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Recommendations:

The recommendations have been developed in order to provide a structured approach to addressing these areas of opportunities:

1. Develop and connect UNE’s people to a galvanising and enduring Purpose and Strategy into which Trust, Respect and Psychological Safety are 

interwoven

2. Build safety leadership capability across all levels of the organisation

3. Create a Movement for Change

4. Develop internal supports and conduct further internal reviews into the systems and ways of work at UNE to increase HSW

5. Develop and maintain person-centred work design and practices.

The observations and recommendations in this report have been designed with respect to the EY HSW Transformation Model and address the following 
areas of priority:

► Rebuild Culture of Trust, Respect and Psychological Safety

► Proactively mitigate psychosocial risks through controls with following focal points: Workload, Leadership and Counterproductive behaviours

► Deployment of targeted Psychological Safety based interventions.

See recommendations and implementation roadmap.

Concluding remarks:

The EY team thanks all participants who contributed to the assessment for the openness and candour with which they shared their experiences and 
their valued suggestions on how to bring about positive changes to improve the HSW Culture of the University. The team also thanks the University for 
the opportunity to undertake this important piece of work. This assessment forms a larger and ongoing body of work to undertake cultural reform at 
the University.

Opportunities for improvement were 

identified in the following areas:

1. Leadership and leading capability

2. Roles, responsibilities, accountabilities and ownership

3. Governance

4. Organisational justice

5. Siloes and disjointed communication

6. Systems and processes: integration with people

7. Organisational discipline

HSW Culture Themes:

1. Why are we here? Differing views on Being and Becoming 
2. Fractured relationships and counterproductive behaviours
3. United we stand. Divided we fall: ’The Business’ vs ‘The Academy’
4. Leadership Challenges vs Challenging Leadership 
5. Selective process fixation, escalation culture and poor organisational

discipline 
6. Doing more with less: Workload and its organisation
7. The silos are strong. The radio signal is weak
8. Creating Clarity in The Mist: Governance, responsibilities and 

accountabilities
9. Change, Change Management and Initiative Fatigue
10.When the sum of the parts detracts from the whole

These themes, along with the mixed methods data analysis informed the 
contributing factors matrix and opportunities for improvement.

Observations (continued)
Themes that relate to HSW culture emerged from the data, taking into account UNE’s operating context and background. 

Limitations
The services provided to the University of New England by EY are advisory in nature and thus do not constitute an audit, a review, or an engagement 
performing agreed-upon procedures in accordance with the Australian Auditing Standards. Findings are concluded based on discussions with personnel 
and examination of available documentation. This material has been prepared for general informational purposes only and should not be relied upon as 
accounting, tax, legal or other professional advice. Please refer to your advisors for specific advice.

In carrying out our work and preparing our report, we have worked solely on the instructions of the University of New England and for the University of 
New England's purposes. Our report may not have considered issues relevant to any third parties, and any use such third parties may choose to make of 
our report is entirely at their own risk and we shall have no responsibility whatsoever in relation to any such use, and the University of New England holds 
EY harmless from any claims against EY from such third parties. The nature and content of any information EY has provided reflects the specific scope and 
limitations of our engagement (Engagement Letter dated 21/02/2023), the amount and accuracy of information provided to us, and the timescale within 
which the data was required. 

The University of New England management team are fully and solely responsible for applying independent judgment with respect to the services 
and work products provided by EY, to make decisions, if any, and to determine further courses of action with respect to any matters addressed in 
this report. Our work products are intended solely for the information and use of the University of New England's management, officers, directors and 
employees and may not be disclosed to, used by or relied upon by any other party without our prior written consent, except as required by law.

EY has not identified, addressed or corrected any errors or defects in the University of New England's computer systems, other devices or components 
thereof (“Systems”), whether or not due to imprecise or ambiguous entry, storage, interpretation or processing or reporting of data. EY is not responsible 
for any defect or problem arising out of or related to data processing in any Systems.
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A history of equitable access to education

The University of New England (UNE) is a leading regional University and was the first Australian University established outside of a 
capital city. UNE’s original and main campus is in the city of Armidale, in northern central New South Wales. Since its establishment, 
UNE has had strong links to the local community and plays an important role in its local economy. UNE is the largest employer in the 
New England North West region and contributes $318 million to the GDP of New England (The economic impact of regional 
universities network, 2018). UNE has expanded campus locations to other regional Australian towns including Tamworth, Moree and 
Taree in aiming to foster stronger, more resilient communities.

UNE has played a pivotal and leading role in the provision of distance education since the 1990s. With its longstanding purpose to 
bring education to the regions outside of capital cities and enable anyone with an enquiring mind to undertake university study. The 
University has strived to support innovation through research excellence and regional community partnerships, primarily through 
agriculture research and investment1.

The University’s focus on delivering online and distance education has enhanced the lives of thousands of people in Australia who 
would otherwise have been unable to pursue University studies. Today, UNE is recognised as an innovator in flexible online learning 
that has extended its education provision globally. The students at the University are predominately mature-age students with the 
majority (84.5%) of enrolments being for online delivery (UNE 2021 Annual Narrative Report).

UNE Strategy, Values and Goals

In 2021, UNE launched its new strategic journey, Future Fit, 2021-20302 and announced its renewed values within this strategy. 
These are: Be Open, Be Enquiring, Be Exceptional, Make a Difference1. UNE’s strategic goals are to be “a leading online education 
provider, dedicated community partner and a vital regional economic engine” (Future Fit, 2021-2030).

Governance

UNE and its governance structures were formed under the UNE Act 1993 (NSW) (UNE Act) and its by-laws3. In accordance with the 
Act, the Body of the University comprises of the UNE Council, Convocation, UNE graduates and students, and members of staff. 
According the UNE Act, UNE’s objective is the promotion of scholarship, research and academic excellence and to support the 
interaction between research and teaching.

The Council is UNE’s governing authority and has functions conferred upon it under the UNE Act3. Its purpose is to oversee the 
operation of UNE for the benefit of students, staff, the academic community and wider community as a whole. The UNE Council 
establishes committees that are responsible for the analysis, review and endorsement of recommendations from UNE’s management, 
as well as for the identification of organisational risk and opportunities.

Convocation was established by the UNE Act and its function is to submit to the Council proposals with respect to the interests of the 
University. The convocation allows the voices of the UNE community to be heard by the UNE Council, and requires a quorum of 100 
members3.

UNE: Australia’s oldest regional university

1 University of New England. (2021). Annual Report: 2021 (Narrative report).
2 University of New England. (2021). Future Fit 2021 – 2030, UNE Strategic Plan 2021 – 2023. https://www.une.edu.au/strategic-plan.
3 University of New England. (2023). Governance at UNE. https://www.une.edu.au/about-une/governance.
4 University of New England. (2023). Our values at culture. https://www.une.edu.au/about-une/our-values-and-culture. 
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UNE today and the pathway forward

Following the events of the past five years, the UNE Executive engaged EY to 
undertake an assessment of its current systems of work to manage 
psychological health and safety in the workplace and identified the need to 
undertake a broader safety culture and wellbeing assessment.

EY was engaged to support UNE’s existing efforts in a psychosocial safety 
compliance project, which commenced in December 2022. As part of EY’s 
assessment, UNE systems and processes were assessed against the NSW 
Code of Practice for Managing Psychosocial Hazards, taking into 
consideration the psychosocial hazards identified in the SafeWork NSW 
improvement notice. A psychosocial risk management framework was 
subsequently developed to incorporate existing policies and procedures, and 
identify gaps to improve UNE’s systematic approach to managing psychosocial 
hazards. This included processes related to supporting teams, workload 
management, safe and respectful behaviours, change management and a 
HSW assurance framework. Work has commenced to develop these 
procedures and associated tools in consultation with staff and HSW 
representatives.

The UNE Safety Culture and Wellbeing Assessment commenced in February 
2023 with the executive establishing an independent committee to oversee 
the assessment and its findings, in a commitment to rebuild trust and ensure 
transparency.

UNE is committed to being a key provider of distance education and 
to strengthening regional communities. Staff and management have 
recognised the pivotal role this assessment plays in this and towards 
rebuilding the trust and safety of the UNE community.
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The value of Health, Safety, and Wellbeing Culture

A broad and generally agreed upon view of culture is that it is made up of a set of shared mindsets, values, beliefs and behaviours 
that are strengthened by a strong social context. People in an organisation may simply describe culture as, “the way we do things 
around here”.

In addition to being a broadly accepted determinant of an organisation’s HSW performance, workplace culture is generally 
acknowledged as being a critically important contributor to a broad range of performance measures from employee engagement 
through to financial results and innovation. An organisation’s culture can act to either contribute or detract from the ability of the 
organisation to meet its objectives and perform (Schneider et al. 2013).

Culture forms the default ways of thinking and behavioural expectations within teams, functions and organisations. It forms a set 
of unwritten rules and those who are part of the culture learn, through the social context, what the consequences for deviation 
from and reinforcements for adherence to this set of informal rules are (Hofstede, 1991; Schein, 1990).

It is well understood that a high-performance culture is not formed directly and prescriptively. It can only be designed and shaped 
indirectly, with regard for its inputs.

Building operational excellence and creating a safe and healthy workplace requires universities to navigate the complex 
challenges of digital, human and technological disruption. All whilst contending with the transformation of the sector with 
perennial competition in the latest funding model and industrial relations challenges.

It may be argued that in its simplest representation, culture consists of three main broad categorical facets; organisational levers, 
cultural elements and individual determinants. Each contributing uniquely to the integrated concept of HSW culture.

It is our view that Culture and Psychological Safety are outcomes of complex multifactorial and non-linear relationships between
various Human and Systems factors. These outcomes can be influenced indirectly, by making changes to their various inputs. 
These inputs include: Leadership, Capability and Attitudes, along with the Systems that interact with Humans in the workplace.

Organisational Levers Collective Elements Individual Determinants

Leadership
Workforce
Systems

Structures
Processes

Behaviours and consequences
Social norms

Values, Attitudes and Beliefs 
Learning and capability

Cognitions  (Think) 
Affectivity (Feel) 
Behaviour  (Do)

UNE: Safety Culture and Wellbeing Assessment

Hofstede, G. (1991). Cultures and Organizations: Software of the Mind. London: McGraw-Hill.
Schein, E. H. (1990). Organizational culture. American Psychologist, 45(2), 109–119
Schneider, B., Ehrhart, M.G. and Macey, W.H. (2013). Organizational Climate and Culture. Annual Review of Psychology, 64(1), pp.361–388
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Recommendation 1: Develop and connect UNE’s people to a galvanising and enduring Purpose and 
Strategy into which Trust, Respect and Psychological Safety are interwoven

Council and the Executive to navigate the complex landscape of competing demands and support the development of a galvanising and enduring 
purpose and strategy that prioritises Psychological Safety and Trust and Respect, as fundamental to a healthy workplace culture. It is 
recommended that the UNE Values be reviewed in light of this Purpose and Strategy. The HSW Change/Transformation strategy should be 
embedded into this.

1.1 Individualised Executive debriefing sessions

►Hold individualised debriefing sessions of this report with the Executive group

► Such sessions would provide an opportunity for members of the Executive to deeply understand the content of this report, whilst also 

offering a time and place for self reflection on their contribution to the As-Is HSW culture state and the ways in which they can move 

towards the desired future state.

1.2 Non executive debriefing and alignment sessions

► Debrief the Council and any other non-executive leadership group above the Executive level on this report

► Engage in discussion on a broad way forward to be led by executive team

1.3 Develop or redefine Strategy and Roadmap

► Clarify and/or redefine the strategic direction of the University through the development of a new strategy, or revision of existing strategy 

to embed a HSW change/transformation strategy in consultation with UNE’s Council where appropriate

►An envisioning of the future is incomplete without a road-map that clearly stipulates the steps and milestones needed to get to the desired 

future state, including the choices that need to be made and the tradeoffs that will underpin these choices. All choices have consequences 

and for these the team must be prepared.

1.4 Executive alignment and commitment sessions

► Develop and hold alignment and commitment sessions across the Executive group on their role in HSW culture change/transformation

focusing on: skill, will and application

► True alignment to the UNE purpose and strategy, including the HSW change/transformation strategy, at the executive leadership level is a 

pre-requisite for alignment to occur at other levels of the University. 

2.1 Leadership competency framework

► Define a competency framework outlining the key leadership and functional competencies and capabilities required to build the target 

culture and to lead for Psychological safety.

2.2 Leadership Training Needs Analysis (TNA)

► Perform a Training Needs Analysis tailored to relevant leadership roles within UNE.

2.3 Leadership training framework

► Design and develop a training framework, content, delivery method and review timeframes

► Deploy instructional design methods to assess, design, build and evaluate HSW change/transformation learning journey, with the purpose 

of engaging individual teams and leaders in the specific aspects of this work at all levels of the University

► Depending on it’s design, the learning journey may encompass 1:1 coaching, facilitated group activities such as workshops, round table 

discussions and feedback sessions.

Recommendation 2: Build safety leadership capability across all levels of the organisation

Increase safety leadership capability of leaders throughout the organisation. As an overarching principal, implementation of these 
recommendations should be leader led, with ownership by each leadership level to coach, mentor and develop the level below them. Such an 
approach needs to be supported by a fit for purpose coaching framework, training and skill building activities, with external support where 
required.

The approach should reinforce executive responsibility to lead the change/transformation and development process within their teams, 
understand the gaps and tailor the development to meet individual needs.

Professional development across all areas of leadership will support HSW culture change/transformation. Specifically, in the areas of clear and 
open workplace communications, conflict resolution and leadership development.
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4.1 People and Culture processes

► Review and refine professional development and performance management processes to align to the UNE purpose and strategy (see

Recommendation 1). This should include the design of relevant reward and recognition metrics such as:

► The level to which individuals live out the organisational values

► The time leaders devote to 1:1 conversations

► The quality of the feedback given and received within the organisation

► Improvement to the quality of safety within UNE (safety perception survey)

► The efficiency in which grievances and concerns are closed out to the satisfaction of all parties.

4.2 Workload management and assessment:

► Develop and implement a workload management process

► Cognitive task analyses should be considered to capture baseline levels that assess a range of cognitive demands of various roles and work 

conducted at UNE as it pertains to volume (how much) work pace (how fast), how cognitively taxing (how complex), the requirements 

pertaining to interruptions and the degree of task switching (cognitive set and reset)

►Assess and ongoingly monitor academic and non-academic workload using best practice cognitive load measurement, and ensure that 

workloads are equitably, effectively and sustainably managed, with due regard for the limitations of human attention

► Consider the development of job dictionaries informed by cognitive task analyses.

4.3 HSW Management System:

► Continue the update to the HSW management systems in accordance with the development of policies and procedures within the 

psychosocial risk management framework

► Ensure adequate training through roll-out to ensure processes are embedded within UNE

►Monitor HSWMS implementation through adequate assurance mechanisms

►Assess the need for an improved incident reporting digital solution for staff and students (including concerns, grievance and complaint 

handling (See recommendation 5).

Note: The work completed to date to update the policies and procedures under the psychosocial risk management could be leveraged to update 
the concern, complaints and grievance handling process.

Recommendation 4: Develop internal supports and conduct further internal reviews into the governance, 
systems and ways of work at UNE to increase HSW

Review and address shortcomings in systems and processes and how these interact together with people. This requires further investigation to 
understand whether issues are with the processes themselves, behavioural compliance with the processes and systems, ineffective outcomes, 
or a combination of all these factors before formulating solutions that are tailored for maximum effectiveness. Three priority areas of focus for 
consideration are: People and Culture processes, Workload, and HSW management system processes.

People and Culture processes

Performance management processes shape and reinforce an organisation’s culture. When working to improve HSW culture it is more effective 
to reward and recognise leading indicators of good performance rather than lagging indicators such as performance statistics or target 
reductions. Review and refine professional development and performance management processes, including processes associated with reward 
and recognition, to align to the renewed UNE cultural and strategic objectives. 

Workload management and assessment

Address workload concerns through a workload assessment and the development of a workload management process. This assessment should 
take into consideration the known limitations of human capacity for attention, short term memory, speed of processing and other determinants 
of ability in this area.

HSW Management Systems

Ensure UNE’s HSW management system (including policies, procedures and codes of practice) is updated and adequately implemented. This 
includes the continuation of progress made in the development of a psychosocial risk management framework, policies and procedures, and 
competency matrix. The HSW management system updates under the psychosocial safety compliance project aim to mitigate risks related to 
workload, change management, poor support, and inappropriate workplace behaviours. Effectively implementing and embedding these 
processes will support the HSW culture change/transformation and manage UNE’s top psychosocial risks. 
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Recommendation 5: Develop and maintain person-centred work design and practices (continued)

5.2 Concerns, grievance and complaint handling (continued)

The senior-most leaders of an organisation can be reasonably expected to apply a consistent high standard of conduct. The impacts on the HSW 
culture of inappropriate behaviour displayed by leaders can be spread throughout an organisation given that the workforce looks to those in 
senior leadership roles to gauge what interpersonal conduct is considered acceptable to the organisation. 

► It is recommended that the University considers the appropriateness of a default appointment of external investigators for investigations of 

serious allegations against the Council and members of the Executive.

5.3 Bullying, sexual harassment and discrimination

► Develop a targeted communications strategy pertaining to expected workplace behaviours

► Deliver bystander or upstander training

► Deliver leadership training in:

► Zero tolerance for bullying and sexual harassment

►How to recognise and respond appropriately to bullying, sexual harassment and other counterproductive behaviours

► Consider the production of a dedicated employee handbook that combines Code of Conduct with relevant information, direction to policies, 

procedures and processes that pertain to UNE’s stance on bullying, sexual harassment and other counterproductive behaviours.

5.4 Improve behavioural adherence to fit for purpose policies that relate to counterproductive workplace behaviours.

► The aforementioned safe mechanism for support and/or reporting should be managed in an appropriate area of the University by specialist 

staff with relevant expertise in bulling, sexual harassment, discrimination and trauma informed practices

► Provide support to complainants, should they consent to a formal investigation, throughout the duration of the investigation process. This 

can include direction to relevant community health resources when appropriate

► Gather data insights (this could include tracking timeliness, outcomes of investigations, trends across the University and responses to these) 

and regularly present quarterly metrics to the Executive and Council. The risk owner for psychosocial risk may wish to assess the 

appropriateness of working such metrics into RAS reporting or the University’s risk management framework if this is considered appropriate

► Develop an avenue by which members of the UNE community can have a conversation and seek advice prior to commencing down a pathway 

of formal reporting should they wish

► Ensure that the University proactively manages concerns and fears around complainants being compelled to continue to work in close 

physical proximity to or have regular digital interaction with someone they have reported to have bullied or harassed them

► Develop and implement mechanisms that ensure investigations are managed effectively, sensitively and in a timely manner (see also 

Concerns, complaints and grievance handling).
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This report provides a view of the HSW current state, in addition to recommendations regarding 
the critical aspects of a way forward to support the development of a healthy, safe and well 
workplace culture at UNE.

The EY team thanks UNE and all participants who contributed to the Assessment for sharing 

their experiences with openness and candour, along with their views on a path forward. In 

addition to seeking to inform, this assessment can act as a catalyst for the change or 

transformation of UNE’s HSW culture across the organisation. 

Concluding remarks






