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1. The Australian context

1.1 The Australian higher education system

Australia, with a land mass greater than that of the United States of America and a population of 21
million, has 40 universities, of which 37 are established by Acts of Parliament of the six constituent States
of the Australian federation, and one, the Australian National University, by the Commonwealth (federal)
government. There are two private universities. The University of Melbourne was established by an Act

of Parliament of the colony (later State) of Victoria in 1853.

Constitutionally, provision of education is a state responsibility. In the past 60 years the federal
government has, with the agreement of the States, progressively assumed responsibility for funding
higher education. Today, the vast majority of public funding of Australian universities comes directly or

indirectly from the Commonwealth government.

Universities guard institutional autonomy fiercely, particularly in establishing academic standards,
determining the content of educational curriculum and having an autonomous governance structure. All
universities are managed by a council, with administrative power to a greater or lesser degree delegated to
the Vice-Chancellor (President), and academic authority delegated to a senate or academic board, which
consists of the professoriate, or representatives of the professoriate. All universities are independent

employers of academic and non-academic (general) staff.

Australia has a long and proud tradition of provision of education to overseas students. The impetus for
the internationalisation of the Australian education system since 1996, the expansion of the number of
international students, seeking international rankings and internationalisation of the curriculum and

teaching methods in part originates from changes in funding of Australian universities.

1.2. Human Resource Management in Australian higher education

1.2.1 Labour relations in Australian universities
Labour relations have had a significant impact on the development of modern human resource

management practices in Australian universities. Thirty years ago, staff associations representing



academic or professional staff made representations to the Vice-Chancellor for changes in employment
conditions. Salary increases were largely determined by increases in civil service salaries. In late 1980s,
the staff associations became trade unions, and by the early 1990s, one trade union, the National Tertiary
Education Union (NTEU) had a membership of at least 50% of all academic staff, and a variety of civil
service-based trade unions, represented general staff. Progressively the NTEU has built up its

membership of general staff, and is now the major body representing all staff in Australian universities.

Since 1904, labour relations in Australia have been based on a conciliation and arbitration system
whereby a trade union (representing employees) and an industrial association (representing employers)
made a series of claims and counter claims for wages and conditions, which are ultimately determined by
a labour relations court, now known as the Australian Industrial Relations Commission. The outcomes of

the arbitrated agreements are known as Awards and have the force of law.

Only in the 1980s did Australian universities enter the labour relations system, establishing a separate
employer organisation. This coincided with a drive by the federal government to simplify the complex
employment conditions in the Awards and to create collective agreements (enterprise agreements) which
apply to one workplace, which are legally binding. Employment conditions and salary scales in all
Australian universities are now covered by more than 40 separate enterprise agreements, of which one or

two will apply to each university.

1.2.2 Introduction of new human resources management practices
The complexity of the labour relations system was a driver in the engagement of professional human
resources managers from outside the higher education system, and it is this group of people who have had

a significant impact on the changes in human resource management practices in higher education.

In the early 1990s, university human resource management practices lagged those in Australian industry
and government. Performance management was unknown, dismissal of tenured academic staff for reason
of misconduct or unsatisfactory performance was impossible, and recruitment procedures were lengthy
and complex. General staff tended to make a career in one university, undertaking a variety of roles

during a career.

Promotion for general staff was on the basis of their undertaking a more complex role. Each university
had a set of complex job classification structures which restricted the range of tasks undertaken in each
job, and in some universities, as a result of mergers, there were multiple sets of employment conditions

and classification structures operating simultaneously.

1.2.3 Job classification reform
In universities, the process of Award simplification concentrated on reform of the job classification
structure. For both academic and general staff, new Awards encompassing separate job classification and

career structures were established which applied to every university in Australia. These were
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accompanied by significant salary increases, and Award processes to enable universities to manage

underperformance.

For general staff, a single 10 level classification and salary structure was established. The aim was to
develop a classification structure which was sufficiently flexible to encompass the employment of staff
who would typically have a career within the university system, and staff who were members of
professions who move between institutions and industries. In the early 1990s, the largest group of
professionals were found in human resources, finance and information technology. Today, this group has

been expanded by professional fund raisers, marketers and communications experts.

Despite sporadic attempts at reforming the structure through enterprise agreements at individual

universities, all universities have retained the common 10 level structure.

The job classification structure has supported the growth specialist career structures within the University.
One such group which has emerged over the last 10 years is the group of staff who support international

education.

2. Changes in Australian higher education after 1996

2.1 Impact of change of government in 1996

In 1996, a coalition of the conservative parties won government from the Australian Labor Party, which
had been in power since 1982. In line with a series of civil service reforms, the government determined
that salary increases in universities would no longer be funded and that these should be paid for by
efficiencies within each university which would be negotiated and implemented through an enterprise
agreement. The same rules applied for most organisations funded by the Commonwealth government.
For universities, therefore, salary increases were not supplemented, nor, for a period of three years, were
other operating expenses, increases traditionally supplemented by the rate of inflation. At the time,
Australian Vice-Chancellors claimed that the combined impact of these changes was a cut of 25% in
operating costs over a three year period. As an offset, the government allowed universities to recruit full
fee paying domestic students, ( until then Australian students used government sponsored loans which
partially covered the costs of education, with the balance funded by the government), in addition to the
existing cohort of fee paying international students. The value of the Australian dollar, which had been
floated in the early 1990s, made education in Australia an attractive commercial proposition for overseas

students.

2.2 Responses by Australian Universities

Australian universities responded to emerging funding stringency in a variety of ways. Some used the
opportunity to reduce the number of staff who were not contributing to the current education endeavour.
Other initiatives included streamlining administrative processes and the widespread upgrading of IT,

reduction in general staff numbers, and attempts to restrain salary increases by offering bonuses, rather



than base line increases. The number of universities which were able to attract domestic fee paying
students was limited, and most looked to expanding the number of international students. This was
particularly the case for universities such as the University of Melbourne which had a small cohort of
international students. As noted above, Australia has a long history of international education and by the
mid 1990s, up to 25% of the student cohort at some universities, eg RMIT University, were international
students. Many students from Southeast Asia finish high school in Australia, so in addition to

recruitment overseas, there was a sizeable cohort of international students already in Australia.

2.3 Role of international education in Australia
Supported by a low Australian dollar, a stable society and a quality English speaking education system,

the strategy of internationalising education has been extremely successful.

Table 1 indicates the number of international students from the top 10 feeder countries studying in

Australia between 2002 — 2007. Source.: Australian Education International (AEI)

Table 1
International Student Enrolments in Australia from Top 10 Source Countries, 2002-2007
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Table 2 indicates the growth of international students in Australia between 1994 and 2006 highlighting
the significant growth in overall numbers, and in particular in the number studying at higher educational

institutions. Source: AEI



Table 2

LL oL B

i

BT -
EREEE

i Tham & d bk e s Batas T

Table 3 provides comparative data from the top five main English speaking destination countries for
international students in higher education in 2005 - 2006. Australia remains the third largest provider of

such services. Source AEI

Table 3
Source Australia USA - UK Canada New Zealand
2006 2005 - 2006 2005 - 2006 2004 - 2005 2006
China 46,075 62,582 51,080 30,516 21,034
India 25,431 76,508 19,250 7044 2,136
Malaysia 14,932 5,515 11,490 873 1,516
Hong Kong 9,948 7,849 9,575 2670 451
Indonesia 8,772 7,575 1,160 861 376
R of Korea 5,590 50,022 4,195 4,944 2,141
Japan 3,413 38,712 6,660 1,812 1,978
Canada 2,879 28,202 5,235 523
[N 2,579 21,490 9,462 2,430
All countries | 172,297 564,766 234,350 140,724 42,652

Such has been the success of this strategy that the provision of educational services is now the fourth
largest export earner in Australia, ahead of traditional agricultural produce of wool and wheat.

The success of the enterprise has been such that the Commonwealth government has regulated the
provision of international education services through the passing of the Educational Services for Overseas
Students Act, which protects Australia’s reputation for delivering quality education services and protects
the interests of overseas students, by setting minimum standards and providing tuition and financial

assurance.

3. Internal University responses to internationalisation

While the last decade of activity reflects a success story, there have been significant challenges along the

way. How were academic staff to be reconciled to teaching a sizeable cohort of students for whom



English was not the first language, would academic standards fall, what was the responsibility of
universities for supporting large numbers of students far from home, and how were these students to get a
true Australian English language experience mingling with Australian students? Further, what benefit was
there to Australian students by studying with international students, and how would educational programs
need to change? A significant question emerged as to who the best persons were to recruit international
and support undergraduate and postgraduate students; academic or general staff. There was a significant
challenge in ensuring staff supported this strategy, and to ensure that educational standards remained high

and not subjugated to funding imperatives.

Additionally, and for the first time, significant competition emerged between universities for international
students, and the traditionally cooperative relationships were dented as more commercial considerations

emerged, and progressively sophisticated marketing functions have been established in many universities.

3.1 International student numbers at the University of Melbourne
Table 4 lists the number of international students at the University of Melbourne for the period 1996 —

2007. Source. University Planning Office

Table 4

1996 2000 2002 2004 2006 2007
International 1733 5702 7860 9223 10465 11287
Total 30982 37606 41693 43967 46050 44519
% International 5.5% 15% 18.8% 21% 22.7% 25.3%

While the majority of students study undergraduate professional programs, particularly business and
marketing, approximately 10-15% of international student numbers are study abroad students principally

from North America and Europe.

3.2 Engaging staff support

Academic staff have a level of autonomy in what and how they teach and undertake research. For the new
strategy to be effective educationally, it was critical that staff understand and be engaged in the
internationalisation exercise. For many staff, especially general staff, the changes represented new career
opportunities, for others it reflected nothing more than an increased workload. At the University of

Melbourne, it was deemed important that staff understood and supported the internationalisation strategy.

3.2.1 The University of Melbourne experience

In its response to the 1996 funding changes, the University of Melbourne determined to expand its
revenue raising efforts rather than reducing staff numbers or expenditure. Revenue raising included the
creation of a private university, Melbourne University Private, to provide educational services to the civil
service and industry; engagement in international ventures to deliver educational services by distance
learning (U 21 Global); increasing its endowment, increasing its research funding; and lastly, recruitment

of fee paying domestic and international students, which represented an increase in the overall number of
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students. To accommodate the increased number of students an ambitious program of building new

facilities was commenced.

In the University of Melbourne enterprise agreement, negotiated in 1997 with the NTEU and other trade
unions, a strategy of aligning salary increases with success in revenue raising efforts was adopted based
on a simple gain sharing formula. This approach has been repeated in every enterprise agreement until the
current agreement, negotiated in 2006, and has ensured salary increases are commensurate with the
University’s capacity to pay. The University’s strategy guaranteed a minimum level of increase in each of
the three years of the life of successive agreements, with a larger increase contingent on the overall
revenue generated by the University. It was designed to ensure staff commitment and also to create an

environment were incentives applied.

During the 10 year period, the percentage of University revenue used to pay salaries has remained at
under 53%, a significantly lower percentage than that of other Australian universities. Several other
universities adopted a variant of this approach in their enterprise agreements, although none as
comprehensive as that of the University of Melbourne.

In addition, for Deans of Faculty, performance bonuses were introduced which were linked to revenue
outcomes specifically relating to their Faculty.

The budget rules were varied to create an incentive for Faculties to surpass their revenue targets

3.3 Internationalisation of the curriculum

One of the most important impacts of internationalisation has been a significant move in most Australian
universities to internationalise the curriculum. This has required changes in content to ensure international
perspectives on knowledge, but also to ensure that content acknowledges the diversity of approach to
knowledge by different cultures, that teaching is culturally inclusive and open to diverse interpretations.
Academic staff development has concentrated on supporting staff in these areas. This broader approach

has benefited Australian as well as international students.

3.4 Building general staff capacity

Australian university general staff had little experience in the international context, although most
universities had small units which managed international student exchange, international student support
and relationships between universities. Australian general staff have been recruited from all sections of
the community, and represent all aspects of Australian culture. Unlike academic staff, general staff had
little experience of working overseas or with different cultures, which were skills that needed to be

developed.

3.4.1 Australians in an international context

Australia is a land of immigrants. While the dominant culture is English speaking, with many similarities
to English and United States cultures, it is a multicultural society, with 22% of the population born
outside of Australia.



Despite multiculturalism, few Australians speak a language other than English, and when they do, it is the
language of their parents or birth. Foreign language learning in schools is so unpopular that less than 10%
of students completing high school study a foreign language as a final subject. The most common foreign
languages studies are European, not those of the major source countries for students. Not having an
underlying understanding of foreign cultures and languages can pose a difficulty for Australians working
internationally. Despite linguistic inability, Australians travel extensively as independent travellers, and

hence gain limited insights into different cultures.

Further, to many overseas, Australians seem brash. The Australian way of doing business is to quickly
come to an agreement without necessarily building a long-term relationship, which is often contrary to

how business is done elsewhere.

The Australian workforce is mobile, with persons working for many different employers during a lifetime.
People under 35 tend to change organisations at least every three years, particularly at times when

unemployment is low, so all employers including universities, strive to retain good staff.

3.4.2 Creating a career structure - The University of Melbourne experience
In 1996, the University of Melbourne had a small international office, which undertook limited student
recruitment, supported international students when they arrived, managed student exchange, and

University’s formal relationships with overseas universities.

Over the past 10 years, new roles and jobs have been created to manage internationalisation. Table 5 lists

those jobs.
Table S
Role Description of duties Recruitment source
Brand specialists Manage advertising campaigns on a Usually professional marketer
University-wide basis and responsible recruited from outside of the
for a consistent message to the broader | University
public
Market researchers Collect and analyse information about Usually recruited external to the
market trends, both from external University
sources and University data
Student recruitment staff | Recruitment of international students Staff who have worked in
both in Australia and overseas universities recruiting Australian
and international students
International student Advice and support in relation to the Existing staff
administrators management of visa and other
government requirements.
Organisation of orientation programs
International liaison Liaison with offshore recruitment agents | Staff who have worked in student
officers and schools recruitment in universities
Study support staff Support students with learning and study | Existing staff who support
problems Australian students
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Student housing staff

Manage student housing and placement

Existing staff who support
Australian students

Student welfare and
counselling

Support students with emotional or other
problems

Existing staff, supplemented by
counsellors especially recruited to
support international students

International relations

Manage the University‘s relations with
other universities.

Manage exchange agreements, visits by
representatives of other universities.
Prepare background briefings on specific
countries

Externally recruited, may have
specific international experience or
language skills.

International
representatives in offices
in specific countries

Coordinate the University’s international
alumni, student recruitment and
marketing activities in specific countries

Recruited from staff or alumni who
have working permits or residential
rights in a specific location

3.4.4 Training and development — The University of Melbourne experience

Internationalisation has lead to the development of specific training and development programs within

universities, available to all staff. At the University of Melbourne, standard training includes programs

such as:

Table 6

Program

Objective

Communication Across Cultures

Identify and understand cultural differences and their
impact on teaching and working with students

Pronunciation of Asian Names

Correct pronunciation of names, understand structure of]
names and identify country of origin

International Students, Visas and the ESOS Act.

Understand the University’s compliance obligations for
international students

Best Practice in Branding Understand the University’s marketing strategy

Marketing and Communication Develop understanding of marketing and

communication strategies.

Such programs are supplemented by on the job training.

3.4.5 Organisational arrangements

In Australian universities there is a constant debate as to the appropriateness of organisational structures.
For administrative structures, such as managing internationalisation, the question is whether there should
be a single central function or whether the function should be decentralised to the Faculty or School

organisational unit.

A single central function ensures consistency and standardisation, but may be slow in delivering results or

not take account of specific local concerns. Decentralising the function tends to add costs to



administration, and can give rise to inconsistency, but may be better attuned to speedy decision-making,

taking account of local circumstances. Both have their merits.

3.4.5.1 The University of Melbourne experience
The University has had some difficulty in determining where the appropriate level of responsibility for
international student recruitment and administration lies, and this has been subject of several formal

reviews. Current arrangements are found in Table 7.

Table 7
Function Central Decentralised
Brand management and X
market research
Compliance requirements, X

Eg. visa requirements,
government reporting.

Welfare support, X

counselling,

housing and student aid

Learning skills support X X
International relations X

Exchange students X X
Student recruitment X X
International student X X

administration

The University’s reward system which rewards a Faculty for exceeding targets has the potential to create

tension between Faculties in the area of international student recruitment.

This is managed through policy set by central units and coordination is reinforced by regular meetings of
staff involved. Reflecting the importance of internationalisation, and to strengthen coordination, in 2005 a
new role of Deputy Vice-Chancellor (International) was created. This role has a broad overview of
international matters in the University. A particular focus of the role is to engage in improving and
strengthening relations with international universities and to take an active role in the international

networks with which the University is involved.

Currently, the University is restructuring its student support activities in line with changes in the
undergraduate and postgraduate curriculum. Between 2008 and 2015, the University is progressively
moving all professional awards (eg Law, Medicine) to postgraduate masters level, requiring all students
to first complete one of six undergraduate degrees. All students in these degrees will have the opportunity
for an international experience. Each undergraduate degree will have a “one stop” student centre which
directly provides most services required by students. International and Australian students will be catered

for in the same centres.
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3.4.6 Australian universities and students abroad

Many Australian Universities have established campuses overseas delivering education programs, often
in collaboration with an existing educational supplier in that country. While there are successful examples

of overseas campuses, there have been many ventures which have failed.

3.4.6.1 The University of Melbourne overseas offices

In 1997, the University of Melbourne made a decision to remain an Australian-based institution, but as
part of an initiative sponsored by the Deputy Vice-Chancellor (International), in 2006 it decided to
establish offices overseas to manage and coordinate activities in specific countries or regions. Offices
have been opened in Malaysia, Indonesia, Thailand, India and Shanghai, with the responsibility for
profiling the University in those countries, coordinating marketing and student recruitment, maintaining
relations and coordinating visits by University staff. In some cases, the offices are co-located with offices

of the State of Victoria.

The overseas offices are small with only 1 or 2 staff members, usually operated by University staff or
alumni who have the requisite rights to work in the country where the office is located.

The early indications are that these offices are effective, but a full review has yet to be undertaken.

3.4.6.2 University of Melbourne and international organisations
The University has bilateral agreements with over 80 overseas universities. In addition, it is a member of
the Group of Eight universities (Australia’s major research universities), Association of Pacific Rim

Universities and Universitas 21, a global network of universities.

Within U 21 there are meetings of senior general staff with common interests, eg marketing, as well as a
structured process of general staff scholarships for an exchange experience. Up to 3 Universitas 21

scholarships are offered to general staff each year by the University.

3.4.63 University of Melbourne and Exchange Students

Students at the University of Melbourne may go on student exchange. Agreements have been reached
with xx universities to effect this. Approximately 450 University of Melbourne students go on exchange
each year, with about 30% going to Universitas 21 universities. In addition, the University will make
direct arrangements with other institutions to support study abroad. The University provides limited

financial support to encourage students to take an exchange semester.



4. Conclusion

Writing this paper has given me the opportunity to reflect on activities over the past 10 years. Asking
colleagues whether the internationalisation program benefited Australian universities and the University

of Melbourne, I generally receive a positive answer.

Academic staff say that they have had to develop new teaching methods, which underpinned by the use of
technology have improved teaching. They have had to become more culturally attuned, and in many cases
curricula have been radically changed, which has benefited Australian students. Academic standards have

not fallen.

A most striking change is the increased concentration taking a customer service approach to student
administration and support by general staff. The requirement to improve services, facilities and service
standards has been driven by the demands of international students and the benefits are now being passed
onto Australian students. Competition for students has driven improvement in processes for admissions,
enrolment and results. The amount of low cost student housing close to campuses has increased. Facilities

have improved.

New career opportunities have opened up for general staff, and an increasingly skilled cohort of staff is
involved in marketing and student recruitment; skills which are transferable between universities and into
roles in other industries. General staff who have joined the University in marketing or international

relations roles have added significantly to the skill base of the University.

International students frequently play an important role on campus; not just with involvement in the
formal governance processes, but also in student political and cultural life. This is certainly the case at the

University of Melbourne.

Australia, as an anglophone nation in an Asian hemisphere, will benefit with so many of its graduates

returning to their home country with an understanding of Australian issues.

There is still much to learn, many mistakes to be made, problems to be solved, but few would now agree

we should turn the clock back to 1996.
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