JWSE Academic Line Management Framework
Executive summary  
Why we have a new framework
Our School has grown significantly in size, scale and international reach — and so too has our ambition. We are a vibrant, diverse academic community, united by a commitment to outstanding research, teaching and impact. To nurture the culture that enables this excellence, we need leadership that is clear, coordinated and grounded in shared purpose.
This framework strengthens how we work together by clarifying responsibilities, reinforcing shared accountability and ensuring our academic community is supported in a joined-up way.

What the framework does
The framework:
· introduces a dual model, where all academic staff on R&T and LTS career tracks have a research line manager (HoRD) and a teaching line manager (HoTD);
· clarifies who to contact for support, development and day‑to‑day guidance;
· sets out clear routing for HR processes (e.g., probation, promotion, leave);
· strengthens performance, wellbeing and EDI support for staff;
· explains how line management works for fly‑in-fly-out (FIFO) staff teaching in China, where the Executive Dean (Academic), Director of TNE or Associate Director of TNE acts as the teaching line manager;
· enables more consistent PDR, workload and induction discussions across the School;
· improves coordination between Divisions and Disciplines.

How the framework works
The framework operates through aligned expectations, shared processes and coordinated decision‑making between research and teaching leaders. Structured interactions between HoRDs and HoTDs, shared tools and consistent workflows ensure that staff receive timely, coherent and transparent support wherever they work in the School.

What this means for you
· You will have a clear point of contact for any query, depending on whether your query relates to research, teaching, or your role type (R&T, LTS, FIFO).
· Your line managers work together to support your career development, wellbeing, performance and progression in a coherent way.
· Processes such as PDR, probation, promotion and leave follow clear and transparent routing.
· You will receive consistent guidance and expectations wherever you work within the School.
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1. 	Purpose and rationale
	The School’s academic environment integrates world-leading research, high-quality teaching, and international delivery across multiple campuses. To support excellence across this breadth of activity, we require a line management structure that:
· provides clear accountability for research and teaching;
· ensures transparent and equitable leadership;
· supports consistent staff development and performance management;
· reduces ambiguity in day-to-day decision making;
· enables collaboration between research and teaching leadership;
· aligns academic activity with School and University strategy.
	The dual solid-line matrix management model ensures that every academic on R&T and LTS career tracks has structured leadership aligned to both research and teaching responsibilities:
· Research leadership (Head of Research Division – HoRD) 
· Teaching leadership (Head of Teaching Discipline – HoTD)
	This model reflects the integrated nature of our academic work and ensures coherent management of performance, workload, communication, and support across the School.


2. 	Principles
2.1 	Dual solid-line structure
Every academic is jointly line-managed by:
· HoRD — research leadership
· HoTD — teaching leadership
These two solid‑line managers share accountability for performance, workload, standards, development, and culture.   
Staff delivering teaching in China
For fly‑in-fly-out (FIFO) staff teaching in China, the Executive Dean (Academic), Director of Transnational Education (TNE) or Associate Director of Transnational Education (TNE) acts as the teaching solid‑line manager for all teaching line‑management responsibilities (e.g., teaching‑related PDR inputs, annual leave approvals, day‑to‑day oversight of delivery, student experience).


The HoTD retains responsibility for curriculum leadership, academic standards, assessment integrity, and overarching teaching expectations across the Discipline. 

For TNE delivery in China, the Director of TNE holds overall accountability for academic quality and programme delivery, working with the Associate Director of TNE, Executive Deans and HoTDs to ensure curriculum alignment and standards are maintained across all campuses. 
Leadership reporting lines
A small number of academic leaders (e.g., Associate Heads of School, Directors, Executive Deans) have defined leadership reporting lines that differ from this typical arrangement. 
2.2 	Accountability and role clarity
	Typically, HoRD and HoTD are paired in a consistent way (see Appendix A).  In some cases, an academic member of staff may have a different teaching line manager outside the standard pairing where this better reflects their activity profile. This approach maintains clear accountability and keeps communication between research and teaching leaders straightforward.  
2.3 	Management accountabilities
· Head of Research Division (HoRD)
Accountable for research priorities, research culture, and alignment with School level research strategy.
Reports to the Director of Research / Associate Head of School.

· Head of Teaching Discipline (HoTD)
Leads curriculum, pedagogy, assessment and academic standards, and is accountable for overall teaching quality across the Discipline.
Reports to the Director of Learning & Teaching / Associate Head of School.

· Executive Deans (China)
Provide in country academic leadership for TNE delivery with the Executive Dean (Academic) acting as the teaching solid-line manager for some fly-in staff delivering in China.
Report to the Director of Transnational Education (TNE) for strategic oversight.

· Director of TNE 
Provides strategic leadership of TNE provision and line manages the Executive Deans. 
2.4 	Shared Leadership
		HoRD and HoTD must work collectively to ensure:
· PDR consistency and performance oversight;
· workload planning and redistribution;
· probation and promotion support;
· succession planning and talent development;
· management of complex cases.
2.5 	PDR reviewer allocation
		An annual School-level review:
· ensures equitable PDR workloads;
· allocates reviewers (who may not be the solid-line manager);
· does not change solid-line relationships;
· requires calibration meetings for consistency.
2.6 	Dispute resolution
		If agreement cannot be reached between HoRD and HoTD following escalation to the Director of Research and Director of Learning & Teaching, cases are escalated to the School Executive Board.

3. 	Operational responsibilities summary
3.1 	Approvals
	Process
	Typical 
R&T staff
	Typical 
LTS staff
	FIFO staff  

	Expenses
	HoRD
	HoTD
	Executive Dean, 
Director or ADirector of TNE

	Leave (e.g., annual, business leave)
	HoTD
	HoTD
	Executive Dean, 
Director or ADirector of TNE 

	Teaching related matters
	HoTD
	HoTD
	Executive Dean, 
Director or ADirector of TNE

	Research related matters
	HoRD
	HoTD
	Executive Dean, 
Director or ADirector of TNE (LTS)
HoRD (R&T)




	Flexible working
	HoTD/
HoRD
	HoTD
	Executive Dean, 
Director or ADirector of TNE / HoRD

	Probation oversight
	HoTD/
HoRD
	HoTD
	Executive Dean, 
Director or ADirector of TNE (teaching)
HoRD (research)

	Promotion support (teaching)
	HoTD
	HoTD
	Executive Dean, 
Director or ADirector of TNE

	Promotion support (research)
	HoRD
	n/a
	HoRD


Note: “Typical” refers to staff not on fly-in teaching assignments in China.

Leave request requirement: Staff must confirm in the request notes that their planned leave does not conflict with teaching, assessment, or service commitments. Approvers will not approve leave unless this confirmation is provided.

Promotion cases: Responsibility for overseeing a promotion case sits with the manager appropriate to the role type (LTS or R&T), as set out above.   That manager works with the individual to support the application.  However, both solid-line managers (HoRD and HoTD, or HoRD and the Executive Dean (Academic), Director of TNE or Associate Director of TNE for FIFO staff will provide formal input to relevant parts of the case.  

Note: For LTS staff, scholarship and pedagogical research falls under teaching leadership and is therefore overseen by the HoTD or Executive Dean (Academic), Director of TNE or Associate Director of TNE, as assigned.
3.2 	System visibility
· Both solid-line managers will have full line management access to HR Core records.
· Academics will select the correct approver when submitting expenses.



4. 	Roles and Responsibilities
The School’s dual solid‑line model ensures clear academic leadership across research and teaching, shared between Heads of Research Divisions (HoRDs), Heads of Teaching Disciplines (HoTDs), and, for FIFO staff in China, the Executive Dean (Academic), Director of TNE or Associate Director of TNE. 
Each matter is directed to one responsible manager, based on job classification and whether the issue relates to research or teaching.
For personal, sensitive or day-to-day matters, staff should approach the manager most relevant to their role type: 
· R&T staff → HoRD 
· LTS staff → HoTD 
· FIFO staff → Executive Dean (Academic), Director of TNE, or Associate Director of TNE (or HoRD if the matter specifically concerns their research role)
This ensures a single, clear point of contact for staff.  Where a matter requires input from both research and teaching leadership—for example, issues affecting workload, unplanned leave, or academic progression—it is the responsibility of the manager first contacted to liaise with the other, ensuring coordinated and consistent support. 
4.1 	Line management responsibilities  
Staff should normally contact the responsible manager following the routing set in Section 3.1  
4.2 	Performance, development and wellbeing
Line managers are responsible for supporting performance and development across research and teaching, in line with staff job classification. Responsibilities include:

· providing direction, career development guidance, and active support for staff seeking progression or promotion;
· offering informal feedback, early intervention and proportionate support where concerns arise;
· proactively identifying underperformance, wellbeing concerns, or support needs, and taking timely action using informal and, where necessary, formal HR processes;
· contributing to PDR planning through the reviewer allocation process;
· ensuring wellbeing and sensitive matters are addressed appropriately and in coordination with HR where relevant;
· embedding and championing Equity, Diversity and Inclusion (EDI) in all aspects of line management, ensuring fair and transparent decisions and actively addressing barriers to equity and inclusion;
· overseeing compliance with institutional policies, including health and safety good practice and research integrity;
· promoting a positive, supportive and accountable workplace culture that reflects and advances the University’s values.

		PDR inputs:
· Research input → HoRD
· Teaching input → HoTD (or Executive Dean (Academic), Director of TNE or Associate Director of TNE for FIFO staff)
· Reviewer may differ, but accountability remains with the solid‑line managers
4.3 	Work allocation
Teaching work allocation is planned and allocated through the teaching leadership structure:
· Typical staff → teaching allocation coordinated and confirmed by the HoTD
· FIFO staff → teaching allocation coordinated and confirmed by the Executive Dean (Academic).
HoRDs and HoTDs (or other designed teaching leadership for FIFO staff) coordinate to ensure balanced overall workload, taking into account teaching commitments, research activity, and academic citizenship.
4.4 	Induction
Both line managers contribute to induction and probation to ensure coherence between research and teaching expectations. 
· R&T staff
· Research induction → HoRD
· Teaching induction → HoTD or Executive Dean, Director of TNE, Assocate Director of TNE (for FIFO staff)

· LTS staff
· Teaching induction → HoTD or Executive Dean, Director of TNE, Associate Director of TNE (for FIFO staff)


4.5 	Head of Research Division (HoRD) — research leadership
The HoRD provides research leadership for the Division, with line‑management responsibilities focused on:

· setting direction for good research culture and grant activity, and supporting staff to align their work with the School’s research strategy;
· facilitating staff development in research, including access to mentoring, publication planning, and progression discussions;
· supporting staff engagement with collaboration and interdisciplinary research opportunities;
· monitoring Trusted Research considerations and signposting staff to relevant guidance and expectations;
· supporting a culture of proactive research risk management to safeguard staff and postgraduate research students, and to minimise downstream compliance burdens;
· providing research-focused input for PDR and promotion processes.

4.6 	Head of Teaching Discipline (HoTD) — teaching leadership
The HoTD provides academic leadership for teaching within the Discipline, with line‑management responsibilities focused on:

· setting expectations for curriculum, pedagogy, assessment, and academic standards;  
· confirming teaching work allocations and supporting staff in meeting teaching requirements;
· supporting staff to address student feedback, progression, and attainment issues;
· ensuring staff understand and apply teaching quality expectations across campuses;
· supporting a culture of proactive teaching and student‑related risk management;
· providing teaching-focused input for PDR and promotion processes.
4.7 	TNE academic leadership
For FIFO staff delivering teaching in China, the Executive Dean (Academic), Director of TNE, or Associate Director of TNE acts as the teaching solid-line manager.  Key responsibilities include:
· setting expectations for local delivery and TNE quality requirements, in line with School and partner-institution standards; 
· confirming teaching work allocations for FIFO staff and supporting them in meeting local delivery requirements; 
· supporting staff to address teaching-related issues arising in-country, including delivery challenges and student feedback;
· ensuring staff understand TNE-specific requirements and quality expectations;
· providing teaching-focused input for PDR and teaching-related HR processes.

5. 	Processes for reducing ambiguity
5.1 	Performance & Development Review (PDR)
· Allocated through the annual PDR reviewer allocation process
· Reviewer may differ from solid‑line manager
· Joint accountability remains with solid‑line managers (HoRD + HoTD; Executive Dean (Academic), Director of TNE, or Associate Director of TNE for FIFO staff)
· Calibration meetings ensure consistency.
5.2 	Coordination Mechanisms
· Monthly HoRD–HoTD paired meetings
· Termly School‑wide alignment meetings
· Leave approvals must confirm no conflict with teaching or service obligations
· For fly‑in staff, the Executive Dean (Academic), Director of TNE and Associate Director of TNE participate in relevant planning and oversight meetings as the teaching line manager.

6. 	Research–Teaching leadership alignment
	Divisions and Disciplines are paired for coordination only. Pairings do not determine line management assignments. (See Appendix A.)



7. 	Teaching work allocation principles
	Category
	Allocation

	R&T baseline
	30 credits

	LTS baseline
	50 credits

	Early career
	10 → 20 → 30 credits (years 1–3) typically (R&T)
30 → 40 → 50 credits (years 1–3) typically (LTS)

	Leadership roles
	~10 credit reduction

	Grant recovery / fellowships
	Up to 20 credits; full exemption only where required by fellowship

	Project supervision
	Included in overall workload balance



	Reduced teaching loads for early career staff are outlined based on an assumption of PgCAP being undertaken in Year 1. 
	FIFO delivery: Teaching workloads for fly‑in-fly-out (FIFO) staff will be adjusted to reflect travel time, delivery patterns, and in‑country operational demands. While allocations remain aligned with School workload principles, they may vary year‑to‑year in response to operational requirements.

Appendix A — Division–Discipline pairings
	Research Division
	Teaching Discipline

	Autonomous Systems & Connective
	Aeronautical & Aerospace Engineering

	Biomedical Engineering
	Biomedical Engineering

	Electronics & Nanoscale Engineering
	Electronics & Electrical Engineering

	Infrastructure & Environment
	Civil Engineering

	Systems, Power & Energy
	Mechanical Engineering


 
Appendix B — HR Core implementation notes
User Defined Fields
· Discipline affiliation captured via UDF  
· Prevents headcount / FTE discrepancies
· Assign access to both solid-line managers
· Support dual visibility without duplicating structures
Approval Routing
· All leave types visible to both solid-line managers
· Expenses routed to selected manager
· Both HoRD and HoTD see full reporting-line information
· Ivanti requests (including occupational health referrals, probation and flexible working requests) are routed through Ivanti workflows based on career track
· Outlook displays a single line manager only and is constrained to career-track alignment by Microsoft platform functionality
PDR / Promotion Visibility
· PDR reviewer - the system can only assign one reviewer
· Future dual-visibility options to be explored with PPR
· UDF fields support reporting for promotions and reward processes
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