the staff
members, individually and collectively, view the two universities in their current
situations.
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5.4 Leadership
From Senge’s (1990, 1997) work on Learning Organizations and the literature
review, leadership is argued to be the key element in developing a Learning
Organization. As Senge (1990) argues, leadership can have either a positive or
negative impact on an organization’s ongoing development. The need for an
effective and appropriate leadership style has been the subject of much debate and
research and, even if there is no real consensus on what constitutes an effective and
appropriate leadership style there is, however, a consensus that an effective and
appropriate leadership is vital. Moreover, as the literature review has demonstrated
the focus of research, practice and experience has moved away from an impersonal,
command authority approach to leadership, towards that of a more personal and
inspirational form of leadership. However, in the context of an Australian university
leadership by non-academic managers is generally viewed as an anathema and
something to be resisted by most academics (Ramsden 1998b). Thus, if an
Australian university is to become a Learning Organization any divisions that exist,
between those charged with the responsibility of guiding and directing the
organization and those carrying out a university’s prime functions, must be removed
and to do so, will call for a very different leadership style than in the past.
5.4.1: The means for Research Statement 1- Leadership
One of the most startling things to come out of the 32 interviews was the high level
of ratings given to proposition one. In Cases 1-4, University ‘A’, the respondents
ALL gave ratings of either 7 or 6 with the exception of Respondent 4D, who gave a
rating of 4. Otherwise of the other 15 respondents, 11 respondents rated this
proposition as a 7 and the other four respondents as a 6. Thus, the means for Cases 14, respectively, were 6.75, 7.00, 6.75 and 5.75, with an overall mean of 6.56.
Similarly, in Cases 5-8, university ‘B’ the respondents rated the proposition very
highly giving it either a 6 or 7 rating in every case, but with a more even split with
nine respondents rating the proposition as 7 and the other six as a 6. Still, the means
for Cases 5-8, respectively, were also very, very respectable at 6.75, 6.25, 6.75 and
6.50 with an overall mean of 6.56, the same as University ‘A’. These consistently
high means are indicative of a very high degree of support.
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Figure 5.2 Leadership Data Matrix
Research Statement: 1 “To develop into a Learning Organization, universities need an appropriate and effective leadership style, one that empowers people and enables
them to learn.”
Research Issue: 1 “How would you define the leadership style manifested in your university?”
University ‘A’
University ‘A’
Case 1 Executive Staff
Case 2 Academic Staff
Resp
Rate Theme(s) that emerged
Resp
Rate Theme(s) that emerged
A
Mixed, seen as both
A
Yet to see strong leadership,
7
7
autocratic & empowered
Keep things as they were
B
Consensual, consultative,
B
Top-down, centralised, some
7
7
strong strategic direction
empowerment
C
At the top devolved and
C
Top-down, but becoming
7
7
empowers people
more participative
D
6
Mixed, very strong but
D
Strong collegiate processes,
7
highly participatory
Strategic leadership
Mean
Mean
6.75
7.00
University ‘B’
University ‘B’
Case 5 Executive Staff
Case 6 Academic Staff
Resp
Rate Theme(s) that emerged
Resp
Rate Theme(s) that emerged
A
Senior staff given both
A
6
Leadership is non-existent at
7
direction and autonomy
all levels
B

7

C

7

D

6

Moved from collegial to
top down approach
VC adept at change
management, had a vision

B

6

C

7

Inwardly focused, cost
cutting mentality, highly
autocratic

D

6

Managerialism, hierarchical,
lead by fiat
Corporatist, board driven,
highly autocratic
Autocratic, egocentric, a
benign dictatorship, at
faculty level autocratic

Mean
Mean
6.75
6.25
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating

Resp
A

Rate
6

B

7

C

7

D

7

Mean

6.75

Resp
A

Rate

B

6

C

7

D

7

Mean

6.75

7

University ‘A’
Case 3 Admin Staff
Theme(s) that emerged
Dynamic leadership, very
definite direction, very firm
Hardnosed leadership, very,
very focused
Very strong leadership that
articulates clear direction
Involving leadership style
moving away from top-down

C

University ‘A’
Case 4 General Staff
Rate Theme(s) that emerged
6
Strong, directive, linked
to vision and strategy
6
Leadership linked to the
vision, engage academics
Dynamic, strong and
7
democratic, sets direction
4
Strong leadership, one
focused on strategy
5.75
University ‘B’
Case 8 General Staff
Rate Theme(s) that emerged
Bureaucratic, dictatorial,
7
punitive set by those at
the top
Leadership is non7
existent at all levels
Remote from senior level
6

D

6

Mean

6.50

Resp
A
B
C
D
Mean

University ‘B’
Case 7 Admin Staff
Theme(s) that emerged
Depends on individual, VC a
self promoter, looked after own
needs rather than the uni
Bureaucratic, top down, no
empowerment of people
No empowerment or
encouragement to develop more
leaders
Former VC bordered on
transformational, but driven by
own needs

Resp
A
B

Consultative at own level

Last VC autocratic, less
caring of people, bottom
line and dollar focused
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5.4.1 The Comments of Respondents 1A to 4D on Research Issue 1
“How would you define the leadership style manifested in your university?”
Case 1: Executive Staff - Respondents 1A to1D
Amongst the Executive Staff of University ‘A’ there was a general level of
agreement that the leadership within the university was strong, strategically focused,
empowered people, was participatory and devolved. As Respondent 1D (2002) notes:
“There certainly has been a transformation in the leadership style…. The current
Vice-Chancellor has a very strong and personal leadership style and it is in my view
saved from being autocratic because the VC is highly participatory in the sense that
the VC consults extremely widely….”

Consequently, the view of leadership within the Senior Group is positive in its tenor.
Case 2: Academic Staff – Respondents 2A to 2D
While Respondent 2A (2002) argued: “strong leadership did not exist” in University
‘A’, this was a minority view. For, both Respondents 2B (2002) and 2C (2002) noted
that, leadership tended to be ‘top-down’ and ‘centralised’. Whereas, Respondent 2D
(2002) noted: “…this university still has very strong collegiate processes… and so, there is
a strong commitment to the university’s overall strategic direction that reflects the fact that,
we have had strategic leadership.” Thus, the view was that the leadership is both strong

and strategically focused.
Case 3: Administration Staff – Respondents 3A to 3D
Respondent 3A (2002) noted that the leadership style was: “…is very definite about the
direction…” Something that Respondent 3C (2002) also noted, adding that:
“The leadership style manifested in this university is a very strong leadership style
in the sense that it articulates a very clear direction for the university and it seeks
‘buy in’ on that direction from the staff at all levels….

So in this case, the view is that the leadership sets a direction.
Case 4: General Staff – Respondents 4A to 4D
This view of the leadership being strong, directive and linked directly to a vision and
a long-term strategy is well summarised by Respondent 4A (2002) who said that,
the:
“…Leadership would…provide, the vision for the organization…I believe that the
university has a good vision of where it is going and it has been the result of a fairly
structured and strategic planning process that didn’t exist a few years ago….”
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Thus, there seems to be a sense that while the leadership of University ‘A’ is strong,
it provides clear direction but with sufficient control to keep the university on track.
A summation of the comments of Respondents 1A-4D about University ‘A’
The first theme that emerged from the interviews was that the leadership manifested
was strong or directive (Respondents 1A, 1B, 1D, 2C, 2D, 3B, 3C, 3D, 4A, 4C and
4D). The second was that, it was also very closely linked to the universities strategic
direction and vision (Respondents 1B, 2D, 3A, 3B, 3C, 4A, 4C and 4D). The third
was that, there was some empowerment and increased levels of consultation
(Respondents 1B, 1C, 1D, 2B, 2C, 2D, 3D, 4B and 4C). Thus, there is a high level of
consistency about the leadership style in University ‘A’. Next the perception of the
staff of University ‘B’ will be examined
5.4.2 The Comments of Respondents 5A to 8D on Research Issue 1
“How would you define the leadership style manifested in your university?”
Case 5: Senior Staff-Respondents 5A to 5D
As this group has overall responsibility to lead the university and worked closely
with the Vice-Chancellor, their comments reflected this. Respondent 5B (2002)
noted that, over the years there was a “move away from the collegial style”, to a more
“top-down approach.” Also, Respondent 5D (2002) noted that the Vice-Chancellor’s
leadership style had: “been inwardly focussed…on cost cutting…” and “…that the
leadership style was autocratic”. Unfortunately, there was no clear consensus, as the

views reflected each respondent’s experiences with the Vice-Chancellor
Case 6: Academic Staff-Respondents 6A to 6D
The academics also held divergent views on this subject but it can be summed up by
two extremes. Firstly, Respondent 6A (2002) who said, that: “…the leadership style is
non-existent I think, at all levels” in University ‘B’. Further, as Respondent 6D (2002),

noted about the leadership at senior levels which was, “autocratic, even egocentric
and… done for self-aggrandisement” at the school level “you could call it a benign
dictatorship” as “the present leadership, of course, is very autocratic”. So, there is a

negative perception about of the effectiveness of the leadership in University ‘B’.
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Case 7: Administrative Staff-Respondents 7A to 7D
For the administrative staff there were two consistent, but negative, themes. For
example, Respondent 7A (2002) noted that, the Vice-Chancellor looked after their
“needs rather than the university’s” and “…was a self-promoter, rather than a promoter of
the university.” For Respondent 7B (2002) the leadership: “…was bureaucratic and
there was no consideration of empowering the person,” as supported by Respondent 7C

(2002) who also, highlighted the: “…non-empowering leadership style….” Finally,
Respondent 7D (2002) concurred with Respondent 7A (2002) stating that, the ViceChancellor was “…very much driven by their own needs and their own ego, they really did
have the university’s interests at heart.” Again, there is a common perception that the

leadership had been divisive and driven by ego, to satisfy personal and not
organizational needs.
Case 8: General Staff-Respondents 8A to 8D
For Respondent 8A (2002), a twenty-year veteran, the leadership was “…bureaucratic
and dictatorial….” Interestingly, Respondent 8B’s (2002) comments about leadership

match those of respondent 6A (2002), as Respondent 8B (2002) also noted that, the
leadership style: “…at this university…is non-existent. Absolutely no leadership style, no
leadership direction…at all levels of the university.” Moreover, as Respondent 8D

(2002) observed, “…the last Vice-Chancellor was less caring of people…” and “…felt that
as long as the bottom line was okay, you could trample on whoever was there and it did not
matter.” It is clear that the leadership style, in University ‘B’, is perceived very

negatively.
A Summation of Cases 5-8 about University ‘B’
Thus, the perceptions of the leadership at University ‘B’ are that the leadership is a
negative one. Further it is: non-existent, dictatorial, bureaucratic, egocentric,
remote, focuses on cost-cutting and the bottom line, does not encourage
empowerment and the former Vice-Chancellor was an promoter of self, over the
university (Respondents 5D, 6A, 6B, 6C, 6D, 7A, 7B, 7C, 7D, 8A, 8B, 8C and 8D).
This, unfortunately, is hardly a ringing endorsement of the leadership within
University ‘B’.
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5.4.4 Conclusion: A summation of the findings from each university
Given what the respondents of both universities have said, it is argued that neither of
the leadership styles manifested matches the leadership style, of the first research
statement. Consequently, while neither of the currently manifested leadership styles
would lead either university to becoming a Learning Organization. It is argued that
with some modifications, the current leadership style of University ‘A’ could
metamorphose into an appropriate leadership to allow an Australian university to
become a Learning Organization. However, the same cannot be said for University
‘B’ as the leadership style was seen as far too negative to be able to transform
University ‘B’ into a Learning Organization.

5.5: The Vision
In the literature, especially in Senge’s (1990) earliest work, the need for a clear
vision by which an organization can direct its course, is emphasised time and time
again. In the light of this thinking it is of great concern that when a group of people
are interviewed they either do not know the organizational vision or believe that,
many of their colleagues do not know what it is. This was one finding that was of
particular concern to the researcher, as it seems to be linked to the lack of an
effective leadership style needed for a university to become a Learning Organization.
Therefore, how the vision of the university is understood and enacted at all levels are
crucial because while those at senior level, may have a clear idea of where the
university is going, it may well be that those lower levels in the hierarchy see things
very differently. Alternatively, a clearly defined vision is of great value in
developing a clear and concise mission for any organization and this is no less true
of a university.
5.5.1: The means for Research Statement 2-The Vision
The ratings for University ‘A’ are more consistent as ten respondents rated the need
for a vision, to guide the university, very highly at 7, with only one respondent of the
16 rating it below 5. However, even with this divergence of ratings it still gives a
very respectable overall mean of 6.44. Moreover, the level of consistency within
each case is of particular interest, with all four academics, Case 2, giving the same
rating of 7. Whereas for Case 1, three of the respondents rated it as 7, in Case 4 two
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rated it as 7, in Case 3 only one respondent rated it as 7, but two others rated it as 6.
Thus the mean for Case 1 was 7.00, for Case 2 it was 7.00, for Case 3 it was 6.00
and for Case 4 it was 5.75.
The 16 respondents from University ‘B’ had a much greater range of ratings, from a
low of 2 to a high of 7. The rating of 7 was given five times, occurring in Cases 6, 7
and 8, but in Case 5 the highest rating was 6. However, while there was a reasonably
high level of support for this proposition in University ‘B’, the means for each case
were lower. For cases 5-8 respectively the means were 4.75, 6.00, 6.25 and 5.25
giving an overall mean of 5.56. Nonetheless, it is worthy of note that the mean for
both universities was 5.94, which is still a respectable mean.
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Figure 5.3: Vision-Data Matrix
Research Statement: 2 “To develop into a Learning Organization, universities need a vision that is both commonly held and defined by all staff members”
Research Issue: 2 “How is your university’s vision helping it to develop into a Learning Organization?”
University ‘A’
University ‘A’
Case 1 Executive Staff
Case 2 Academic Staff
Resp
Rate Theme(s) that emerged
Resp
Rate Theme(s) that emerged
Resp
A
The mantra, to provide
A
Provide high quality education,
A
7
7
professional graduates
to be student’s first choice
B
The mantra, current vision B
The mantra, develop niches, to
B
7
7
still useful, vision being
engage the professions
re-contextualised
C
5
Clear vision, to provide
C
The mantra, but feels it may not C
7
professional graduates,
have penetrated to all staff
knowledge creation
D
The mantra, strong vision, D
The mantra, engage service
D
7
7
engage professions
economy, knowledge creation
Mean
Mean
Mean
6.50
7.00
University ‘B’
University ‘B’
Case 5 Executive Staff
Case 6 Academic Staff
Resp
Rate Theme(s) that emerged
Resp
Rate Theme(s) that emerged
Resp
A
5
University lacks a clear
A
Current vision obsolete,
A
7
vision
university lacks a clear direction
B
5
To become and exemplary B
5
University lacks a clear vision,
B
in teaching and research
new vision means different
things to different people
C
5
Difficult to enunciate
C
Centrally determined, top down C
7
Most people don’t know
vision, Moses on the mountain
D
Mean

4

Uni has three roles:
teaching, research, service

D

5

I don’t know what the current or
previous visions are

4.75
Mean
6.00
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating

University ‘A’
Case 3 Admin Staff
Rate Theme(s) that emerged
6
The mantra, focused on
service professions, niches
The mantra, linked to
7
strategic vision

Resp
A

5

Quality educator for service
professions, differentiated

C

6

The mantra, educator for the
service professions

D

B

University ‘A’
Case 4 General Staff
Rate Theme(s) that emerged
Niche markets, first
7
choice within niche
4
The mantra Improve
teaching and research,
quality grad’s
The mantra, expand
7
into other regions and
areas
5
Quality educator using
ICT, customer focused
5.75
University ‘B’
Case 8 General Staff
Rate Theme(s) that emerged
Not impressed with
7
new vision
I don’t know what the
7
vision is

6.00
University ‘B’
Case 7 Admin Staff
Rate Theme(s) that emerged
6
I don’t know what the vision
is, nor does anyone else
6
Just words, no ownership,
Most people don’t know,
vision being redefined
I think the vision is fine,
7
Develop niche markets

Mean

C

2

D

6

D

5

Mean

6.25

Mean

5.25

I can’t recall the words of it
Most people don’t know

Resp
A
B

I don’t know what the
vision is, not seen as
important to day to day
Needed to look at
words as didn’t know
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5.5.2: The Comments of Respondents 1A to 4D on Research Issue 2
“How is your university’s vision helping it to develop into a Learning
Organization?”
Case 1: Senior Executives-Respondents 1A to 1D
After conducting only a few interviews it became evident that the vision of
University ‘A’ was widely known and referred to as, ‘the mantra’. For reasons of
confidentiality the themes used in the vision cannot be spelled out here, as it would
identify University ‘A’ so, the researcher has substituted (‘the mantra’) for the
actual words. For example Respondent 1A (2002) stated that:
“I think that we have a mantra of… and I think we are inculcating that into this
university. So, I think we are focusing on those key attributes and values of (‘the mantra’) …
and that; we want our students to be job-ready…in the professional sense. I think…that
vision is extending this university into a Learning Organization in and of itself.”

Moreover, Respondent 1A (2002), Respondent 1B (2002) and Respondent 1D
(2002) cited (‘the mantra’) as being: “… in the strategic plan…and…remains widely
endorsed”.

Case 2: Academic Staff-Respondents 2A to 2D
Similarly, Respondent 2C (2002) also acknowledges ‘the mantra’ being a part of
the strategic plan. While, Respondent 2D (2002) observes that the university is
focussed: “…on (the mantra)…” and this is “…compatible with the notion of a Learning
Organization…” and the role of a university is: “…creating new forms of knowledge…”

to position itself “…for the new service economy.” Thus, there is a very strong link
between ‘the mantra’, as the vision of the university.
Case 3: Academic Staff-Respondents 3A to 3D
In this case Respondent 3A (2002) is unequivocal in making a clear link between the
vision of University ‘A’ and ‘the mantra’; explaining, ‘the mantra’ continues to be
a part of the strategic plan that: “…is very much focussing on the service professions and
the service industries…” adding that, “…you could ask anyone around this university and
they could rattle off (‘the mantra’)”. Also, Respondent 3D (2002) identifies the key

themes of the university as ‘the mantra’ and these “are things that we can plug into
and say ‘yep, we can identify with that’.”

Case 4: Academic Staff-Respondents 4A to 4D
As with the three previous cases studies there is an overall sense that there is a
collective ‘vision’ that is both widely known and acted upon. For Respondent 4A
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(2002), the vision is “…based on the markets that we are going to tackle…where we want
to be the University of First Preference in certain niche areas, as opposed to the whole
spectrum.” While, Respondent 4C (2002) like Respondents 1A, 1C, 1D, 2B, 2C, 2D,

3A, 3C, and 3D before them, also identified ‘the mantra’ as being the university’s
vision. Thus, there is a great of consistency of the vision of University ‘A’.
In Summation Cases 1-4 about University ‘A’
The first finding is that, 10 of the 16 respondents viewed ‘the mantra’ as the official
vision of University ‘A’ (Respondents 1A, 1C, 1D, 2B, 2C, 2D, 3A, 3B, 3D and 4C).
The second is that, University ‘A’s vision is focussed on niches within the service
professions and service industries and to be university of 1st choice (Respondents
1A, 1C, 1D, 2A, 2B, 2D, 3A, 3C, 3D, 4A and 4D). The final theme is that the mantra
is embedded into the strategic plan and acts as a series of principles to guide people’s
behaviour (Respondents 1B, 1D, 2A, 2B, 2C, 2D, 3A, 3B, 3C, 3D, and 4D).
5.5.3 The Comments of Respondents 5A to 8D on Research Issue 2
“How is your university’s vision helping it to develop into a Learning
Organization?”
Case 5: Senior Executives-Respondents 5A to 5D
There is a significant difference between the two universities and this can be typified
by the Respondent 5A’s (2002) who said:
“I don’t believe that the university actually does have a vision…. …If you were to
wander around this university and ask people what its overriding vision might
be…you’d probably get as many answers as the number of people you talked to.
…So…the university’s vision is not helping us to develop as a Learning
Organization at this present time. ”

As Respondent 5B (2002) explained: “I don’t think the current vision does an awful lot
to help us. It’s too broad, too generic.” Similarly, Respondent 5C (2002) stated that the

existing vision is: “…too difficult to enunciate… it is a tome that sits on the shelf and
gathers dust and you ask people what it is and they don’t know.”

Case 6: Academic Staff-Respondents 6A to 6D
The views of the academic staff of University ‘B’ were not no more encouraging.
For as Respondent 6A (2002) said, “I feel that it is obsolete and not applicable for a
Learning Organization.” Similarly, Respondent 6B (2002) noted, “…The university
doesn’t have a clear vision….” Even respondent 6D (2002) noted the lack of a clear
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vision, stating, “I don’t really know what the university’s current vision is as a matter of
fact.” Thus, as these two cases clearly demonstrate, the vision of University ‘B’ is

not known.
Case 7: Administrative Staff-Respondents 7A to 7D
In this case, there is a similar view as with case 6. For example Respondent 7A
(2002) said: “I don’t know what the university vision is and I don’t know that anyone
knows what the university’s vision is at this present time.” Similarly, Respondent 7B

(2002) contends the “vision was just words and I don’t think that anybody owned it?”
This is further supported by Respondent 7D (2002) who stated that:
“…I think the vision of the university in the past was quite simplistic, from memory
though I can’t recall the words of it. It is interesting that the majority of the staff in
this university and that is another question, probably couldn’t tell you what the
vision is either.”

Again these comments support the view that, University ‘B’s vision is not known
Case 8: General Staff-Respondents 8A to 8D
Once more, the vision seems not to be known, as Respondent 8B (2002) explained:
“If someone was to come to me and say ‘what is the vision of this university’, I’d have to
say, ‘I don’t know what it is.’ I really don’t.” Similarly, Respondent 8C (2002) notes:
“Well, I don’t actually know what the university’s vision is so I don’t think I can
comment on how it has helped this university to become a Learning Organization. I
could have gone and looked it up, but I thought that would have defeated the
purpose. I should actually know what it is.”

Finally as Respondent 8D (2002) confessed: “…the very sad thing is that I had to go
away and look at the vision again….” All of which demonstrates that, the people within

University ‘B’ do not know what their vision is.
In Summation of Cases 5-8 about University ‘B’
The most obvious theme that emerged from Cases 5-8 is that, most people either
don’t know what is the vision of University ‘B’ or believe others don’t know
(Respondents 1A, 1C, 2A, 2B, 2D, 3A, 3B, 3D, 4B, 4C and 4D). Thus, unlike
University ‘A’, University ‘B’ lacks a clearly defined and acted upon vision.
5.5.4 Conclusion: A summation of the findings from each university
From the responses of all 32 respondents it is evident that there is a significant
difference between University ‘A’ and University ‘B’. It is clear that in University
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‘A’ the de facto vision of ‘the mantra’ is widely known, shared and acted upon
(Respondents 1A, 1B, 1D, 2B, 2C, 2D, 3A, 3B, 3D and 4C). Unfortunately, the same
cannot be said for University ‘B’ as people said it was either difficult to enunciate
(Respondents 5A, 5C, and 6B) or that they, or others, did not know what the vision
was (Respondents 5C, 6D, 7A, 7B, 7D, 8B, 8C and 8D).
5.6: Organizational Culture
Once more, as shown conclusively in the literature review, there is a need for a
strong, vibrant and positively oriented organizational culture, for an organization to
grow and be sustainable over the long-term. However, given that some Australian
universities exist in a state of constant turmoil, due to the downsizing that
accompanies the sustained funding cuts and the uncertainty surrounding employee
job security, should it be surprising that the organizational culture of some
universities is less than strong, vibrant or positive? This continual uncertainty,
combined with an overt increase in the use of managerialism, as a means to increase
the effectiveness and efficiency of the way in which work is done within universities,
has resulted in some universities being characterised by casual and short-term
employment contracts, a heightened sense of job insecurity, increased workloads and
decreased opportunities to do research and be promoted. This, in-turn, has led to a
reluctance to commit to the organization and an ongoing sense of unease, about the
next round of changes. All of this has given rise to a survival mentality by many staff
members, as they are no longer inclined to ‘go that extra mile’ as they may well be
discarded if student numbers fall or, if the funding levels from the federal
government declines further. None of these things induces a reason to commit
oneself to the betterment of the organization, unless it means that one can hang on to
ones position a little longer.
5.6.1: The means for Research Statement 3-Organizational Culture
The support for the third research statement, by all respondents was very high, with
21 of the 32 respondents rating it as a 7 and a further eight respondents rating is as a
6. The remaining five respondents rated it as a 5. As all the respondents of Cases 1, 2
and 8 rated it as 7 these three cases had a mean of 7.00. For Cases 3, 4 and 7 the
mean was 6.50 and for Cases 5 and 6 the mean was 6.00. Thus the overall mean for
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University ‘A was 6.75 and the overall mean for University ‘B’ was 6.55, which
results in a collective mean of 6.65, for the two universities and is a very strong
indicator of overall agreement for this proposition. Thus the means for Cases 1-4
were 7.00, 7.00, 6.50 and 6.50 respectively and the means for cases 5-8 6.00, 6.00,
6.50 and 7.00 respectively, which provides strong evidence of a high degree of
overall support for the third proposition.
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Figure 5.4: Organizational Culture-Data Matrix
Research Statement: 3 “To develop into a Learning Organization, universities need an organizational culture that supports values and encourages learning. It also values people for
what they are rather than just as economic units of production.”
Research Issue: 3 “How your universities are organizational culture helping it to develop into a Learning Organization?”

University ‘A’
Case 1 Executive Staff
Resp
A

Rate

7

B

7

C

7

D

7

Mean

7.00

Theme(s) that emerged
Culture of ‘the mantra’
freedom of expression
Public service mentality,
becoming more proactive
Culture of freedom/respect
for people, rewarding them
Still developing, learning
encouraged, people valued

University ‘A’
Case 2 Academic Staff
Resp
A

Rate

7

B

7

C

7

D

7

Mean

7.00

University ‘B’
Case 5 Executive Staff

Theme(s) that emerged
Senior people entrenched in old
culture, very backward looking
Learning encouraged, but $$$’s
constrain, tries to value people
Bureaucratic for general staff,
moving to transformational
Applied focus for research, tries
to be inclusive of diversity

University ‘A’
Case 3 Admin Staff
Resp
A

Rate
6

B

6

C

7

D

7

Mean

6.50

University ‘B’
Case 6 Academic Staff

Resp
A

Rate
6

Theme(s) that emerged
University listens to staff,
but becoming bureaucratic

Resp
A

7

Rate

Theme(s) that emerged
Lacks an effective culture and
direction due to departure of
some key staff members
No single culture but has many
subcultures, no communication
Culture is moving to being
quasi business entrepreneurial
Becoming more formalised,
more guidelines and SOPs

B

5

B

5

C

6

C

7

D

7

Public service mentality
bureaucratic, many silos
Conservative, complacent,
parochial. Fears change
A research culture rather
than a learning culture

D

5

Mean

Mean
6.00
6.00
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating

Theme(s) that emerged
Culture promotes both
learning and participation
Emphasis on process not on
people, values quality
Bureaucratic, not a learning
culture, unable to critique
Open, innovative, supportive
of staff learning and flexible

University ‘A’
Case 4 General Staff
Resp
A

Rate

7

B

6

C

7

D

6

Mean

6.50

University ‘B’
Case 7 Admin Staff
Resp
A

Rate
7

B

6

C

7

D

6

Mean

6.50

Theme(s) that emerged
Clear boundaries which are
fixed and so, more control
over research and teaching
Organizational culture is in
disarray, starting again
Culture not clearly
articulated, highly implicit
‘Us and them’ culture,
typified by lack of T&D

Theme(s) that emerged
Strong and directive
leadership inhibits
Defined by mantra, it
encourages innovation
Encourages life-long
learning for all
Culture of technology,
of being wiser not first

University ‘B’
Case 8 General Staff
Resp
A

7

Rate

B

7

C

7

D

7

Mean

7.00

Theme(s) that emerged
Lack of continuity due
to short term contracts,
culture is threatening
No encouragement for
general staff to learn
Good local culture, but
poor overall culture
Personally had many
opportunities to learn
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5.6.1: The Comments of Respondents 1A to 4D on Research Issue 3
“How is your university’s organizational culture helping it to develop into a
Learning Organization?”
Case 1: Senior Executives-Respondents 1A to 1D
In this case the responses are mixed for example, Respondent 1A (2002) noted the:
“…freedom that exists within the classroom…” for academics, who often considered to

be “god-professors” adding that the culture was linked to ‘the mantra’. Respondent
1B (2002) recalled that the organizational culture used to be “…a public service
mentality from the VC down”. This was supported by Respondent 1D (2002) who

confirmed the organizational culture used to be “…bureaucratic…” but was now more
flexible.
Case 2: Academics-Respondents 2A to 2D
For Respondent 2A (2002) it was “…a very backward looking culture…” because many
“…in senior positions are still entrenched in the mindset of some twelve years ago….”

However, Respondent 2B (2002) notes that it does “…encourages learning, but only to
the extent to which there is funding….” Whereas, for Respondent 2C noted the culture is
“…relatively bureaucratic….” Finally, on a more positive note, Respondent 2D (2002)

said: “…we have a culture that is fairly strong on recognising diversity and being
inclusive.”

Case 3: Administrative Staff-Respondents 3A to 3D
Respondent 3A (2002) was more positive, observing that: “…the organizational
culture here does support a Learning Organization”. Also, Respondent 3B (2002) noted

how (‘the mantra’) of “…this university encourages people…” to work together to
solve problems. To this Respondent 3C (2002) adds: “I’d have to say that I don’t find
the culture particularly supportive of learning among the staff….” Finally, as Respondent

3D (2002) asserts: “…the organizational culture…supports people, in actually learning.”
Case 4: General Staff-Respondents 4A to 4D
Respondent 4A (2002) counters this view and said:
“I think there is a mismatch between the university’s organizational culture and the
objective of becoming a Learning Organization. I think that it doesn’t tumble down
through the organization to create a culture where learning and these values come
automatically.”

Whereas, Respondent 4C (2002) said: “Our university encourages life-long learning…”
but, Respondent 4D (2002) said that: “I don’t think this university is a Learning

198

Organization yet and I don’t think that this university …has as significant a focus on being a
Learning Organization, as others I have encountered.”

A summation of the comments of Respondents 1A-4D about University ‘A’
There are two common themes; the first is that University ‘A’s organizational culture
implicitly or explicitly supported staff learning (Respondents 1A, 1D, 2B, 3A, 3D
and 4C 2002). The second is the opposite view, as Respondents 2A, 2C, 3B and 3C
(2002) asserting the organizational culture was not supportive of learning, because it
was either backward looking or too bureaucratic in its processes. Nonetheless, a
tenuous link can made for the view that University ‘A’ has a partial learning culture.
In the next section the findings from University ‘B’s four case studies will be
examined.
5.6.2: The Comments of Respondents 5A to 8D on Research Issue 3
“How is your university’s organizational culture helping it to develop into a
Learning Organization?”
Case 5: Senior Executives-Respondents 5A to 5D
As can be seen from the data matrix, the overall theme expressed by the Case 5
respondents was the culture was bureaucratic, conservative and had a public service
mentality. While, Respondent 5A (2002) notes that the university actually listens “to
staff, irrespective of their rank…” Respondent 5B (2002) was more critical, asserting

that the organizational culture “was…very much a public service mentality and
culture…rather bureaucratic….” Also, Respondent 5C (2002) noted: “… this university
is very conservative…parochial…very traditional…it fears change.” While Respondents

5A, 5B and 5C are rather critical, Respondent 5D (2002) offers a more positive view,
stating:
“…That if you really want an organizational culture to develop into a Learning
Organization, then you have to keep emphasising the value of learning or teaching and give
good rewards for it. So, this university is clearly quite good at that….”

Case 6: Academic Staff-Respondents 6A to 6D
Respondent 6A (2002) argued that, due to a “…obsolete vision…” the “…university
lacks direction…” and as a result has an ineffectual organizational culture. Moreover,

Respondent 6B (2002) asserted that the “university’s organizational culture is quite
isolating at times” with different parts rarely communicating with each other.

Furthermore, as Respondent 6C (2002) observes the: “…culture of the university is no

199

longer a Learning Organization, it has moved into a quasi business, entrepreneurial
organization…to being… money oriented….” This was supported by Respondent 6D

who noted that rather than, being a place of learning, “…it is being run by bean
counters and not academics…” to make money due to the “…commercialisation of
learning…”

Case 7: Administrative Staff-Respondents 7A to 7D
Here Respondent 7B (2002) noted that, “…the organizational culture is in so much
disarray…” and this is reinforced by Respondent 7C (2002) who said: “…nobody says
anything about what this university represents and what is stands for…it is implicit rather
than explicit…” because, “…what this university did stand for started to break down under
the previous Vice-Chancellor.” Furthermore, Respondent 7D (2002) asserted that the

organizational culture was not one that will allow us “to develop…into a culture, that
then says ‘we are a Learning Organization’”.

Case 8: General Staff-Respondents 8A to 8D
As Respondent 8B (2002) noted the organizational culture:
“…Within the general staff there is no support or the encouragement of learning.
No support to get your degree. There is nothing at all. …For general staff, to get any
support for training is like pulling teeth…and this is one of the complaints I get from my
staff….”

Whereas, Respondent 8C (2002), based on a regional campus, explained, that by
communicating effectively, it is possible “…to develop into a Learning
Organization….” Finally, Respondent 8D (2002), after two decades at University ‘B’,

explained: “…the university encourages people to learn…” but had not been “…overly
generous in the way it offers the opportunities to be a Learning Organization” by

providing time off and funding.
A summation of the comments of Respondents 5A-8D University ‘B’
While there were many themes two stood out. The first was that, University ‘B’s
organizational culture was rather ‘bureaucratic’ and controlling (Respondents 5A,
5B, 5C, 6C, 6D and 7A 2002). Another key theme was a lack of learning, training
and development opportunities for the general staff (Respondents 5D, 7D, 8B and
8D). Unfortunately, the researcher would argue that University ‘B’ lacks a learning
culture.
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5.6.4 Conclusion: A summation of the findings from each university
Overall, the respondents of both universities are critical of the level of bureaucracy
and the focus on research and money (Respondents 1B, 2A, 2C, 3B, 3C, 5A, 5B, 5C,
6A, 6B, 6C, and 6D). Also, that general staff in University ‘B’ had few opportunities
for further education or training and development (Respondents 5D, 7D, 8B and 8D)
Conversely, in University ‘A’ there was more support for general staff to receive
further education or training and development (Respondents 1D, 2B, 3A, 3D, 4C).
The principal finding is that while the organizational culture of University ‘A’ is
more supportive of it becoming a Learning Organization, the culture of University
‘B’ is not.
5.7 Human Resource Management
The traditional purpose of human resource management has been to find the ‘right
person’ for the ‘right job’, something that seems to be evident in the approach to
HRM in at least one of the two universities. It seems that each university charted a
different course with respects to where the decision-making power lay to hire, fire,
promote and train and develop. While, University ‘A’ seems to have retained its
centralised structure within its HRM function, devolving only the details of the
person specification and job description to be the responsibility of the division
and/or school. Whereas, University ‘B’ changed from a centralised to a devolved
HRM structure, which resulted in a number of crucial and unintended problems that
caused a great deal of dissatisfaction among many of the staff to whom the work was
devolved. Furthermore, while the two universities seems to have taken very different
directions in the structuring of their respective HR functions, there were some
common elements that are not restricted to these two universities, but would affect
almost all Australian universities today.
5.7.1: The means for Research Statement 4-Human Resources Management
This proposition, as with propositions 1, 2 and 3, also received a very high level of
support from both universities. Of the 32 respondents, 15 of them rate the
proposition as a 7, 11 rate it as a 6 and the others rate it as either a 5 or a 4. In
University ‘A’ Cases 1-4 have means of 6.50, 7.00, 5.75 and 6.00 for an overall
mean of 6.31. Nonetheless, all the means are respectable and represent a significant
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level of consistency in the credibility of the proposition within University ‘A’ and
this is reflected in the ratings given in University ‘B’.
The level of consistency for this research issue was marked. In Case 2 and Case 6,
both of which are the Academic staff of each university, there is reason to suggest
that these two groups share very similar viewpoints on this research issue as the
means were 7.00 and 6.75 respectively, even though the experiences each case had
were very different. The next case, Case 7, the respondents also rated highly it
highly, resulting in a mean of 6.50. The final case, Case 8, was also rated highly,
ending up with a mean of 6.00. Thus with an overall mean of 6.13 and a collective
mean of 6.20, it can be argued that all eight cases held a similar view of the
proposition and saw it as credible as a part of how an Australian university becomes
a Learning Organization.
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Figure 5.5: Human Resource Management-Data Matrix
Research Statement: 4 “To develop into a Learning Organization, universities need HRM processes, practices and procedures that are focused on further developing individuals as
Learning Persons
Research Issue: 4 “To what extent is your university’s current HRM function meeting the challenge of attracting, selecting, retaining and developing staff to fill current and future
roles and positions, as well as developing them into Learning Persons?

University ‘A’
Case 1 Executive Staff
Resp
A

Rate

B

7

C

6

D

6

Mean

6.50

7

Theme(s) that emerged
Lack of $$$’s for skilled
staff, practitioner scholar
Hard to attract researchers,
Staff returning to WA
Academic developmental
and renewal, loadings
Team/collective learning
Targeted HR efforts

University ‘A’
Case 2 Academic Staff
Resp
A

Rate

B

7

C

7

D

7

Mean

7.00

7

University ‘B’
Case 5 Executive Staff
Resp
A

Rate
4

B

5

C

7

D

5

Mean

Theme(s) that emerged
Devolved to faculty no
support of the people
Its mainline, devolved to
faculty reduced staffing
levels, lack of $$$’s
Not efficient, traditional,
inflexible and needs
radical overhaul
Reasonably good, Some
support for general staff

Theme(s) that emerged
Attracting good people, paying
better salaries, HR is effective
Lack of T&D $$$’s, problems
with small pool of candidates
Examine people holistically,
counter offer, flexibility
Academic developmental and
renewal, Targeted HR efforts

University ‘A’
Case 3 Admin Staff
Resp
A

Rate
6

B

6

C

5

D

6

Mean

5.75

University ‘B’
Case 6 Academic Staff
Resp
A

Rate
6

B

7

C

7

D

7

Theme(s) that emerged
Short term objectives, casual
staff, impacts of cost cutting
At central level, only partially,
devolved to faculty, poorly
done, criteria change frequently
HRM at functional level is
woeful, devolved to faculty, no
coordination, no development
Isolated, bureaucratic, not
efficient, lacks vision

5.25
Mean
6.75
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rated

Theme(s) that emerged
Lack of T&D $$$’s,
loadings, salaries not enough
Academic developmental
and renewal, better salaries
Lack adequate development
processes, succession plans
Costs when people go,
counter offer, loadings

University ‘A’
Case 4 General Staff
Resp
A

7

Rate

B

6

C

7

D

4

Mean

6.00

University ‘B’
Case 7 Admin Staff
Resp
A

Rate
6

B

6

C

7

D

7

Mean

6.50

Theme(s) that emerged
Devolved to faculty, with
little support for staff
Great staff development
program but it is not being
applied
Devolved to faculty, little
support for faculty staff,
should market lifestyle here
Too many long time staff,
too little staff development

Theme(s) that emerged
Developing people in a
systematic manner
Formal performance
management process
Select and develop
staff for senior roles
Devolved to area, Lack
of T&D $$$’s

University ‘B’
Case 8 General Staff
Resp
A

Rate
6

B

7

C

5

D

6

Mean

6.00

Theme(s) that emerged
Devolved to faculty
little support for staff
Very poor T&D for
staff, lots of people
want to work here
Seem to do it well.
Many staff dissatisfied
with roles and futures
Good processes, good
T&D courses
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5.7.2: The Comments of Respondents 1A to 4D on Research Issue 4
“To what extent is your university’s current HRM function meeting the challenge of
attracting, selecting, retaining and developing staff to fill current and future roles
and positions, as well as developing them into Learning Persons?
Case 1: Executive Staff - Respondents 1A-1D
Money was a problem in attracting the right staff as Respondent 1A (2002)
explained:
“I think the answer is mixed and partly because of the nature of the labour market
anyway. If you are in finance or IT you are pretty high demand about the place and
universities are constrained in how much they can pay people….”

Respondent 1C (2002) also noted the problem of attracting the best staff, explaining
that by offering“…a market…” or “…a performance loading…” these could overcome
this problem, to some degree.
Case 2: Academic Staff - Respondents 2A-2D
The academics had some interesting views of their own and these were often positive
in nature. For example Respondent 2A (2002) made the following comment:
“We are attracting good people and we are giving them good salaries, unlike
before. So, this department (HRM) has made…huge improvements in the way they
delivered their services…not because of all the policies…but because of the people
they have employed….”

Furthermore, due to these policies, Respondent 2D (2002) explained that:
“…We have put significant funds into a strategic process we call ‘academic
renewal’…to change the staffing profile over a period of time and recruit to new
positions… to change the profile and get the right skills mix. So, one of the things
that is important in becoming a Learning Organization is, having the staff who
have the right skills….”

Case 3: Administrative Staff - Respondents 3A-3D
Respondents 3A and 3D (2002) also noted using “…special salary levels…” to attract
the right people, though salaries were often still too low. Furthermore, Respondent
3C (2002) points of the importance of learning, stating:
“In terms of developing staff in to learning persons…I think you can distinguish
between learning as individuals and a Learning Organization in the sense that…you
meet a lot of people in different roles but who had in common that they were all
individually very tuned into learning on an individual basis.”

Case 4: General Staff – Respondents 4A-4D
While Respondent 4A (2002) said: “…the HRM function has acknowledged the need for
learning and personal development…” it was not done consistently. Further,
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Respondent 4C (2002) said: “Our university encourages lifelong learning and…to
undertake further studies….” However, as Respondent 4D (2002) said: “…I run a
division with 150 people and…went for two years without any money to train
them…”adding that that University ‘A’ uses: “…market loadings to attract staff….”

Thus, a lack of funding is a key issue.
A summation of the comments of Respondents 1A-4D about University ‘A’
There are some common themes mentioned by the respondents. The first is the need
to use market or performance loadings to attract staff University ‘A’ (Respondents
1A, 1C, 2A, 2C, 3A. 3B and 3D). The second was the need to “renew staff’ with
ongoing education so that, they are “fit for purpose” but with that came the problem
of “insufficient funding for ongoing training and development” (Respondents 1C, 1D,
2D, 3B, 3C, 4A, 4B, 4C and 4D). These two themes were considered to be the key
themes that emerged from the research. The next section discusses University ‘B’.
5.7.3: The Comments of Respondents 5A to 8D on Research Issue 4
“To what extent is your university’s current HRM function meeting the challenge of
attracting, selecting, retaining and developing staff to fill current and future roles
and positions, as well as developing them into learning persons?
Case 5: Executive Staff – Respondents 5A-5D
The decision to downsize and devolve the HRM function in University ‘B’ has
created major problems as Respondent 5A (2002) attests:
“…My, answer to the question…would be in most extraordinarily minimal way. It is
a set of things that have been largely devolved…to the individual divisions. …There
is no obvious support for these kinds of activities from the centre.”

As Respondent 5B (2002) noted the HRM function has been: “…Devolved as much as
we can…there has been fewer dollars to do things. We’ve reduced staffing levels to the
absolute minimum….” As Respondent 5C (2002) noted HRM was not well done and
“…the processes are very traditional, very inflexible, quite stifling and in need of a radical
overhaul.” So, there is a real sense of real dissatisfaction among executive staff.

Case 6: Academic Staff – Respondents 6A-6D
For Respondent 6A (2002) the current state of the HRM function was a direct result
of “…the inability of this organization to change effectively…” and had resulted in too
many “…casual staff…” being used to cut costs so, “…permanent and contractual staff
are devalued”. Further, Respondent 6C (2002) noted that since the devolution of the
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HRM, the HRM function often cannot get “…your pay right…” and that “…there is
really no long-term career development at all and that is all done by yourself….” Finally,

Respondent 6D (2002) noted that the HRM function “very isolated…bureaucratic”
and “not particularly efficient”. All of this adds to this deepening sense of
dissatisfaction among the staff of University ‘B’.
Case7: Administrative Staff – Respondents 7A-7D
As Respondent 7A (2002) explained, now that the HRM function has been:
“…Devolved down to the divisions…we have more paperwork to do and that puts a
lot more stress and work on the staff already here as they are not necessarily competent to
do the work as they are not given the training”.

As Respondent 7C (2002) noted, this devolved HRM “…was dumped onto…” staffs
with no thought for the problems that will cause and that University ‘B’ was unable
attract top academics as it: “…cannot pay $300,000.00 to a professor….” Whereas,
Respondent 7D (2002) noted University ‘B’s aging academic profile, adding some
had “…been here a long, long time and they may be past their use by date….” However,
Respondent 7D (2002) explained that a “…new staff development committee…” had
been created to, “…determine which staff they must have and how best to develop them….”
Case 8: General Staff – Respondents 8A-8D
The problems of a devolved HRM structure were noted by Respondent 8A (2002)
who explained that we: “…has to go through all the ...paper work’ and “we don’t have
the skills” to do it properly. For Respondent 8B (2002) the issue is the “…very poor
work being done in training staff, developing staff and retaining staff…” that many good

staff then leave University ‘B’ for better positions. As Respondent 8C (2002) notes
that the HRM function does not seem to be doing their role well and that: “…there
seems to be a lot of dissatisfied people, dissatisfied with their roles and future
opportunities.”

A summation of the comments of Respondents 5A-8D about University ‘B’
The most obvious outcome was the poor standard of the devolved HRM function in
University ‘B’, in one form or another, as noted by Respondents 5A, 5B, 5C, 6A,
6B, 6C, 6D, 7A, 7B, 7C, 7D, 8A, 8B and 8C (2002). Further, it seems that the
devolution of the HRM function, University ‘B’, was badly executed and poorly
implemented, having been done as a cost cutting measure and without providing the
proper support.
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5.7.4 Conclusion: A summation of the findings from each university
On the whole, the respondents of University ‘A’ are more complimentary of their
HRM function than were the respondents of University ’B’. This is interesting as
both universities have suffered the same funding shortfalls and yet, University ‘A’
chose to reinvigorate their HRM function and pour more money into it, while
University ‘B’ chose to devolve it, to cut costs and spend less money on it.
University ‘A’s seems to work well, whereas University ‘B’s is being decried, by
almost everyone, as a failure.

5.8: Role in Society
There is a sense of uncertainty about the role Australian universities play in the 21st
century. This can be attributed to the turbulent environment in which Australian
universities have had to operate during the last two decades, in which they have
suffered ongoing funding cuts and increased demand for student places, so that the
while the overall number of students has risen, the funding per student place has
declined. Also, as more accountability is being demanded from Australian
universities as well as an increased expectation to become more ‘business like’, this
has placed an onerous duty on those responsible to guide and direct Australian
universities to be less concerned about the human aspects when making economic
decisions and funding matters. This in turn seems to have sent out mixed messages,
to the staff, about the role an Australian university is to play in 21st century
Australia.
5.8.1: The means for Research Statement 5-Role in Society
The support for this research statement was uniformly lower than that of the previous
four propositions with almost all cases having the same means except Case 3; where
all the respondents gave much lower individual ratings resulting in a mean of 3.75,
the lowest mean so far. Even though Case 4 had a higher mean, at 4.75, two
Respondents 4A and 4D rated it as a 2 and a 3 respectively, though Respondents 4B
and 4C rated it much higher with a 6 and 7 respectively. Thus the overall mean for
University ‘A’ was 4.56. The most likely reason for this variation is the proposition’s
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distinct emphasis on research, but University ‘A’ is best known as a teaching
university, this maybe a partial explanation for the variance.
However, the respondents at University ‘B’ took a more positive view of the
proposition, with only three respondents rating it below 5. For example, Case 5 had
a mean of 5.25 and Cases 6-8 all had means of 5.50, resulting in an overall mean of
5.44. Thus, as university ‘B’ is best known as a research university, this may explain
the slightly higher means. However, there are reasons to suggest that, the current
problems facing University ‘B’ may also be at the root of the less than emphatic
ratings given. Nonetheless, as the comments will show, there is some variance on
how the respondents saw a university’s role.
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Figure 5.6: Role in Society-Data Matrix
Research Statement: 5 “To develop into a Learning Organization, universities should define their role as providing the highest quality research which is used to develop people
capable of working with and developing new knowledge”
Research Issue: 5 “How would you define your university’s role in today’s emerging information society?”

University ‘A’
Case 1 Executive Staff
Resp
A

Rate
5

B

6

C

5

D

4

Mean

5.00

Theme(s) that emerged
Leader, synthesizer in ICT
Teach, research, Com Ser
Universities do research,
Uni lacks research profile
No research/no university
Teach, research, Com Ser
Leader services education,
Consult, research, teach

University ‘A’
Case 2 Academic Staff
Resp
A

Rate

B

7

C

1

D

5

Mean

5.00

7

University ‘B’
Case 5 Executive Staff
Resp
A

Rate
4

B

5

C

7

D

5

Mean

Theme(s) that emerged
Not made a big impact, No role
as still restructuring
Key roles in defined niches,
Making new knowledge
Key roles in niche areas, good
in teaching, good in econ dev
Create new knowledge applied
to niches, engaging professions

University ‘A’
Case 3 Admin Staff
Resp
A

Rate
4

B

3

C

3

D

5

Mean

3.75

University ‘B’
Case 6 Academic Staff

Theme(s) that emerged
User of ICT applications,
community oriented, to
positively change society
Provider of high quality
research and teaching

Resp
A

Rate

B

5

Provider of high quality
research and teaching
To research, teach, help
social change and provide
competent graduates

C

5

D

5

7

Theme(s) that emerged
Does play an effective role, but
struggling to take a stronger role
due to it’s short-term objectives
Excellence in research and to be
society’s conscience
Teaching/ research driven by
expectation of students/industry
Pockets of teaching and research
excellence. Focusing on niche
markets and quality of graduates

5.25
Mean
5.50
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating

Theme(s) that emerged
Preparing people for service
professions, good teaching
Focus emerging areas, good
teaching, niche research
Create new knowledge and
disciplines, applied research
To educate and facilitate the
use of ICT in all areas of life

University ‘A’
Case 4 General Staff
Resp
A

Rate
2

B

6

C

7

D

3

Mean

4.50

University ‘B’
Case 7 Admin Staff
Resp
A

7

Rate

B

4

C

5

D

6

Mean

5.50

Theme(s) that emerged
Teaching and research, a
force for social change.
Uni’s are not businesses.
University to be at cutting
edge of changing society
also to teach and research
Knowledge generation, in
partnerships, social change
Develop its niche markets,
some areas badly affected by
the need to fund raise

Theme(s) that emerged
To lead in niche areas
of service professions
Create new knowledge,
some quality research
Strong ICT, some
quality researchers
Filter, gather and
assimilate knowledge

University ‘B’
Case 8 General Staff
Resp
A

7

Rate

B

7

C

5

D

3

Mean

5.50

Theme(s) that emerged
Teaching and research
excellence, community
involvement high
Develops very good
researchers/graduates,
A quiet uni
Teaching and research
core business
Excellent researchers,
to think critically, not
economics rationalism
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5.8.2-The Comments of Respondents 1A to 4D to Research Issue 5
“How would you define your university’s role in today’s emerging information
society?”
Case 1: Executive Staff - Respondents 1A-1D
It is evident that Respondents 1A, 1B, 1C, 1D (2002) all saw their university’s role
to be a research leader, in specific niche areas of the service professions. As
Respondent 1C (2002) insistently stated, “…I would say that a research role for a
university is critical and without a research role, you are not a university”. However,

Respondent 1B (2002) noted that University ‘A’ is better known for its teaching than
its research, because:
“…We do have problems with research partly due to a lack of experience, we are
relatively new…there is a great desire for many people to engage in it and that
desire tends to be frustrated by heavy workloads and teaching loads… and I think
that is a problem.”

This comment demonstrates one of the problems facing universities in defining their
role in contemporary Australian society, the problem of high work and teaching
loads.
Case 2: Academic Staff - Respondents 2A-2D
For Respondent 2B (2002) the role of University ‘A’ is to play: “…a key role to play
within its defined niche, within the service professions, by engaging in knowledge
production in those areas”. Similarly, Respondent 2C (2002) noted that: “…Where we
are carving a distinctive niche for this university is we are aiming at the knowledge based
service industries and hence ‘the mantra’….” This was reinforced by Respondent 2D

(2002) who said:
“So, it goes back to our vision of ‘the mantra’…we have a very strong commitment
to professional engagement and we see that as a part of our responsibility, our
capacity, to create new knowledge and support the changing work of professionals.”

Case 3: Academic Staff - Respondents 3A-3D
The administrative staff all had a greater focus on knowledge creation, research and
its application. As Respondent 3A (2002) noted, University ‘A’s role is:
“…A bit different, we don’t have a large amount of research grant funding, though
we do have some in selected areas…we don’t want to get into high quality
research… because we are saying our fundamental mission is about service
professions and preparing people for them.”
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While, Respondent 3D (2002) offers a consistent view stating that, University ‘A’s
role: “Is to facilitate…how…information can be used and adapted to our society….”
Case 4: Academic Staff - Respondents 4A-4D
The general staff of University ‘A’ also shared this view of creating new knowledge
and linking it to the service professions (Respondents 4A, 4B, 4C and 4D, 2002).
This is evident in the comment of Respondent 4A (2002), who best summed it up:
“I think this university has taken a realistic view about what it can reasonably
achieve and that is reflected in the university’s vision and strategic direction… it
doesn’t pretend to be high profile research institution.Part of the university’s vision
is linked to a particular sector of society, the professions, the training of people.”

What is notable is the high level of consistency of the views and themes expressed.
A summation of the comments of Respondents 1A-4D about University ‘A’
Thus, there is a commonality of view about the role in society of University ‘A’ and
it is: to do research in niche areas and then teach people in the service professions
(Respondents 1A, 1B, 1C, 1D, 2B, 2C, 2D, 3A, 3B, 3C, 3D, 4A, 4B and 4C 2002).
However, while it is evident that the role in society for University ‘A’ is clear the
same cannot be said for University ‘B’ as shown in the following section.
5.8.3- The Comments of Respondents 5A to 8D to Research Issue 5
“How would you define your university’s role in today’s emerging information
society?”
Case 5: Executive Staff - Respondents 5A-5D
The executive staff of University ‘B’ saw their university in fairly traditional terms,
pointing out its high teaching and research reputation (Respondents 5A, 5B, 5C and
5D 2002). This was best explained by Respondent 5D (2002) who said:
“…The purpose of universities, as I see it is, to do research, to do teaching and to
produce graduates who are competent to act in this information society we are now
living in and to still act as a focus for social change.”

Though a university’s role is seen as very traditional perhaps, it could be redefined.
Case 6: Academic Staff - Respondents 6A-6D
The views in this case were very mixed. For example Respondent 6A (2002), stated:
“…Having studied here and now that I am teaching here… I see evidence that it
does not take a stronger role because it doesn’t have very long-term objectives…
overall I think it is struggling, at the moment, to play an effective role.”

Whereas, Respondent 6C (2002) asserts that the role of University ‘B’ is: “…keeping
students happy and…research is only important if it…” makes money and “...forms part of
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the university’s entrepreneurial function.” Thus, in the minds of academics, the current

role on University ‘B’ is at best unclear, or at worst, to teach and carry out research
that makes more money, rather than pure research.
Case 7: Administrative Staff - Respondents 7A-7D
The administrative staff also had a variety of views and, as Respondent 7A (2002)
noted, it was not the role of University ‘B’ “…to make money…” because, it is “…not
a business”. However, for Respondent 7C (2002) the answer was very clear:
“I think that the university’s role is to be at the forefront of innovation and
development…in partnership with industry. Though there are other roles including,
the transmission of culture and that sort of thing. However, I think we should be at
the forefront of knowledge acquisition, dissemination and generation….”

Whereas, Respondent 7D (2002) noted that it is: “…teaching and research…” and the
need “… to make a dollar.” Once again, the lack of funds is a key problem.
Case 8: Administrative Staff - Respondents 8A-8D
While Respondent 8A (2002), with two decades of service, saw the role of
University ‘B’ is “as a research university…” Respondent 8B (2002) saw the
university as having a very clear role “…in developing people, leaders, managers.”
However, Respondent 8C (2002) said: “I am not actually sure what the role is…” of
University ‘B’. While, Respondent 8D (2002) was much more certain, stating: “…I
believe that its role should be to encourage people to learn” but “I don’t think that it is a
university’s role to be an economic rationalist.” Thus, another respondent expresses

concern about the corporatist mentality and business approach emerging in some
Australian universities.
A summation of the comments of Respondents 5A-8D about University ‘B’
The most obvious theme to emerge from all the comments is that University ‘B is
well known and regarded for it teaching and research, the traditional role of
University ‘B’ (Respondents 5B, 5C, 5D, 6B, 6D, 7A, 7B, 7C, 8A, 8B, 8C and 8D).
However, little was said about the role of the university other than to provide
excellent teaching and research.
5.8.4 A comparison between University ‘A’ and University ‘B’
It seems that there is a significant difference between the two universities and the
role each plays and this can be best summed up as the difference in their time
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orientations. In University ‘A’ there seems to be a spirit that it is more future
oriented, one that is closely linked to their strategic vision and plan and its niche
markets within the service professions. Whereas, University ’B’ seems to be living
in the past, relying on the reputation it has gained over time, as a premiere research
university. There seems to be little certainty as to exactly what University ‘B’s role
is, other than to teach and carry out research. This view seems to be as pervasive in
University ‘B’, as the forward-looking spirit is in University ‘A’. Moreover,
University ‘B’ seems to be mired in a mindset that makes it difficult to become, a
Learning Organization.

5.9: Accessibility
The issue of accessibility emerged out of the literature review and convergent
interviews as one of the issues that made it possible for a university to become a
Learning Organization. To Senge (1990, 1997) the idea of being able to interchange
people and people’s knowledge bases and skills sets is inherently fundamental to
how an organization becoming a Learning Organization. This is supported by Semler
(1993) who noted that as his organization became more diverse, it required people
who were able to deal with different areas and as people came and went, they
brought with them the needed skills sets and knowledge bases. Thus, this issue was
included as it was deemed to represent a problem for Australia universities in their
efforts to become a Learning Organization.

5.9.1: The means for Research Statement 6-Accessibility
This proposition was one that rated very highly by one university, but very poorly by
the other. For example, in University ‘A’ this proposition rated lower with means for
Cases 1, 3 and 4 of 4.75, 4.50 and 4.00 respectively. However, Case 2 had a mean of
5.66, but that is due to it being rated highly by Respondents 2A and 2B, 6 and 7
respectively, moderately by Respondent 2C, at 4, but Respondent 2D refused to give
it a rating at all. Thus, the respondents of University ‘A’ rated it lower and the most
possible reason for this is maybe that the others, though not stating so, viewed it as
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did Respondent 2D and saw it as confusing. Nonetheless, the overall mean was 4.73
and while not that high, it still represents a reasonable result given the lower means.
For University ‘B’ the ratings and, thereby, the means were much higher and more
consistent. For example, Case 5 had the lowest mean of 6.00, with Case 7 the next at
6.50, but cases 6 and 8 both shared the same mean of 7.00. This is an interesting
result as these two cases represent the Academic and General staff who all rated the
proposition as a 7. Thus, this proposition had an overall mean of 6.63 for all the
cases in University ‘B’ but a collective mean of 5.68 for both universities. Thus, it
can be argued that there was a moderate level of overall support for the sixth
proposition, even though this was skewed lower, due to the lower individual and
overall means of University ‘A’.
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Figure 5.7: Accessibility-Data Matrix
Research Statement: 6 “To develop into a Learning Organization, universities need to be accessible to all potential staff and students who want to participate in the studies offered.
Research Issue: 6 “How accessible is your university to potential students and staff?”

University ‘A’
Case 1 Executive Staff
Resp
A

Rate
6

B

7

C

3

D

3

Mean

4.75

Theme(s) that emerged
Varied entry methods,
Output critical, lack $$$’s
High indigenous no’s, not
an on-line uni, alt entry
Mature age, 1st in family
at uni, adjunct staff,
High TER as other WA
unis, other entry methods

University ‘A’
Case 2 Academic Staff
Resp
A

Rate
6

B

7

C

4

D

NRG

Mean

5.66

University ‘B’
Case 5 Executive Staff
Resp
A

Rate
6

B

4

C

7

D

7

Mean

Theme(s) that emerged
Accessible to students in
everyway, for staff the
record is spotty
TEE entry, equity entry,
but not enough student
places, staff not mentioned
Good in parts, need to be
responsive to students
Staff not mentioned
Quite good, flexible entry,
emphasis on outputs. Staff
not mentioned

Theme(s) that emerged
Same TER as other WA unis,
mature age, work experience
Problems of regional education,
Mature age, women as big %
Rising staff student ratios, lots
of casual staff, web access
1st in family at uni, programs to
assist, inc TER, on-line access

University ‘A’
Case 3 Admin Staff
Resp
A

Rate
5

B

5

C

3

D

5

Mean

4.50

University ‘B’
Case 6 Academic Staff
Resp
A

Rate

B

7

C

7

D

7

7

Theme(s) that emerged
Very accessible, staff accessible
Admin staff overloaded due to
cost cutting and less accessible
9-5 university, problems with
ICT, university not promoted.
Staff not mentioned
Questioned willingness of
students, staff-to-student ratio
too high. Staff not mentioned
University not well known to
potential students or staff, 9-5
university, little marketing done

Theme(s) that emerged
High % female, mature and
indigenous, lots casual staff
Extended hours, web access,
inc staff/stud ratio &casuals
Dependent on funding, inc
staff exchanges, prac/scholar
Staff accessible to students,
High no’s of int’l students

University ‘A’
Case 4 General Staff
Resp
A

Rate
2

B

2

C

7

D

5

Mean

4.00

University ‘B’
Case 7 Admin Staff
Resp
A

Rate

B

5

C

7

D

7

6.00
Mean 7.00
Mean
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating, NRG = No rating given

7

6.50

Theme(s) that emerged
Flexible university, TEE
entry, mature age, disabled,
equity. Staff not mentioned
Very accessible. Has no
image, a quiet university.
Staff not mentioned
Great, especially for nonmainstream students. More
indigenous staff needed
Ethnic and equity basis.
Limited access for fulltime
students. Staff not covered

Theme(s) that emerged
Strives to be accessible
Support for students
Dependent on funding,
Getting quality staff
Inc prefer of students,
not always the places
Top 10 highest TER,
Web access/other entry

University ‘B’
Case 8 General Staff
Resp
A

Rate

B

7

C

7

D

7

Mean

7.00

7

Theme(s) that emerged
Some staff joined due
to reputation, does not
know about students
Not very accessible as
not promoted, a very
closed university
Very accessible, online, on campus, equity
Location a problem
Very accessible for
both students and staff
in regional areas
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5.9.2-The Comments of Respondents 1A to 4D to Research Issue 6
“How accessible is your university to potential students and staff?”
Case 1: Executive Staff-Respondents 1A to 1D
As Respondent 1A (2002) explained, University ‘A’ is “…very accessible…” given
the very high “…TER (Tertiary Entrance Ranking) scores…” required for entry to all
West Australian universities adding that: “…if funding were a bit freer…we could take a
lot more students….” Further, Respondent 1D (2002) also notes this problem, adding

that:
“It is no accident that all four publicly funded universities in this state…have TER
(Tertiary Entrance Ranking) cut offs in the top ten universities in the country…as
with many other universities… and so, it is hard to get into this university….”

Case 2: Academic Staff-Respondents 2A to 2D
The issue of high TER scores was also noted by Respondent 2A (2002) who added,
“…I think what they are upgrading the bar and saying ‘you will not come to our university
unless you score a certain TER score’….” This is supported by Respondent 2C (2002)

who notes that, even with higher entry scores, student-to-staff ratios and workloads,
have increased, thus making accessibility to academic staff a problem, because it is
putting: “…pressures on making people available….” Also, Respondent 2D (2002)
notes:
“This university is a university where many of the students are the first members of
their family to have a university degree. We recognize that we are going to have a
continuing number of students to come from that kind of background….”

Case 3: Administrative Staff-Respondents 3A to 3D
As Respondent 3B (2002) explains, University ‘A’s is very accessible as:
“Our teaching hours are extensive and are virtually from 8.30 in the morning to
10.30 at night. There is a large part-time element…we have a fairly high student to
teacher ratio and…use a lot of casuals to teach those extended hours….”

However, funding and TEE scores keep re-emerging as Respondent 3C (2002)
noted:
“Yeah, I think the accessibility of our university to potential student is really very
much shaped by government policy…. So if they wanted us to open our doors to
everybody and lower TEE scores and funded it accordingly then that is what we
would do.”

Once more, funding is an issue for Australian universities.

216

Case 4: General Staff-Respondents 4A to 4D
Once more the themes of high TER scores, funding, a lack of places and the quality
of the academic staff re-emerge. As Respondent 4B (2002) states, University ‘A’:
“…is reasonably accessible to students…” but is still limited due to “…the quota system,
federal government funding and meeting entry requirements....” To this, Respondent 4C

(2002) adds that: “…Unfortunately, there are not always sufficient places….”
A summation of the comments of Respondents 1A-4D about University ‘A’
The most consistently mentioned theme was the high entry requirements, a student’s
TER score (Tertiary Entrance Ranking) (Respondents 1D, 2A, 2D, 4D 2002).
Another often mentioned theme was the impact that the lack of adequate funding had
on increasing staff workloads and the increasing use of casual and short-term
contractual staff and increasing student to staff ratios (Respondents 1A, 2C, 3A, 3B,
3D, 4A). Even so, University ‘A’ is regarded as very accessible, but what about
University ‘B’?
5.9.3: The Comments of Respondents 5A to 8D to Research Issue 6
“How accessible is your university to potential students and staff?”
Case 5: Executive Staff-Respondents 5A to 5D
As Respondent 5B (2002) explained, a student could:
“…Gain entry to the university and the most straightforward is to gain entry “from
high school, if you sit the TEE (Tertiary Entrance Examinations). If you don’t sit the
TEE, then there are a number of other ways …there are equity programs that allow
access….”

Then Respondent 5B (2002) also elaborated on the “…problem of high TER scores…”
required gaining entry to University ‘B’. Whereas, Respondent 5D (2002) explained
that: “…as the staff to student ratio widens, then it is more difficult for students to have
access….” Once again, the increased student-to-staff ratios are noted as a problem.

Case 6: Academic Staff-Respondents 6A to 6D
The increased student-to-staff ratios as a problem is given as an example Respondent
6A (2002) who noted that using lots of casual staff: “…Has badly affected things as the
casual staff and contractual workers are not willing to...be accessible to students”, and due

to: “cost cutting…the administrative staff are overworked…” and thus, making access to
the appropriate staff even more difficult for most students. Further, as Respondent
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6C (2002) said, the“ staff to student ratios… in this school…is about 41 to 1 and in the
university it is about 22 to 1…” Again a lack of funding, leading to increased student-

to-staff ratios, emerges as one of the major problems that Australian universities
face.
Case 7: Administrative Staff-Respondents 7A to 7D
While the administrative staff had a very wide range of opinions on this research
issue Respondent 7A (2002) best summed up their views by saying:
“I believe we are accessible to the students and staff. We are known as the flexible
university with an open door policy…. There are specific categories that we have.
We have school leavers, mature age students, students with disabilities, equity
students, so there are many ways they can come in.”

Further, accessibility by alternative means of entry was also discussed by
Respondent 7C (2002) who observed: “…I think this is an absolute strength of this
university, especially for students who are not mainstream students”. However,

Respondent 7D (2002) discusses the lack of extended teaching hours to suit:
“…undergraduate students who hold down fulltime jobs…” which results in less

accessibility for many students.
Case 8: General Staff-Respondents 8A to 8D
In this case the general staff also had a wide range of views, but as Respondent 8B
(2002) said:
“I think that the university is not accessible…we don’t go out there and promote it,
so… it’s a very closed university. It’s got its four walls and it works very well inside
it, but the outside doesn’t actually see it.”

While Respondent 8C (2002) argues the opposite stating that, “I think this university is
very accessible to potential students and staff…” noting that: “…on-line…” and
“…offshore teaching…” also increased student accessibility. Finally, Respondent 8D

(2002) who is based on a regional campus states that University ‘B’ is: “… very
accessible, especially with this campus…as this area hasn’t had that accessibility before.”

Thus, what emerged was the need for alternative entry programs and the importance
of regional campuses.

A summation of the comments of Respondents 5A-8D about University ‘B’
While there was a wide range of views expressed, two themes were common. For
example, alternative means of entry was mentioned by Respondents 5B, 5D, 7A, 7C,
7D and 8C (2002) Also, Respondents 5A, 5D, 6A, 7B, 7C, 8C and 8D (2002) all
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rated University ‘B’s accessibility as being either good or very good. For one reason
or another
5.9.4 A comparison between University ‘A’ and University ‘B’
While University ‘A’ is seen as primarily a teaching university and University ‘B’ is
seen as primarily a research university, the accessibility of each is comparable. Each
has a major metropolitan campus as well as at least one regional campus, which
increase the overall student accessibility. Furthermore, each has equity-based
programs which encourage participation by various groups who have in the past been
implicitly excluded and are now endeavouring to encourage higher levels of access.
Finally, each university has the problem of funding shortfalls, high TER entry scores
and increased student-to-staff ratios consistently mentioned by many respondents.

5.10: Resources
It is fair to say that this research issue was a very contentious one. Not because the
respondents did not agree about the paucity of funding provided by the previous and
current Australian Federal governments, but rather the likelihood of it being
reinstated to the historical levels of funding. Thus, as will be shown in Figure 5.9,
the means from the ratings for the proposition are rather low for University ‘A’ but
much higher for University ‘B’. The reason for this probably lies in the way in which
each university dealt with the problem of diminishing funding and the perceptions
held by the respondents of each university. Thus, the issue of reduced funding, a
problem common to most developed countries, with the possible exception of
Singapore, was one that was of concern to each of the respondents and generated
some consistent themes among their responses. Nonetheless, there was a marked
divergence in the possible solutions offered by some of the respondents and the
likelihood of any significant increases to overall funding.
5.10.1: The means for Research Statement 7-Resources
For University ‘A’ the overall mean was 4.06 and for University ‘B’ it was 5.56, for
a collective mean of only 4.81, thus the research statement did not receive wide
support. For example, in University ‘A’ Case 1 had a very low mean, the lowest thus
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far, of 3.50 and this is not surprising given the individual ratings. Similarly, with
Case 2 the mean was 4.00 and that was due to the outlier of 2D being removed, who
once more refused to give the proposition a rating. In Cases 3 and 4, the means were
marginally better with means of 4.50 and 4.25 respectively.
Conversely, the means for University ‘B’ were, with the exception of Case 5 at 4.25,
significantly better. In Cases 6, 7 and 8 the means were 6.50, 5.25 and 6.25
respectively. Perhaps, the reason for the difference in the means lies in the
experience of each university in dealing with the funding crisis, as each university
has had to make staff redundant to cut its operating costs. However, University ‘A’
seems to have taken a strategic approach, making staff redundant when they did not
meet a current and future needs profile. Whereas, University ‘B’ seems to have taken
an ad hoc approach which has resulted in a loss of staff, but with no clear direction
or rationale in mind as to who should be made redundant and why.
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Figure 5.8: Resources-Data Matrix
Research Statement: 7 “To develop into a Learning Organization, universities need to be fully funded by their national governments, as they are a part of the nation’s infrastructure,
like roads”
Research Issue: 7 “What impact, if any, have funding constraints had on your university’s ability to carry out its teaching and research activities over the last 5-10 years?”

University ‘A’
Case 1 Executive Staff
Resp
A

Rate
6

B

4

C

3

D

1

Mean

3.50

Theme(s) that emerged
Uni poorly funded, has
used downsizing et al
Uni poorly funded, high
ratio stud/staff, downsize
Lack of $$$’s, high ratio
of stud/staff, redundancies
Uni poorly funded, has
used downsizing et al

University ‘A’
Case 2 Academic Staff
Resp
A

7

Rate

B

4

C

1

D

NRG

Mean

4.00

University ‘B’
Case 5 Executive Staff
Theme(s) that emerged
Large increase in student
numbers, redundancies,
less staff, high workloads
Increased student staff
ratios, high workloads,
less staff, redundancies
Need to be accountable,
fully funded leads to
complacency, need more $
Large increase in student
numbers, generate own
income, lose I.P.

Theme(s) that emerged
Lack of fed and state funding,
used outsourcing/redundancies
Reduced majors, used natural
attrition not redundancies
Inc staff/stud ratios, reduced
budgets, downsized staff no’s
Inc staff workloads, downsized
staff no’s, common IT needs

University ‘A’
Case 3 Admin Staff
Resp
A

Rate
5

B

6

C

1

D

6

Mean

4.50

University ‘B’
Case 6 Academic Staff
Resp
A

7

Rate

B

6

C

7

D

6

Theme(s) that emerged
Negative impacts on teaching
and research, push for Uni’s to
become businesses, need more $
Push to bring in more $$$, used
to prop up salaries, increased
workloads, loss of staff
Internal funding model, reduced
govt funding, lack of library
facilities & good computer labs
Too many bureaucrats, too few
teaching staff, poor budgeting
skills by leaders

Theme(s) that emerged
Inc staff/stud ratio/workload
Inc int’l stud to inc $$$’s
Inc staff/stud ratio/workload
Staff downsize, less research
Downsized staff, affected
teach/research, more comp
Inc int’l stud to inc $$$’s,
Voluntary redundancies

University ‘A’
Case 4 General Staff
Resp
A

Rate
2

B

3

C

6

D

6

Mean

4.25

University ‘B’
Case 7 Admin Staff

Resp
A

Rate
5

Resp
A

Rate

B

4

B

6

C

3

C

3

D

5

D

5

Mean

4.25
Mean
Mean
5.25
6.50
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating, NRG = No Rating Given

7

Theme(s) that emerged
Need more staff for research
More funding to get staff
Increased workloads
Lack of external funding,
internal funding model
creates internal competition
Uni running down, lack of
library facilities, cuts to
general staff, new govt role
Can’t effectively attract staff
as cannot pay realistic salary
So only come as a challenge

Theme(s) that emerged
Affects teach/research,
cost of $’s, redundancy
Lack of fed funding,
Affects teach/research
Lack of regional funds
Affects teach/research
Rebutted downsizing
Lack of fed funding

University ‘B’
Case 8 General Staff
Resp
A

7

Rate

B

7

C

6

D

5

Mean

6.25

Theme(s) that emerged
Lack of maintenance,
Many redundancies of
general staff, need $$
Lack of funding to care
for and upgrade ICT,
negatively seen by all
Staff are stretched,
academics have to do
more teaching/research
Increased workloads,
Redundancies and
outsourcing-problems
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5.10.2: The Comments of Respondents 1A to 4D to Research Issue 7
“What impact, if any, have funding constraints had on your university’s ability to
carry out its teaching and research activities over the last 5-10 years?”
Case 1: Executive Staff-Respondents 1A to 1D
The most obvious theme to recur was the impact that a lack of funding has on class
sizes and work and teaching loads, with Respondents 1A, 1B, 1C and 1D (2002) all
commenting on this issue. For example, Respondent 1B (2002) noted: “…we have
had a huge blow out in class sizes…which has meant increased work loads, teaching loads
and organizational loads”. Similarly, Respondent 1C (2002) observed that, “…funding
constraints…is putting huge pressure on teaching schools…student to staff ratio has started
to blow out…” also that “…we have had…voluntary redundancies…” to reduce costs.

Case 2: Academic Staff-Respondents 2A to 2D
As Respondent 2A (2002) noted, in an effort to put enough “…money into the teaching
and research area…we lost…four hundred staff from service areas….” For Respondent

2B (2002) it was necessary to: “…reduce the number of the offerings…” and to reduce
staff numbers by natural attrition, to save money. As Respondent 2C (2002) noted,
staff are faced with increasing “…student ratios… and are busy on the compliance and
day-to-day tasks, they don’t have…time to reflect and improve” their performance. As

Respondent 2D (2002) confirms, funding constraints have “certainly impacted on our
workloads and…to have sufficient resources to do our core function of teaching and

research….”
Case 3: Administrative Staff-Respondents 3A to 3D
Like many others, Respondent 3A (2002) also noted how “…like virtually every other
university, the load on staff has increased, the staff to student ratio has gotten worse…” and

they were “… chasing the commercial and overseas student dollar…” to increase
income. Moreover, Respondent 3C (2002) said the funding constraints had resulted
in many “…voluntary redundancies…” Finally, Respondent 3D (2002) said that, to
increase University ‘A’s income they were “…bringing in fee-paying students….” Once
more, these comments highlight the scale of the funding crisis facing Australian
universities.
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Case 4: General Staff-Respondents 4A to 4D
In this case Respondent 4A (2002) noted a steady decline in funding in the last
decade and there had been “…many redundancies…and there has been a real emphasis
on getting money in.…” to the university, even if it was at a loss. To this Respondent

4C (2002) adds that: “…Our university, like all others can always use more money.”
A summation of the comments of Respondents 1A-4D about University ‘A’
The most common theme to emerge from the interviews was the lack of funding.
This was commented upon by all of the respondents, except Respondent 4D who
refuted the extent of the funding problem. The next theme was that University ‘A’
had used natural attrition and both voluntary and involuntary redundancies to reduce
operating its costs (Respondents 1A, 1D, 1C, 1D, 2A, 2C, 2D, 3B, 3C, 3D and 4A).
Finally, that the funding had increased student-to-staff ratios, teaching and other
workloads, while reducing their time and ability to research (Respondents 1A, 1D,
1C, 1D, 2C, 2D, 3A, 3B, 3C, 4B and 4C). Thus, it is not unreasonable to accept that
funding constraints have seriously affected how Australian universities operate.
5.10.3: The Comments of Respondents 5A to 8D to Research Issue 7
“What impact, if any, have funding constraints had on your university’s ability to
carry out its teaching and research activities over the last 5-10 years?”
Case 5: Executive Staff-Respondents 5A to 5D
So, in University ‘B’ the same themes emerge, as Respondent 5A (2002) observed:
“The funding constraints have had a huge impact on every university in Australia,
as the number of students has increased, funding in absolute terms has
decreased…so staff are being asked to do more with less, while students are being
asked to pay more.”

Also, as Respondent 5B (2002) said there had been a “… twenty percent increase…” in
“…student-to-staff ratios…” increased “…class sizes…” and “…a significant number of
redundancies”. So that as Respondent 5D (2002) observed: “…when things get tough,
you look around for alternative ways to make money as there is a limit to how far you can
cut things”. Once more, funding is a major issue for Australian universities.

Case 6: Academic Staff-Respondents 6A to 6D
As lecturers and researchers are often most affected by funding cuts Respondent 6A
(2002) bluntly stated that as: “…government funding is diminishing…this has a very
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negative impact on teaching and research activities”. To this Respondent 6B (2002) adds

this gem that the real concern in University ‘B’ is: “…bringing in external funds…but
while you are trying to get this money” the quality of your “…teaching…and your
research output…” falls. Furthermore, as Respondent 6C (2002) notes, “the money
has…moved to linkage areas of research…rather than in basic research and research
development areas.” Thus, it is evident that funding constraints have impacted on the

teaching and research activities in Australian universities.
Case 7: Administrative Staff-Respondents 7A to 7D
For administrative staff such as Respondent 7A (2002), the problem is: “…people are
not being replaced…so more pressure is being put on those people…left behind…and the
expectation is that they will take on the workload.” This comment highlights the impact

of redundancies. Moreover, as Respondent 7C (2002) states, the funding constraints
have increased the “…sense that things are running down…” as there is not enough
“…staff to do their jobs, due to across the board cuts of ten percent….” Finally, as
Respondent 7D (2002) notes, trying to attract the best staff is very difficult because,
“…we cannot offer them enough money….” Again, the issue of funding is highlighted.

Case 8: General Staff-Respondents 8A to 8D
In this case study, the focus moves more towards the university facilities and as
Respondent 8A (2002) noted, the funding constraints had “impacted very seriously on
the standard of maintenance… of grounds, buildings and car parks…” and that there had

been “a lot of redundancies”. Also Respondent 8B (2002) notes: “…there has been a
problem in maintaining and purchasing new IT…the funding has been cut and cut and cut.”

Finally these comments are underscored by Respondent 8D (2002) who said
“Reduced funding from the government has increased the load on academic and
general staff so that…in the last five to ten years we have had massive redundancies.
There was, however, a real push in the last five years to get people out of the work
place….”

A summation of the comments of Respondents 5A-8D about University ‘B’
The clear theme that emerged is that the funding constraints have had a consistently
negative impact on the whole of University ‘B’ with increased workloads for all
staff, redundancies and the running down of facilities and equipment (Respondents
5A, 5B, 5C, 5D, 6A, 6B, 6C, 7A, 7B, 7C, 7D, 8A, 8B, 8C and 8D).
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5.10.4 A comparison between University ‘A’ and University ‘B’
It is evident that in both of the universities that funding as had a significant impact
on the work and teaching loads of all staff. Also, student numbers have gone up
while funding per student in absolute terms has gone down. To overcome these
problems, University ‘A’ has used strategically placed redundancies and has
increased its discretionary income as a means of coping. Whereas, University ‘B’ has
taken a knee jerk reaction to the funding crisis, by making staff redundant merely to
meet budgetary, rather than the ongoing developmental, needs of the university. As a
result, University ‘B’ has recently lost a good many of its best teachers and
researchers.

5.11: Innovation and Creativity
One of the key differences for organizations in the 21st century is the emphasis put
on the creation and application of knowledge, to both solve problems and generate
wealth and create jobs. This emphasis grew in the last quarter of the 20th century and
seems to show no signs of diminishing, but rather of increasing, in the immediate
future. Therefore innovation and creativity, once the province of serendipity, is now
of crucial importance to all organizations and this is no less true for universities.
Moreover, to be of use innovation and creativity must be used in a coordinated and
strategic manner so as to be a part of the way all organizations operate. However, to
what extent are innovation and creativity being coordinated consistently and
strategically in Australian universities? Thus, this section deals with the findings
about that issue.
5.11.1: The means for Research Statement 8-Innovation and Creativity
Once more, the means for this proposition, both individual and collective, are very
high, demonstrating a high degree of credibility for this proposition. For example,
the overall means for University ‘A’ and University ‘B’ were, 6.50 and 6.44, giving
an overall mean of 6.47. This is a significantly higher mean than a number of the
previous propositions and is as well supported as research statements 1, 2, 3 and 4.
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For example, in University ‘A’ the proposition received a very high level of support
with no case giving a mean of less that 6.25. Interestingly, of the sixteen respondents
nine rated it as 7, six rated as a 6 and only one rated it as a 5. In Case 1, the mean
was 6.50, in Case 2, the mean was 6.50, in Case 3 it was 6.25 and in Case 4 it was
6.75; giving an overall mean of 6.50.
Similarly, in University ‘B’ the proposition also received a very high level of support
with only Case 6, with mean of 5.75, having a mean of less that 6.00. Thus, of the
sixteen respondents, nine rated it as 7, five rated as a 6 and two others rated it as a 5.
Consequently, Case 5 had a mean of 6.50, Case 6 had a mean of 5.75, but in Cases 7
and 8 the means were both 6.75. Therefore, perhaps it can be argued that all the
respondents view the use of innovation and creativity as an important part of both
how Australian universities operate.
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Figure 5.7 Innovation and Creativity Data Matrix
Research Statement: 8 “To develop into a Learning Organization, universities need to develop strategies to maximize the use of their staffs innate innovation and creativity”
Research Issue: 8 “How does your university make the best use of the innate innovation and creativity of all its staff members?”

University ‘A’
Case 1 Executive Staff
Resp
A

Rate
6

B

7

C

6

D

7

Mean

6.50

Theme(s) that emerged
I&C a promotion criteria
Match research funding
Does it’s best, recognition
of the need to tap I&C
Empower people, courses
are I&C, use of on-line
Participative decisionmaking, courses reviewed

University ‘A’
Case 2 Academic Staff
Resp
A

Rate

B

7

C

7

D

5

Mean

6.50

7

University ‘B’
Case 5 Executive Staff
Resp
A

Rate
6

B

6

C

7

D

7

Mean

Theme(s) that emerged
Serendipity, innovation
often costs little. Lectures
on-line can be useful
Staff have autonomy, lots
of good ideas, lectures online can be useful
University doesn’t, change
in role of academics needs
bottom-up and top-down
Not made best use, must
create climate, seed money

Theme(s) that emerged
I&C limited to senior levels, no
involvement of lower level staff
I&C a promotion criteria, $$$’s
given for I&C research
Most with nose to grindstone so
little I&C, trying to be I&C
A PVC portfolio, links to ICT,
encourage double major as I&C

University ‘A’
Case 3 Admin Staff
Resp
A

Rate
6

B

7

C

6

D

6

Mean

6.25

University ‘B’
Case 6 Academic Staff
Resp
A

Rate
6

B

5

C

7

D

5

Theme(s) that emerged
Uni conservative, does not use
innovation and creativity, poor
leadership, obsolete vision
Uni doesn’t encourage, decision
making too centralised, funding
model creates internal conflict
Anti-innovation unless it makes
money. Innovation in teaching
requires time, not recognised
Uni does not make best use, online pushed to save money

6.50
Mean
5.75
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating

Theme(s) that emerged
I&C encouraged/supported,
PVC role, part of promotion
Improvise rather than I&C,
lack reflective time for I&C
Commercialise I&C, I&C &
service part of promotion
Not making best use of I&C,
Try to commercialise I&C

University ‘A’
Case 4 General Staff
Resp
A

Rate
6

B

7

C

7

D

7

Mean

6.75

University ‘B’
Case 7 Admin Staff
Resp
A

7

Rate

B

7

C

7

D

6

Mean

6.75

Theme(s) that emerged
Uni has one area that has
won a national award, some
programs innovative
In own area staff are
expected to generate and
implement solutions
Different areas of uni in
competition, chase for funds
affecting innovation
Review of I&C of senior
group, restricted by rules

Theme(s) that emerged
Now part of culture, try
to continually improve
Part of culture, trying
to continually improve
If staff have ideas they
are used by others/uni
Staff empowered, able
to continually improve

University ‘B’
Case 8 General Staff
Resp
A

7

Rate

B

7

C

6

D

7

Mean

6.75

Theme(s) that emerged
Uni doesn’t value staff
input, lack of corporate
knowledge-downsizing
Uni not made best use
Less funding increases
work, decreases I&C
Remote from senior
levels, at own level
encouraged to be I&C
Gives people new roles
Doesn’t stymie people
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5.11.2: The Comments of Respondents 1A to 4D on Research Issue 8
“How does your university make the best use of the innate innovation and creativity
of all its staff members?”
Case 1: Executive Staff-Respondents 1A to 1D
While there is a divergence of views there are some important points made. For
example, Respondent 1A (2002) explains: “…we now have in our promotions…a couple
of new categories…including innovation…” where a person can be promoted because
“…they may be brilliant at innovating a teaching program”. To this Respondent 1B

(2002) adds that: “…There are creative people around the university” but have not been
fully “tapped, for the benefit of the university….” Still, Respondent 1C (2002) responds
positively saying: “…One discipline has worked with another discipline to develop a
totally new course and…new research and discipline areas.”

Case 2: Academic Staff-Respondents 2A to 2D
In this case Respondent 2A (2002) felt disempowered, explaining that: “this
university tends to use intuition, innovation and creativity of people only to a certain
level…” that is, only in the senior ranks of University ‘A’. While, this is a negative

view, Respondent 2B (2002) stated that innovation was a criterion for promotion as
the university “…has just put into its promotion, merit, staff enterprise…which people can
be rewarded….” However, as Respondent 2C (2002) explains: “…There are lots of
‘meat and potatoes’ people, basically nose to the grindstone…pretty much constrained by
time factors…” unable to make even a little innovation in what they do as they are

overworked.
Case 3: Administrative Staff-Respondents 3A to 3D
Similarly, Respondent 3A (2002) also noted that innovation: “…Is built into our
promotion criteria… we are aware of the fact that we don’t always make the best use of it.”

However, Respondent 3B (2002) explained that: “…it is more about improvisation, than
innovation…” as people are “…so busy…” and do not “…get the reflective time to pause
and think about things….” To this, Respondent 3C (2002) adds: “…we have redefined
those (promotion) criteria and you can qualify for professor, on innovation.”

Case 4: General Staff-Respondents 4A to 4D
As Respondent 4A (2002) recalls:“…I think the main way we make use of this is
by…making it clear that it is okay to do things differently and come up with new ideas….”

228

To this Respondent 4C (2002) adds, “If any staff member has something to contribute
that enhances the university… it is utilised to the betterment of the university and that staff
member.”

A summation of the comments of Respondents 1A-4D about University ‘A’
The most important theme to emerge was that University ‘A’ had added new criteria
for promotion that is, for people to demonstrate their innovation and creativity
(Respondents 1A, 2B, 3A and 3C). However, it was also noted that people were too
busy to be innovative and creative and the university had not made full use of it, yet
(Respondents 1B, 2A, 2C, 3B and 3D).
5.11.3: The Comments of Respondents 5A to 8D on Research Issue 8
“How does your university make the best use of the innate innovation and creativity
of all its staff members?”
Case 5: Executive Staff-Respondents 5A to 5D
The responses in this case also proved to be mixed. As, Respondent 5A (2002), said
“I don’t believe that there is a consistent plan across the university…it is much more
serendipitous….” Then as, Respondent 5C (2002) explained: “…I don’t know that it
does particularly well…” and continues “…we need to look at the promotion system and
not just for academics…we need to recognize that academic jobs are changing…and that is
not reflected in the promotions criteria.” Finally, as Respondent 5D (2002) noted:
“…the university has made some use but not the best use…” as there was no process in

place.
Case 6: Academic Staff-Respondents 6A to 6D
A rather negative response is given by Respondent 6A (2002), who explains: “…this
university…needs a new way of thinking” and due to “…the obsolete vision…it doesn’t
allow innovation and creativity”. To this Respondent 6B (2002) adds the following

observations: “I am not so sure that this university wants people to be innovative or
creative. …I think…our current university structure constrains and constricts innovation.”

Similarly, Respondent 6C (2002) notes that senior people in University ‘B’ “…are
anti-innovation unless it is entrepreneurial…” that is, it makes money.
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Case 7: Administrative Staff-Respondents 7A to 7D
Not all respondents were gloomy. For example, Respondent 7B (2002), recounts
how “…this university is making use of innovation and creativity by forcing staff to be
innovative in their positions….” However, Respondent 7C (2002) noted that due to the

current structure, of University ‘B’ a “…silo approach…” had developed which
brought people “…in direct competition for funds…” which made people work against
the needs of the university as a whole and did little to foster innovation and
creativity. Further, Respondent 7D (2002) recounted how some departments, such as
HRM, have to “…comply with certain legislative requirements…” which impacts on
how innovative and creative a department can be and often works against innovation
and creativity.
Case 8: General Staff-Respondents 8A to 8D
In this case Respondent 8A (2002) explained: “…that this university doesn’t value the
innovation and creativity of its staff members at all…we have been asked for less and less
input into projects… on campus.” Similarly, Respondent 8B (2002) asserts, “I don’t
think it makes the best use of it at all. …At this point in time, with the cutting of money…the
creativity has been non-existent.” Nor is Respondent 8C (2002) anymore encouraging,

noting that, “at a higher management level, I feel quite remote and don’t really now much
about that…at a local level we are encouraged to participate and develop new ideas”. The

researcher would, from their own observations and this comment, support the view
that there is a very wide separation between senior and junior staff in University ‘B’.
A summation of the comments of Respondents 5A-8D about University ‘B’
The most obvious theme is that University ‘B’ does not seem to value innovation
and creativity as discussed by Respondents 5C, 5D, 6A, 6B, 6C, 6D, 8A, 8B and 8C
(2002). Furthermore, the coordinated use of innovation and creativity, in University
‘B’, seems to be stymied: funding constraints, the organizational structure, an
obsolete vision and poor leadership (Respondents 5D, 6A, 6B, 6D, 7C, 7D, 8A and
8B).
5.11.4: A comparison between University ‘A’ and University ‘B’
In University ‘A’ people are encouraged to fully develop and use of their innate
innovation and creativity (Respondents 1C, 1D, 3B, 4A, 4B, 4C and 4D) and, it is
now a criterion for the promotion (Respondents 1A, 2B, 3A and 3C). However, a
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lack of time, heavy workloads and a lack of ready funding were other themes that
were noted (Respondents 1B, 2A, 2C, 3B and 3D). Whereas, in University ‘B’ the
respondents felt that, University ‘B’ is either, anti-innovation and creativity or
simply unaware of its importance (Respondents 5C, 5D, 6A, 6B, 6C, 6D, 8A and
8B). Moreover, the funding cuts, a lack of leadership and the organizational structure
has discouraged the development of any significant levels of innovation and
creativity (Respondents 6A, 6B, 6C, 6D, 7C, 8A, 8B and 8C).

5.12: Information Communication Technology
In this globalised world, the use of Information Communication Technology has
both proliferated and dominated the way in which people work. The effects of
Information Communication Technology have been liberating in that it has enable
people to communicate quickly, easily and relatively inexpensively over vast
distances. However, there has also been a negative impact in the increasing
dependence and use of Information Communication Technology, in that people can
get swamped with unwanted and unneeded information, but not always be able to tell
the difference. Thus, people are increasingly faced with a number of difficulties that
do not have ready solutions. Should they drown in the information overload in trying
to sieve through all the e-mails they receive, or should they simply delete them and
wait until another is sent to explain more clearly what the first was all about?
Moreover, there is an implicit assumption that as e-mails are virtually instantaneous
then the response must also be virtually instantaneous. Thus, we have a paradox in
that while Information Communication Technology has enabled us to communicate
far quicker than ever before, the ability of humans to respond to this form of
electronic communication is still limited by time and space, and the will of each
individual.
5.12.1: The means for Research Statement 9-ICT
This proposition, as with propositions 1, 2, 3, 4 and 8 received a very high level of
support. With the overall means for University ‘A’ being 6.00 and the mean for
University ‘B’ being 6.38 and a collective mean of 6.19. Consequently, of the nine
propositions examined to thus far, six out of the nine have had means of 6.00 or
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better. Of the other three propositions, one had a mean of 5.68 and the others 4.97
and 4.81. The means for Cases 1-4, in University ‘A’, are 6.75, 6.25, 5.25 and 5.75
respectively and thus demonstrating a very high level of support for the proposition.
Also, in Cases 5-8, in University ‘B’, the means are 6.00, 6.00, 6.75 and 6.75
respectively thus demonstrating an even higher level of support for the proposition.
So, it would seem that the respondents saw Information Communication Technology
as tool designed to increase their effectiveness, rather than as a means of replacing
staff. However, as it is people and not computers that learn, no matter how
sophisticated computers currently are, people are still crucial to accomplishing the
organizational objectives and thus computers are a tool to enhance that process.
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Figure 5.10 Information Communication Technology-Data Matrix
Research Statement: 9 “To develop into a Learning Organization, universities should use Information Communication technology as a tool to increase the effectiveness of its staff
and not a as replacement for them.”
Research Issue: 9 “How does your university make use of Information communication Technology to manage organizational knowledge and make staff more effective?”

University ‘A’
Case 1 Executive Staff
Resp
A

7

Rate

B

7

C

7

D

6

Mean

6.75

Theme(s) that emerged
Costs of ICT prohibitive
On-line not replace F2F
Not an on-line uni, costly,
ICT supplement to F2F
On-line not replace F2F,
ICT as ‘electronic archive’
Common ICT platform,
ICT supplement to F2F

University ‘A’
Case 2 Academic Staff
Resp
A

7

Rate

B

7

C

7

D

4

Mean

6.25

University ‘B’
Case 5 Executive Staff
Resp
A

7

Rate

B

4

C

7

D

6

Theme(s) that emerged
On-line not a replacement
for F2F. On-line good for
enrichment and niches
Students want F2F, on-line
to enrich, aids research
Poor ICT support, flexible
delivery, students want
F2F, on-line as adjunct
Varies in how well used
On-line is an adjunct,
Students want F2F

Theme(s) that emerged
E-mail bombs, on-line not to
replace F-2-F, but as a support
Common ICT, 100’s of e-mails
daily, on-line not replace F-2-F
ICT used to empower staff, can
both replace and support F-2-F
Common ICT, partnerships in
on-line learning, part of strategy

University ‘A’
Case 3 Admin Staff
Resp
A

Rate
5

B

5

C

4

D

7

Mean

5.25

University ‘B’
Case 6 Academic Staff
Resp
A

7

Rate

B

5

C

7

D

5

Theme(s) that emerged
Used to inform staff, ICT to
enrich and not replace F-2-F
Haven’t used it well, same
ICT, adjunct and synthesis
Make mistakes, don’t share
info, not replacement of F2F
Inform staff, common ICT,
doesn’t replace F2F, adjunct

University ‘A’
Case 4 General Staff
Resp
A

Rate
5

B

7

C

7

D

4

Mean

5.75

University ‘B’
Case 7 Admin Staff

Theme(s) that emerged
Students want F2F, good use of
ICT, funding is a major problem

Resp
A

7

Information overload, 50 emails. F2F not on-line
Seen as a panacea, supposed to
make staff more productive.
Studnets want F2F not on-line
Uni doesn’t. Too little ICT
funding and support. Students
prefer F2F

B

7

C

7

D

6

Mean
6.00
Mean
6.00
Mean
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating, F2F = face-to-face teaching

Rate

6.75

Theme(s) that emerged
Use of web, enrol on-line,
on-line useful for some, not
a replacement for F2F
Students want F2F, on-line
enriches, mixed modes
Uni’s fallen behind, lack of
funding. Students want F2F,
on-line can enrich
Too many e-mails,
Students want F2F, on-line
for distant students

Theme(s) that emerged
Don’t use well, ICT
used as adjunct to F2F,
Some good use of ICT,
Combining ICT/F2F
Access for staff to info,
Supplement to F2F
ICT poorly used, not
inc prod, as adjunct

University ‘B’
Case 8 General Staff
Resp
A

7

Rate

B

7

C

6

D

7

Mean

6.75

Theme(s) that emerged
Technology overload,
Too little time, staff
and money for T&D
Too little funding,
needs to be centralised
Assumed that increases
effectiveness. Students
still want F2F
Information sharing,
junk e-mails, F2F best,
on-line not
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5.12.2: The Comments of Respondents 5A to 8D on Research Issue 9
“How does your university make use of Information Communication Technology to
manage organizational knowledge and make staff more effective?”
Case 1: Executive Staff-Respondents 1A to 1D
One key theme was that, using Information Communication Technology, to allow
for more on-line teaching, was not seen as a replacement for face-to-face teaching.
As Respondent 1A (2002) noted because of: “…The massive investment that is required
(in ICT)…I think it is very hard, if not impossible, to replace face-to-face teaching”.

Similarly, Respondent 1C (2002) supports this idea but contends that:
“I don’t think ICT will…replace academic staff and the notion that it is going to
make things cheaper, at least in the short run, is misguided. I see ICT in a teaching
sense as… providing choices for students…. I don’t see on-line as a replacing faceto-face….”

Case 2: Academic Staff-Respondents 2A to 2D
As Respondent 2A (2002) reflects on this question, they said that, at University ‘A’:
“…On-line teaching is supported by face-to-face…but I don’t believe that on-line teaching
on its own can convey the teaching alone and I know that from experience.” To this,

Respondent 2B (2002) added that: “…in my view you can’t beat face-to-face….” While
Respondent 2D (2002) acknowledges: “…not everything has to be on-line…” as some
areas “…will be fully on-line…” others “…will have a mix…” of face-to-face and online.
Case 3: Administrative Staff-Respondents 3A to 3D
In this case, Respondent 3B (2002) also noted that on-line was not a replacement for
face-to-face teaching but is “…an adjunct or a synthesis…because in certain
circumstances there is no substitute to face-to-face teaching”. Whereas, as Respondent

3C (2002) said:
“I don’t think we score very well on this and we are investing a lot of money in it
and, like everyone else, making lots of mistakes…. I still believe the systems should
facilitate and can facilitate an enormous amount of information sharing…but it
doesn’t work like that.”

Finally, as Respondent 3D (2002) says about on-line teaching: “…I personally see it as
an adjunct. I don’t see it ever replacing all face-to-face communication in teaching.”
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Case 4: General Staff-Respondents 4A to 4D
In Case 4, the general staff had very similar views. As Respondent 4A (2002)
explained: “…I don’t see it (on-line) as a replacement…for face-to-face teaching….” To
this, Respondent 4B (2002) agreed, noting that on-line learning “…is an adjunct to
face-to-face….” Similarly, Respondent 4C (2002) further explained the role of on-

line:
“I think that on-line is a supplement to face-to-face as nothing beats face-to-face.
However, there are simply people who cannot get onto a campus…getting the
material on-line is a good way to go so they are not missing out…. I still see faceto-face as preferable, as it is important to interact not only with the teacher but with
other students as well.”

As Respondent 4D (2002) observed, that by using on-line teaching it will: “…enable
universities to keep up with the growth in the number of people who will come to universities
in the next 10-15 years,” but “I don’t see it as a replacement for face-to-face teaching….”

A summation of the comments of Respondents 1A-4D about University ‘A’
The most common theme was that, on- line was not a replacement for face-to-face
teaching but rather, an adjunct to face-to-face (Respondents 1A, 1B, 1C, 1D, 2A, 2B,
2C, 3A, 3B, 3C, 3D, 4A, 4B, 4C and 4D). It was also noted that ICT was not used
effectively (Respondents 1B, 1C, 1D, 2A, 2B, 3A, 3C, 4A, 4B and 4D) as was the
number of e-mails received daily, often ran into the hundreds (Respondents 1B, 2A,
2B and 3A). Finally, ICT is very expensive to use (Respondents 1A, 1B, 4A and
4D).
5.12.3: The Comments of Respondents 5A to 8D on Research Issue 9
“How does your university make use of Information Communication Technology to
manage organizational knowledge and make staff more effective?”
Case 5: Executive Staff-Respondents 5A to 5D
In this case, on-line teaching was not seen as a replacement for face-to-face:
“…There is a definite niche market for it and it is postgraduate and not
undergraduate at all. I don’t think on-line teaching is the primary route, but I think
that it is a very, very effective method of providing enrichment stuff.”(Respondent
5A 2002)

Further, as Respondent 5B (2002) noted, the “…feedback from students…” is that online is seen as “…complementary but they still want face-to-face”. However, Respondent
5C (2002) said: “…on the teaching side…we should be looking at…e-learning and not get
rid of staff…it is an adjunct…but I still believe that most students want face-to-face….”
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Case 6: Academic Staff-Respondents 6A to 6D
There were two issues in case 6 which stood out, the use of on-line teaching and the
funding cuts to Information Communication Technology. As Respondent 6A (2002)
said: “I see…a lack of funding and cost cutting exercises…” for the push to use on-line,
but “…as a teaching tool, we then lose that personal touch and that interaction….” To this
Respondent 6B (2002) said they were “…drowning in… junk e-mails and received up to
50 e-mails (junk) a day”. To this Respondent 6C (2002) argued that:
“…ICT was the great panacea of education and it was meant to make staff so
productive that they wouldn’t need so many staff and that we could provide more
access to students who couldn’t get to university…but nothing beats…face-to-face
teaching….”

Case 7: Administrative Staff-Respondents 7A to 7D
The views of the respondents of case 7 are similar to the other cases, so far. For
example, Respondent 7A (2002) notes on-line teaching is: “…more for people who
cannot come to university, for those people who are working fulltime…but I don’t
see it as a replacement for face-to-face.” Further, Respondent 7B (2002) contends:
“On-line teaching will be a fact of life in the future and I think that we could be a
little bit more unique…I think we have to be a bit more innovative in the way we do
things on-line…. I see on-line as a very good adjunct….”

For Respondent 7C (2002) the problem was more a lack of funding:
“…We don’t put nearly enough money into information technology and it is seen as
an expense rather than as an investment…. I think that on-line is an adjunct and is
useful for distance education…. I think the strength of a university, is the face-toface interaction….”
Case 8: General Staff-Respondents 8A to 8D
For Respondent 8A (2002) explained their job was very much ‘hands on’ and that:
“…It all comes back to the funding constraints…. I would state that ICT is not
making us more effective and I would rather have less technology and more staff to
do things and know what is being done, is being done properly.”

This lack of funding was also an issue, for Respondent 8B (2002) who said that:
“…The university needs to look after its ICT…it’s got to be resourced properly. It’s
got to be managed properly. It’s got to put money into it to actually make it
work…we have to have got to put in the correct staffing… which again is money….”

Finally, as Respondent 8D (2002) opined:
“…I don’t think that the time will ever come when you do away with face-to-face.
…I think that there are people who will never learn in on an on-line course, but they
will learn from a lecturer putting a joke into the course and remember that.”
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A summation of the comments of Respondents 5A-8D about University ‘B’
The most dominant theme in these cases was that on-line teaching would not replace
face-to-face but rather, it was an adjunct and a means of enriching the student’s
learning (Respondents 5A, 5B, 5C, 5D, 6A, 6B, 6C, 6D, 7A, 7B, 7C, 7D, 8C, and
8D).
5.12.4 A comparison between University ‘A’ and University ‘B’
The most immediate difference between University ‘A’ and University ‘B’ is that
due to the strategic direction of University ‘A’ it funds the use of ICT much more
generously than University ‘B’. Further, the other key finding is that none of the
respondents saw on-line teaching as a replacement for face-to-face teaching, but
University ‘A’ had already made better use of on-line learning opportunities with
many students already on-line, especially overseas. However, University ‘B’ had yet
to make a coordinated and strategic approach, to maximise its use of on-line
learning.

5.13: Global Reach
The effect of globalisation on universities, especially in the developed world, has
been to increase the demand for student places. This increased demand has been
described by some as the ‘massification’ of higher education, that is a change from
an elite system of education, to a more open and inclusive system (Soer 1998). This
change, started for many British universities in the Thatcher era of economic
rationalism, privatisation and major funding cuts and saw many British universities,
polytechnics and other institutions, of advanced and further education, scrambling to
attract foreign students and many other developed nations, including Australia,
following suit. Thus, for many Australian universities, the need to increase their
global reach was driven less by their desire or need to become Learning
Organizations and more as a means of dealing with the financial problems that began
to beset them in the 1990’s. In the case of both University ‘A’ and ‘B’ the increase in
their global reach was a means of increasing their diminished income streams as
successive federal Australian governments cut funding and this will be made very
clear from the respondents comments.
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5.12.1: The means for Research Statement 10-Global Reach
This proposition, with a collective mean of 5.08, was one of the four propositions
that had a collective mean of less than 6.00. The others were propositions 5, 6 and 7,
which had collective means of 4.97, 5.68 and 4.81 respectively. The reason for the
low collective mean is evident when one examines the means of cases 1-4, in
University ‘A’, which were 6.00, 5.00, 4.00 and 5.00 for a collective mean of 5.00.
In University ‘B’ the collective mean was marginally higher at 5.13, compared to
University ‘A’s collective mean of 5.00. As with University ‘A’ there was a marked
degree of variation in the means. For Case 5 the mean was quite low at 4.50, with a
range of ratings from 2 to 7. In Case 6, it was more consistent with three respondents
rating it as a 5 and the other as a 7, for a mean of 5.50. The respondents of Case 7, on
the whole, rated it much higher with two respondents rating it as a 7, one as a 6 and
one as a 4, for a mean of 6.00, the highest mean of all the case studies. Finally, Case
8, as with Case 5, had a marked degree of variation with a range from 2 to 7, for a
mean of 4.50.
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Figure 5.11 Global Reach Data Matrix
Research Statement: 10 “To develop into a Learning Organization, universities need to globalize their reach to access the best available students and staff”
Research Issue: 10 “How has your university globalised its operations?”

University ‘A’
Case 1 Executive Staff
Resp
A

Rate
7

B

5

C

7

D

5

Mean

6.00

Theme(s) that emerged
Many int’l students, teach
off shore
Full fee paying, teach off
Teach offshore, many int’l
students,
Many int’l students, teach
where best $$$ return

University ‘A’
Case 2 Academic Staff
Resp
A

Rate
7

B

5

C

5

D

3

Mean

5.00

University ‘B’
Case 5 Executive Staff
Resp
A

Rate
5

B

2

C

7

D

4

Mean

Theme(s) that emerged
Focus on SEA, increase
overseas student numbers
on campus, on-line activity
University needs to be
international, unlikely to
be successful if globalised
Varies, some offshore
programs, SEA, niches, inc
overseas students here
Students from 67 countries
SEA operations, university
is now spread too thin

Theme(s) that emerged
Teach in many offshore places,
most staff Australian citizens,
Many int’l students, teach in
niches
On-line, partnerships, many int’l
Students,
Teach where best $$$ return,
Partnerships offshore, consult

University ‘A’
Case 3 Admin Staff
Resp
A

Rate
4

B

5

C

2

D

5

Mean

4.00

University ‘B’
Case 6 Academic Staff
Resp
A

Rate
5

B

5

C

7

D

5

Theme(s) that emerged
Hasn’t been successful, shortterm vision, should become
niche focused
SEA offshore programs, need
more overseas students here,
lower standards of other uni’s
Joint ventures needed to capture
SEA and China market, more
overseas students here
Twinning programs offshore,
driven by money, university has
been milking them for money

4.50
Mean
5.50
(Developed for this thesis) Legend: Resp = Respondent, Rate = Rating

Theme(s) that emerged
Many int’l students
partnerships,
Lost $$$’s off, % int’l studs,
partners
Lost $$$’s offshore, focus
on niches, teach offshore
$$$ drive globalising, lost
$$$ offshore, SEA/Africa

University ‘A’
Case 4 General Staff
Resp
A

Rate
6

B

6

C

5

D

3

Mean

5.00

University ‘B’
Case 7 Admin Staff

Theme(s) that emerged
Partners and niche
markets offshore
Many int’l students,
teach offshore,
Teach/partners
offshore, in niches
Many int’l students,
cost of teaching on-line

University ‘B’
Case 8 General Staff

Resp
A

Rate
7

Theme(s) that emerged
SEA and China, has many
overseas students here.

Resp
A

Rate
7

B

7

B

5

C

4

C

4

D

6

Uni as a whole not embraced
globalisation, no support for
offshore, Australia focused
Uni hasn’t globalised, needs
to niche market and attract
more people on campus
Well placed in SEA markets.
Uni needs to niche market in
areas of strength

D

2

Mean

6.00

Mean

4.50

Theme(s) that emerged
Retained contacts to
benchmark with other
uni’s globally
Uni too small to be
global, should focus on
its niche markets
Some courses offshore,
better for overseas
students to come here
Offshore in Asia, better
for overseas students to
come here, use on-line
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5.12.2: The Comments of Respondents 1A to 4D on Research Issue 10
“How has your university globalised its operations?”
Case 1: Executive Staff-Respondents 1A to 1D
The issue of exporting higher education for profit was a key issue in this case. For
example, Respondent 1A (2002) noted that: “…Our numbers of international students
have gone from being a handful in twelve years to being 2,500 today.” As Respondent 1B

(2002) noted, like “…all other universities we are trying to attract as many full fee paying
overseas students….” As Respondent 1C (2002) explained: “In this faculty we have
(students from) Singapore, Malaysia, Thailand, India, Kenya, Sri Lanka, Norway, Sweden
and Ireland….”

Case 2: Academic Staff-Respondents 2A to 2D
On this issue Respondent 2A (2002) recalls that students are recruited from: “…South
East Asia and Central Africa, the Pacific island nations and the Middle East…but mainly,
Singapore, Hong Kong, Thailand and Malaysia.” To this Respondent 2B (2002) adds

that there “has been the growth of the international students numbers, both on-shore and
offshore.” Further, as Respondent 2C and 2D (2002) said: “…10-14% of our student
intake is international…” and a “…significant growth in…our offshore student numbers.”

Case 3: Administrative Staff-Respondents 3A to 3D
The issue of international students is raised by Respondent 3A (2002) who said:
“…At a guess, around 12% of our student body are international.” While Respondent 3B

(2002), frankly stated that: “We have embraced it whole-heartedly, fallen over and made
a shit-load of losses….” To this Respondent 3D (2002) noted globalisation was very

difficult as:
“The university has actively pursued globalising its operations…and, as I mentioned
before, it is revenue at all costs. …Some of it hasn’t been successful…some of them
have been less than successful and many of them have not been making money.”

Case 4: General Staff-Respondents 4A to 4D
The general staff were quite knowledgeable concerning University ‘A’s global
activities. For example, Respondent 4A (2002) said:
“We have entered into partnerships with other institutions in all corners of the
world and, I would say, that…our offerings are attempting to target niche markets
and I think that there will be a further narrowing down, to niches within niches.”

To this, Respondent 4B (2002) added this thought:
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“We are also in the international game because we are attracting very, very large
numbers of international students and…we have an offshore component that
delivers our courses offshore…in Kenya, Zambia, Sri Lanka, Thailand, Malaysia,
Singapore, Indonesia, China and Hong Kong.”

Finally, as Respondent 4D (2002) recounted:
“It’s doing reasonably well. We have 12% of our students from overseas…we have
globalised our operations the same way as any other university. We teach on their
soil, we bring them here and we offer teaching on their soil, in a virtual sense, by
on-line.”

A summation of the comments of Respondents 1A-4D about University ‘A’
The most notable theme raised by the respondents was that University ‘A’ has a
large number of full fee paying international students (Respondents 1A, 1B, 1C, 1D,
2B, 2C, 3A, 3B, 4B and 4D). This large number of full fee paying international
students, both onshore and offshore, represents a significant source of discretionary
income for University ‘A’ and is also tied into the offshore operations, many of
which have been less than successful (Respondents 1A, 1B, 2B, 2C, 3A, 3B, 3C, 3D
and 4C).
5.12.3: The Comments of Respondents 5A to 8D on Research Issue 10
“How has your university globalised its operations?”
Case 5: Executive Staff-Respondents 5A to 5D
The globalisation University ‘B’s activities are vital, as Respondent 5A (2002)
recalls:
“This university is globalised in the sense that…the university has increasingly gone
out to look for international students as a part of alternative income streams. This
university…has more international students… about 14, 15 or 16% at
undergraduate level. We have also looked at globalising our activities in terms of
selling on-line activities….”

Moreover, Respondent 5B (2002) offered this pertinent observation that as: “…the
cost structure is the same…we cut each other’s throats to the point were it becomes
marginally uneconomic” and lose money on many offshore operations. Further,

Respondent 5C (2002) said; “…we have had some offshore programs that have not
worked well…” and so we are “…doing more to attract overseas students to come here on
campus….”

Case 6: Academic Staff-Respondents 6A to 6D
The academics had some fairly pointed comments to make. For example,
Respondent 6B (2002) said:
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“We were successful in the past…by going to (teach in) nearby countries, Singapore
and Malaysia…. Now, that has dried up, partially because of September 11 and
partially because our competitors have lowered their standards and so it almost gets
to the lowest common denominator.”

However Respondent 6D (2002) was even blunter, stating that:
“We have attempted…to establish schools, overseas, in terms of twinning partners,
who offer our degrees to their students.... …It is being driven…by the almighty
dollar and when things don’t return value…in terms of dollars, their knee jerk
reaction is to close it down. I don’t think that they actually understand globalisation.
They don’t understand the idea of strategic joint ventures and the fact that they take
time to build up…what this university wants to do, is to ‘milk’ something, very
quickly and then leave….”

Case 7: Administrative Staff-Respondents 7A to 7D
Globalisation was also an issue for this case, as Respondent 7A (2002) noted:
“We’ve gone into South East Asia and China…we have students who come
from…Sweden, Norway Taiwan, Hong Kong, China and Singapore…. …We need to
get the contracts to get us into a good financial position, but basically it is the
money.”

To this, Respondent 7B (2002) adds that: “…The university, as a whole, has not
embraced or encouraged globalisation.” Further, Respondent 7C (2002) stated that:
“… We go out and do a bit of marketing, which is reasonably successful in getting a
few bums on seats, but we are not a global organization. I think that this university
is too small, I think we can be global in attracting people here and into certain niche
markets.”

Case 8: General Staff-Respondents 8A to 8D
While the general staff may seem far removed from the issue of globalisation but
they also had views and as Respondent 8B (2002) said:
“I think that the university is trying to go global. Though…I think that, it is too
small and I believe that it is a resource thing…if we try to take on the whole world
at once we will fail. As we are up against some massive universities, with lots of
money…so my opinion is that we…try to go into those areas we do best. …Niche
markets….”

As Respondent 8D (2002) explained:
“It’s done this with on-line courses…. We now teach offshore in Asia. …We also
have full fee paying students. …I think we would be far better off promoting full fee
paying students here rather than, trying to deal with the logistics of teaching
offshore. …We should concentrate on… the sort of course we offer here and
encourage people to come here….”

A summation of the comments of Respondents 5A-8D about University ‘B’
The most obvious theme is the number of overseas students that University ‘B’ has,
but more importantly, its reliance on them for increased income (Respondents 5A,
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5C, 5D, 6B, 6C, 7A, 7C, 8C and 8D). Another theme to gain a considerable number
of comments was that University ‘B’ should try to globalize into niche markets,
rather than trying to be all things to everyone (Respondents 5C, 7C, 7D, 8B and 8C).
5.13.4 A comparison between University ‘A’ and University ‘B’
Perhaps the most obvious comparison between the two universities was the reliance
each university had on full fee paying international students in contributing to the
university’s financial wellbeing (Respondents 1A, 1B, 1C, 1D, 2B, 2C, 3A, 3B, 4B,
4D, 5A, 5C, 5D, 6B, 6C, 7A, 7C, 8C and 8D). Another rather obvious comparison
that can be made is that, so many of the respondents, in each university, expressed
the view that niches should be the focus of the globalisation efforts of their
university (Respondents 1B, 2B, 3C, 4A, 4C, 4D, 5A, 5C, 6A, 7C, 7D, 8B and 8D).
Moreover, respondents in each university expressed the view that their university
could best globalise its operations via partnership, joint ventures and other
arrangements of that kind (Respondents 1B, 2C, 2D, 3A, 3B, 4A, 4C, 6C and 6D).
Further, given the focus that University ‘A’ has on ICT, it has a greater use of online courses to deliver teaching, but that has also been used by University ‘B’
(Respondents 2A, 2B 2C, 3A, 4D, 5A, 8C and 8D) So, while each university has set
a different course in how it has attempted to globalise, given their relative and often
unique strengths, there is a certain level of commonality in how they have done so.
Finally, given that both University ‘A’ and University ‘B’ are funded by the public
purse their experiences in becoming global players are very much affected by their
need to develop new income streams. Thus, the globalisation of most of Australia’s
public universities will be determined more by their need to raise revenues than the
provision of higher education for its own sake and this can have a very adverse effect
on the standard of that education, as has already attested to by Respondent 6B.

5.14 Conclusion
The two universities are very different to one another and for more reasons than
University ‘A’ being seen as primarily a teaching university and University ‘B’ as a
primarily research university. These differences are much more fundamental, as can
be shown by their views on the ten research issues. For example, on the issue of
leadership, the respondents of University ‘A’ saw the leadership style manifested in
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their university as being strong, linked to the strategic plan, hardnosed and both
autocratic and empowering. Whereas, the respondents of University ‘B’ were critical
of the leadership style manifested in their university as it was seen as autocratic,
dictatorial, driven by the dollar, did not empower people or simply was non-existent.
This example shows the differences between the two universities and, more
importantly, demonstrates that there is a need for a leadership style as presented in
proposition one, which received a very high level of support. Moreover, as there is a
great deal to cover in dealing with all ten of the research issues, this will be
considered in the conclusion, in chapter 6, which follows next.
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Chapter 6
Conclusions and implications
6.1: Introduction
This chapter has four sections. The first is the introduction. The second is a
discussion of the findings, from the eight case studies, integrated with the literature
from chapter 2 and any subsequent literature added during the writing of this final
chapter. It also contains the recommendations for Australian universities to act on,
for each of the ten dimensions of the model. Furthermore, in each section, dealing
with each dimension, there is a discussion of how likely it is for either University
‘A’ or University ‘B’, to become Learning Organizations. The third section is a
discussion of further research issues. The final section is the conclusion of the thesis,
as a whole
In this chapter, the findings from the eight case studies will be brought together with
the findings from the literature review, as presented in chapter 2. Given that the
research problem was to determine, “How can Australian universities become
Learning Organizations?” the researcher has identified ten dimensions that will
assist in accomplishing this outcome. These ten dimensions have been examined as
part of the research and the results were presented in chapter 5, as part of the data
analysis process. One of the most obvious findings is the extent to which one
dimension impacts on another and this is especially noticeable in the case of the first
two dimensions, that of the need for an effective leadership style and an effective
vision. Moreover, the findings of the research point to just how much some of these
dimensions have become obstacles in achieving this desired outcome. Furthermore,
it became evident that, when all ten dimensions are fully integrated that it is most
likely an Australian university will become a Learning Organization. Thus, the
researcher does not expect that the findings are true, in an absolute sense, but rather
that they can more accurately described as ‘probably true’. At this point an overview
of chapter 6 is presented in Figure 6.1. After that, Tables 2.12a and 2.12b are also
presented, after Figure 6.1, but as a combined Table 6.1 so that, a comparison can be
made of the findings of chapter 5 and the discussion and recommendations found in
this chapter.
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Figure 6.1(a) Flowchart of Chapter 6 (Source: Developed for this thesis)
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Figure 6.1(b) Flowchart of Chapter 6 (Source: Developed for this thesis)
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Table 6.1: The characteristics of each dimension-unlikely and likely to become a
Learning Organization
Dimension

Unlikely to become a Learning
Organization

Likely to become a Learning
Organization

Leadership

A style that is autocratic, remote or
despotic, one that lacks credibility in the
eyes of subordinates, as it is held by a
single person or an elite group
Lack of a clear vision or one that is
poorly articulated. A vision that is
known by few, acted upon by few and is
externally imposed by the leader(s)
Divisive organizational culture, one that
is silo-oriented, driven by internal
politics and competition for resources.
One that does not value staff learning
and lacks both trust of and respect for
staff

An empowering style that is shared
by many, at many levels, one that
mentors and grooms others to
become future leaders
A clear vision that is well
articulated. One that is commonly
defined, known and acted upon by
almost all staff
A cohesive organizational culture
with many cross-disciplinary links
and liaisons. A culture that is based
on mutual trust and respect of staff
and in which a core value is
developing a love of learning in all
staff
An empowered HRM approach that
is focused on attracting, selecting,
retaining, developing and then
renewing the best possible staff. A
HRM approach which teaches
people how to ‘learn how to learn’
Certain of the role it plays in society
and is linked to a clearly articulated
and acted on vision

Vision

Organizational
culture

Human Resource
Management

A HRM style that is focused on formal
processes, procedures and practices of
the organization and NOT on the needs
of the staff but especially NOT on the
learning need of the staff

Role in Society

Uncertain or confused as to what role it
plays or should play in society and is
often a direct result of the lack of a
clearly articulated and acted on vision
Reduced levels of accessibility for both
students and staff because of a lack of
adequate resources to carry out the
basic day-to-day activities of the
university

Accessibility

Resources

A continued lack of adequate funding,
regardless of source, which leads to a
crisis mentality and reduced
effectiveness in carrying out the day-today operations of the university. This is
often marked by high workloads,
increased student to staff ratios, staff
burnout and high proportions of casual
staff
A distinct lack of a coordinated and
strategic approach to maximising the
innate innovation and creativity of all
the universities staff
Information Communication Technology
is used to replace academic staff and as
a means to increase student numbers
and thereby revenue

Relatively easy levels of accessibility
for both students and staff, where
Information Communication
Technology is used to increase
virtual access, but not to replace
face-to-face access or teaching
Adequate funding, regardless of
source, to carry out basic
undergraduate teaching and
research. Thus workloads and
student to staff ratios are decreased,
staff burnout is reduced and casual
staff can expect a fulltime position

A coordinated and strategic
approach to maximising and using
the innate innovation and creativity
of all the universities staff
Information Communication
Information
Technology is used to increase
Communication
student access but as an adjunct
Technology
rather than a replacement of face-toface teaching
Global reach
Used to increase student numbers and
Used to access the best staff and
thereby revenues
students by using alliances and joint
ventures
(Source: Developed from the literature review and convergent interviews)
Innovation and
creativity
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6.1.1: Contributions of this thesis
This thesis has made a number of contributions to the current literature about
Learning Organizations and a particular contribution to universities, as Learning
Organizations. There were a number of issues related to Learning Organizations that
the literature review in this thesis identified. The first was that the nature of what
constituted a Learning Organization was often a subjective matter and most often
decided by the researcher(s) or the author(s). Moreover, this subjective view was
often a result of focussing on a specific attribute or activity rather than on the
entirety of what an organization needs to become a Learning Organization. For
example, it has been posited that long-lived organizations must, because they have
survived, be Learning Organizations, or that the use of Information Communication
Technology will inherently make any organization a Learning Organization. Also,
just because organizational learning occurs, it does not make an organization
automatically a Learning Organization. However, too often the researcher(s) or
authors(s) dwell on a single facet without explaining how that enables an
organization to become a Learning Organization.
In order to assist in researching this problem, ten dimensions were distilled from
both the original 11 convergent interviews and the literature review. These were then
integrated into the overall research question as the ten research issues. These ten
issues were then researched using the ten propositions and questions developed in
the literature review and used in the 32 convergent interviews that formed the basis
for the eight case studies, four each from two Western Australian universities. These
findings, along with the findings from the literature review are the base for the final
synthesis that is now presented.
6.2 The Synthesis-A Comparison of the results with the model
The ideal of a Learning Organization has already been alluded to and that it is a
journey rather than, a destination. Thus, the ten dimensions of an Australian
university, as a Learning Organization, represent long-term goals that are a part of
that journey, rather than merely an end state. Moreover, given the fluid nature of all
organizations, especially universities, people and management ideas come and go, so
it is unlikely that any single approach, including this one, is adequate to meet all
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contingencies at all times, in the future. Further, this synthesis is presented not as an
end to the process but rather as another signpost or milestone along the way. As
already stated, the findings are presented as ‘probably true’ and so the discussion that
follows presents the findings as valid at this point but it is recognised that further
research will be necessary. Thus, the following discussion brings all the pieces
together starting with the first dimension, that of leadership.
6.3: The leadership styles of University ‘A’ and University ‘B’
The leadership within University ‘A’, which has now been stable for several years, is
seen as autocratic and empowering, consultative and strategic, devolved at the top, strong,
dynamic, focused and able to articulate a clear direction (Respondents 1A, 1B, 1C, 1D,

2B, 2C, 2D, 3A, 3B, 3C, 3D, 4A, 4B, 4C, and 4D). From these comments it seems
that, greater levels of trust and empowerment are emerging as a part of the leadership
style of University ‘A’s senior executives. Consequently the leadership style, as
manifested prior to and during the study, is serving University ‘A’ particularly well,
as it has given University ‘A’ both a very clear strategic direction and acted to ensure
that this direction was followed, acted upon and achieved. So it can be said that,
University ‘A’s leadership has been more effective to this point, but will this be true
for the future? So, how does the leadership styles of University ‘B’ compare?
For University B’B the answer is poorly and this is partially due to a number of
changes to the leadership of University ‘B’ during the last several years, as well as
the style of leadership manifested during this time. As a result, the comments reflect
a deep-seated dissatisfaction with the leadership style manifested and that the
changes to the leadership group seemingly did little to provide a more effective
leadership. Thus, many respondents saw the leadership of University ‘B’ as being,
highly

autocratic,

managerialist,

corporatist,

egocentric,

self-promoting,

lacking

empowerment, dictatorial, punitive, remote, bottom line focused and, for Respondents 6A

and 8B, there was no leadership at any level (Respondents 5D, 6A, 6B, 6C, 6D, 7A,
7B, 7C, 7D, 8A, 8B, 8C and 8D). It is argued, given the nature and consistency of
the comments, that the leadership style within University ‘B’ has done little, except
to alienate its staff and cause them to become very silo oriented and survival focused.
Thus, it can be argued that the leadership style of University ‘B’, both prior to and
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during the study, has been very ineffective. Therefore, it is argued that, neither of the
current leadership styles of University ‘A’ and University ‘B’ sufficiently reflects
what is required of those with leadership roles, to develop their university to become
Learning Organizations. A suggested leadership, style to allow a university to
become a Learning Organization, is presented in Table 6.2
Table 6.2: A combined presentation of the characteristics of leadership
Dimension Leadership unlikely to lead an Leadership likely to lead an
Australian
university Australian university becoming a
becoming
a
Learning Learning Organization
Organization
Leadership

A style that is autocratic, remote or
despotic, one that lacks credibility
in the eyes of subordinates, as it is
held by a single person or an elite
group

An empowering style that is shared by
many, at many levels, one that mentors
and grooms others to become future
leaders

(Developed from the literature review for this thesis)

It is evident that, while the leadership of University ‘A’ has become less autocratic,
remote or despotic, it still has yet to empower its entire staff, at all levels. Further, there

seems to be little or no evidence of mentoring and grooming of future leaders within
University ‘A’, except at very senior levels and so it is argued that the current
leadership style of University ‘A’ is unlikely to lead it to become a Learning
Organization. Perhaps, the best judgement that can be made about the current
leadership style of University ‘A’ is that, there will be less work to do to unlearn bad
leadership practices, before new leadership practices can be learned to develop a
more appropriate and effective leadership style. Unfortunately, the same cannot be
said of University ‘B’.
It is readily evident the leadership style manifested in University ‘B’ has been highly
criticised and therefore, it is much easier to categorise the current leadership style as
one that is highly unlikely to lead University ‘B’ to becoming a Learning
Organization. Worse still, it seems the existing leadership group will have a
significant amount of unlearning to do, if they expect to become a Learning
Organization because it will require the total commitment of the staff, of University
‘B’, to enable it to become a Learning Organization. Furthermore, if they wish to see
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others becoming leaders and carry on the journey to becoming a Learning
Organization they will have to embark on a major mentoring program.
6.3.1: Recommendations for leadership in an Australian university, as a
Learning Organization
At this point, the researcher would like to offer a number of recommendations to
assist those with the leadership role to better deal with the required changes. The
recommendations are as follows:
•

To develop and implement both formal and informal programs to identify,
develop and mentor potential leadership talent of all the staff, based on
ability and not position within the hierarchy, and then provide them with
suitable means and opportunities to further develop as leaders

•

To develop and implement an ongoing formal leadership education program,
while fostering a culture and love of learning, which includes all current
and potential leaders. This program should be mandatory and any who either
fail to complete it or refuse to complete it, must stand aside from any further
leadership role

•

To mentor those identified as future leaders through formal and informal
processes that will establish them as leaders, both currently and for the
future; by establishing processes that allow them to understand, at a deep
level, the organizational culture and the role played in society by a
university

•

To provide them with long-term appointments to enable them to become fully
developed as leaders

•

Finally, that ALL the current leaders engage in an After Action Review to
determine their suitability as a leader and if it proves they are unsuitable
they will accept that finding and voluntarily move aside to another position
within the university

After having reviewed the findings and provided a series of recommendation, the
next dimension that, of the visions of University ‘A’ and University ‘B’, will be
discussed in the following section.

6.4: The Visions of Universities ‘A’ and ‘B’
Perhaps the most obvious difference between University ‘A’ and University ‘B’, at
the time of the study, is that University ‘A’ has a clear, although ‘de facto’, vision;
while University ‘B’ seems to lack one entirely. This is evident because, in
University ‘A’ the vision, often called ‘the mantra’, is widely known, shared and
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acted upon, as 11 of the 16 respondents could not only recite ‘the mantra’ but also,
apply it to their own role and working environments (Respondents 1A, 1B, 1D, 2B,
2C, 2D, 3A, 3B, 3D, 4B and 4C). This applied across all four groups, be they senior
executives, academic, administrative or general staff. For example Respondents 1A,
1B and 1D are all in senior leadership roles, Respondents 2B, 2C and 2D are all
academics, Respondents 3A, 3B and 3D are all administrators in areas such as,
human resource management, finance and office administration, while Respondents
4B and 4C were involved in IT support and maintenance of buildings and grounds.
Nonetheless, all of them applied ‘the mantra’ to their own role and functions with
ease and certainty. To this end the researcher would argue that the vision of
University ‘A’ is one that is more likely to lead it to becoming a Learning
Organization. As it satisfies the criteria of being clearly articulated, as well as being
commonly known and acted upon by many of the staff. However, what about
University ‘B’?
During the period of the study and in the course of only a few visits, as well as a
number of off the cuff chats with others who were not a part of the study, it became
increasingly evident that there was neither a shared mental model of University ‘B’
nor commonly held vision (Senge 1990). For example, Respondents 5A, 5C, and 6B
said that the university lacked a clear vision or that it was difficult to enunciate. This
was only worsened when Respondents 5C, 6D, 7A, 7B, 7D, 8B, 8C and 8D
contended that, either they did not know what the vision was or, they believed that
most people did not know the vision. Worse still, as Respondent 6A (2002)
categorically argued, University ‘B’s current vision was obsolete. Thus, it is the view
of the researcher, based on what the respondents noted that, University ‘B’ lacks a
clear vision. Thus the researcher would argue that University ‘B’s current vision(s)
are highly unlikely to lead it to becoming a Learning Organization. Presented below,
in Table 6.3, on the following page, is a combined presentation of the characteristics
of a vision that could be considered necessary for an Australian university to become
a Learning Organization.
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Table 6.3: A combined presentation of the characteristics of a vision
Dimension A vision unlikely to lead an A vision likely to lead an
Australian
university Australian university becoming a
becoming
a
Learning Learning Organization
Organization
Lack of a clear vision or one that A clear vision that is well
is poorly articulated. A vision articulated. One that is commonly
Vision
that is known by few, acted upon defined, known and acted upon by
by few and is externally imposed almost all staff
by the leader(s)
(Developed from the literature review for this thesis)

From the previous discussion it is evident that, University ‘A’s vision is the one that
is more likely to lead it to becoming a Learning Organization. This is because it
shares most of the qualities for a vision to be effective. However, in the case of
University ‘B’ it is argued that there is little to suggest that it has a vision of any
meaning for the vast majority of the staff. So, it is argued, by the researcher, that the
current vision(s) of University ‘B’ are unlikely to lead it to becoming a Learning
Organization.
6.4.1: Recommendations for the vision of an Australian university, as a
Learning Organization
Thus, it can be seen from Table 6.4 that the necessary vision required to enable an
Australian university to become a Learning Organization needs to be different to the
vision that universities may have held up till now. Further, a great deal of work may
have to be put into the process of developing a vision which will be highly time
consuming, as ALL staff adjust to being involved in the process. At this point, the
researcher would like to offer a number of recommendations to assist those who will
take the lead in developing the new vision. The recommendations are as follows:
•

That any university wishing to become a Learning Organization needs to
ensure that its current vision is in line with that objective and then redefine it
if it is not

•

That as the vision is shaped and crafted it should done in active consultation
with ALL the staff of the university, as they will carry it out

•

That the vision be based on a small number of themes, between three and
five, that are easily understood and applied to what ALL staff do in their
roles

254

•

That the vision of the university be linked to the role that the university plays
in society, usually teach, research and prepare people for the future

•

Finally, the vision is regularly updated and re-crafted and reshaped by all
the staff, to meet the needs of the university at that time

Thus, having reviewed the findings and provided a series of recommendations, the
next dimension of the organizational culture in University ‘A’ and University ‘B’,
will be discussed in the following section.
6.5: The organizational cultures of Universities ‘A’ and ‘B’
The comments made by almost every respondent, in both universities, were critical
of their respective organizational cultures, to some greater or lesser degree. For
example, the respondents of both universities were critical of the bureaucratic or
backward looking nature of the culture or the focus on research and money, as a major

part of the respective organizational cultures (Respondents 1B, 2A, 2C, 3B, 3C, 5A,
5B, 5C, 6A, 6B, 6C, and 6D). Another criticism was the lack of opportunities for
further education or training and development (Respondents 3C, 5D, 7D, 8B and 8D).

Though in University ‘A’ there was a higher level of support for general staff to
receive encouragement, financial support and time to undertake further education,
training and development (Respondents 1D, 2B, 3A, 3D, 4C). Nonetheless,
Respondents 1A, 1C and 1D did have a positive view of their organizational culture
noting that it allowed a wide latitude of freedom of expression and, as Respondents
1D, 2B, 3A, 3D and 4C all noted, learning was encouraged and people valued.
Whereas, in University ‘B’ only Respondent 8D (2002) said that they: “had many
opportunities to learn”, but as Respondent 8B noted, many staff cited the lack of

educational and training and development opportunities as a major reason for
seeking employment elsewhere. Thus, the principle finding is that while the current
organizational culture of University ‘A’ is more supportive of it becoming a
Learning Organization, the current organizational culture of University ‘B’ is less
supportive. This can be seen from Table 6.4, on the following page, which presents
the attributes of a ‘learning’ organizational culture.
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Table 6.4: A combined presentation of
Organizational culture
Dimension
A vision unlikely to lead
an Australian university
becoming a Learning
Organization
Very
divisive
organizational
culture,
one
Organizational
that
is
silo-oriented,
driven
culture
by internal politics and
competition for resources.
One that does not value
staff learning and lacks
both trust of and respect for
staff

the characteristics of a Learning
A vision likely to lead an
Australian university becoming a
Learning Organization
A cohesive organizational culture
with many cross-disciplinary links
and liaisons. A culture that is based
on mutual trust and respect of staff
and in which a core value is
developing a love of learning in all
staff

(Developed from the literature review for this thesis)

Thus, from the earlier discussion and Table 6.4 it is evident that, while University
‘A’s organizational culture is more likely to develop into a learning culture, the
researcher argues that it is has still some way to go to achieve this outcome. This is
because the work required by those who lead University ‘A’ to bring about such a
significant cultural change over the next 5-10 years, is still of an enormous
magnitude. Subsequently, University ‘A’s current organizational culture should be
seen only as a foundation on which it can build the learning culture and then into a
Learning Organization. While the respondents of University ‘B’ made some positive
comments, it is evident that the vast majority of the respondents in University ‘B’
saw their organizational culture as divisive, silo-oriented and one that does not value
staff learning, which does little to provide an ideal basis on which to develop, a

‘learning’ organizational culture. Consequently, the researcher argues the current
organizational culture of University ‘B’ is unlikely to lead it to becoming a Learning
Organization because it is too fragmented, divisive and does not value learning. In
section 6.5.3, the researcher makes a series of recommendations, to develop an
appropriate ‘learning’ organizational culture for Australian universities, as Learning
Organizations.
6.5.3 Recommendations for the organizational culture of an Australian
university, as a Learning Organization
The researcher would like to offer a number of recommendations to assist all those
who will take a lead in developing the new learning culture. The recommendations
are as follows:
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•

For the HR department to carry out, a formal cultural audit of the current
organizational culture to identify the strengths, weaknesses, opportunities
and threats of the current organizational culture

•

That a team of suitably experienced, qualified and willing people be assigned
the task of mapping what the new Learning Organizational culture should
‘look’ like and how it can be developed, including appropriate ‘milestones’

•

That those who are taking the lead, at all levels, are educated and trained in
their role in developing a learning culture. This will mean that the current
hierarchical boundaries in Australian universities will need to become more
permeable, to allow the transference of learning between people

•

That each person is educated and trained in the After Learning Action
Review process so that, each person must ask and act on the answers to the
following questions:
1. What did I know?
2. What have I learned?
3. What do I now know?
4. How can I translate this learning into action?
5. How can I teach others what I have learned?

•

That people’s natural intuition be developed so that it becomes an integral
part of how people learn

•

That sufficient and ongoing funding be given to the HRM department, within
each university, to ensure that ALL required ongoing education, training and
development of ALL staff could be achieved

•

Finally, that it be thoroughly understood that to develop learning culture is
an ongoing process, one likely to take a minimum of five to ten years to
successfully implement. Moreover, that once in place, the process will
continue to ensure that the culture remains a learning culture

The next dimension that of Human Resource Management, as practiced in University
‘A’ and University ‘B,’ will be discussed in the following section.
6.6: The Human Resource Management approaches of Universities ‘A’ and ‘B’
It is evident from chapter five that the two universities have taken very different
routes in dealing with their own, but very similar, human resource management
needs. For example, University ‘A’ has taken the view that the human resource
management function is very important, and needs to be both centralised and
decentralised, while being well funded, if it is to deliver what is required
(Respondents 1D, 2A, 2C, 2D, 3B, 4B, 4C and 4D). Whereas, University ‘B’ has
taken a different route and has, to ensure that cost-cutting objectives and indicators
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have been met, devolved the human resource management function to the various
faculties or divisions (Respondents 5A, 5B, 5C, 6A, 6C, 7A, 7C and 8A). Worse
still, University ‘B’ has made redundant a good many of its experienced human
resource staff, in an effort to reduce costs, only to find that these people have had to
be either reemployed within the faculties or divisions, of University ‘B’ and, if the
funds are not available, then other staff are used, often with little or no experience,
knowledge or skills to effectively carry out the role (Respondents 5A, 5B, 5C, 6B,
6C, 6D, 7A, 7C and 8A). Thus, it is the contention of the researcher that the current
human resource management function of University ‘A’ is more likely to lead it to
becoming a Learning Organization, though this would only be possible if it
implemented the above recommendations. However, the research would argue that
the current human resource management function of University ‘B’ is unlikely to
lead it to becoming a Learning Organization, as the current human resource
management function of University ‘B’ is neither appropriate nor effective. This can
be seen from Table 6.5.
Table 6.5:
A combined presentation of the characteristics of an effective and appropriate
Human Resource Management approach for a Learning Organization
Dimension
A
Human
Resource A
Human
Resource
Management
approach Management approach likely to
unlikely to lead an Australian lead an Australian university
university
becoming
a becoming
a
Learning
Learning Organization
Organization
A HRM approach that is An empowered HRM style that is
focused on formal processes, focused on attracting, selecting,
Human
procedures and practices of the retaining, developing and then
Resource
Management organization and NOT on the renewing the best possible staff.
needs of the staff, especially Also, teaches people how to ‘learn
NOT on the learning needs of how to learn’
staff
(Source: Developed from the literature review for this thesis)

From the previous discussion and Table 6.5, the researcher argues that University
‘A’s current human resource management function is more likely to lead it to
becoming a Learning Organization than is University ‘B’s. However, as previously
mentioned there are still some caveats to be put on that before this is likely.
Nonetheless, a review of the key findings of the two universities will show the
reasoning for this view. What follows next, in section 6.6.3, are the
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recommendations made by the researcher about the Human Resource Management
function of an Australian university as a Learning Organization.
6.6.1: Recommendations for the Human Resource Management of an
Australian university, as a Learning Organization
To enable each university to develop an effective Human Resource Management
function the following recommendations are made:
•

That senior HRM ‘managers’ of Australian universities are directly involved
in development and implementation of ALL strategic plans

•

That Australian universities adopt William Bridges ‘DATA’ approach to
recruitment, selection, retention, education and training and development.
This DATA approach is defined as ensuring that all current and potential
staff members have the Desire, Ability, Temperament and Assets to carry out
their roles effectively

•

That the HRM department provides ‘centralised’ technical assistance for all
recruitment, selection, retention, education, training and development
matters. Then, if these function it need to be devolved, then the people
responsible for its implementation and continued use need to be given the
appropriate, ongoing HRM education, training and development

•

That the HRM department is adequately funded so that it can carry out the
required tasks and activities

•

That in each Australian university there is sufficient staff numbers to allow
them work productively and not become stressed by overwork

•

That by using the DATA approach people will be appointed to positions for
which their nature and abilities best suit them. Thus where and academic is a
researcher, then they will be appointed to contracts that encourages them to
spend the bulk of their time researching and those who are better teachers to
spend the bulk of their time teaching

At this point a discussion of the next dimension the roles played by in University ‘A’
and University ‘B’, in society, follows next.

6.7: The roles played in society by Universities ‘A’ and ‘B’
As previously stated in chapter 5 section 5.8.4 there is a significant difference
between University ‘A’ and University ‘B’, with respect to the role they play in
contemporary Australian society. University ‘A’, with its clearly defined vision,
known as ‘the mantra’, has set itself up as a niche player attending to the service
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professions and especially, developing highly competent ICT graduates, as attested
to by 14 of the respondents (Respondents 1A, 1B, 1C, 1D, 2B, 2C, 2D, 3A, 3B, 3C,
3D, 4A, 4B and 4C). Overall, University ‘A’ linked its primary role to teaching
rather than, to research, as the role it will play in contemporary Australian society.
University ‘B’ however, sees its role as both a teaching and research university but
with very little else to differentiate from most other Australian universities, as noted
by Respondents 5B, 5C, 5D, 6B, 6D, 7A, 7B, 7C, 8A, 8B, 8C and 8D (2002).
However, Respondents 7A and 8D (2002) argued that universities generally, and
University ‘B’ in particular, were not in the business of making money, nor should they
be expected to be businesses. Thus, as Senge (1990) argues, when the members of an

organization share the same vision and mental models of what they wish their
organization to be and achieve, then the organization can become a Learning
Organization. Consequently, it is the researchers contention that University ‘A’s role
is one that is more likely to lead it to becoming a Learning Organization. Whereas, it
is the lack of a clear role other than to be excellent at teaching and research that is
unlikely to lead University ‘B’ to becoming a Learning Organization. This can be
seen in Table 6.6 that follows.
Table 6.6:
A combined presentation of the characteristics of an effective and appropriate
role in society for an Australian university as a Learning Organization
Dimension
A role unlikely to lead an
A role likely to lead an
Australian university
Australian university becoming
becoming a Learning
a Learning Organization
Organization
Uncertain or confused as to Certain of the role it plays in
what role it plays or should play society and is linked to a clearly
Role in
in society and is often a direct articulated and acted on vision
society
result of the lack of a clearly
articulated and acted on vision
(Source: Developed from the literature review for this thesis)

What follows, in section 6.7.1, are the recommendations made by the researcher
about what role in society an Australian university, as a Learning Organization,
should play.

260

6.7.1: Recommendations for the role in society of an Australian university, as a
Learning Organization
There are a number of key recommendations to enable each university to develop an
effective role:
•

That each Australian university develop a strategy about which areas or
niches it will target to attract the students it needs to survive and thrive as
well as ensuring it meets societal, business, industry and government
expectations

•

That the role in society played by each Australian university be clearly
aligned with the universities vision

•

That sufficient funding, time, resources and people be allocated to the task of
developing the universities role at the same time as the vision is being
developed

•

That input from the wider university community is sought so that, like the
vision, the role played by the university is clearly known and understood by
ALL staff members, much like ‘the mantra’ of University ‘A’

•

That the role in society of each university is widely publicised and made
known to the overall community within which the university operates

•

That, finally, the primary role of an Australian university is to educate, train
and develop people to become first class thinkers, problem solvers and
mature citizens who respect the larger environment in which they live, work
and play

After reviewing the findings and providing a series of recommendations, a
discussion of the next dimension, the accessibility of University ‘A’ and ‘B’,
follows.
6.8: Accessibility to Universities ‘A’ and ‘B’
While University ‘A’ sees itself as primarily a teaching university, and University
‘B’, sees itself primarily as a research university, each has a high level of
accessibility to potential students. Moreover, as each has at least one regional
campus and a major metropolitan campus, thus the overall accessibility to potential
students is increased, because of the geographical locations each regional campus
occupies. Furthermore, each university has equity based programs that encourage
participation by indigenous people, mature age students, female, disabled and other
groups that have, in the past, been excluded in favour of the traditional white, male,
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18-21 years old university student. Nonetheless, a brief review of the findings, from
both University ‘A’ and ‘B’, is in order, to present a wider picture of what is required
for greater levels of accessibility for an Australian university to become a Learning
Organization.
For the respondents of University ‘A’ one of the most mentioned themes was that of
the need for students to score highly in the Tertiary Entrance Exams and thus get a high
TER (Tertiary Entrance Ranking) score (Respondents 1D, 2A, 2D, 4D 2002). As the
Australian federal government continues to have a policy of quotas and capping
funding, there is a shortage of university places in Western Australia, which drives
up the required TER score. This creates what is, often, an artificial barrier to students
entering their preferred course of study and this is really problematic for Western
Australia, which with a population of only 1.25 million, receives far less HECS
funded places than the actual demand for places. As Respondents 1A, 2C, 3A, 3B,
3D, 4A (2002) also mentioned, the problem of staff being overworked and lacking the
time to spend with students, all of which was further exacerbated by a continued lack
of funding, over reliance on casual staff and increasing staff-to-student ratios. The other

major theme was the change in the student profile to a broader representation of the
overall population and away from the traditional 18-21 year old, white male university

student (Respondents 1B, 1C, 2A, 2B, 2D, 3A 2002). It would seem that from these
findings, University ‘A’ regards itself as very accessible, but what about University
‘B’?
In the case of University ‘B’, there were also are a number of commonly mentioned
themes. For example, Respondents 5B, 5D, 7A, 7C, 7D and 8C (2002) all mentioned
that University ‘B’ had alternative means of entry, all designed to encourage entry by
people of mature age, indigenous background or with some form of disability. Also,
Respondents 5A, 5D, 6A, 7B, 7C, 8C and 8D (2002) rated University ‘B’s
accessibility as good or very good, in terms of how possible it was to gain entry to

University ‘B’. Another theme mentioned was many people were not aware of
University ‘B’ as a place to study and often failed to gain access to it because they chose
other institutions first (Respondents 6D, 7B and 8B 2002). On a more positive note,

Respondents 8C and 8D (2002), both of whom work on a regional campus, noted the
very positive impact that the regional campus was having on people and how it had
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increased the accessibility to higher education for people of that region. Interestingly,

none of the respondents made any significant comments about the access to either
university for potential staff other then to note that some exchange programs existed
in each university (Respondents 2A, 3C, 4B, 5D, 7C, 8A and 8C). Consequently, it is
argued by the researcher that neither university is likely to become a Learning
Organization based on its accessibility alone, but neither is likely to be impeded by it
either. This can be seen from Table 6.7.
Table 6.7
A combined presentation of the characteristics of an effective and appropriate
level of accessibility for an Australian university as a Learning Organization
Dimension

A level of accessibility unlikely to
lead an Australian university
becoming a Learning
Organization

Reduced levels of accessibility for
both students and staff because of a
Accessibility lack of adequate resources to carry
out the basic day-to-day activities of
the university
(Developed from the literature review for this thesis)

A level of accessibility likely to lead
an Australian university becoming
a Learning Organization
Relatively easy levels of accessibility for
both students and staff, where
Information Communication Technology
is used to increase virtual access, but not
to replace physical access

What follows are a series of recommendations to increase the level of accessibility,
for both staff and students, to an Australian university, as a Learning Organization.
6.8.1: Recommendations for the accessibility of an Australian university, as a
Learning Organization
As can be seen from the above discussion, the problems facing both students and
staff in gaining access to an Australian university are considerable. The lack of
funding that limits both the number of places for students and the number of staff to
carry out the basic teaching and research duties, are also significant. Moreover, until
funding is increased to a minimum level, which allows Australian universities to
meet their day-to-day responsibilities, it is unlikely that this will change for the
better. Therefore, the following are some recommendations to increase the likelihood
of an Australian university becoming a Learning Organization. They are as follows:
•

That funding be IMMEDIATELY increased to ALL Australian universities to
fully fund those HECS based students currently studying at Australian
universities to the ‘true cost’ of teaching them

•

That sufficient funding be made available to convert existing short-term and
casual contracts into continuing contracts for ALL existing academic staff
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•

That all undergraduate students who wish to access higher education be
assessed on ability, merit and equity as to whether they qualify for a HECS
funded place

•

That an agreed and consistent set of entry requirements are adopted by ALL
Australian universities to alleviate the problem of students entering an
Australian university who are unlikely to be able to complete their degree,
then failing and preventing other students entering a university

•

That any unsuccessful undergraduate student who does not meet the
academic requirements for entry to a university, be given access to remedial
education to allow them to enter or be directed to another educational
institution such as TAFE (Technical and Further Education)

•

That more funding be given to hire more teaching and research staff into
Australian universities

After reviewing the findings and providing a series of recommendations, the next
dimension, the resources of in University ‘A’ and University ‘B’, is covered.
6.9: The resources of Universities ‘A’ and ‘B’
It is apparent form the data analysis that both University ‘A’ and ‘B’ suffered similar
problems, due to the funding cuts, experienced by all Australian universities, during
the last five to ten years. For example, with the exception of Respondent 4A, in
University A, all 31 respondents noted that the funding cuts had had significant impacts
in the way in which their universities carried out its day-to-day operations
(Respondents 1A, 1D, 1C, 1D, 2C, 2D, 3A, 3B, 3C, 4A, 4B, 4C, 5A, 5B, 5C, 5D,
6A, 6B, 6C, 7A, 7B, 7C, 7D, 8A, 8B, 8C and 8D 2002). Moreover, this seemed to
extend to every corner of the university where respondents, who had little to do with
one another’s usual function, noted the impact it had on what they did and how they
did it. For example, Respondents 1B, 1C, 2C, 2D, 3A, 3B, 3D, 4A, 4B, 4C, 5A, 5B,
5D, 6A, 6B, 6D, 7A, 7C, 7D, 8A, 8C and 8D (2002) all mentioned the increases to
workloads, for both general and academic staff. Another frequently mentioned topic
was increased student-to-staff ratios as noted by Respondents 1B, 1C, 2C, 3A, 3B, 5A,
5B, 5D, 7A and 8C (2002), most of whom are not academics. Further, in both
University ‘A’ and ‘B’ redundancies and natural attrition were frequently mentioned,
as one means to cut operating costs (Respondents 1A, 1B, 1C, 1D, 2A, 2B, 2C, 2D,
3B, 3C, 3D, 4A, 5A, 5B, 5D, 6B, 7C, 8A and 8D 2002). Finally, as noted by
Respondents 5C, 5D, 6B, 6C, 7A, 7B, 8A, 8C and 8D (2002) of University ‘B’, the
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continued goodwill exhibited by the staff, even in the face of continued funding cuts, was
now at breaking point. It is argued by the researcher that any more reductions to

staffing, could lead to the collapse University ‘B’ as a viable entity as there will be
insufficient staff to carry out the basic day-to-day functions. Consequently, the
funding cuts were having a significantly adverse effect on Australian universities, if
University ‘A’ and ‘B’ serve as typical examples.
Table 6.8:
A combined presentation of the characteristics of the resources required for a
Learning Organization
Dimension Resources unlikely to lead an Resources likely to lead an
Australian university
Australian university becoming
becoming a Learning
a Learning Organization
Organization
Resources

A continued lack of adequate
funding, regardless of source,
which leads to a crisis mentality
and reduced effectiveness in
carrying out the day-to-day
operations of the university. This
is often marked by high
workloads, increased student to
staff ratios, staff burnout and high
proportions of casual staff

Adequate funding, regardless of
source,
to
carry
out
basic
undergraduate
teaching
and
research. Thus workloads and student
to staff ratios are decreased, staff
burnout is reduced and casual staff
can expect a fulltime position if they
qualify

(Source: Developed from the literature review for this thesis)

As can be seen from the foregoing discussion and Table 6.8, both University ‘A’ and
University ‘B’ University ‘A’ are unlikely to become Learning Organizations. In the
next section, section 6.9.1, are a series of recommendations made by the researcher
about the resources required for an Australian university, as a Learning
Organization.
6.9.1: Recommendations for the Resources of an Australian university, as a
Learning Organization
It is evident from previous discussions Australian universities face many problems.
So, if they can secure the appropriate level of funding to have the necessary time,
staff and resources avalibale to enable them to become Learning Organizations, but
there is more required than just simply throwing money at the problem. For example,
without securing an appropriate level of ongoing funding, most Australian
universities cannot become Learning Organizations because they lack the necessary
‘organizational slack’, which are the time, people and other resources to develop the
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required strategies to become Learning Organizations. Therefore, the researcher
makes these following recommendations:
•

That the Australian Federal government make higher education funding a
very high priority for the rest of its time in office

•

That the Australian government recognize that the purpose of all Australian
universities is to educate people and that universities are not businesses

•

That the funding necessary to allow each Australian university to carry out
its basic day-to-day functions of teaching and research be fully funded at a
level that reflects the ‘true cost’ of doing so

•

That, as the study by the University of Melbourne (Anthony 2002b) showed,
more money was returned to the Australian federal government each year in
increased taxes on earnings and increased taxes on consumption spending
than what the Australian federal government spent on higher education in
1999. Given this is likely to be an ongoing trend then the Australian federal
government should fund higher education annually, in arrears, the same
amount of funding generated by increased tax gathering. Also, any funding
which remains unspent by any university, in any given year, can be retained
to by that university for future uses

•

That if this funding cannot be found, then some of the 40 Australian
universities be amalgamated to give, if it can be proven, the appropriate
economies of scale. This needs to be very carefully implemented as regional
universities are crucial for the long-term development of regional Australia.
Thus any amalgamation should not be done just to save money but to ensure
a better quality of education for the people of regional Australia

•

That higher degrees be subject to the current loans schemes and that this
represents an additional source of income to each university

•

That the number of places for full fee paying students be increased but, this
still needs to be linked to the ability of each student to successfully complete
their degree otherwise, the high quality and excellent reputation of
Australian higher education will suffer adversely

•

That any other funds that each Australian university, legally and ethically,
acquires not be subject to a means test. However, if the other funds represent
more than 200 percent of the last years government funding, then the
Australian federal government may reduce the next years funding. Unless,
extra funding is either used to increase the facilities on offer to students at
that university or forfeited to another Australian university

Having reviewed the findings and provided a series of recommendations, the way
innovation and creativity is used in University ‘A’ and ‘B’ will be discussed.
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6.10: The use of Innovation and Creativity in Universities ‘A’ and ‘B’
During the many interviews in University ‘A’ it became apparent that innovation and
creativity is seen as a beneficial attribute and staff were encouraged and empowered to
make use of their own innovation and creativity (Respondents 1C, 1D, 3B, 4A, 4B, 4C

and 4D 2002). Also, the use of innovation and creativity, University ‘A’ is now a
separate category in their promotions process, linked to ‘the mantra’, to recognize the

contributions a person makes (Respondents 1A, 2B, 3A and 3C 2002). However, as
Respondents 1B, 2A, 2C, 3B and 3D (2002) all noted, the problems of lack of time,
heavy workloads and lack of ready funding, all made it very difficult for University ‘A’

to best use the innate innovation and creativity of its staff. Still, one interesting
development has been the emergence of a view that leaders, regardless of level, should
help people develop their innate innovation and creativity (Respondents 2D, 3A and 4D

2002). Finally, as Respondents 1B, 2B, 2D, 3A, 4A, 4B, 4C and 4D (2002) noted,
innovation and creativity needs to embedded, as a core value in University ‘A’.
Similarly, during the many visits to University ‘B’ it became apparent that
University ‘B’ does not seem to value innovation and creativity, as much as
University ‘A’ as noted by Respondents 5C, 5D, 6A, 6B, 6C, 6D, 8A, 8B and 8C
(2002. This is further shown by the comment of Respondent 6C (2002) who said:
“…because universities are essentially conservative institutions they are anti-creativity,
particularly in teaching. They are anti-innovation unless it is entrepreneurial and makes…a
big pile of money….” What is more, any attempt to develop effective and coordinated

use of the innovation and creativity, within University ‘B’, is to be stymied by:
funding constraints, downsizing of staff, convoluted internal funding models, university
legislation, its organizational structure, an obsolete vision, poor leadership and the loss of
corporate knowledge (Respondents 5D, 6A, 6B, 6D, 7C, 7D, 8A and 8B 2002).

Consequently, innovation and creativity in University ‘B’ seems to be poorly
regarded and lacks any serious commitment from senior levels.
Thus the researcher contends that, University ‘A’ is unlikely to become a Learning
Organization because it lacks a coordinated and strategic approach. Also, based on
the characteristics in Table 6.9, University ‘B’ is also unlikely to become a Learning
Organization for the same reason as University ‘A’, the lack of a coordinated and
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strategic approach as can be seen in Table 6.9. Finally, there is an implicit view that
the development of innovation and creativity was something to be pursued by the
individual rather than, by University ‘B’ (Respondent 7B 2002).
Table 6.9:
A combined presentation of the characteristics of Innovation and Creativity
required for a Learning Organization
Dimension
The use of Innovation and
The use of Innovation and
Creativity unlikely to lead an
Creativity likely to lead an
Australian university
Australian university becoming
becoming a Learning
a Learning Organization
Organization
Innovation
and Creativity

A distinct lack of a coordinated
and strategic approach to
maximising the innate innovation
and creativity of all the
universities staff

A coordinated and strategic approach
to maximising and using the innate
innovation and creativity of all the
universities staff

(Source: Developed from the literature review for this thesis)

In the next section, section 6.10.1, are the recommendations about the use of
innovation and creativity in University ‘A’ and University ‘B’, to become Learning
Organizations.
6.10.1: Recommendations for developing the Innovation and Creativity of all
the staff in an Australian university, as a Learning Organization
It is evident from previous discussions Australian universities need to make
consistently better use of their staff’s innate innovation and creativity. One of the key
issues, as with a number of the other dimensions is obtaining ongoing, appropriate
levels of funding, to allow them to become Learning Organizations. Further, the
continuing deplorable state of most Australian academics being so overworked, they
no longer have sufficient time for reflection; or being able to engage in continued
personal learning and professional development. As this will have significant longterm impacts, on the levels of innovation and creativity in all Australian universities.
This will be particularly noticeable as an end product, where graduates become less
career prepared and less job capable and less innovative and creative than before.
This is all at a time when our contemporary global society is recognizing that we
must become more innovative and creative. For it is only by using innovation and
creativity tthat we can develop sustainable policies, procedures and processes our
contemporary global society can deal with the humanitarian, economic, political,
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environmental and societal problems. Therefore, the researcher makes these
recommendations:
•

That the Australian federal government make funding, to increase the levels
of innovation and creativity in Australian universities, a very high priority
for the rest of its time in office

•

That ALL Australian universities adopt an innovation and creativity category
in its promotions policy, to cover ALL staff, based on the one currently in
operation in University ‘A’

•

That as part of the performance management of staff, consideration be given
to encouraging, developing, fostering and rewarding innovation and
creativity and, where appropriate, the person receive recognition university
wide

•

That the HR department, and other suitably educated and skilled staff, take
the lead in developing education, training and development programs to
assist the ongoing development of the innate innovation and creativity in ALL
staff

•

That some of the extra funding provided, be used to allow teaching and
research staff, especially, to buy out ‘blue sky thinking’ time to allow them to
work on projects that are of an innovative and creative nature

•

That where appropriate any innovative and creative idea(s) or concept(s) be
commercialised and the royalties be split equally between the university and
person or persons who developed the original idea(s) or concept(s)

Having reviewed the findings and provided a series of recommendations the next
dimension, the use of Information Communication Technology in University ‘A’ and
University ‘B’, will be covered next.

6.11: Using Information Communication Technology in Universities ‘A’ and ‘B’
There is a significant difference between the use of Information Communication
Technology in University ‘A’ and University ‘B’. The reason for this lies primarily
in the importance placed on the use of Information Communication Technology by
University ‘A’. As Information Communication Technology is used a part of its
overall strategic plan and University ‘A’ becomes the premiere educator of highly
skilled and computer literate graduates, to the professional service sector. Whereas,
University ‘B’ views Information Communication Technology as incidental to its
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usual day-to-day activities, except where money can be made out of on-line courses.
However, it seems to regard its Information Communication Technology as a cost
rather than as an investment. Consequently, the funding for the required Information
Communication Technology in University ‘A’ seems to be much better and given
higher priority, than that for University ‘B’. Still, there are some other key
differences.
In University ‘A’, on-line teaching was not seen as a replacement for face-to-face
but as an adjunct or supplement, which considering how much it uses its on-line
teaching program is a very interesting observation (Respondents 1A, 1B, 1C, 1D,
2A, 2B, 2C, 3A, 3B, 3C, 3D, 4A, 4B, 4C and 4D 2002). Further, Respondents 1C,
1D, 2B, 2D, 3B, 3C, 3D, 4A, 4B and 4D (2002) were consistent in their praise for
using a single Information Communication Technology platform in teaching and for
intra university communication. However, while some respondents reported the
current Information Communication Technology system helped to inform people
(Respondents 1C, 2A, 2B, 2C, 3A, 3D and 4C 2002), others noted that it was not
always used effectively (Respondents 1B, 1C, 1D, 2A, 2B, 3A, 3C, 4A, 4B and 4D
2002). Of a particular concern was the fact that many found themselves inundated
with hundreds of e-mails daily, which actually decreased their productivity
(Respondents 1B, 2A, 2B and 3A 2002). So, there was a high degree of agreement
between the respondents of University ‘A’, but can the same be said for University
‘B’?
Once more, there was a very high support for the idea that on-line teaching was not a
replacement for face-to-face. Rather, it was an adjunct, or supplement, to face-toface and a means of enriching each student’s learning (Respondents 5A, 5B, 5C, 5D,
6A, 6B, 6C, 6D, 7A, 7B, 7C, 7D, 8C, and 8D 2002). As mentioned earlier, the
overall Information Communication Technology system in University ‘B’ is poorly
funded, something the researcher observed on many occasions (Respondents 5C, 6D,
7C, 8A, and 8B 2002). Moreover, the respondents in University ‘B’ also suffered
from information overload by receiving too many junk emails, along with the
implicit assumption that merely having an Information Communication Technology
automatically leads to higher productivity (Respondents 5C, 5D, 6A, 6B, 6C, 6D,
7C, 7D, 8A, 8B, 8C and 8D 2002). Consequently, it can be asserted that the
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problems faces by each university are similar in nature, but how does this impact on
each of them becoming a Learning Organization? This is shown in Table 6.10.
Table 6.10:
A combined presentation of the characteristics of the resources required for a
Learning Organization
Dimension
The use of Information
The use of Information
Communication Technology
Communication Technology
unlikely to lead an Australian likely to lead an Australian
university becoming a
university becoming a Learning
Learning Organization
Organization
Information Communication
Technology is used to replace
Communication academic staff and as a means to
increase student numbers and
Technology
thereby revenue
Information

Information Communication
Technology is used to increase
student access but as an adjunct
rather than a replacement of face-toface teaching

(Source: Developed from the literature review for this thesis)

From the previous discussion and what is found in Table 6.10, the researcher would
argue that both universities are likely to become Learning Organizations, as almost
all the respondents in each university saw Information Communication Technology
as an adjunct to face-to-face teaching, rather than a replacement of it. Thus, the
researcher argues that, given the view held by the staff of each university it is more
likely that both universities could use their current and future Information
Communication Technology systems, to become Learning Organizations but with the
following caveats.
1. That both universities accept that an Information Communication
Technology system is merely a tool and that it is people and NOT the
Information Communication Technology system that learns
2. That by downsizing the number of staff and replacing them with Information
Communication Technology severely reduces the intellectual capacity of the
university
3. That the use of on-line teaching needs to be seen as an adjunct and a means
of enriching students learning, NOT as a replacement for face-to-face
teaching
Thus, given these caveats it is the researcher’s contention that, in their current
situations, neither University ‘A’ nor University ‘B’ is likely to become a Learning
Organization, because neither has fully adopted these caveats. In section 6.11.1, are
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the recommendations made by the researcher about the role played by Information
Communication Technology in an Australian university, as a Learning Organization.
6.11.1: Recommendations for the Information Communication Technology of
an Australian university, as a Learning Organization
It is evident from Table 6.10, from the literature review and the views expressed by
the respondents that, using Information Communication Technology system, within
Australian universities, offers both challenges and opportunities. However, to make
most effective use of any of these Information Communication Technology systems,
Australian universities will need a significant boost to their overall funding. Further,
the purpose of any Information Communication Technology system has to be to
increase the effectiveness and productivity of staff by assisting them to communicate
more efficiently and effectively and as supplement for students learning rather than
as a replacement for academic staff and face-to-face teaching. Therefore, the
researcher makes these following recommendations:
•

That the Australian federal government double the funding available,
through the current Capital Development Funding Pool to make funding
immediately available to ALL Australian universities, to replace or upgrade
the current Information Communication Technology systems

•

That leaders of Australian universities understand that merely having an up
to date Information Communication Technology system is not automatically
going to improve the efficiency or effectiveness of their staff

•

That it will take more staff, both specialised ICT staff and academic staff to
make the most of on-line teaching and learning, if it is the strategic intent of
an Australian university to develop a on-line learning as a market niche and
will need to invest heavily to make an impact and to make it pay

•

That a significant amount of both time and money will need to be spent, to
upgrade the ICT skills of all staff to make them proficient and this can only
be done if both support and commitment comes from senior leaders

•

That the use of mixed, hybrid or multiple modes of student learning be
encouraged and supported by making best use of Information
Communication Technology systems but, with a clear understanding that
these need to be adequately funded to be effective

After this review of the findings and having provided a series of recommendations,
the next dimension, the global reach of University ‘A’ and University ‘B’ will be
discussed.
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6.12: The Global Reach of Universities ‘A’ and ‘B’
In the case of University ‘A’ with its focus on the use of Information
Communication Technology, it has a large number of foreign full fee paying students
which represents a major source of University ‘A’s discretionary income (Respondents

1A, 1B, 1C, 1D, 2B, 2C, 3A, 3B, 4B and 4D 2002). However, while these extra
funds represents a major source of discretionary income, it is used to cover the costs
of teaching and research in Australia, but some noted that the university had lost money
on some of the ventures (Respondents 1A, 1B, 2B, 2C, 3A, 3B, 3C, 3D and 4C 2002).

The issue of marketing in specialised niches was also mentioned, as this was seen as
one way in which University ‘A’ could both compete and increase its market share of
the full fee paying international student market (Respondents 2B, 3C, 4A and 4C 2002).

Interestingly, University ‘B’ also had some similar themes and issues.
University ‘B’ also has a large cohort of full fee paying international students and, as
noted by nine respondents, they would be adversely affected financially if there were a
significant drop off in international student numbers (Respondents 5A, 5C, 5D, 6B, 6C,

7A, 7C, 8C and 8D 2002). Also, the respondents of University ‘B’ believed that they
should try to globalize into niche markets, rather than trying to be all things to everyone

(Respondents 5C, 7C, 7D, 8B and 8C 2002). Another theme that emerged was the
problem of a lack of funds and support to develop such niches (Respondents 5D, 6B, 6C,
6D and 7B 2002).
Thus, 19 of the 32 respondents noted their university’s reliance on foreign full fee
paying students to enable their university to pay its way (Respondents 1A, 1B, 1C, 1D,
2B, 2C, 3A, 3B, 4B, 4D, 5A, 5C, 5D, 6B, 6C, 7A, 7C, 8C and 8D 2002). While 9
respondents, from both universities, were of the view that using joint ventures and
other arrangements, were preferable to building a university campus, outside of Australia

(Respondents 1B, 2C, 2D, 3A, 3B, 4A, 4C, 6C and 6D 2002). Another commonly
mentioned theme was that of finding discreet niches, within the global higher education
market, as crucial factor in the long-term success for each university (Respondents

1B, 2B, 3C, 4A, 4C, 4D, 5A, 5C, 6A, 7C, 7D, 8B and 8D 2002). Not only that but,
respondents from both universities saw using on-line, as a way each university could
increase its global reach (Respondents 2A, 2B 2C, 3A, 4D, 5A, 8C and 8D 2002).
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So, while each university has set a different course in how it has attempted to
globalise how likely is it that University ‘A’ or University ‘B’, will become Learning
Organizations based on this dimension? This can be done by, making a comparison
between the findings and the characteristics in the model, as shown in Table 6.11

Table 6.11:
A combined presentation of the characteristics of the resources required for a
Learning Organization
Dimension The global reach unlikely to
The global reach likely to lead
lead an Australian university an Australian university
becoming a Learning
becoming a Learning
Organization
Organization
Global Reach

Used to increase student numbers
and thereby revenues

Used to access the best staff and
students by using alliances and joint
ventures

(Developed from the literature review for this thesis)

In re-examining the characteristics contained in Table 6.11, it is argued that, given
their current relative situations, neither University ‘A Nor University ‘B’ is likely to
become a Learning Organization because each university is using its global reach to:
increase student numbers and to increase their discretionary revenues. In section
6.12.1, are the recommendations made by the researcher about the global reach of an
Australian university, as a Learning Organization.
6.12.1: Recommendations for the global reach of an Australian university, as a
Learning Organization
It is evident from Table 6.that increasing the global reach of Australian universities
offers both many challenges and many opportunities. Therefore, the researcher
makes these following recommendations:
•

That the Australian federal government increase funding to Australian
universities to decrease the current reliance on foreign full fee paying
students as a source of discretionary income

•

That an agreed and consistent set of entry requirements are adopted by ALL
Australian universities to alleviate the problem of full fee paying students
entering Australian universities who are unlikely to complete their degrees

•

That each Australian university assess what are the teaching and research
niches it best services and then searches for universities elsewhere in the
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world that can offer greater teaching and research synergies, expertise,
knowledge and practices to complement and increase mutual effectiveness
perhaps by making either a formal or an informal alliance
•

That it is explicitly and implicitly understood that the purpose of increasing
an Australian universities global reach is NOT just to increase its revenues
but rather, to increase its overall long-term viability, sustainability and
growth

•

That the extra funding derived, from the teaching and research activities of
the partnerships and alliances be shared equitably, by each university

Having reviewed the findings and provided a series of recommendations the final
model will be presented and discussed in section 6.13.

6.13 The model of Australian Universities as Learning Organizations
To reiterate the ten dimensions of an Australian university as a Learning
Organization, they are as follows:
•
•
•
•
•
•
•
•
•
•

Leadership
Vision
Organizational culture
Human resource management
Role in society
Accessibility
Resources
Innovation and creativity
Information Communication Technology
Global reach

The researcher argues that, when these ten dimensions are properly harnessed and
developed in concert an Australian university could become a Learning
Organization. To this end a brief example using University ‘A’ will be provided.
For example, while the leadership of University ‘A’ does not fully meet all the
characteristics, as outlined in Table 6.1, it has served University ‘A’ very well.
During the tenure of the current Vice-Chancellor, University ‘A’ began a
transformation from collection of unrelated disciplines, into a teaching university
that has a well-defined vision, known as ‘the mantra’, and this has had a significant
impact on the organizational culture of University ‘A’. Moreover, ‘the mantra’,
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seems to have given the staff of University ‘A’ a common purpose and a shared
mental model that allows them to act towards a common goal (Senge 1990). This
has, in-turn, enabled University ‘A’ to be more selective about which areas of
teaching and research it will expand and those it will allow to whither, so that the
vision and thereby the role in society are all aligned to achieve the same outcomes.
Further, by having made the vision and role explicit, this has enabled the
organizational culture to become more aligned to achieving the strategic objectives
and made people more open to ‘learning’.
This transformation is primarily due to the current Vice-Chancellor using a very
strong and strategically focused leadership style, aimed at honing and focusing the
teaching and research efforts of University ‘A’ to servicing the service professions,
as a whole, and the users of Information Communication Technology, in particular.
As previously mentioned, the use of ‘the mantra’, which is embedded into the
strategic plan of University ‘A’, has given the staff a clear vision of what they, as
individuals, groups, departments, faculties and divisions, are there to achieve. This
has had had a profound impact on the way the Human Resource Management of
University ‘A’ has operated and it has ensured the current staff have the appropriate
abilities, skills and knowledge but, where staff are deemed unsuitable, for academic
renewal or further education training or development, then an appropriate
redundancy package is offered for staff made redundant. Consequently, it is argued
that University ‘A’ is beginning to ‘learn’ as it is using the individual and collective
knowledge and experiences of its organizational members to define what it is as an
organization, what its objectives are for the future and how it will achieve those
objectives. Thus, it can be said to be moving towards becoming a Learning
Organization. This can be seen in Figure 6.2.on the following page.
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As can be seen in Figure 6.2., University ‘A’ has begun to ‘learn’, from its external
environmental experiences and realised that it needed to change. As the leaders,
principally in the form of the Vice-Chancellor, decided that the vision of University ‘A’
was to be primarily an excellent teaching university and its role in society was to
provide high quality graduates for the service professions, it laid down a number of its
key strategic objectives. Another a key area of that role in society, is to also turn out
high quality graduates for the Information Communication Technology industry then,
University ‘A’ ‘learned’ that, it had to allocate the appropriate resources, both material
and human, to enable it to achieve the strategic outcomes. This is the importance of
having an effective Human Resource function as typified by that of University ‘A’.
Moreover, these strategic decisions enabled University ‘A’ to embed in its
organizational culture, by means of ‘the mantra’, certain acceptable behaviours and
views, of how things are done in University ‘A’ and these in turn, reinforce the actions
of others who join, or are associated with, University ‘A’. Finally, these strategic
decisions enabled University ‘A’ to increase its global reach both as a means and as a
result of its decision to be a provider of high quality graduates for the Information
Communication Technology industry.
To explain the impact of the strategic decisions, made by the senior decision makers in
University ‘A’, the solid lines, within the model, represent the links made by the
strategic choices made by University ‘A’ in relation to its vision, role in society, the
Human Resource function, the use of Information Communication Technology and
increasing its global reach; while the dotted lines are the implicit outcomes of the
strategic decisions made by leaders of University ‘A’. Thus, the majority of the lines
inside the model in Figure 6.1, in relation to University ‘A’, are solid lines as these
represent the strategic decisions made by the leaders of University ‘A’. More
importantly, though the organizational culture of University ‘A’ may not, as yet, be a
learning culture but if the leaders continue to build on their current successes and instil
in the staff a desire to learn from both the mistakes and the successes of the past, then
University ‘A’ is increasingly likely to become a Learning Organization. At this point a
discussion of further research issues will be presented.
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6.14 Further Research Issues
Perhaps, given the extensive nature of this thesis, it could be said that the further
research issues are legion and, as a result, cannot be readily quantified. Nonetheless, the
researcher believes that there are some that are self-evident and can be quantified and so
are presented here. The first of these is that the ten research statements are something
that can be readily researched as a part of a wider research study involving a larger
sample of both the staff and the universities, within Australia. As, there are only 10
research statements all designed to be rated, using a Likert scale of 1-7, then a survey of
people within Australian universities can be readily carried out to give an empirical
dimension to this study. Moreover, as the sample in this thesis is relatively small, but
most often very consistent, a wider study could be carried out to entertain the level of
reliability and generalisability of the current findings. To act as a review Table 6.12
presents the data of the means of each research statement, from both University ‘A’ and
University ‘B’ and as an overall mean from both universities.
Table 6.12: A comparison of the means for research statements 1-10, for both
University ‘A’ and University ‘B’
Proposition Means of University ‘A’ Means of University ‘A’ Overall Means
1
2
3
4
5
6
7
8
9
10

6.56
6.44
6.72
6.28
4.56
4.73
4.06
6.53
6.00
5.03

6.56
5.56
6.38
6.13
5.44
6.63
5.56
6.44
6.38
5.13

6.56
6.00
6.55
6.20
4.97
5.68
4.81
6.48
6.19
5.08

(Source: Developed from the 32 case study interviews)

As can be seen, in Table 6.12, there are six means that achieved means of 6.00 and
above, two with means greater than 5.00 but less than 6.00 and only two with means of
less than 5.00 but, even those were only marginally less than 5.00. This shows that there
is a high degree of consistency and acceptance of the propositions in the minds of the 32
respondents. Nonetheless, a larger study may show a wider range of means given the
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many differences between the circumstances of Australian universities, although it may
also show a similar level of consistency and acceptance by the respondents of any future
study.
The second of these research issues is that, a further study could be undertaken
involving all four publicly funded universities in Western Australia, to see how
consistent the findings are to the Western Australian universities. These finding could
then be combined and compared with the findings from a wider study, involving a
number of Australian universities in other states of Australia, to provide a greater means
of comparison of the two chosen in Western Australia. However, it must be noted that to
do so would require that, some universities, such as the University of Tasmania be
excluded, as it is the only university in Tasmania and would be immediately identified,
as such. As a possible solution, the University of Tasmania could be included as one of
the universities chosen from the state of Victoria provided that it is stated in the research
that, the University of Tasmania may have been included as a part of the study
The third of these is that, the scope of any future study be widened to include a greater
number of people, to be involved in each of the four categories and thus a wider set of
views can be obtained from each group. When this is combined with a wider study of a
greater number of universities, representing a wider number of universities from a larger
number of Australian states, then the findings will be more reliable, valid and of greater
generalisability. This would then present researchers with a more meaningful view of
the implications of the proposed model.
The fourth of these is that, the nature of the individual respondents is not considered.
For example, the interactions of the respondent’s national culture, gender, level of
education, age, political views, personal experiences and a myriad of other variables
that, have not been extensively or explicitly considered in the thesis. Moreover, these
variables have probably had a profound effect on the views of each respondent and have
affected the answers each gave to the ten research issues as well as the ratings of each
research statements. So, while a wider study may show a similar level of reliability,
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validity and of generalisability, that study may not explain all the reasons for this. For
example, while it can be argued that Australian universities may have very similar
organizational cultures one with another. The mere fact that the most of the respondents
of University ‘A’ saw their university as primarily being a ‘teaching university’, while
the respondents of University ‘B’ saw their university primarily as being a ‘research
university’, is a variable that could have major ramifications in any future comparative
studies.
Finally, there has to be considered the impact that being part of a study has on the views
of the respondents. The Hawthorne studies of the 1930’s demonstrated that, those people
who knew that they were part of a study behaved differently from those who did not
know that they were part of the study. In this case, while there is a high level of
consistency, and in a number of cases a very high level of consistency, could the fact
that the respondents saw themselves as being different had had an effect on the views
proffered by each respondent? The researcher argues that this may be the case but that
the degree to which it had an impact is less likely, as there were a sufficiently large
enough number of people to mitigate that likelihood. Furthermore, as the respondents
were kept in ignorance of who was involved in the study and when they were to be
interviewed, the likelihood that they could have communicated, in any significant detail
to one another their views, is highly unlikely. Nonetheless, this is a variable that could
be studied, in relation to the findings of this study.

6.15 Thesis Conclusion
To bring the thesis to its proper conclusion, this is what the research has found and is
summed up as follows:
1. That the leadership style, competencies and values are crucial to the
development of a university into a Learning Organization and that the past
leadership styles are not necessarily suitable for leading in a Learning
Organization

282

2. That having a well-defined and understood vision, one that both commonly held
and defined and is acted upon, is another crucial requirement for developing a
university into a Learning Organization
3. That the current organizational culture of a university is profoundly affected by
the way in which people are led, its vision and the way that people are treated
and valued. Consequently, if the organizational culture is corrosive then it will
badly affect the university and its desired outcomes
4. That the impact an effective Human Resource Management function has on the
ongoing development of the people and, thereby, the organization, cannot be
overemphasised. It became evident that the strategic decision made in University
‘B’ to downsize its Human Resource Management function and devolve it to
each faculty or division had a major and very negative impact on the university
as a whole
5. That the role in society a university sets for itself has an important part to play in
defining what it intends to accomplish but needs to be set in the context of the
needs and expectations of society as a whole
6. That accessibility to education, and in particular higher education, will shape the
destiny of not only individuals but generation and nations, if not the world as a
whole. Further the lack of inexpensive accessibility will profoundly disadvantage
those people who merit being allowed to study but lack the necessary private
funding to study
7. That while extra resources in the form of government funding will not
automatically enable an organization to become a Learning Organization; the
constant lack of adequate and ongoing funding certainly will have a deleterious
impact on a university’s ability to become a Learning Organization
8. That a university must maximise the use of their staff’s innate innovation and
creativity otherwise that university will miss out on a crucial factor, one that will
allow it to develop into a Learning Organization
9. That Information Communication Technology, while a very useful, flexible and
potentially creative tool, is still just a tool nonetheless because it is people who
learn and through this learning a university can become a Learning Organization
10. That even world where universities are trying to increase their global reach, this
should be done for reasons more than merely to increasing their revenues
The researcher accepts one of the basic tenets of the realism paradigm and presents these
finding as being, ‘probably true’ and appreciates that further research may provide
different results. Nonetheless, the researcher presents the findings as being ‘probably
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true’ and offers the model, of an Australian university, as a Learning Organization, to be
used as society sees fit. Thus, the researcher knows that the foregoing findings and
discussion has answered, with sufficient depth and clarity, the initial research question
of: “How can an Australian university become a Learning Organization?” Moreover,
the researcher argues that the findings demonstrate that Australian universities both need
to become Learning Organizations and how that outcome can be accomplished.
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