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RECORD OF THE 2011 IMBIZO — 27-28 June 2011

Participants

Council: Jos Jones, Brian Rayner, Nkulile Pityana; Vice-Chancellor: Saleem Badat; Deputy Vice-Chancellors: Peter Clayton, Sizwe Mabizela; Board of Governors: Margie Keeton; Deans: Chrissie Boughey, Di Wilmot, Dave Sewry, Fred Hendricks, Jonathan Campbell, Ric Bernard, Rod Walker, Viv de Klerk; Administration: Di Hornby, Gwenda Thomas, Jaine Roberts, Lebogang Hashatse, Natalie Ripley, Ross Marriner, Sandy Stephenson, Sarah Fischer, Steve Fourie, Sue Smailes, Tshidi Hashatse; Academic/Research: Catriona Macleod, Charlie Shackleton, Dirk Klopper, George Wells, Heila Lotz-Sisitka, Hermann Wasserman, Janice Limson, Jean Baxen, Jen Snowball, Laurence Juma, Leonhard Praeg, Louise Vincent, Lynette Louw, Lynette Steenveld, Mandy Hlengwa, Martin Villet, Monica Hendricks, Nelson Torto, Nomusa Makhubu, Owen Skae, Pam Maseko, Pedro Tabensky, Robert van Niekerk, Rose Boswell, Rosie Dorrington, Ruth Simbao, Sally Matthews, Sandile Khamanga, Tebello Nyokong; SRC: Allan Magubane, Nguhi Mwaura; NTEU: Alan Kirkaldy, Ryno van Rooyen; NEHAWU: Sam Mzangwa, Thobile Tommy; WASA: Corrine Knowles.

Note: This record of the Imbizo seeks to capture the essence of all the points raised in the prepared presentations and in the subsequent discussions. As such, many views recorded here may be those of specific individuals, and do not necessarily reflect a consensus view or agreed proposals.
Day One: 27 June 2011
Welcome: Jos Jones

It was noted that the Imbizo is an important occasion in the life of the University. Reference was made to the University's Annual Report, which outlined where we are, the base from which to climb. Participants were encouraged to be open and critical.
Critical Reflections: Saleem Badat

The purpose of the Imbizo was to review developments since the 2006 Imbizo, and to critically reflect on the past five years. The Imbizo is not a decision-making body, but should begin to chart a way forward. Three "framing issues" were noted:

1. Values and Purposes: we should be guided by the Constitution, the Bill of Rights, the 1997

White Paper on Higher Education and the three core purposes of a university (knowledge

production, knowledge dissemination and community engagement).

2. Institutional Change: we need clarity. The University is a complex, loosely-coupled

structure. We have to deal with possibilities and constraints, bearing in mind the question,

"what is the 'core' of what we do that should not change?".

3. Paradoxes: some values and goals are in tension. Pursuing them simultaneously may require trade-offs. We need creative solutions and transparency.

The discussion paper charted developments since the 2006 Imbizo in each of the seven key areas that were addressed on that occasion:

• Values, purposes and identity

• Shape and size

• Sustaining and enhancing excellence

• Recruitment, access, support and success

• Community engagement

• Institutional environment and culture

• Institutional planning, policy and decision-making structures and processes

The following key challenges were identified:

1. Transformation: social equity (especially in the staff complement); institutional culture;

historical legacies of intellectual colonisation and racialisation; slogan ("Where Leaders

Learn") and motto ("Truth, Virtue, Strength"); the laissez-faire culture (is this an aversion to

accountability?); the Institutional Development Plan (IDP) — two 5-year plans covering the

next decade; effective internal research capability
2. Modernisation — lack of systems, innovation, etc. and a need for adequate information. Amateurish approach to many issues, few documented systems.
3. Enrolment Planning – we must adehere to targets or set higher targets otherwise we are at risk of losing subsidy income.
4. Academic Planning: we must maintain our status of best pass rates and revisit holy cows such as teaching modes, timetabling, new models for extended studies etc. Effective support, esp for postgraduate programmes, and research (especially in Humanities, Law and Commerce) is critical.

5. Staff Planning: equity, the next generation of academics, support for new academics,

Remuneration, student:staff ratios, reconsider academic staff norms. Remember that what is legal is not always ethical or equitable.
6. Infrastructure Planning: timeous decision-making.

7. Financial Planning: 3-year budget cycles.

8. Institutional Development Planning: overall IDP must inform Campus Development Plan and all other plans

9. Green Fund.

10. Institutional Planning and Implementation: must engage timeously on critical issues, quality of documentation often lacking, lengthy processes lead to missed opportunities, insufficient planning of implementation and

monitoring.

In conclusion, attention was drawn to the RU Public Declaration made in 2008 and the commitment therein to remake and renew Rhodes University as a small, but outstanding African university. This should frame our future and guide our actions.
Response: Pedro Tabensky

Highlighted the following quote from Barney Pityana:

Never have our institutions had (the) freedom to imagine as well as to determine our futures and in such variegated forms. This has to be seen as an opportunity…where our institutions…are not curtailed by historical inevitabilities but are invited to assume new, more powerful identities shaped by existing and potential strengths within the institution, as well as by the contexts within which each must operate.

and noted the great potential Rhodes University has to remake itself in a way that will challenge prevailing national and international models of higher education. Attention was also drawn to Martha Nussbaum’s central idea of the "cultivation of humanity", with Prof Tabensky suggesting that the cultivation of humanity should be one of the guiding aims of the tertiary sector. Asking the question, "What are the basic qualities we want for our graduates?" will lead us to the values we should embody ourselves and foster in our graduates. The paradigmatic student in the contemporary universitysees  degrees as the key to a personal social upliftment project, providing them with the opportunity of economically benefiting themselves in the first instance. They see their education not as a privilege that comes with responsibilities, but as a commodity. Universities have become "degree factories". We need to promote wisdom, a requirement for critical citizenry. Graduates need to care about the consequences of what they do and this centrally involves understanding what they ought to do to improve the lives of others. Some may object that wisdom—the capacity to act in the world as a genuinely responsible agent—cannot be taught, but this is defeatist thinking. Teaching, research and community engagement contribute to a greater whole: the cultivation of humanity. "Home of Wisdom" and "Cultivator of Humanity" were suggested as potential alternatives to “Where Leaders Learn”.
Discussion

• Community engagement is considered critical to cultivating humanity, not just a third

"wing" of activity, and it needs to be integrated into teaching and research. It is also

important in order to "think Africa".

• Considering modernisation and laissez-faire approaches, there is a counter-danger of overbureaucratisation.

• Considering the slogan, "Where Leaders learn", raises the questions, "Who are the leaders?" and "What are they learning? (To lead?)". South Africa needs strong leadership. Should there be a course for all first-year students on leadership (incorporating issues such as diversity, relationships, etc.). It was noted that the Vision and Mission do not mention

leadership.

• With regard to equity, transformation and decolonisation, it was suggested that an "open

space" was need in order to attract black academics.

• With regard to cultivating humanity, attention was drawn to the poem by Chris Mann that

had been quoted at graduation and to the line "may you be wise and gentle as you are

strong".
Response: Pedro Tabensky

Transformation is not just an academic/intellectual idea. With regard to leadership, it should be noted that individuals like Hitler were strong leaders, but were not dedicated to cultivating humanity.
Response: Saleem Badat

It is important to avoid the dangers of managerialism. Community engagement is important, but the question might be asked whether it is a core purpose of a university. How does it relate to teaching and research? It needs to build on teaching and research, as in service learning, for example. An exciting intellectual project will bring people to Rhodes University. This needs leadership from the Humanities Faculty, and, possibly, the Education Faculty.
Draft Institutional Development Plan: Sandy Stephenson

In order to understand RU in the national context, one should study the comparative statistics available on http://chet.org.za/indicators. Rhodes' long history and tradition may be contributing to the laissez-faire culture already highlighted. The process of developing the IDP was explained. Participants were encouraged to view the TED talk presented by Sir Ken Robinson, entitled "Changing education paradigms":

http://www.ted.com/talks/ken_robinson_changing_education_paradigms.html
Attention was drawn to the following characteristics of Rhodes, which presented both challenges and opportunities:

• small size

• location

• reputation

• campus life

• sustainability
The IDP proposes an expanded Vision (called Vision 2020), which is more specific and focused than the current Vision statement. Agreement is needed on the strategic objectives/goals for the next ten years. Specific core characteristics of Rhodes are:

• Favourable student:staff ratios

• A wide range of inter-faculty and interdisciplinary programmes

• Well-qualified and committed academic and support staff

• The institution is financially and environmentally sustainable

• We have an attractive, well-maintained campus
Strategic objectives proposed for the IDP are:

•   To develop an inclusive institutional culture

•   To build national relevance, academic excellence and sustainability
· To ensure infrastructural, financial and environmental sustainability

· To retain key indicator strengths

· To be recognised as an employer of choice

· To develop a reputation for providing opportunities for ‘leaders to learn’

This will require definitions of qualifiers such as "favourable", "representative", "sustainable", etc, and a detailed implementation plan.
Response: Owen Skae

A diagram of concentric circles was drawn, and it was noted that often organisations will work from the outside inwards (the ‘What?’), while it is usually preferable to start with the question "Why?", which speaks to purpose. It was noted that the environment in which the University functions is under stress, particularly financial. Several questions were posed, such as "Who are we accountable to?", "What does it mean to be excellent?", "How do we prioritise?". We cannot be all things to all people. Given that the "returns" of our work are intangible, how do we assess the benefits of different choices? Can we generate revenue streams? How do we resolve the log-jams in a transparent, amicable way?
The award of honorary doctorates to high-profile international figures such as Oprah Winfrey and Richard Attenborough by South African universities was noted. Do we "prostitute" ourselves by rewarding potential donors in such ways? Do we take money from China, given their questionable human-rights record? The need to act before action is imposed on us was noted. Intellectual honesty is an important foundation for decision-making. The so-called "weapons of mass distraction" were highlighted, along with the importance of managing change, and the tension with teaching and research. We need to harness all we have at our disposal. People are proud of and passionate about Rhodes University. We are small, but not insignificant.
Some specific questions and issues were then highlighted:

• The "Why?" question should lead to discovery of purpose, which should inform our Vision.

A vision statement should be kept short.

• Can we cope with the needed changes, given the current structures? Systems and processes may need review.

• Leadership is required, particularly with regard to communication.

• Staffing is an important issue.

• Resources are scarce: a mechanism and methods for prioritising are required.

• Shared values should be developed.

• Strategic performance requires assessment and management.
Also see  http://www.ted.com/talks/lang/eng/simon_sinek_how_great_leaders_inspire_acti
on.html

Discussion

• What is "African identity"? We are a rural university — will we accept this status. There is

a sense of paralysis, a fear of making decisions. With regard to the slogan ("Where Leaders

Learn"), our small size contributes positively to this.

• What do we mean by "research-led"? Is this true for all disciplines/faculties? We need to

know the answers to these questions in order to prioritise.

• Do we really recruit the "cream of the crop" as students? In this regard, privileged students are often quite insular, and so should not be considered as the "cream of the crop".

• The focus on postgraduate growth is contrasted by the postgraduate throughput rates —

described as a "disconnect". Where is this in the IDP?
Response: Sandy Stephenson

Strategies to grow the postgraduate numbers still need to be detailed in the IDP, and put into action. It should be noted that RU postgrad throughput rates, while low (except at Hons level) are still much better than at most other universities, and postgrad growth has been identified as a national imperative.
Response: Owen Skae

Resources need to be committed to the postgraduate growth strategy, if we agree.
Discussion (cont.):

• The postgraduate "drop out" rate needs to be assessed carefully. We need to be financially responsible, but not driven by earning money.

• With regard to the "paralysis" in decision-making, when and where will decisions be made?
What is the relationship between the IDP and Size & Shape document?

• It was noted that decisions are made (e.g. the enrolment plan). There are paradoxes of

desirability and feasibility. Poor communication may be the underlying problem.

• There is a need for balance between postgraduate and undergraduate programmes

(particularly for the Education Faculty).

• With regard to the postgraduate growth plan, the Honours year needs attention, as it is

crucial to postgraduate growth. It is important to attract external students for Honours.

There is a high degree of flexibility at the Honours level, so should it be used to introduce

more interdisciplinary studies and shared courses?

• There is capacity for growth at the Honours and postgraduate diploma levels.

• We need to keep interdisciplinary and small niche courses (for example, "medieval

plumbing"!), and accept the trade-offs.

• The characteristic of well-qualified and committed staff is not universal. Quality of life is

problematic, for example, with regard to housing. Middle- and entry-level management are

not being harnessed or empowered.

• It was noted that we need a balance between the numbers of fee-paying and non-fee-paying students, and that we are reaching the limit of non-fee-paying students that we can support. The same thinking needs to be applied to postgraduate students. It was noted that the current national review of the higher education funding system makes little mention of

research, and the review panel has no representatives from research-intensive universities.

This is a potential threat to research-income reliant HEIs such as Rhodes.

• With regard to paralysis and modernisation, simple decisions and accountability should be taken at lower levels.

• There are a number of tensions around the IDP: its purpose, direction, ideology, and

feasibility.

• We need the courage to draft an IDP for debate and discussion, and get past the paralysis and fear of decision-making.

• Should there be a top-down or a participatory approach to developing the IDP? How do we do it?

• We need answers to questions, and resolution of issues.

• We need to know our purpose in order to inform the IDP.

• With regard to the question of "African identity", we need to benchmark against African

institutions. At the postgraduate level, we need to reach out to other African institutions, and recruit students from beyond the SADC.

• We do not need to debate core purposes!

• We have a responsibility as a public institution. The tensions are real, and there is no onesize-fits-all solution.

• With regard to purpose, the devil is in the detail: for example, what is "knowledge"?
Response: Owen Skae

We need to be proactive, and communicate strategically. Staff development is needed for funding proposal-writing.
Discussion (cont.):

• We need to set a date and a process for the IDP. An initial draft should be created and

circulated to faculties for input by September. This should be consolidated with the

Enrolment Plan, and then we need to act.

• Does a lack of comment suggest that the process is wrong? Should the process be framed as a debate?

• We need to draw on other documents in drafting the IDP (e.g. the Quality Improvement

Plan). We need to discuss enrolments, new programmes, research, equity, community

engagement, etc. at a faculty level. The Academic Leadership Forum (ALF) should drive

this process forward.

• Should we circulate the set of documents to all staff for comment?
Shape and Size, 2014-2020: Ric Bernard

The current shape and size reflect the University and our history. There have been many changes over the past 30 years — evidence that we have made difficult decisions. Should we have fewer faculties or departments (there may be educational and financial benefits to consolidation)? Having a single source of shape and size data would be useful. The shape and size will almost definitely change by 2020. Our context/environment is changing, which means we must change.

Shape and size need to reflect our purpose (do we know what this is?). (Response: (1) to produce knowledge, (2) to disseminate knowledge, and (3) community engagement).

How easily can we change our size and shape? What are the constraints (some are spelled out in the discussion document)? What is our capacity to cope? Should we develop "focus areas" (for example, along the lines of Stellenbosch's HOPE Project)? We need to understand the consequences of decisions (or a lack thereof). The discussion document makes no suggestions, but notes the following:

• Some departments have had big swings in student:staff ratios.

• We should be prepared to consider new undergraduate courses, if they spring from our

purpose. This would require compensating cut backs in other areas.

• Taking more students would require dropping entrance requirements.

• The ratio of student numbers between faculties (i.e. shape) looks O.K.

• We need to ensure that shape and size data is reliable.

• Equity considerations are important, but are not covered in this session. Changing the shape and/or size may help address equity issues.

• We should have done more about equity ten years ago — we are now faced with very

difficult decisions.

• We need to be realistic.
Response: Dave Sewry

With regard to decision-making "paralysis", we should note that it is the nature of a university to discuss and debate issues. The current "shape" was outlined by subjects/areas of study and undergraduate/postgraduate numbers. There are two sub-debates, which both prolong and sharpen the planning process:

1. qualitative (philosophical, covering issues of academic freedom)

2. quantitative/capacity (numbers, ratios, workloads, space, money, performance measures,

etc.)

Passion is an important factor, as academe is driven by passion — we need a "Passion Index" (PI). Notably, money/funding does not produce passion, but passion may unlock access to money and other resources.

Changes in shape and size impact daily on the University's operations is all kinds of ways. There is a complex system of variables and constraints. Some observations about Rhodes University:

• intellectually wealthy, but financially poor

• per capita research is good, but overall is poor

• individually large, but collectively small

• punch above our weight, but no match for heavy-weights

• unique and precarious situation

• excellent environment

• freedom

• limited funds for "risky" ventures

• funds must be well-spent

• there are issues around postgraduate growth: 
(1) we are dependent on a few key people, (2) changes in the research subsidy will have a large impact.
With regard to growth, the following points were noted:

• Organic growth is conservative and easy, but dangerous.

• How do we do more?

• Do we see the future based on current resource levels, or do we factor in future possibilities for new resources?

Some proposals were put forward:

• Determine the capacity to cope with growth/change.

• Measure the Passion Index.

• Consider the number of variables in decision-making, and attempt to simplify the formulae.

• Be pragmatic but remember we are a university, operating in an external environment. Don't sell our "soul" — keep the qualitative debate alive.

• Drivers for change should include factors like the government's Medium Term Strategic

Framework (MTSF), DST initiatives, Sandisa Imbewu funds, etc.

• Undergraduate: we need growth in strong areas, such as education and health. We should

avoid moving to a four-year degree, but rather improve teaching and learning, and transform existing courses.

• Postgraduate: we should improve throughput and staff qualifications, grow in strong areas, and be careful not to undermine the undergraduate programme. Change should be steered and measured.
Discussion:

• Postgraduate throughput is worse than we want. Are part-time students the problem here? Should we not accept part-time students?

• What is the strategic advantage of our position? For example, would a nursing programme be feasible given the two hospitals (i.e. Settlers and Fort England) nearby?

• Coursework masters programmes can be problematic, as some students do not complete the thesis component. Should we rather enrol students for postgraduate diplomas and allow those that can complete the thesis to convert to a masters?
• How do we determine who is doing a "great job"?

• Large changes in staff:student ratios are not a problem, if we are innovative (for example, in using ICTs).

Response: Ric Bernard

Increasing student numbers will require either increasing staff numbers or using innovative

techniques (rather than reducing course requirements, numbers of assignments, etc.).
Response: Dave Sewry

Our location and any special advantages should be considered. With regard to measuring a "great job", there is a reluctance to assess performance, but there are measures (albeit contested). We need something to guide decisions.
Discussion (cont.):

• Ideal staff:student ratios are discipline-dependent.

• Passion is important.

• With regard to throughput, there are some "killer courses". At other universities, these

courses sometimes offer summer schools to address the poor throughput. (Response from

Ric Bernard: some courses, such as Statistics, do offer summer schools, and others like

Chemistry have alternative schemes to address throughput).

• Big undergraduate numbers do not necessarily preclude research.

• Cohort analysis will identify "killer" courses. Should other interventions in such courses be

considered before introducing summer schools?

• We cannot afford not to grow. We need to agree on the rate of growth. The current shape is uneven and contains contradictions (for example, should the Science and Pharmacy faculties be merged? Some departments are bigger than some faculties. The Law Department is bigger than the Law Faculty).

• Critical mass (7–8 staff members in a department) is needed to drive research.

• The Education Faculty meets an important national need. There are internal shape

considerations. The Faculty would like to maintain its strong postgraduate focus, and

increase throughput, while increasing the scale of the undergraduate programme, especially

around the Foundation Phase of school education.

• Postgraduate development must not undermine the undergraduate programme, and the

undergraduate programme should not undermine the postgraduate programme. Both need

resources. Increasing supervision capacity requires more than just increasing the number of

staff with PhDs.

• There should be alignment between the University's size and shape and local, regional and

national imperatives and needs.

• A debate about the number of faculties is needed.

• We need to acknowledge the importance of shape and size. We need to be more creative,

which requires analytical capability. We should focus on numbers, not percentages in shape

discussions.

• We need to assess capacity at a department and faculty level. Passion and external drivers can lead to uncontrolled growth, which can then become a "passion killer". Postdoctoral

fellows have an important role to play.

• The BEd degree needs funding and students.

• We need a University research strategic plan to direct postgraduate enrolment, etc.

• Shape and size plans should be driven by disinterested parties, rather than by departments.

• Protection of turf is a problem.
Response: Ric Bernard

• The tension between undergraduate and postgraduate programmes can be managed — there are opportunities for synergy.

• Growth requires resources. We may need to take less well-prepared students, as we already accept almost all eligible students.

• What should be the principle driver of shape and size? Both external and internal factors

need to be considered. Allocating initial resources to start up new programmes is a problem.

• Subsidy income could be increased by retaining more students (for example, from

undergraduate into Honours programmes).

• Should we be looking at cross-cutting undergraduate programmes? We shouldn't be "market driven".

• Institutional mechanisms are needed for encouraging interdisciplinary planning.

• Likewise, we need a discussion of collaboration in the undergraduate programmes.

• What is the "Big Idea" for Rhodes?

• Should we cut the budget differently to back big ideas? If so, what gets cut?

• Tough decisions need to be made at the top.

The next step: the three leaders of this discussion (Ric Bernard, Dave Sewry and Rod Walker) will draft proposals for consideration at the Academic Leadership Forum.
Institutional Culture Panel Discussion

Chair: Jean Baxen

Panellists: Louise Vincent, Sally Matthews, Mandy Hlengwa

In introducing this session, it was noted that Institutional Culture is a nebulous term. It is basically about choices.
Presentation: Louise Vincent

What is Institutional Culture? What do we mean by Institutional Culture? The definition is

contested, which is part of the issue. Identity is constructed through stories — this is true for institutions as well as for individuals. A "story stock" is constructed, composed of consistent ingredients. It takes time to learn the stories. Events like the Centenary bring stories to the foreground.

The concept of "social reproduction" explains how Institutional Culture is stable, despite changes. The stories/ingredients need to be changed. New opportunities for story-telling are needed, leading to an interruption of social reproduction. What is "normal"? We need to scrutinise this, and "make the normal strange", living with the discomfort of difference. There is a culture of "whiteness" — white is seen as the norm. The discussion paper contains many examples of "making the normal strange". Rhodes' strengths in social theory should be applied to the question of Institutional Culture.

The way forward:

• Come to an understanding of the "story stock"

• How do we create alternative stories?

• How do we create critical communities of enquiry to scrutinise and interpret our institutional story/stories?
Presentation: Sally Matthews

The analogy of walking into a headwind, or walking with a tailwind helps understand the impact of Institutional Culture. Privilege is like having an invisible, weightless backpack of helpful/useful things to assist in navigating the environment. What is the list of privilege items for the Rhodes University Institutional Culture? Culture develops around those who are there (i.e. mainly white males). It is not deliberate or intentional. The discussion paper contains suggestions for both the comfortable and uncomfortable groups.
Presentation: Mandy Hlengwa

Mandy shared her personal experience (that of a middle class black woman, with a "model C" accent), and those of other young, black, female academic staff and postgraduate students. There are both intentional and neglectful actions. Three factors were identified, and the question "What could we do differently?" was posed:

1. Learning culture: Rhodes University has status and is considered excellent, attracting a wide range of people. Once here, the realities and constraints hit home. Black and white students often expect to be lectured by a white lecturer. Textbooks and examples are often white and Western. Every year, a black lecturer may find themself "starting from scratch", trying to prove themself. Sometimes "suggestions" are delivered in an insulting tone. How do we tackle this, particularly in disciplines which do not deal with such issues directly?

2. Courting a career: there is a missed opportunity with postgraduate students. We need to

treat them as colleagues, and provide mentoring.

3. Safe bets: recruiting often selects "safe bets" — "Mandies" who fit in well. However, there are not a lot of them around. We need to be courageous and try different people, or the institution could be adversely affected. 
Discussion:

• The demographic composition of the panel was noted.

• How do we proactively "make the normal strange"? For example, Senate and faculty boards are perceived as uncomfortable spaces for many people.

• Residence/dining-hall culture was highlighted. Residence and room allocation are carefully

managed, but students at meals choose where to sit, and segregate (by gender, race, etc.) by choice. Students have explanations for this, but are willing to see other perspectives and

consider change. Should mixed seating be enforced for the first two weeks of the year, or

for Orientation Week?

• Selection committees do make "safe bets". What is the recourse for the selection committee members who suspect racism? (Response: they can address their concerns directly to the HR Director; the Director of Equity will monitor selection processes).

• What is the "default" meal (compared to the "African" meal)? The terminology of

"default"/"normal" is problematic. Do we want to destabilise the "centre"? Rock the boat?

How? Pernicious forms of racism must be challenged.

• Meal names are not just set by policy: despite the change to "default" a few years ago,

students still refer to the "normal" meal! Academic departments should note that field-trips

can be first-time experiences (of travel, camping, etc.) for some students.

• The think-pieces (discussion documents) for this session should be circulated more widely

(the Science Faculty website was offered for this purpose). Should the concept of identity

construction through story-telling become part of a common course for all students? One

common item in some people's backpacks is "people can pronounce my name easily". We

need to nurture PhD students.

• Institutional Culture is broader than obvious sociological categories.

• Institutional Culture is actively propagated. There is a gap between the institution's strength in social theory and practice. It is more than racism, and includes alienation of "outsiders".

• There are some positive stories, for example, arising from the lesbian student identity

research project. This project revealed that all the participants found Rhodes to be

comfortable in some respects, although there were some reports of homophobic incidents —it wasn't all bad.

• Many people may be too busy to consider issues and contribute to their debate. The wide

circulation of the think-piece documents was supported.

• Dining-hall initiatives for the students are all very well, but how do we do similar things for

staff? Some alumni have had terrible experiences. There is a public perception of Rhodes

as a "white institution".

• One person's story: white academics looking to a black colleague to address an incident of

racism.

• A white woman who challenges the culture is side-lined. We need a critical citizenship

course for staff.

• More stories: a senior staff member temporarily without an office was allocated a desk in the Vice Chancellor's office, and was then treated rudely as a temporary secretary. Some people struggle to learn an African name, using an English alternative name.

• People may sit apart because they talk about different things. A black academic was

introduced as being "from Canada". There are unwritten "rules", about how to eat, going

barefoot, etc. Students need to be careful not to lose their identity by adjusting to the

culture.

• Departments need to support new academics from disadvantaged backgrounds, for example by mentoring and helping them navigate the University's structures. People need to be treated as people, not as parts of a machine.

• The Vice Chancellor's story: soon after his arrival, he was told to "look and listen" at a

committee meeting. This wasn't racism, but pride in Rhodes University. There is a sense

that you need to assimilate if you want to be part of the institution. There is a sense of "sink

or swim" — also at UCT — which is not appropriate now. Conventional wisdom and

deeply ingrained practices need to be changed. Excellence embodied in whiteness needs to

be challenged, especially in selection committees. Are we compliant in maintaining the

status quo? Is it the laissez-faire attitude? Students and staff must get used to contestation,

rather than "politeness". The Vice Chancellor and Deputy Vice Chancellors find themselves

having to resolve issues for black academics (e.g. transit housing issues).

• Excellence as whiteness is racism. Racism is inescapable — we exist in a racist society.

Selection committees need to be much more creative/imaginative in addressing transformation.

• Diversity and institutional culture will only change when the staff complement is

diversified. Diversity is necessary for its own sake (not just to meet legal requirements), and

to address the needs of a diverse student body and enrich teaching. The Selection Policy

must be known and followed.

• We can learn to change before the staff complement is diversified. With regard to selection: the "best" candidate is the one who was appointed.

• Student dynamics extend beyond dining halls to all areas of student interaction. We need

more inter-cultural experiences, and need to challenge preferences. We need social spaces

for academics.

• Students do not experience diversity in lecture rooms. We need "courageous conversations".

Some aspects of institutional culture must be preserved — some must change. Privileged

people must also speak up.

• It is difficult to "turn the ship". A common course could address the problematic aspects of

institutional culture.

• We need to move beyond a victim narrative. What are the opportunities (for example, a

common course)? We need to create spaces for other voices.

• Where does a young, black female go with problems or grievances? Reporting officers have been appointed and trained, why has there been no further action in this regard? (Response: this policy is caught in the decision-making cycle: it was first sent back by Senate, then sent back by Council. The process has failed.)

• The privileged need to use their privilege to subvert privilege, and bring about change.

• Diversity is not a legislative requirement — it needs to be celebrated, not just accepted.

• The documentation for this session should be circulated. How do we get people to engage?

There are stories behind the stories — we need to beware of assumptions. There are

tensions between academic and support staff. Support staff should be encouraged to

participate in research and in the academic mission of the University.
Response: Louise Vincent

Thanks to those people who shared their stories, and for engagement with the paper. Thinking is an act and invites a response. Transformation is not easy. It needs resources, and a whole-hearted (not superficial) approach.
Response: Sally Matthews

There was a lot of discussion about selection committees. Do we need to consider them carefully? There is a need for social spaces where people will feel comfortable.
Response: Mandy Hlengwa

Many people say things like, "The University needs to do...", but we each need to start where we are.
Closing Comments

• Names are important — they are identities.

• We need safe spaces where people don't feel judged.

• We need to value diversity for what it brings to the institution.

• We need to maintain the momentum and candidness of the discussion.

• This is the responsibility of all us, not just a few.

Day Two: 28 June 2011
Equity Panel Discussion

Chair: Fred Hendricks

Panellists: Tshidi Hashatse, Nazeema Mohamed (Director: Transformation and

Employment Equity, Wits)

In introducing this session, it was noted that equity issues may be our biggest threat (in terms of a SWOT — Strengths, Weaknesses, Opportunities and Threats — analysis). We are not reaching solutions. The problems are complex and require a range of solutions for debate and discussion. All South African universities are grappling with the same issues. Is more accountability required for selection committees? We need more than thinking.
Presentation: Tshidi Hashatse

Formal, legal equality does not guarantee practical equality. Affirmative action is needed to bring about equity and redress, leading to substantive equality. The role of higher education, in the broader context, is to contribute to constitutional values, speaking the truth to power, etc. Where are our "critical thinking traditions" in this? The Kampala Declaration speaks to the role of intellectual communities to promote a spirit of tolerance for different views, enhancing democratic debate, redress and equity.

Equity incorporates the following issues:

• legal compliance

• moral/ethical dilemmas
• social justice

• it is an important part of the transformation agenda (we should not get "stuck in the

numbers")
Diversity incorporates the following issues:

• it is broader than equity

• includes internationalisation

• the effect of institutional culture

• value/excellence/capability/quality

• challenges and constraints — external realities
Stewardship is a useful model, incorporating:

• governance

• accountability is needed

• courageous leadership and decision-making at all levels

• self-regulation to avoid external imposition
The results of a stewardship-based approach include sustainability — we are stewards of the University for future generations, developing new academics, and taking a long-term view. A stewardship mindset can assist in assessing risks, the integration of equity into broader discussions, and assessment of the cost of lost opportunities (such as lack of diversity in the curriculum and in thinking — how do we attract Eastern Cape students and assure their success, otherwise?). What are we prepared to do? We need to manage the trade-offs and paradoxes, but more boldly. Several questions are presented in the discussion document (p. 7), examining possible strategies.
Presentation: Nazeema Mohamed (Director: Transformation and Employment Equity, Wits)

Equity issues are not straightforward — we need to unpack the context.

1. Ambivalence of Higher Education: Higher education policy and legislation have failed

transformation in higher education, through not dealing with the intensity of the problems of change. We need a new citizenship. In her book, Laying Ghosts to Rest, Mamphela

Ramphele provides a useful perspective: The issues are not just material — we are spiritual and intellectual beings. Values, attitudes and relationships need radical change. Socio-economic differences must be tackled. The "ghosts" are racism, sexism, etc. With regard to diversity, "mutated definitions of diversity" focus on individuals and institutions.

The ambivalence of the higher education sector is seen in the lack of a TRC process for

higher education — it has not come to terms with its role in apartheid. We have not engaged with issues of race and equity. UJ has no equity plan, but is still changing its equity profile dramatically through strategic head-hunting (UFS is pursuing a similar strategy). The

Employment Equity Act is being avoided because of preconceptions, but the Act is good.

2. Experiences of Wits and UCT: The institutional culture at UCT has been described as "living hell". It is a great institution with a high work ethic and deep loyalty. Serious racial

incidents have received little publicity because of the huge loyalty to the institution. There

has been a lack of intervention on issues of racism and sexual harassment.

On the other hand, Wits has low levels of loyalty, and everything is aired in the media. It is

a "normal" South African university — 80% black. It has dealt with issues of institutional

culture. Where is transformation located? At UCT in the early days, there was a strong focus on transformation with external funding (for development posts, etc.). From 2003–2011 there has been a significant change in equity (despite the poor institutional culture). There has been internal and external accountability (the latter to the funding agencies providing

support for transformation initiatives). Wits has long-standing plans and policies. Only one

individual has been driving transformation, leading to the plans "stalling" from 2003–2006

(one needs to train many people). UCT has successfully used bottom-up planning, which gets all to engage, with strong leadership. Wits has also used a bottom-up approach.

3. Conclusions/Challenges: The issues are not straightforward. The use of race is contested

(by both black and white). The issues affect job security, and require compromise. Open,

honest, critical conversations are required, leading to creative solutions.

The data from Wits shows very little change from 2005–2010, with a high percentage of

international staff. The Economically Active Population (EAP) is not the same as the recruiting pool. Unchecked, we reproduce ourselves. UCT had a plan, which identified three stages of transformation: (i) critical mass (25–39% black staff), (ii) substantive change (40–59%), and (iii) approaching representivity (60+%). The plan for 2015 incorporates relatively small changes. There is a lot of pain and fear, which is reflected in humour (examples of a satirical newspaper from UCT were presented), and in public lectures, etc. We need everyone.
Discussion

• With regard to accountability, faculty deans are not being held accountable, for example, in HoD selection processes, which are presented as a "democratic process", not addressing

equity.

• With regard to strategies, the Mellon and Kresge programmes are working. The "Passion

Index" is an area of difficulty, and must be "fuelled". Black students are not passionate

about teaching — it is not seen as "lucrative". There are large financial demands on firsttime

graduates in families. How sustainable are the development schemes (Mellon, Kresge,

etc.)?

• A committee should consider all new appointments. Turn examples into "stories" about the culture. We can't focus only on recruitment — retention and development are also

important. These should be made a budget item, along with development posts. Attention

needs to be given not only to remuneration, but also to other aspects, such as Travel and

Subsistence grants (currently, these are "colour blind"). Foreign black academics should be

used as mentors.

• Some positive suggestions:

◦ Heads of departments should personally email potential candidates for posts. There

is a need to reinstate HoD workshops and training and to include equity issues.

◦ Universities are in competition. The concept of development posts should be

extended to fast-track people for higher-level positions.

◦ There is a lot of bureaucracy — for example, it can take up to a year to employ

someone. The problem is that the chairs of selection committees are not trusted. We

need checks and balances, but processes should be streamlined, and chairs trusted.

• There is a tension between autonomy and accountability. There is a problem at the level of heads of department. Structures may help with this — for example, UCT introduced

transformation committees at a faculty level, which were represented on all selection

committees for academic and support staff; the chairperson of the Equity Committee sat on

all "high profile" selection committees. This was suggested as a way forward. It needs to be

led from the top.

• The reality is that we are all "fishing in the same pool". We need to "grow our own timber". We need succession planning, at the level of deans (not left to the HR Division). Mentoring works well, and senior white professors should be used as mentors. With regard to "growing our own timber", we should select from our graduates and create a pool of potential employees. These students should be mentored. The process should be managed outside of departments (at the level of the VC and deans), as a "graduate training programme". However, we will still lose some of these students to "industry".

• We need a philosophical basis for suggested actions. The laissez-faire attitude is rooted in

academic freedom. Academic freedom is peer-based, not individual-based. We need to be

vigilant, as strategies are often double-edged.

• Some funding has been misused, and commitments have not been met (e.g. the early stages of the Mellon programmes). Development posts are being used, and succession planning is happening. We may have to create supernumerary posts.

• The Kresge/Mellon model has worked (government is to be approached for continuation

funding as these programmes draw to a close). The model should be extended to include

development plans for all new academics.

• We need to be bold and commit resources.

• We should note that Mamphela Ramphele "smashed" the unions at UCT in order to increase academic remuneration levels. We do not want to consider that strategy.

• The Mellon and Kresge programmes are great opportunities, but we need to encourage

postgraduate students (especially black women). People are often stereotyped (as first generation graduates, etc.), but some of them would consider academic careers, if they did

not feel out of place in faculties. We need to make them feel welcome and get to know

them.

• WASA is not enough, the institutional culture must change. We need to set targets, and

reach "critical mass". We need to use multiple approaches.

• With regard to the accountability of deans, they do feel accountable, and have a sense of

stewardship and a responsibility to improve the equity profile of their faculties. Equity

issues in HoD succession planning are being addressed. At senior levels, succession

planning is happening. Supernumerary posts are being considered. There has been a slow

start, but there is progress.

• Training of deans and heads of departments to implement the Equity Policy and its nuances is needed.

• Higher education has particular challenges, but is not unique. Industry has transformed,

driven by various pressures. There is a small pool of talent, and companies hire from the

same pool. Money is not the only driver — we need a welcoming "home". We should

target those who have made money, and now want to come back to South Africa and/or

academia.

• The definition of equity is too narrow — we need to include disability. Old buildings on

campus do not always permit access. The promotion policy needs to make a case for

disabled staff, and people on "specific trajectories".

• The policies are well-thought, but are they implemented and monitored? For example, the

language policy was initially supported with external funding, then alignment with research

programmes released internal funding.

• There is a difference between symbolic and substantive policies. We need to make someone responsible and allocate resources, then monitor progress.

• What can students do? Should equity issues be considered in house committees, for

example?
Response: Tshidi Hashatse

There is a gap around support staff, and much of the focus is on academic staff. There is a need for development, succession planning, etc. for support staff. We need to comply with the law and with our policies — these need monitoring and review. Disability issues need attention. Students are important stakeholders. They should be informed and play a role on committee structures. The SRC and Dean of Students need to consider appropriate interventions for house committees, etc.
Response: Nazeema Mohamed

With regard to governance issues, one person cannot do it all, as they will experience a lot of strain. Systems need to be in place. Different forms of discrimination need specific expertise and resources. There is a need for a transformation budget. What is the role of the Institutional Forum? It needs to be monitoring the institutional culture, etc.

In closing, the following needs were noted:

• We need to consider institutional culture together with equity.

• We need safe spaces for sharing stories.

• We need to realistic: people do not want to "problematise privilege".

• We need to reach critical mass.
Postgraduate Development: Faculty Deans

In introducing this session, it was noted that we need to create an agenda. Postgraduate

development is a case of creating human potential. The target is to change the shape of the

University to 30% postgraduate by 2013. The roles that postgraduates play include the

development of new academics, knowledge generation, and as role models for undergraduate students (p. 2 of the discussion document). The postgraduate programme is an area of strength for Rhodes. It is also an important aspect of the Institutional Development Plan, and the Size and Shape Plan, and contributes to the development of a research-led university. Postgraduate development may also help drive changes in the academic culture and values. Issues include, throughput rates, modernisation, sensitivity to changes in the postgraduate environment, creating an enabling environment, setting norms, capacity to cope, the "Passion Index", institutional culture, equity, social reproduction, epistemological culture, opportunities, and critical mass. There are administrative, management, academic and social aspects to be considered, if we are to "make the

normal strange".
Faculty of Humanities (Prof Hendricks)
The Faculty is currently 18% postgraduate — what should the target be? There is a Faculty

subcommittee working on a Faculty-specific plan. There is support for attracting students into the Honours programmes from other universities. In this regard, it was noted that the Honours pass rates are far better than at other universities. The current mix of postgraduate students is 66% female and 65% white. The research development plan should focus on existing areas of strength. There is a tension between Faculty-level planning and departments' activities. A "graduate school" cannot compete with departments. The Faculty had already planned to grow the postgraduate

complement to 25% (prior to the introduction of the University's postgraduate development plan). The Institute for the Study of English in Africa (ISEA) and Institute for Social and Economic Research (ISER) are part of the Faculty's research and postgraduate plans, and have introduced new Masters programmes. There is a need to develop staff qualifications, but it should be noted that higher degrees are inappropriate in some departments (i.e. creative and performing arts). We should try to ensure that the postgraduate experience is rewarding and fulfilling. The Faculty seminar series is vital for providing a focus on topical issues.
Faculty of Science (Prof Bernard)
The Faculty is currently 30% postgraduate, and 83% of staff have PhDs. Staff are passionate about research. Research in other faculties is supported, but not at the expense of Science. There is an uneven spread of productivity across and within departments. The Faculty had held a Research Forum, which had considered the postgraduate development discussion document produced by the Vice Chancellor. Some of the issues arising from this were:

• Support of postgraduates (operational and in terms of experience): operationally, the concept of a postgraduate "centre" is supported (along the lines of the Student Bureau for

undergraduate students). There is a need for residential and short-term "transit"

accommodation for new students. From the perspective of the student experience, there was not a lot of support for common courses.

• There is capacity for further postgraduate growth in the Faculty, and the interest in doing so.

• There are some bottlenecks.

• There is ongoing discussion about the merits of strengthening established areas of strength or allowing organic growth (the analogy of an amoeba moving somewhat randomly was used). This issue needs to be handled, carefully, in a bottom-up fashion.
Faculty of Commerce (Prof Sewry)
The Faculty is currently 21% postgraduate. There is growth in the Honours and Masters

programmes. The Faculty held a workshop to consider the Vice Chancellor's postgraduate

development discussion document. The proposed growth in postgraduate numbers is supported, but must be realistic. Issues that the Faculty faces in this regard include high undergraduate workloads, lack of supervisors with PhDs and supervision experience, the nature of typical Commerce students, and the call of industry on graduates. The Faculty's plans include:

• Improving staff qualifications (and seeking external funding to do so).

• Creation and sharpening of focus areas (for staff and for departments).

• Being prepared to react to funding opportunities.

• Exploration of common courses on research methods, supervision, etc.

• Using experienced supervisors as mentors.

• Promoting postgraduate studies to students.

• Tackling the needs for space, funding, ICT equipment, etc.

• Introducing "contracts" between students and supervisors to clarify expectations.

• Looking out for possible new degree offerings.

• Balancing a range of short-, medium- and long-term strategies.
Faculty of Education (Prof Wilmot)
The Faculty is atypical, and is currently 50% postgraduate (30% if the PGCE students are

excluded), with a stable postgraduate programme. Approximately 115 students (one sixth) are fulltime — most students are part-time, not-in-attendance. There is also an Honours programme in Namibia. The Faculty supports postgraduate growth, but a balance is needed. Foundation Phase education is an area of focus. The Faculty held a successful PhD Week, involving both the Faculty and CHERTL. A Research Methods course was presented (also attended by social science students). The Faculty is home to three Research Chairs. The Faculty held a forum and has established working groups to tackle specific issues. There is collaboration with cognate departments, which could be strengthened further. Associated institutes (including CHERTL, which has a growing postgraduate programme) play an important, dynamic role, and present good possibilities for further development. Financial resources are needed for young, full-time researchers. Part-time students have different goals (typically, they are mid-career professionals). Accommodation is problematic, specifically short-term accommodation for visiting part-time students. Funding for these students is also needed.
Faculty of Law (Prof Campbell)
The Faculty is the smallest, with 165 students (almost all LLB fourth-years), but with 469 FTEs is a huge department. The Faculty had considered the postgraduate development proposals at both a "think tank" (involving senior people), and a workshop (for all staff). A number of constraints were identified:

• The LLB degree is a professional requirement, and higher degrees are not relevant for

careers in the legal profession.

• The profession is highly-paid, making academic careers unattractive.

• There is no coursework LLM.

• There are few staff with PhDs, and staff are faced with high student:staff ratios, and teaching many courses.

• There is a lack of supervision experience.

The Faculty's plans include:

• Increasing postgraduate enrolments by promoting postgraduate study, entering into

partnerships with other departments, developing joint Law Honours programmes, and

seeking funding.

• Increasing the quality of postgraduate research by establishing and marketing a "Law

Postgraduate Programme", establishing a postgraduate study area (with donor funding), and promoting the publication of student research.

• Increasing the quality of postgraduate supervision by utilising CHERTL's supervision

module, mentoring and recruitment.
Faculty of Pharmacy (Prof Walker)
The Faculty is currently 17% postgraduate and growing. A substantial focus is Clinical Pharmacy (25%). The Faculty has been impacted by the retirement of several senior staff, and is in a rebuilding phase. The Faculty's responses to the issues raised in the Vice-Chancellor's postgraduate development discussion document include:

• The document raises lots of issues, but the Faculty wanted more "inspiration". There is a

need for a strategic thrust (e.g. the establishment of a Health Science Graduate School).

• There are unique challenges.

• There should be an investigation of gaps in postgraduate training in the Eastern Cape.

• An MPharm in Public Health could be started immediately.

• There is a need for new intermediate qualifications in health sciences.

• There are national, SADC and WHO initiatives in medicine regulation and production

which provide potential for new courses.

• The Faculty is composed of four sub-departments or disciplines (its shape).

• Social Pharmacy (or Pharmacy Practice) has growing research momentum.

• An introduction to research methodology is needed.

• Supervision capacity development is needed.

• Assistance with proposal-writing is needed.

• The University faces a risk in that there is a lack of support for ethical standards.

• There is a need to assist development at a national level by producing postgraduates.
Discussion

• The tension between the needs of Humanities and Sciences needs to be challenged. There

are opportunities for collaboration.

• Competition between faculties is unhealthy. Undergraduate teaching is often described as a "load", while postgraduate work is "fun", but supervision is teaching. It is important to note that practice is equivalent to research in some arts areas.

• Academia is unattractive due to professional remuneration levels in some disciplines.

Statistics need to be examined carefully — for example, Pharmacy has no Honours students,

which skews the percentages (there are 78 fourth-year students).

• With regard to the postgraduate experience, WASA has sometimes needed to provide help and information for new postgraduate students (e.g. around the availability of conference funding).

• Inter-faculty cooperation is needed to use different strengths. Development of postgraduates includes publication of research — this is good for both the student and the University.  What strategies and/or support structures are needed for part-time students? Nuanced approaches are needed.

• There should be a department-level focus on capacity and creating areas of interest.

• We need to conceptualise research training, and assess the impact on undergraduate

teaching. What is the link between teaching and research?

• We need benchmarks for part-time (and full-time) throughput rates, and need to be realistic about expectations. Monitoring of new initiatives is needed (for example, there was a "contract" with Economics to grow their Honours programme — has this been followed

up?). The Postgraduate Village is to be used for short-term accommodation in future. Other

funding for short-term visitor accommodation is expected soon. A donor has been

approached for funding for a chair/director in Postgraduate Studies.

• There are issues around the "visibility" of postgraduate students — their voice needs to be

heard. Research is needed into teaching, which could address the dichotomies between

faculties. Support for staff is needed, in addition to support for students. There are space

needs in departments (not just residential accommodation), including physical and logical

space. The Education Postgraduate Forum led to the establishment of a Postgraduate

Committee in the Faculty. The Faculty plans to leverage the three research Chairs and their

experience.

• How many applicants for postgraduate studies are there? How many do we take? What are the barriers?
Responses:

Science: Some applicants are turned away, usually due to a lack of supervision capacity.

Law: Up to 80% of applicants are turned away due to unsuitable academic background.

Education: Many potential students are turned away, due to a lack of capacity and/or subject expertise. Staff on "soft money" are a problem.

Pharmacy: Very few applicants are turned away, and then because of a lack of subject expertise.

Humanities: Competition can be healthy, but collaboration is also needed.

Commerce: Applicants are turned away due to a lack of capacity to cope.

Research administration is critical.
Undergraduate Support and Success: Chrissie Boughey

In opening this session it was noted that there is a need to focus on more than content. Some themes that need consideration include:

• Should we support teaching activities or students or both?

• How can we value diversity in (large) undergraduate classes?

• How important is mentoring in undergraduate classes, and how can it be done?

• What does being "research-intensive" mean for undergraduate teaching and learning?
Presentation: Chrissie Boughey

Teaching and learning are profoundly related to institutional culture. There are common "stories" about students: not interested; can't be bothered to attend lectures; lack skills; can only write "SMS language"; etc. However, there are alternative stories too: study hard, but still fail; cowed by stories/threats of failure; bored; writes with passion, but gets it "wrong"; carrying "deficiency" like a cross; etc.

Chrissie shared some of her own story, having a "backpack of privilege", and the "wind at her back". She attended a large, poor school (with a 4% "matric pass rate"). Her parents read, taught her to read, and took her to the library to borrow books. Her father argued with opinions expressed on TV and in newspapers. Holidays and days-out often involved visits to cathedrals, museums, art galleries, etc. There was an expectation that she would go to university. The lesson to be learned from this story is that advantage is not just an issue of finance, but rather a richness of experience, which complements and supplements schooling.

Our stories about students can hinder their progress and development. There is a danger that the introduction of student support may keep the "gates closed", as remedial work is delegated to those (i.e. specialist, remedial teachers) who can't do what we want our students to be able to do, despite huge will and effort. We run the danger of reinventing a wheel that fell off years ago, being pushed in this direction by unquestioned cultural assumptions.

Some principles that should be considered:

• The need to apply "academic minds" (not "common sense") to identify problems and

problem areas.

• Conceptualise student support as support for mainstream teaching.

• Acknowledge the limitations of what CHERTL staff can do.

• Acknowledge the limitations of what the Extended Studies Programme (ESP) staff can do.

• Acknowledge that teaching and learning can be crafted to do what we want it to do (what

type of graduates do we want?).

• "Joining the dots" (p. 5 of the discussion document) — getting alignment between all

aspects of university life.

• Lectures need to add value.
Response: Martin Villet

Aimed to give practical suggestions. Generally, increasing class size leads to decreasing pass rate. Students' goals are different to those of academic staff. There is a production-line model: Early Childhood Development → Junior School → High School → Tertiary Study

Child-rearing practices and social background also have an important impact.

TRAC (Teaching, Research, Administrative duties, and Community engagement activities) are in tension, and focus on one area requires trade-offs in others. Service-learning can create an overlap between Teaching and Community engagement activities. Likewise, action research can create an overlap between Teaching and Research.
There are several models for assisting students:

• "Old School": fail and repeat. The student gets several chances to become competent.

• Academic Support: add ADP to the first-year. There is a large demand. It is inexpensive.

Use of postgraduate students as ADP tutors can be less intimidating for students. However,

postgraduate students have no formal training in education. Experience is lost as

postgraduate students leave the University. There is no support in second- and third-year.

Conclusion: what we're doing doesn't work.

• Extended Studies: Add a "year zero" to the degree programme, staffed by permanent

specialists. 40% of Extended Studies students graduate. However, there are no links with

the rest of the degree programme, and no support in subsequent years.

• Praxis1 Facilitation: support is provided either alongside or within the mainstream degree

programme, through all three years of study, diminishing from year to year. This provides

continuity. If done within courses, it provides integration, becoming part of the curriculum,

and providing benefits for all students (not just the "at risk" students). This model could be

run by a "Praxis Facilitator", with a job profile that is largely focused on Teaching (with

little, if any, Research, Administrative duties, and Community engagement activities). The

Facilitator could focus on the praxis integration and curriculum facilitation. They could also

engage in action research, service-learning, and some administrative duties.
Other suggestions:

• Leverage the social environment by utilising tutors in residences.

• Using service-learning, through deploying Honours students in local schools, and

encouraging graduates to become teachers.

The term "praxis" refers to the intersection of and interaction between practice and theory. Teaching issues should be seen as part of institutional culture.
Discussion:

• Students spend 80% of their time not in lectures, which implies that there are other factors that lead to failure. There is misguided ad hoc tutoring. Mentoring has been tried with oppidan students (however, not for academic studies), should this be extended to the

residence system?

• Pharmacy has used a mentoring programme, where third-year students have mentored first year students (again, not for academic studies). There had been an academic tutoring

programme for Pharmacy 2 students, but funding for this had been terminated. Academic

staff are providing mentoring for second-year students to address the second-year drop-out

rate (but not in the content of the course).

• We need to question the "package of privilege". We need to define the "academic essence" of courses.

• What is the impact of growing research on undergraduate teaching? There is an opportunity to use Teaching Assistants, which can help address diversity.

• Support must be rooted in the departments. For example, the Teaching and Learning Centre at another university had provided a Learning Facilitation Certificate for postgraduate tutors. Such programmes would require resources.

• A student perspective: What kind of graduates do we want to produce? The use of

RUConnected is valuable. Students are not lazy — their imaginations need to be activated.

Passionate, engaged lecturers are good.

• We do reinvent wheels that fell off years ago! We need to take responsibility for our

teaching. The Extended Studies Programme is teaching discipline-specific material without

any background, which perpetuates privilege for the students in mainstream courses.

• ICTs are useful, as students want to use electronic media. Passion will lead people to put in

extra time.

• The world is changing, and we need to equip students with skills for the "outside world".

Do we know what this is?

• Sometimes we need to fix the lectures before providing additional support, teaching

"properly" in partnership with CHERTL.

• The ESP model is based on differentiation. We need more integration. The problem is a

lack of resources. Can we expand the ESP? Writing is an issue, especially in the

Humanities. We need student interventions and staff interventions. What can we afford to

do?

• The laissez-faire attitude is a problem again in this area. University Vice Chancellors and

cabinet ministers met recently and had an honest conversation about the fact that staff are

not equipped to teach excellently. We need to use CHERTL. We need to use passionate

teachers. We should focus less on content and more on "induction into knowledge making".

We need to get the ESP model right. Are there disadvantaged students in the mainstream

who need support? CHERTL cannot fix problems.
Response: Chrissie Boughey

We have a good policy on the evaluation of teaching, but lecturers are not reacting to feedback in some cases. Where is the accountability? Deans and heads of departments need to implement the policy. The ESP is expensive, and is being reviewed with input from faculties.
Discussion (cont.):

• The ESP is not "morally defensible": 60% of the students do not make it, at high cost (both

institutional and personal). Should the first year of the ESP be free?

• The ESP provides access for some students and provides staff with access to students in a

very different setting. Reporting back to lecturers is needed, as are warnings about

assumptions. All ESP students gain something from the experience.

• Heads of departments are not autocratic: it is difficult to enforce a balance between teaching and research.

• The story was told of a teacher in Mitchell's Plain who had never "seen" UCT. For some

students, university is beyond their imagination. We need to think beyond discipline

knowledge to a "way of being". We need to disaggregate pass rates in the mainstream

courses — the results may be surprising. We need to look beyond the ESP.

• With regard to the lack of reading at home for some disadvantaged students, this is not an

insurmountable problem. How do "indigenous knowledge practices" affect learning?

• We need to consider methods of assessment — some courses are monotonous and generic. We need passionate lecturers.

• The Science Faculty is starting to disaggregate success rates.

• What is the trend in struggling students? What is the impact of current technology trends?
Response: Chrissie Boughey

We do need to consider mainstream students and disaggregate results. What about students getting marks in the 50–55% range? There is a disability policy for students, which needs to work with the student's context. We are in a Digital Age, and students have a disposition to engage with electronic texts. We need to acknowledge this and react (RUConnected is one way of doing so). Is a "Praxis Facilitator" a Faculty Education Development Officer by another name?
Response: Martin Villet

Improvement is not just about content — it is also about values. If lecturers embody these values, students respond. The laissez-faire attitude is a problem.
Open Session

The purpose of this session was to:

1. Deal with issues that had not been covered in other sessions.

2. Review the other sessions and decide on the next steps to be taken.
The following additional issues were identified:

• Community Engagement

• Research

• Operational efficiency

• Communicating the outcomes of the Imbizo

• Accountability
Community Engagement: Di Hornby

There had been good discussions during the Imbizo. Cultivating humanity/citizenship is great, but how do we make it happen? Community Engagement can help. The focus of Community Engagement needs to move from "good deeds" to enhancing teaching and research (Community Engagement cannot stand alone). Community Engagement contributes to the qualities of graduates in ways that lectures cannot. Community Engagement is a new vehicle for changing the "centre" and transforming the culture.

Discussion:

• There is a lot of potential for new approaches to teaching and research. Should the Makana Working Group be re-established with Community Engagement as a home?

• What do we value as knowledge? Communities have vast stores of knowledge.

We need to define desired graduate attributes, skills and values. Many of these would be

addressed through Community Engagement. We should use our locality to apply research.

We should use Community Engagement more — be imaginative and innovative.

• Staff must lead the way in terms of developing humanity/citizenship.

• We must model what we want in our students. We should be involved in Community

Engagement ourselves. We should equip our students for future contributions to society.

• Research must be fed back into communities (there are ethical considerations). This leads to further research opportunities.

• We may over-impose ourselves on the Grahamstown community. This changes

expectations. Our work must be sustainable. We should look further abroad (for example,

to nearby communities like Peddie).

• We must be ethical, training our students in respectful engagement, and supervising

community engagement activities. These must be monitored, and reflection is essential.
Research: Rosie Dorrington

Research is an important issue. Do we need a Research Imbizo? What is the difference between being research-intensive and research-led? What is the impact of research on undergraduate teaching? This may vary by faculty. There are implications for planning, raising up new academics, etc. We need to consider questions such as "Where are we?", and "Where do we want to be?". We need to be more involved in national initiatives. We should include associated institutes when considering research.
Discussion:

• The attitude that "research is not for everyone" is a problem. We must link research with

teaching and community engagement.

• Is there a difference between preparing students for research and the workplace? These may be very similar.

• Industry wants people who can think, not "technologists" — this is much more than content. Do we expect all colleagues to do research? This was tried at UWC and caused a lot of pain. No university in the world has everyone doing research. We need to appreciate good teachers. The balance between teaching, research and community engagement needs to be at a departmental level (rather than individual).

• Interdisciplinary research needs more support (it is currently ad hoc).

• The Research Office should arrange a forum to (1) define research (to include the

performing and creative arts, etc.), and (2) to generate excitement around research.

• Research is essential for promotion. Teachers need to accept the limitations of not

participating in research.

• Finding a balance must be a collective decision. Recognition for good teachers is important.

• There is a tension between teachers and researchers. There is a danger in that the current

focus on research is marginalising others. Teachers free up researchers and this needs to be

acknowledged.

• Leaving the teaching/research balance to a personal choice may be problematic, as subtle

social pressures may be brought to bear.

• With regard to the tension between teaching and research, we need to conceptualise

research. Is there a dichotomy? Teaching should be informed by research.
Response: Rosie Dorrington

It is important to discuss research, and the sustainability of the research trajectory. She offered to assist in organising a research forum.
Organisational Efficiency: Nelson Torto

We need to be more efficient. What is the advantage of being small? How can we improve? We have a big university bureaucracy! Some support sections are less helpful than others. We need to be seen as being on the same team.
Discussion:

• The Vice Chancellor has the same experience.

• There is a culture of "it can't be done" in some areas.

• Modernisation is needed.

• A professional service must be provided for teachers and researchers. We need project

managers and project administrators (these should be seen as an investment).

• There is a cost of inefficiency (in addition to the 10% levy). Multiple levels of bureaucracy

must be navigated.

• The IT Division does need to manage purchasing carefully in order to ensure compatibility

with other systems.

• A campus-wide calendar service, and venue booking service are essential.
Accountability: Janice Limson

We need to avoid managerialism. We need to take collective responsibility for change. We need accountability (e.g. selection committees).
Discussion:

• Responsibility and accountability go together. There is a hierarchy, but we all need to take

responsibility. Action must filter up the hierarchy where there are problems.

• The buck must stop somewhere (deans, heads of department, etc.).

• Feeling accountable is not the same as being accountable. Monitoring is needed.

• Why is accountability seen as being in tension with managerialism? We need good

management. Is there a lack of trust, or good processes? What is the issue?

• There is an impact on institutional culture (for example, the Imbizo operated on the

assumption that everyone knew each other). What are we doing? Where are we going?
Next Steps
• Draft the Institutional Development Plan (IDP)

• This is to be discussed at the Academic Leadership Forum (ALF) on Wednesday 29

June 2011, and the drafting process started, targeting production of the draft by

September. Input from faculties will then be included. The IDP should be finalised

by the end of the year.

• Communication will be handled by email (Sandy Stephenson to manage).

• The timeline will be monitored by the Institutional Planning Committee.

• We should beware of creating too many committees. Faculties need to be driving

discussions at the Faculty Board meetings and keeping accountability.

• Size and Shape

• Ric Bernard, Dave Sewry and Rod Walker are to draft a document. Answers to some

questions will be needed. The document should propose alternative scenarios, and

tie in with the enrolment plan.

• Faculties need to be considered, and the impact on shape.

• The postgraduate development plan will need to be incorporated into the draft

document for comment. Likewise, all possible sources of information must be pulled

into the draft.

• The ALF will set the timescales for this process.

• Questions were raised about the diversity of the working group. Are all voices

heard?
• Institutional Culture

• There are many detailed issues, and next steps needed.

• There has been a very meaningful discussion at the Imbizo, which now needs to be

taken more broadly.

• The think-pieces must be distributed more widely.

• The Institutional Forum is to work on the issue of institutional culture, informed by

the discussions at the Imbizo. It was noted that Institutional Forums are "dying" at

most universities, and are being driven the VC's office.

• New social practices need to be imagined/invented for consideration.

• An "Institutional Climate Survey" may shed light on the scope of what we need to

do.

• Discussion should take place at the level of departments and then be fed into

faculties.

• The Imbizo participants were a carefully selected group, but this was still missing

some voices. Should the experience be repeated with heads of departments (possibly

together with one other member of each department)? Likewise, should a similar

event be held for middle-managers? September is a possible date for this.

• The "story stock" needs to be developed. This should be managed by established

reporting structures, such as the Gender Action Forum. Faculties should be used to

feed back stories. Positive narratives about institutional culture should also be

sought out.

• Louise Vincent, Sally Matthews, and Mandy Hlengwa are to "package" their

presentations for use in departments and faculties.

• The Director of Equity & Institutional Culture, HR Director and Registrar: Finance

& Operations are to consider the creation of "comfortable spaces" (physical as well

as social and intellectual spaces).

• The Employment Equity Plan incorporates many qualitative proposals, which must

be considered.

• We must not lose sight of what is working and is good.
• Equity

• With regard to the accountability of selection committees, the composition of these

committees is essential.

• The Employment Equity Committee should consider the selection process.

• The HR representative on selection committees should monitor and check on the

process.

• A proposal to create a new committee to oversee all selection committee decisions

was rejected.

• The Equity and Institutional Culture Committee should consider the debate and come

up with ideas to attract more black South Africans, and other new strategies.

• Departments need to be more sensitive to equity issues in selection committee

composition.

• Training should be provided on the application of the policies (possibly through the

HoD Forum).
• Postgraduate Development

• The deans are to lead discussions in the faculties, giving a yes/no/maybe response to

each of the issues raised in the Vice Chancellor's discussion document.
• Undergraduate Development
• CHERTL is to develop a teaching and learning strategy.

• This will be fed through the Teaching and Learning Committee, then presented as a

proposal at the proposed HoD Imbizo in September.

• The ad hoc use of postgraduate teaching assistants is to be placed on the agenda of

the Employment Equity and Institutional Culture Committee.

• It was noted that the Imbizo is not the start or the end of these discussions, as there are other important issues that require debate (e.g. a round-table discussion is to be organised to debate the secular nature of the University and what this means).

Closing: Jos Jones

Setting out the way forward has summed up and summarised the content of the Imbizo. This has been successful, and has achieved a great deal. There has been a high quality of debate, and a wide variety of ideas. Congratulations to Sandy Stephenson, the compilers of the programme and the participants.

The topics discussed are highly inter-related. The concept of an "ideal Rhodes University graduate" is great. Ways forward have been provided for the Institutional Development Plan, and fresh perspectives have been provided for the size and shape plan. The presentation on institutional culture was profoundly successful, very significant and thought-provoking. The discussions on equity were a celebration of diversity. The issues of postgraduate and undergraduate support are impacted by all of the foregoing.

There was a necessary concentration on weaknesses and failures. Careful, constructive approaches to solutions have been proposed. We need innovative thinking, and also to remember successes and to build on these. Much is good and right.

Ultimately, the buck stops with Council and its Chairperson, who must report to the Department of Higher Education and Training. We need to anticipate problems and prevent or minimise them. The Imbizo has not been just a talk-shop. There are a wide variety of steps to be taken, and processes in place to take them forward. Passion and pride have been identified as a strength — one of our greatest strengths. There will be problems in the future, but we are moving in the right

direction.
Closing: Saleem Badat

The role of the Vice-Chancellor and senior administration is to create the best possible environment for knowledge production and the production of graduates. They also need to identify problems and suggest possible solutions, as in the Critical Reflections document.

Responsibilities and tasks spring from the pledge made in the 2008 Public Declaration. We need to be concise about commitments, and we need a Big Idea. Rhodes University is in a moment of transition, a tipping point. The ideas from the Imbizo, when embraced and adopted, will lead to an exciting remaking of the University. The alternative is paralysis or stasis. The Big Idea is part of disrupting or loosening a certain identify from the institution — an "identity crisis", leading to exciting possibilities. What do our core purposes mean? How do we grapple with them? Our geography is a factor. We need to let go of history. If we are to be the place "Where Leaders Learn Wisdom", for what are we learning wisdom? Place, time and values all factor into the answers. The Academic Leadership Forum is immediately to start to address 20 operational issues, four strategic needs and three strategic imperatives. The Vice-Chancellor and Deputy Vice-Chancellors have limited capacity, and must focus on prioritising and driving the processes.
The four Strategic Needs are:

• The Institutional Development Plan

• Postgraduate development

• Financing new initiatives

• Modernisation
The three Strategic Imperatives are:

• Equity

• Institutional Culture

• Size and Shape
One specific issue arising from the discussion of institutional culture is whether we want to

introduce a common course for students. This could put the University's slogan into practice. We have a unique opportunity to use the residence system in the evenings to teach this. With regard to size and shape, continuing to grow at annual rate of 2% per year will take us to approximately 8 000 students by 2013. This may impact on the postgraduate shape target that has been set, but these are not "binary" decisions. The spirit of the discussions at the Imbizo has been pleasing. In closing, it was noted that Gwenda Thomas will be moving to UCT. She was thanked for her contribution over the past five years and particularly for managing the new library project. Thanks were expressed to all present for contributing to what had been an incredibly worthwhile experience. There was new clarity on key challenges, and a sense of positive anticipation for taking the issues forward.
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