ACADEMIC WORKLOAD DISTRIBUTION POLICY
SCHOOL OF MEDICINE
FLINDERS UNIVERSITY OF SOUTH AUSTRALIA

1.

PREAMBLE

Under the University’s Academic Workload Equalisation Policy all AOUs are required to develop a workload
measurement and allocation scheme. This document provides an update of previous policies in the School of Medicine
articulated in 1998 and 2003.
The School of Medicine’s Workload Distribution Policy (WDP) is not intended to be a disincentive to those who are
highly productive, rather, it is concerned with the equitable distribution of workloads, and to provide actual data to
underpin the Performance Review interview between the supervisor and each academic staff member. In attempting to
maintain flexibility, the program avoids being overly prescriptive. As it is impossible to apply formulae to every
situation, in many instances the actual FTE will be negotiated with the respective supervisor.

2.

EXPECTATIONS

The WDP will:


document existing workloads and predict future trends at an individual level, within units, Clusters and across
the School;



facilitate a fair and equitable distribution of workloads by a process of consultation and negotiation;



facilitate setting of priorities for the four major areas of academic activity: teaching, research, administration
and professional/community service.

PRINCIPLES
The policy is underpinned by the following broad principles:


the system should be simple;



the system should be applicable to all Clusters and units within the School of Medicine;



the system should be internally consistent, with a common scheme of measurement for each activity;



the measurement that can best be applied across all spheres of academic activity is a time-based system;



there is an expectation that all academic staff will participate in teaching and research. This means that a
minimum acceptable limit should apply to each of these activities and, conversely, these lower limits also
impose a ceiling for other activities;



notwithstanding the principle above, the Vice-Chancellor’s proposal for Flexibility in Academic Work allows
for some staff to occupy teaching intensive or research intensive posts which will be reflected in the time
allocated for these activities;



it is also recognised that clinical academic staff employed by the University may devote up to 0.5 FTE to
clinical service with corresponding reduction in other activities;



the agreed workload formula should be applied consistently across all academic levels (A-E). Irrespective of
their level of appointment, staff might be expected to have about the same overall total workload
(quantitatively), while allowing for the proportions of the four major types of academic activity to vary among
individuals;
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the system set out below is constructed around the four areas of activity defined in the guidelines for Academic
Performance Review, and for tenure and promotion (teaching, research, administration,
professional/community service);



the recommendations are calculated on a University recommendation of 46 weeks at 37.5 hours per week
(1725 hours). It allows for four weeks annual leave and 10 public holiday days. The time may be reduced in
consultation between staff member and supervisor to allow for approved private practice and consultancy work
and personal and professional development activities;



the approach set out below is tended to be neither formulaic nor rigid. Should a staff member wish to vary
his/her FTE in any section from that listed as ‘expected’, it would need to be negotiated with the supervisor
and be adjusted in the other sections, as provided in the Flexibility in Academic Work proposal.

3.

WORKLOAD DISTRIBUTION POLICY

3.1

Teaching
There is an expectation that teaching will be in the range 0.3 – 0.5 FTE, but not <0.2 FTE.
This expectation equates to 518 hours of preparation, contact and assessment time per year for 0.3 FTE at
46 weeks.

3.1.1

The major responsibility of staff is to teach the undergraduate and postgraduate programs of Flinders
University. For the purposes of this policy teaching outside University programs is included under
professional and community linked activities.

3.1.2

Teaching is defined as contact time in committed teaching activities, eg lectures, tutorials, practical classes.
Preparation time is 1.5 hours for a repeat lecture and up to eight hours for a new lecture. Similar allocations
apply for tutorial and practical sessions. Times in excess of these must be negotiated with the supervisor.

3.1.3

In recognition that teaching occurs in settings outside formal timetabled teaching sessions, the following apply:


clinic-based or ward-based teaching as part of usual clinical service activities, nine hours per week (0.25
FTE);



30 minutes per lecture allowed for answering queries via emails, phone calls, informal visits by students,
and FLO discussion boards;



time claimed for interactions with external supervisors and students doing projects, to be negotiated with
the supervisor.

3.1.4

Up to 100 hours per annum can be claimed for updating and maintaining course and topic FLO sites. Time in
excess of this to be negotiated with the supervisor.

3.1.5

Normally up to 100 hours per annum can be claimed for preparation and marking of assignments, projects and
examinations. It is recognised that there is a wide variety of assessment practices in the School with varied
demands on staff time. Time in excess of 100 hours may be required in some instances and should be
negotiated with the supervisor.

3.1.6

For staff who have teaching administrative duties, the following guidelines apply:


Topic convenor: as for 3.1.4 up to 100 hours for the duration of the topic/year, depending on the unit
weighting and number of students;



Chair of Course Committee or Course Coordinator: 0.2 FTE (equivalent to other committees set out in
section 3.3.4).
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3.1.7

Distance education and flexible delivery, whether through FLO or in print, constitutes a major form of
teaching for some school courses. The normal process for allocating workload would be to determine the
equivalent number of lectures, tutorial and practicals assuming the topic was conducted internally and allocate
load according to the previous principles.

3.1.8

Given the dependence of distance education on high quality print or FLO material with skilled instructional
design, it is appropriate to allow additional time for development of new topics. A similar case can be made
for materials development or writing of PBL cases.

3.2

Research and Scholarship
There is an expectation that research will be in the range 0.3 – 0.5 FTE, but not <0.2 FTE.

3.2.1

This allocation assumes that time devoted to research is productive. The supervisor will assess this in the
context of the School’s Academic Profiles used in applications for promotion or tenure. In order to claim the
0.3 FTE the staff member must provide evidence of publication in refereed journals or equivalent, grants and
citations. Allocations beyond 0.3 would normally require the award of substantial grants or leadership of
research teams.

3.2.2

Full time Honours, Masters and PhD students would attract a 0.075 FTE with a maximum of 5 students per
Principal Supervisor. Part time students would be calculated at half the rate. Associate Supervisors would
attract one third to one half of the weighting, to be negotiated with the supervisor. Supervision of Honours and
Research Higher Degree students may be counted as part of teaching or research activity but not both. This
should be negotiated with the supervisor.

3.3

Administration
There is an expectation that administration will be in the range 0.1 – 0.3 FTE (upper limit unless in a
designated post).

3.3.1

Some posts such as Associate/Assistant Dean have a designated fraction associated with them. These are
determined on appointment and communicated to the relevant supervisor.

3.3.2

Up to 0.2 may be allocated for Heads of disciplines, centres or other units within Clusters as determined by the
Associate Dean for the Cluster.

3.3.3

One hour per week may be allocated for ordinary membership of a School, Faculty or University committee.
Heads of disciplines, centres or other units would normally include routine committee work under the
provision in 3.3.1.

3.3.4

Up to 0.2 may be allocated for chairing a School, Faculty or University Committee; eg Research, Higher
Degrees. This would not apply when the committee is tied to a post which carries a time allowance (Deputy
Dean – Chair, Board of Education).

3.3.5

Time allocation for other administrative responsibilities such as Occupational Health and Safety, staff
supervision and related activities may be negotiated with the supervisor.
Administration relating to teaching, admissions and course coordination would normally be considered a part
of Teaching.

3.4

Professional/Community Service
There is an expectation the Professional/Community Service will be in the range 0.1 – 0.3.

3.4.1

Up to 0.2 may be allocated for a designated role in a College, Research Organisation or Association, such as
Committee Chair, Editor, Chief Examiner, Executive role.

3.4.2

Up to 0.1 may be allocated for other professional and community roles in discussion with the supervisor.
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3.4.3

Outside professional activity is governed by relevant University policy. The policy indicates the circumstances
under which such activity must be approved. Private outside professional activity must be approved. This
includes private clinical practice except where it is conducted within the provisions of a University affiliated
Health Service. An allocation of 0.2 is generally considered to be the maximum. This may be counted as part
of the staff member’s Professional/Community Service in consultation with the supervisor but would not
constitute a case for extension of this area beyond 0.3.

4.

CLINICAL ACADEMIC STAFF

4.1

There are some different expectations for staff employed by the University in clinical positions who may spend
up to 0.5 FTE in clinical work in a Health Service affiliated with the University. This could be extended to 0.6
for staff occupying senior administrative posts within Health Services. Private practice may be included with
in the 0.5 allocation but only if conducted within the provisions of the University affiliated Health Service.

4.2

The 0.5 allocation for clinical service would count as Professional/Community Service and no additional
activity could be counted in this area. Staff would be expected to devote time to the other three areas in the
remaining 0.5 FTE. The allocations across the remaining three areas should be in keeping with the general
expectation for those areas although it may be beneficial to vary weightings according to the Flexibility of
Academic Work provisions set out in the next section.

4.3

In section 3.1.3 allowance was made for 0.25 FTE for clinical or ward-based teaching as part of usual clinical
service. There is an expectation that a majority of this time would be included in the 0.5 FTE clinical service
and that the allocation for teaching would include activity in addition to ward or clinical-based teaching and
assessment. This would be negotiated with supervisors.

5.

FLEXIBILITY IN ACADEMIC WORK

The Vice-Chancellor released a proposal for Flexibility in Academic Work in September 2009. It sets out a process
where the designated weightings for the academic work could be modified, in particular for the creation of teaching or
research intensive posts. This section draws upon the main principles of the paper and applies them within the School
of Medicine.
5.1

Increasing activities beyond the expected weightings indicated in this paper would normally apply to the
teaching and research domains only. Significant increases in administrative work would normally only be
associated with a designated position approved by the Dean. There may be instances where the strategic
interests of the School could be enhanced by staff taking a significant professional/community service role.
Again this would need to be approved by the Dean.

5.2

In keeping with the Vice-Chancellor’s paper a move to significantly different weightings for a post may be
initiated by the supervisor or staff member normally during the Performance Review process. It may be
prompted by a consideration of the plans or aspirations of the staff member or actual performance of the staff
member over a period of time.

5.3

Early career academic staff would normally be expected to work within expectations for teaching and research.
Some leeway should be provided for staff in the first year of employment whilst establishing workloads. A
move to a more research or teaching intensive role would be more likely for staff whose careers have moved to
greater activity in teaching or research over time.

5.4

The Performance Review process would take into account the increased weightings. There would be an
expectation of greater quality and quantity of work within the area of increased weightings. Staff in teaching
intensive posts would need to produce evidence of engagement in the scholarship of teaching.

5.5

Fractional time posts may be suitable for designation as teaching or research intensive where expectation of
significant work in all four areas of activity would prove impracticable. It may also apply to clinical academic
staff with 0.5 FTE devoted to clinical service.

5.6

All proposals for significant changes to the weighting of the four areas would be reported by the staff
member’s supervisor to the Associate Dean of the Cluster and, in keeping with the Vice-Chancellor’s paper,
approved by the Dean of the School. In order to ensure that the staff member’s eligibility for tenure and

5

promotion are protected a revised position description would be prepared and approved to reflect the new
balance of duties. In making such determinations due regard must be given to the overall staffing profile of the
discipline, unit, or centre and the ability to maintain existing teaching and research programs.

6.

PROCESS

The annual Performance Review process for academic staff will be the key point for the implementation of this policy.
Supervisors will need to ensure that these are conducted in a timely fashion to enable overall planning and workload
allocation for the subsequent year. Supervisors will need to be able to submit workload plans for their disciplines, units
or centres to Associate Deans of Clusters as part of their own Performance Reviews. The Associate Dean will in turn
present a Cluster perspective in Performance Review with the Dean.
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