
User Guide for the Academic Workload Estimation Tool (AWET)  

Underpinning philosophy 

This guide is based on recent research into academic workloads (Authors, 2017, 2018, 2019; 
2021; in review). It also takes a view of academics as professional scholars whose work is 
central to the effective operation of universities but who require a high degree of autonomy 
and freedom to conduct inquiry (Author et al., in review). Academics are the key to 
universities achieving their mission to deliver high quality teaching and research to benefit 
society and serve the common good.   

It is crucial that academic workload and performance policies recognise this and are 
developed from this standpoint so the policies put in place are designed to support and 
protect the unique aspects of the academic role. Academics also have a leadership role 
within their organisations to ensure high ethical and quality standards of teaching and 
research are established and maintained. This may bring them into conflict with managers 
from time to time.  

The work of academics is crucial to the proper functioning of our universities. Academic 
work is unique in that it through the ethical application of their expertise to serve the 
interests of advancing knowledge for the benefit of their society. They are required to be 
scholarly in their work, which in turn requires a high degree of autonomy and academic 
freedom. 

In a managerial university, this makes academic work difficult to manage, because it 
includes a wide range of disciplines each with their own disciplinary norms in regards to 
research, teaching and service components of the work.  

We have argued at the level of the profession the commonality is the requirement to be 
scholarly. Our research showed little real difference between the work of individual 
academics related to disciplinary differences. Generally, the greatest differences related to 
the experience levels of the academics and or the nature of the research being undertaken. 
However, many of the activities that academics undertake are the same, irrespective of 
their discipline.  

The AWET solution 

As a workload estimation tool, the AWET has been validated against actual workloads. The 
AWET has been designed to capture all the activities an individual academic might 
undertake. Each activity has associated with it a time allocation based on our research. The 
AWET will aggregate these allocations to provide a holistic estimate of an individual’s 
workload, with a breakdown related to research, teaching and service components that 
make it up. These can be used to compare workloads In the interests of fairness, equity and 
transparency.  



When used at an institutional level, it will also enable schools to more clearly and 
transparently compare workloads for equity purposes and determine their academic 
staffing needs and costs when framing budget submissions.  

The AWET assumes a degree of trust and shared governance and decision-making power in 
universities around key decisions related to academic work and the standards of higher 
education.   

Caution: The AWET is not designed to be used to atomise work activities or to be used as a 
time and motion study. It works on an aggregate level as an estimation tool. The figures in 
the AWET are based on research and cannot be unilaterally changed.  

These guidelines contain instructions in how to use the AWET and a glossary of the terms 
used to guide the user.  

How to use the AWET 

The AWET is a spreadsheet that contains a wide range of the activities that may form part of 
your work. It has four tabs at the bottom of the page, the opening page provides a summary 
that outlines your overall workload, the other tabs link to pages to enter your teaching, 
research and service activities respectively The summary page is updated automatically as 
you complete the other pages.  



 

Academic work must be considered holistically in terms of the balance between research, 
teaching and service demands when considering negotiating an individual’s annual 
workload or reviewing their performance. 

There is a glossary of terms used in the AWET which will explain the terminology and guide 
you in your choice. 

Step 1: 

1. On the summary page you enter your name and workload category, discipline, 
academic level and other pertinent details. These details are important for 
estimating the percentage balance between teaching, research and service in your 
workload. 

2. Go to one of the other tabs, it does not matter what order, and select the activities 
you are involved in. Refer to the glossary if you are unsure which activity to select. 

Research and scholarship. 



Research and scholarship, whether funded or unfunded, builds the reputation of the 
university and is central to the career advancement and developing expertise of academics. 

As a workload document, this section of the AWET does not focus on research outputs, it is 
designed to capture the research input activities you undertake and other scholarly work, 
which may lead to research outputs.  

In this way it provides a more accurate estimate of your research workload and ensures any 
expectations of outputs related to your research performance, can be negotiated based on 
the time and opportunity to engage in research activities as outlined in your research 
workload.  

For accountability purposes, the research and scholarship workload for an individual 
academic may consist of a range of associated activities as listed in Table 2. The 
establishment of a research track record and profile is essential to early career researchers 
(ECR), those wishing to gain competitive external research funding, consultancies or 
attempting to publish in prestigious journals.  

Research and Scholarly activity which includes 
This includes but is not limited to: 

• submitting research proposals and teaching development proposals 
• preparing and submitting applications for grants, consultancies and projects with, 

and for industry  
• undertaking and publishing research projects  



• reflection and preparation for research  
• collecting, collating and/or analysing data 
• writing articles and other publications, exhibiting and performing  
• scholarship & research in teaching  
• presenting scholarly papers, addresses to conferences and the like  
• staff development for research and scholarly activity  
• professional development for research and scholarly activity  
• approved travel associated with this work 
• etc. 

 

The time delay between research input and subsequent output needs to be acknowledged 
in considerations of research workload. As a complex process, to be effective, it is desirable 
to retain blocks of time free from other activities for research and such blocks of time 
should be recognised in the determination of an academic’s workload.  

A research active academic should be encouraged to develop a balanced portfolio of 
scholarly activities in terms of research inputs some of which are likely to lead to research 
outputs. Thus, over a time span such as three years, a balance will be achieved between 
input and output while ensuring accountability for use of the time and keeping the workload 
manageable. 

Teaching 

Good university teaching is informed by research and scholarship, with quality teaching 
delivered by staff committed to continuous improvement and resourced adequately to 
perform their role.  

A quality learning experience will enhance the reputation of the University and directly 
relates to the student experience. The teaching section records a wide range of activities 
related to teaching. It covers different levels of unit co-ordination, planning, preparation, 
consultation and assessment. Refer to the glossary to help you decide on the activities 
related to your work.  



 
The teaching page presents 9 columns, in which details related to a given unit are entered.  

• Those with unit coordination duties will fill in the rows to do with Unit Corodination 
and Planning.  

• Those teaching into a given unit begin at the rows labelled Preparation and Teaching 
delivery. delivery rows. 

• There are three levels of planning and preparation to select from: New 
development, Substantial Review and Update, chose the most appropriate row as 
per the glossary.  

• Enter in the cell the number of hours of delivery over a semester, at the appropriate 
level for you. 

Note: There is flexibility built into the AWET to enable development of whole units, or of 
parts within a unit at one or more of these three levels. 



Quality university teaching involves involving a range of related activities (refer Table 5) 
which include lecturing, tutoring and laboratory demonstration, as well as associated 
activities such as planning, preparation, marking, giving feedback and student consultation  

Table 1: Components of Teaching (each comes with a given time allocation) 
• unit coordination responsibilities  
• development of teaching materials and learning resources (e.g. unit outlines, 

authoring learning resources for delivery via online/print formats and may include 
the use of media such as audio/video, streamed to the web) for award courses, non 
award short courses, bridging courses and enabling programs  

• delivery of award courses, non-award short courses, bridging courses and enabling 
programs and any units delivered as part of these courses and programs  

• assessment of student work, including assignment and examination marking, 
checking for plagiarism, moderation of grades, etc  

• student consultation, including face-to-face and online  
• field work supervision  
• supervision of honours students and postgraduate research projects and supervision 

of those RHD students to be counted in teaching as negotiated in performance 
management  

• evaluation of teaching methods and teaching materials  
• teaching scholarship including, developing knowledge, keeping content up to date, 

maintenance of course materials and reflecting on curriculum design  
• staff development associated with teaching related duties: e.g. new online software  
• approved travel associated with teaching, e.g. intercampus travel, national and 

transnational programs  

Service 

Service is an important aspect of academic work. It is important to ensure the collegial and 
scholarly activities that underpin and legitimise academic work can continue. Legitimate 
service work for academics includes activities to support their discipline, their profession, 
their colleagues, society more broadly and or their institution. It is an expectation that in 
general 20% of an academic’s workload will be devoted to service activities in order to fulfill 
their professional responsibilities (see table 3). 



Table 3; Academic Service  

Academic service is a broad term involving service to the profession, the discipline, 
engagement with the community and/or service to the institution.  

Some examples include (but are not limited to):   

Service to the profession 

• editing journals and books, curating exhibitions and directing performances  



• refereeing, examining or reviewing grant proposals, journal articles and theses, 
etc.  

• Serving on disciplinary accreditation 
• Serving on conference organising cmmittee 
• Serving on professional bodies and top-level academic organisations 
• mentoring early career researchers  
• attending confirmations of candidature, etc. 

Service to the community 

• Working on community bodies  

Service to the institution 

• Holding an administrative or leadership role 
• Elected member of academic senate or Council 
• Serving on internal or external committee as a representative of the university 
• General compliance activities such as compliance with the administrative 

requirements of the relevant budget centre, such as attendance at staff meetings 
• Other less formal but relevant activities may also be negotiated as part of this 

component of an individual’s workload.  
• etc. 

Administration: In undertaking their work commitments, academics are often required to 
do certain administrative tasks that enable their institution to function. A standard 
allocation of 120 per annum is awarded to all to cover tasks such as these. 

These may include, but are not limited to:  

• Checking and/or responding to emails. 
• Preparing for and attending Performance Management meetings; 
• WH&S training;  
• Completing claim administrative forms;  
• Preparation for Faculty, School and Program meetings;  
• Attending required staff development activities; 
• Providing feedback to University Policy draft papers;  
• Commenting on ERA journal ranking lists;  
• Applying for work-related leave; 
• Completion of Publication Entry System forms; 
• Etc. 

Application of the AWET 

Once a holistic workload estimate has been obtained from the AWET, this should form the 
basis for negotiation of individual’s workload. The proportions of research, teaching and 



service that comprise an individual academic's workload can be adjusted, using the AWET, 
in conversation during performance management, or as individual circumstances change, to 
account for particular changes in circumstances. This may occur, for example, where an 
individual undertakes an increased administrative load, or wins a significant external grant. 
The AWET enables appropriate trade-offs to be discussed.  

Any such adjustments to an individual’s research and scholarship workload allocation must 
be matched by a corresponding pro-rata increase or decrease in other duties to ensure the 
total allocated work time does not exceed the annual workload hours as set out in the 
Academic Staff Agreement.  

 

  



Glossary  

Term Meaning 

Academic work Academic work requires a degree of autonomy and academic 
freedom 

Allocation 

• Means the time allocations associated with an activity as 
listed in the AWET. 

The teaching allocations were derived in relation to undergraduate 
teaching situation. Some negotiation may be required for post-
graduate teaching, especially in terms of the assessment allocation. 

AWET The Academic Workload Estimation Tool. 
Assessment: • Means the process of formally marking submitted student 

work, as described in the unit outline, in order to provide 
feedback and / or attribute a grade.  

In accordance with good practice a wide range of formative and 
summative assessment tasks may be needed, with some more 
appropriate in certain discipline.  

Assessment tasks may include essays, assignments, examinations, 
portfolios, presentations, field supervision, practical examinations, 
and professional experience.  

Where a unit contains several assessment tasks, the weighting and 
distribution of the standard marking allocation over the 
assessment tasks is to be determined by the unit coordinator in 
accordance with the teaching quality guidelines. 

Consultation 

 

• Means support, discussion and general advice to students on 
an individual basis. 

Delivery 

• Means the actual conduct of teaching sessions, including 
timetabled lectures, tutorials, workshops, demonstrations, 
practical classes, and online activities.  

Delivery time 

• Means the total time to be spent by an academic in 
conducting scheduled teaching activities such as lectures, 
tutorials, practical classes, workshops, lab sessions, etc.  

• Online/flexible delivery units will be allocated a delivery time 
equivalent to an equally weighted face-to-face unit.  

Group size  

• Means the number of students usually acceptable within a 
session that is consistent with its educational purposes and 
any WH&S requirements.  



• Tutorials, workshops, demonstrations and practical classes 
are essentially small group activities and should not normally 
exceed a student-staff ratio of 22:1 and operate within 
appropriate safety constraints  

• NOTE: In many cases (e.g. laboratory sessions, adventure 
activities, field trips, etc.) the student-staff ratio will need to 
comply with WH&S requirements, space limitations or other 
safety regulations regarding supervision.  

Levels of 
development 

New Development  

• Means the allocation acknowledges the significant extra 
time required to research, plan and develop new units 
and/or specific new materials within an existing unit. 

It takes time to research the literature, identify, create or adapt 
resources, and undertake the subsequent educational design, 
preparation and evaluation of the unit. 

 Review  

• Means the allocation acknowledges the extra time 
required to substantially review and adapt an existing unit 
or specific teaching materials, to meet changing needs of 
the discipline or changes in delivery modes.  

The review of a unit or individual lectures, tutorials or 
workshops within a unit, requires additional time to research 
the literature, adapt resources, and undertake the subsequent 
educational redesign, preparation and evaluation.  

The Review allocation is appropriate when determining the 
workload of an academic who is required to:  

• Continue to develop a new unit that has been through its 
first iteration and needs to be reviewed in preparation for 
the second iteration;  

• Teach an existing unit for the first time for which materials 
exist, but with which the academic needs to become 
familiar and/or modify; and/or  

• Adapt an existing on-campus unit for online/flexible 
delivery or vice versa. 

 

 

Update  

• Means the allocation acknowledges that quality teaching 
stems from continuous improvement and ensuring the 



currency and relevance of teaching materials and 
approaches.  

The allocation ensures sufficient time is provided to plan and 
prepare the unit schedule, update the materials and references, 
make changes in response to student feedback, update specific 
lecture, tutorial and/or workshop materials; and improve 
assessment tasks.  

It is considered the “default” allocation for “mature” university 
units to maintain quality and currency.  

It is presumed that the staff member has taught the unit before 
and the materials are within his/her area of expertise.  

Planning 

 

• Means a range of academic tasks such as: developing 
curriculum, developing a unit outline, 
developing/modifying learning outcomes, addressing 
issues from student feedback, checking key dates, 
establishing a unit schedule, designing assessment tasks 
and rubrics, sourcing/updating references and readings, 
sourcing/ checking currency of websites, etc.  

Preparation 

 

• Means the activities required to prepare teaching materials 
and activities for specific teaching sessions such as lectures, 
tutorials, workshops, studio classes, etc. 

Research input 

• Means legitimate research and scholarship related activities 
that academics may be engaged in as outlined above in Table 
2.  

This measure is pertinent to justifying the research component of 
the workload activity of academics.  

Each year, individual academics should verify with their performance 
manager the research, scholarship, projects and other relevant 
activities undertaken in the relevant period.  

Those activities planned for the coming year should also be 
discussed in performance management to ensure the level and mix 
of research and scholarly activity is appropriate.  

Research output 

• Means the resultant published outputs and deliverables from 
agreed research and scholarly related activities. 

These include outcomes of grant applications, submitted articles, 
tenders, books, book chapters, conference papers, posters, artistic 
creations, etc. (see Table 2).  



These outputs should be verifiable in performance management. 
This is to ensure accountability for research time as part of the 
annual performance management process.  

It is recognised that some of these scholarly outputs may be more 
prestigious than others for promotion purposes as evidence of a 
track record when applying for promotion, awards, grants, etc. 
 

Research workload  
Scholarship • Means the process by which an academic maintains 

currency in the area of expertise through a deep 
understanding of developments in their field and the 
application of this knowledge to the advancement of their 
discipline and society more broadly. 

Unit coordinator • Means the subject matter expert with primary 
responsibility for the development, conduct and evaluation 
of a unit.  

The Unit Coordinator will typically have specific expertise and 
experience in the subject matter covered and be the person 
primarily responsible for a range of administrative and academic 
tasks related to developing, conducting and managing a unit in 
accordance with the teaching quality guidelines.  

The existence of unit materials developed for previous offerings of 
a unit may be relevant and useful reference resources when 
designing a unit, but the final determination of the value of such 
resources and the extent to which they are useful should be left to 
the professional judgement of the Unit Coordinator. 

The unit coordinator may also be required to undertake a number 
of related administrative duties for the unit to function including: 
completing QA requirements for an online unit site; notifying 
bookshop and library regarding references; contacting and 
coordinating the unit teaching team; supporting sessional teaching 
staff; organising and conducting moderation meetings, keeping 
track of extension requests, processing student marks, attending 
assessor meetings, etc.  

Teacher/ tutor • Means any academic with teaching responsibilities into a 
unit, but no co-ordination responsibilities, this includes 
sessional academic staff.  

The allocations for their teaching duties will correspond to their 
experience in teaching the material and the number of teaching 
sessions they undertake, including repeat sessions.  



Their assessment and consultation allowances will relate to the 
number of students they teach in their classes.  

The allocations reflect the effort required to prepare for quality 
teaching sessions.  

Repeat session 

• Means a session delivered in the same offering of a unit and 
in the same delivery mode within one week of the original 
session.  

 If no further preparation time is needed for a session, the minimal 
time is allocated, otherwise the appropriate preparation allowance 
applies.  

Online/ flexible 
delivery 

• Means teaching materials designed for online or flexible 
delivery modes. 

Additional time is allocated in recognition that quality online and 
flexible teaching resources require extra time to develop and 
maintain.  

For resourcing purposes, delivery time and student-staff ratios in 
flexible/online delivery mode are assumed to be the same as 
equivalently weighted face to face units.  

Staff / professional 
development 

• Means activities planned within performance management 
designed to develop or extend an academic’s understanding 
of the discipline area, to maintain certification in their area 
of expertise or to update their professional or teaching skills.  

Staff should be able to negotiate an appropriate time allocation to 
complete such tasks as part of their teaching workload.  

Supervision of 
Honours & 

Postgraduate project 
work students 

 

• Means time allocated for supervisors of honours and 
postgraduate students to organsise regular meetings for the 
purpose of assisting students with ethics, research design, 
data collection processes, the implementation of creative 
techniques, and/or the iterative critical appraisal of 
outcomes before submission.  

undertake a research project or other creative work as a major 
component of their assessment. Supervision of these projects 
requires  

 
Supervision of RHD 

students as teaching 

 

• Means time allocated for supervisors of honours and 
postgraduate students to organsise regular meetings for the 
purpose of assisting students with ethics, research design, 
data collection processes, the implementation of creative 



techniques, and/or the iterative critical appraisal of 
outcomes before submission.  

The total allocation for supervision of an equivalent full time 
RHD student is 120 hours per annum.  

• In the case of two supervisors (e.g. each with 50% 
supervisory responsibility), there will be an allocation of 60 
hours each per annum.  

In the case of more than one supervisor, the allocation will be 
apportioned to reflect the responsibility of each supervisor, as 
negotiated between them. 

Academic 
administrative and 
governance roles 

 

It is expected that the responsibilities of academics undertaking 
formal leadership, management and coordination roles are 
commensurate with their level of experience as articulated by the  

Minimum Standards for Academic Levels (MSALS). 
The following basic principles will apply in relation to academic 
administrative and governance allocations:  

• Level A academics will not normally be expected to have 
administrative responsibilities, with the exception of Level A, 
Step 6 academics and above who may be asked to 
coordinate a unit within their specialised discipline area of 
teaching.  

• Level B academics will generally have administrative 
responsibilities focused in their area of teaching, such as unit 
or discipline coordination. They will participate in, and 
contribute to, Faculty/School/Centre committees, research 
partnerships and coordinate small groups of colleagues.  

• More senior academics will generally have greater 
administrative responsibilities connected with large 
competitive research grants and/or may also represent the 
University on external stakeholder bodies, represent the 
Faculty/School/Centre on University committees and/or 
assume leadership roles on Faculty/School/Centre 
committees and projects.  

It is expected that those academics holding key academic leadership, 
management and administrative roles will retain some teaching 
and/or research responsibilities. 

General Compliance 
activities for all 
academic staff 

 

• Means a standard allocation to cover completion of a range 
of administrative tasks that may be required by the 
organisation.  



Demonstration / 
Practical Class 

• means a session with the primary purpose of demonstrating 
skills and supervising a group of students in practising those 
skills and includes any educational delivery described as a 
demonstration/ practical class in a course or unit outline, or 
in an official timetable issued by the University (as may be 
amended from time to time).  

Specific OH&S constraints may apply.  

Discipline / Subject / 
Theme 

• means a specific field of knowledge that forms the basis of a 
field of study or a significant component within a course or 
program.  

EFTSL (Effective Full- 

time Study Load) 

• means the effective number of full-time students enrolled. 
For example, in a 12.5% unit, every 8 students is equivalent 
to one EFTSL.  

Fieldwork 

• means learning experiences outside the classroom, in the 
outdoors or in the workplace. 
 

Specific WH&S or other legal requirements may apply.  

Flexible Delivery 

• means teaching using a mix of delivery modes specifically 
designed to suit the needs of a particular cohort of students. 
Three specific modes of flexible delivery are recognised:  

1. Online delivery – The unit is designed as to be fully online with all 
learning mediated by technology.  

2. Face to face – The unit is designed to be conducted in face to face 
sessions with some minimal use of technologies to assist e.g. to 
deliver unit materials or email students.  

3. Mixed--mode – The unit is designed to use a mix of technology 
assisted sessions and face to face classes (e.g. intensives)  

Lecture 

• means a real time (i.e. synchronous) activity whose primary 
purpose is the presentation and structuring of information, 
ideas, skills (or body of knowledge and/or skills) to a class to 
facilitate student learning. 
 

The activity may be face-to-face to a class or mediated by real 
time/synchronous technology (e.g. video-conference, audio- 

conference), and includes any educational delivery described as 
a lecture in a course or unit outline, or in an official timetable 
issued by the University (as may be amended from time to time).  



Moderation 

• means the process by which student work is independently 
assessed and then compared to ensure consistency and 
fairness in the determination of grades.  

Online Delivery 

• means asynchronous activities whose primary purpose is the 
presentation and structuring of information, ideas, and skills 
to a remote student audience or activities designed to 
facilitate learning and interaction between remote students 
and/or their teachers.  

Typically, these will be recorded or created and made available via 
online technology to students as a file for download or streaming, 
e.g. a recording of a live lecture given face to face on campus, 
podcast, etc.  

Express permission for any subsequent future use of these materials 
should be sought from the creators. 
The existence of recorded materials does not justify a reduction in 
preparation time for staff who teach in subsequent unit offerings.  

Planning 

 

• means the act of designing and organising a given unit of 
work (Refer to table two). 

Preparation 

• means the preparation of learning materials and activities for 
use in specific teaching sessions such as lectures, tutorials, 
workshops, online, etc. 
 

The time required by an individual staff member to create, 
review and/or source the teaching materials will vary according 
to the degree of development of the material and the mode of 
delivery.  

Repeat Session 

• means the repeat delivery or facilitation of a lecture, tutorial, 
workshop or other teaching activity within a week of the 
original, by the same person and in the same offering and 
mode of delivery as the original.  

Scholarship 

 

• means the process by which academics keep up to date with 
knowledge in their field and reflect on their work.  

Tutorial 

• means a structured activity (synchronous or asynchronous) 
whose primary purpose is the clarification, exploration, 
reinforcement of subject content presented or accessed at 
another time or place (e.g. lecture, set reading) and includes 
any educational delivery described as a tutorial in a course or 



unit outline, or in an official timetable issued by the 
University (as may be amended from time to time).  

A tutorial is reliant on student-teacher and student-student 
interaction and dialogue for achievement of its learning outcomes so 
should normally not exceed 15 to 22 students for a theory class and 
numbers must comply with other specific safety and WH&S 
constraints.  

Unit (or Course) 

• Means a recognised and assessed component of a course (or 
program) that is leading to a formal qualification within the 
university. Students may enrol in one or more units from 
those offered in a teaching period.  

A unit (or course) usually has a recognised code and weighting. If the 
same unit is offered in different modes of delivery in the same 
offering (e.g. online, face to face, or mixed mode) for workload 
purposes they will be considered as separate units.  

Unit Coordinator 

• means the person (or persons) with the major academic 
responsibility for the educational design, development of 
teaching materials in a given unit. 
 

The role of the unit coordinator also necessarily involves a range 
of administrative tasks to facilitate student learning in the 
specific offering of a unit of work.  

Workshop 

• means a structured activity (synchronous or asynchronous) 
that involves a mix of presentation of new 
information/ideas/skills by the facilitator and teacher guided 
activities related to that information/ideas/skills. 

It includes any educational delivery described as a workshop in a 
course or unit outline, or in an official timetable issued by the 
University (as may be amended from time to time).  

Work Related Travel 
Time 

• Means the amount of time taken to travel between two or 
more work locations. 

 


