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Executive Summary
The Australian National University (ANU) established the Inclusion, Diversity, Equity
and Access (IDEA) Governance Framework in 2019 to unify work underway across the
University in support of inclusion, diversity, equity, and access principles, and to drive
change, culture, policy, and practice improvements across colleges and portfolios.
In July 2021, the Senior Management Group (SMG) of the University approved a review
of the operation of the IDEA Framework to reflect on its inaugural two years of
operation. This report outlines the key findings of the review and proposes how the
Governance Framework should be restructured and refocused to best enable ANU to
realise its equity and inclusion vision as detailed in ANU 2025, while improving the
effectiveness and efficiency of its operations.
The new proposed framework builds on the success of the IDEA Framework while
focusing on enabling the University to realise Pillar 4 of ANU2025 by advising and
leading on the development of appropriate strategies, policies and practices.
The new framework will provide:
• Greater alignment to University strategy through greater engagement with
University leadership, clear accountability and reporting.
• A clear purpose for the committee, with decision-making authority resting with
SMG.
• Clearer roles and responsibilities of the committee and its working groups,
through updated and aligned terms of reference.
• Better consistency of governance and administration through the Equity and
Belonging Team who will provide secretariat and project support for the
Framework.
• A stronger connection to University leadership and key stakeholders through
the revised membership and reporting structure
• Greater clarity on workload expectation and timeframes through Terms of
Reference enhanced communications and administrative support.
Some of the key changes include:
• Establishing SMG as the 'parent body', with decision-making authority
• Enabling the committee to be strategic and action-orientated by establishing an
annual planning and reporting cycle and re-positioning the Terms of Reference.
• Aligning membership with senior leadership responsibilities and desired
outcomes
• Working groups focused on specific tasks/actions, with finite timelines and
clear workload expectations.
• Clarifying College and Portfolio governance expectations.
• Utilising best-practice methodologies in the framework, including
intersectional and settings-based approaches.
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Background
The Australian National University (ANU) established the Inclusion, Diversity, Equity
and Access (IDEA) Governance Framework in 2019 to unify work underway across the
University in support of inclusion, diversity, equity, and access principles, and to drive
change, culture, policy, and practice improvements across colleges and portfolios. The
Deputy Vice-Chancellor (Student and University Experience) is responsible for the
operation of the Framework.
The ANU IDEA Oversight Committee was established to provide strategic oversight,
policy review, monitoring, evaluating, and resourcing of IDEA initiatives. It was also
responsible for establishing and monitoring IDEA Action Plans through the
appointment of targeted working groups. These plans included the Reconciliation
Action Plan, the Gender Equity Action Plan, the Disability Action Plan, and the Social
Inclusion Plan, not all of which eventuated.
On 8 July 2021, the Senior Management Group (SMG) of the University approved a
review of the operation of the IDEA Framework to reflect on its inaugural two years of
operation. The review was to consider the structure and operation of the Framework,
resourcing and administrative support needs and availability, and the governance of
the Framework in the context of recent improvements in governance management at
the University. The review was also to consider the Framework in the context of the
new vision for the University as set out under Pillar 4 - Being a standard-bearer for
equity and inclusion of the ANU Strategic Plan 2021-2025 (ANU 2025).
The review started in late 2021: this report outlines the key findings of the review and
proposes how the Governance Framework should be restructured and refocused to
best enable ANU to realise its equity and inclusion vision as detailed in ANU 2025,
while improving the effectiveness and efficiency of its operations.
After consultation, the report will be finalised and submitted to SMG for approval.

Methodology
The objectives of this review were to ensure the University has:
•

effective groups, with charters that align to the strategic drivers of the
University and ANU 2025

•

clear and consistent roles and responsibilities across all committees and
working groups

•

a high-quality governance and administration system to enable the effective
delivery of strategic outputs in a timely manner

•

appropriate connections between practitioners, influencers, and advocates in
the ANU community

•

support for the development and delivery of the University's strategic priorities
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•

mechanisms in place whereby the work undertaken and endorsed by groups
has a clear purpose and decision-making pathway to support real change and
realisation of work for change, and

•

an appropriate expectation of work from members across the committee and
working groups with clear action plans and mechanisms for managing and
reporting activities.

The review was initiated in late 2021 by the Senior Adviser to the Deputy Vice
Chancellor, Student and University Experience. This initial stage involved discussions
at some working group meetings, as well as informal and confidential small or
personal discussions with staff and students. Ideas for a way forward were identified
by the Senior Advisor but she departed the University before consultation could be
undertaken.
The review was taken up by the new Equity and Belonging Team in the Student and
University Experience Portfolio in January 2022 and this draft report was developed
for consultation.
The consultation is running from 1 March to 1 April 2022 and is open to all staff and
students. News of the consultation period and process is being shared through
multiple internal staff and student channels, including newsletters and website news
sections across multiple business units and colleges.
The feedback received will be considered and appropriate amendments made to this
report before its recommendations are submitted to SMG for consideration in April.

Current State
The IDEA Governance Framework has been operating since 2019 with seven perpetual
working groups reporting to a single IDEA Oversight Committee. Within this time
some working groups have been able to deliver work actions at a consistent tempo,
whilst others have stalled or have not delivered the expected impact in the way that
had been originally envisioned.
The current structure of the framework can be found in Annex 1.
During the initial stage of the review there were consistent themes in the feedback
offered in relation to the operation and efficacy of the IDEA Framework and its
working groups. There were also ideas shared on how the Framework could be
improved. These are summarised below, in relation to the primary objectives of the
review.

Alignment to University Strategy
There was strong agreement that a governance framework for equity and
inclusion had a valuable place in the University and that the space it offered for
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shared discussion across the community needed to be retained to realise goals
under ANU 2025.
However, feedback consistently raised substantial concerns about regularly
siloed consideration of matters raised in groups within the Framework. The
existing identity-based scopes of the current groups limits the ability for groups
to take an integrated, intersectional approach to enhancing ANU community
responses and change. And given the number of working groups the Oversight
Committee didn't have time to do more than receive reports.
For example, the Gender Equity Working Group considers gender-based issues,
and the Disability Access and Inclusion Working Group considers disability
based matters: but there is no opportunity to unite discussions and consider
the impact of matters on individuals and groups identifying in the intersection
of being both marked by gender-based discrimination and as impacted by their
experience of disability simultaneously. The current Framework does not foster
intersectionality as a perspective, which is crucially important to the
undertaking of meaningful work in the equity and diversity space especially
given the ANU 2025 goal to be a standard bearer for equity and inclusion.
There was also a strong desire to be more connected to executive decision
makers such as SMG and the ANU Council, and to be more focused in working
with them on ANU 2025 priorities. Layers of reporting were inconsistently
understood, leading to a dissonance between the actions of groups and how
they were reported to senior leaders, preventing meaningful change from being
actualised.

Clarity of roles, responsibilities, and relationships
There was a large amount of feedback on the confusion around the roles and
responsibilities of the IDEA Framework groups. Most commonly, members felt
that the expectations placed upon them were unclear and inconsistently
realised and communicated across groups. For example, groups have differing
expectations of members in areas such as meeting participation, circulating
information within their organisational unit, and/or preparing reports for
meetings. It was reported that attendance was also a common issue with the
same people attending regularly, while some members never attended, or did
not attend regularly enough to meaningfully contribute to the activities of the
group.
In the current Framework, groups that were initially proposed to operate as
networks and communities of practise evolved to become working groups. The
valuable discussions held in the working groups are important in growing the
understanding and knowledge in our community but contribute to a trend of
conflating roles and authority of different groups. In turn, this has had a broad
impact on the wider agenda that was to be delivered under the IDEA
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Framework. This often led to disappointment, frustration, and an inability for
groups to affect the change and improvements they planned.
Some members reported that ideas had been developed that required the active
engagement and action of organisational units but then found there was no
authority to make the actions happen. There was a strong desire to have greater
clarity on what authority groups have for activities under the Framework, so
that members know if or when they are empowered to act and under what
authority they can do so.

Consistency and availability of governance and administration
There was keen interest in having more consistent reporting within and across
groups, and between Colleges and Portfolios and senior management,
particularly SMG. With up to seven groups reporting at varying frequencies to
the IDEA Oversight Committee at any one time, the committee became more of
a passive receiver of information. Also, with the Oversight Committee having
no clear pathway for decision making it was a challenge for any group to have
their matters clearly understood, discussed or approved.
Meeting scheduling was another common topic in the feedback. Most groups
met four times a year, but some members felt this was insufficient to be able to
progress matters each year or refer discussions between groups without losing
momentum.
It was also noted that all of the working groups developed a quasi-permanent
approach to approaching their specific subject area and many lacked a clearly
defined task and activity plan. Many groups would have functioned better as a
time-bound and action-constrained entity with a smaller membership but have
ballooned and reinforced their perpetual existence.
Overall, it was considered highly desirable to have clear areas of influence and a
mutual understanding on what authority a group holds. The ability to consider
matters from multifaceted views rather than just from the groups' titular
perspective (e.g., Gender Equity Working Group using predominantly a
gendered lens, without being able to consider the implications of their actions
on other identity groups), was also considered to be crucial to the impetus of
equity and inclusion work.

Connecting key stakeholders and University leadership
Another common theme in the feedback was a desire for more interconnected
discussions within and beyond the IDEA Framework, with more referral of
matters between groups. Under the existing structure, this referral relies on
staff who are members of multiple groups to raise the matters across different
areas in a timely manner.
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It was reported that many members were frustrated, not understanding how to
make best use of the group and the information shared. There were also
frustrations about not knowing who the representatives were in other Colleges
or Portfolios that they could work with since many did not attend meetings
regularly.
There was further frustration that members (or their proxies) were not imbued
with the authority in their own position to make commitments for the activities
under discussion.
It was also noted that there was confusion and a lack of consistency about the
existence or operation of local committees at the College or Division level, and
that it was unclear if group members should be taking items from their groups
to existing area committees or forming new ones.

Some members also expressed frustration about being the only member in a
group for a broad area and the difficulty in representing the wide range of
different views and experiences within that area. There was interest in a more
open membership that allowed for greater participation. If that weren't feasible
some suggested more formalised and streamlined reporting that is publicly
shared to increase transparency and awareness, as well as enhanced
communication to group members and the wider ANU community could help
address the issue.

Reasonable burden of work
It was often noted that there is a high level of volunteerism expected within the
IDEA groups which is difficult for staff to meet, and that for some this was not
clear to them upon joining the group or viewing the existing Terms of
Reference.
It was felt that staff dedicated to supporting the operation and activities of the
groups would help drive progress.
Some members also noted that where their participation required work
between meetings that this should be recognised as part of their regular duties
in their home organisational unit.

Clear purpose and decision making to realise change
As already reported, members noted that the purpose of some groups is
unclear, with some terms of reference not relevant to progressing work at the
University, and not having clear priorities. It was felt that a lack of a roadmap
also makes progress difficult. A clear course of action is needed in each group to
set goals, priorities and help manage expectations. It was also regularly noted
how difficult it is to refer /raise matters with groups and organisational units
and it is unclear how this should be done.

The Australian National University
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Annex 2 summarises the common feedback received from each of the current IDEA
groups.

Proposed way forward
Based on the discussions held to date, a new governance arrangement is being
proposed. The new 'Wellbeing and Equity (WE) Governance Framework' is outlined
below and a diagrammatic representation of the structure can be found in Annex 3.
This proposed way forward aims to refocus the Framework to its original mission:
governance of equity and diversity work at the University.

Purpose
The new Wellbeing and Equity (WE) Governance Framework will build on the
successes of the IDEA Framework. It will enable the University to develop a system of
policy and practice that facilitates the strategic vision of ANU 2025 by providing
strategic guidance and policy advice. The proposed Framework will create an
appropriately interconnected and accountable mechanism to support and realise Pillar
4 - Being a standard-bearer for equity and inclusion of ANU 2025. The decision-making
authority will rest with SMG, where such responsibility doesn't already sit elsewhere.

Governance
It is proposed that the WE Framework is established under the authority of SMG, with
oversight allocated to the Deputy Vice-Chancellor, Student and University Experience
(DVC (SUE)).
SMG will be the decision-making authority for the recommendations to arise out of the
WE Framework, to support change in the ANU community being realised. As such, SMG
will receive reports from the committee as appropriate and at least annually. Where
appropriate, recommendations can also be made directly to a responsible unit,
particularly where they have the decision-making authority for the matter.

Committee
It is proposed that there is a central commissioning and agenda-setting committee, the
Wellbeing and Equity Committee (WEC), which reports directly and regularly to SMG.
The Committee will be expected to use an intersectional lens of experience and
identity to take a holistic view of the ANU community's experiences. This Committee
replaces the IDEA Oversight Committee and will improve the connection between the
Framework and senior leaders.
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The WEC's scope of work will be:
•
•
•
•
•

•
•

Oversee the development, implementation, and reporting of relevant strategies
(as approved by SMG)
To consider/address any matters referred to it by SMG
Provide a forum to discuss current thinking on relevant issues - to share
ideas/initiatives
Provide an avenue for consultation on the implications of policies, programmes,
and services
Monitor issues nationally and locally, identifying gaps and opportunities for the
University and make recommendations to relevant committees or
organisational units as appropriate
Establish, monitor progress, and evaluate outcomes of initiatives led by the
Committee or its working groups, and
Facilitate information flow across the University and between levels, reporting
to SMG at least annually.

The Committee is not responsible for:
•
•
•
•

The Enterprise Bargaining Agreement
Any policies and procedures which already have their own governance and
regulatory processes, i.e., staff policies
Any organisational unit and services, or
Case Management i.e., WHS

The WEC will have a Terms of Reference that will clearly define its purpose and scope,
ensuring that it is aligned with ANU 2025 and the current ANU governance approach.
This will be developed after the consultation on this report and will require the
approval of SMG before implementation.
The membership for this committee will be limited to 15 members in order to support
focused discussion and progress. Membership will be comprised of a cross section of
senior leaders from Colleges, Portfolios, ANUSA and PARSA, who can address the scope
of Pillar 4. The Committee will be chaired by the DVC (SUE). The committee can also
run broader consultations to garner input from a wider range of stakeholders. This
structure will allow for better relationships between committees, senior leaders, and
decision-making bodies of the University.
In response to the challenges raised in the review, the Terms of Reference will make
clear the anticipated workload of members to inform local managers in their workload
planning. At a minimum committee members will be expected to consult and engage
stakeholders within the community they are representing.
The foundational approach of the new WEC is to centre intersectional considerations
of issues pertaining to wellbeing, belonging and social inclusion, diversity, respect, and
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discrimination. Without an intersectional approach to issues of equity and diversity,
actions to address issues on campus can become duplicated and even conflicting. The
new WEC will consider matters and form plans that are informed by perspectives from
all impacted groups to ensure that solutions are cohesive and consider outcomes for
all staff and students, rather than different perspectives being considered in a siloed
fashion. This approach enables the Committee and the wider Framework to keenly
consider the ways in which various aspects of a person's identity can expose them to
overlapping forms of discrimination, marginalisation, and exclusion.
To address some of the scope challenges currently faced by the IDEA Oversight
Committee, and to ensure that they are not carried to the new WEC, the following
practices will be adopted:
•

The Committee will meet once every two months.

•

A starring system will be adopted for Committee meeting agendas, with items
being starred for discussion by the Chair, or by members at the commencement
of the meeting.
Un-stared reports to the Committee will be taken as read.

•

In the first quarter of each year, the Committee will hold a planning session to map
ideas and priorities for the year as well as identify any working groups which may be
needed. This plan will require SMG approval before implementation.

Working Groups
The WEC can, with the approval of SMG, establish one or more working groups to help
focus action on key priorities. Once the priorities for the year are identified the
Committee might find it helpful to establish smaller, focused working groups to
address a specific development or action that is within its scope.
Previously, the IDEA Framework took a demographic approach to the allocation of
work between its working groups. Actions and functions were undertaken based on
who or what groups of people the work would impact (for example, women, parents,
people with disability), rather than what the impact was. This often led to the
aforementioned siloed discussions of issues - for example, conversations about the
impact of a report on sexual violence on campus would be discussed separately across
groups without unifying perspectives on the varying impacts of sexual violence on
women, LGBTQIA+ people, people with disability, or Indigenous people. Therefore the
WERG Working Group Terms of Reference will consider a more intersectional
approach to issues of equity and diversity, actions to address issues on campus can
become duplicated and even conflicting.
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Importantly, the aim for the working groups under the new WE Framework is not to
replicate the same working groups that have been operating under the IDEA
Framework. Instead, the WEC will consider the plans, actions and initiatives that need
to be undertaken and completed within a given timeframe, and subsequently endorse
and establish relevant working groups with an appropriate membership to see this
work to completion.
It is expected that the WEC will have a much smaller set of working groups than the
former IDEA Oversight Committee, and that they wil1 exist for much shorter durations
than working groups under the IDEA Framework have tended to. The membership of
any working group will be drawn from the wider University, not just from within the
Committee, thereby drawing in additional advocates and experts who can drive and
deliver outcomes in line with a time-limited scope of work. Again, this will improve
connections between the groups and the relevant decision-makers and influencers
pertaining to discrete, specific streams of work.
The Terms of Reference and membership of WEC working groups will require the
approval of the WEC Chair. These working groups will be established for a very
specific purpose and have a limited time duration of no more than one year, with no
more than 7 members, this enabling the group to focus on a clearly defined task and
activity plan. Each working group will develop a detailed activity plan on how it plans
to achieve its task, and submit it to the WEC for approval, before implementation.
The working groups will meet frequently, and report on progress to the Committee, as
per a schedule detailed in their specific terms of reference. The meeting and reporting
schedule will be informed by the scale and complexity of the tasks allocated to the
group.

College /Portfolio Committees
Colleges and Portfolios will need to have a mechanism for the receipt and
consideration of WEC minutes and for contributing to initiatives as appropriate. It is
up to individual Colleges and Portfolios as to whether or not a local WEC is the best
approach, or if it would work better as standing item(s) on existing College/Portfolio
committees. For example, placing WE-related items regularly in existing committee or
leadership meetings will ensure that matters are considered at a level that is senior
enough for decision and action, as well as support an approach that integrates WE
work into everyday business, rather than being a separate, isolated stream of work in a
standalone committee.

Administration
The proposed WE Governance Framework will require support to better enable it to
be a meaningful mechanism and supportive structure for Pillar 4 of ANU 2025. To
address existing concerns about a lack of dedicated secretariat and administrative
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support for the IDEA Framework, the Student and University Experience Portfolio has
undertaken to invest in a new Equity and Belonging Team which will be responsible
for providing continuity, secretariat support, and project support to the committees,
and associated working groups where possible and appropriate.
The Equity and Belonging Team will also explore means of enhancing the student and
staff voice through quantitative and qualitative analysis where appropriate, to track
impact, progress and emerging or trend issues, as well as provide an avenue for
students and staff to raise matters arising from agendas and/or minutes in a safe
environment.
The team will also support increased transparency for the Framework within the
University community, the details of which will be finalised with the approval of the
DVC (SUE) when the new WE Governance Framework is being implemented. The
transparency measures that will be considered include:
•
•
•

simplified updates from committees on their progress that will be publicised
using existing, internal ANU channels
regularly updated web pages to include agendas and minutes from meetings,
and
annual plans with associated reporting being available to community.

The Equity and Belonging Team will take up a critical role in centralising and
streamlining the support for the WE Governance Framework, including preparing and
tracking performance against plans, and ensuring support for the Committee and
associated working groups (either through their own support or providing advice and
guidance to group members).
Administratively for the WEC, changes that reflect the feedback on the IDEA
Framework will include:
•
•

•
•

•

Agendas will be prepared in concordance with Chairs and Deputy Chairs and
published online on an agreed schedule prior to the meetings.
Minutes will be finalised by endorsement of the Chair and Deputy Chair
following the meetings and published online on an agreed schedule prior to the
meetings.
Goal setting plans and progress reports will be maintained throughout the year
and available upon request or made publicly available online.
Members who are unable to attend will be expected to provide proxies, with
members who depart the committee or the University, responsible for advising
the head of their portfolio/college/association and the secretariat so new
members are appointed in a timely way. This expectation will be made explicit
in the Terms of Reference.
Clear communication lines between College/Portfolio committees and
University committees will be established and maintained.
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•

•

Time commitments for members will be outlined and advised in writing for
supervisors and heads of School/College/Portfolio to inform considerations of
work balance and reflection in performance discussions.
Terms of Reference for working groups will be drafted collaboratively for SMG
consideration, and regularly reviewed by the WERG Committee to ensure the
work of the working groups are aligned.

Consultation
The consultation process will be open from 1 March to 1 April 2022, and welcomes
feedback from all members of the ANU community, staff and students alike. Feedback
can be submitted by individuals or groups and will be treated confidentially unless a
response and relevant contact/identifying details are provided.
At the conclusion of the consultation period, all feedback will be considered by the DVC
(SUE) and applied where appropriate. The resulting report will be submitted to SMG
for consideration in April. Following SMG approval, implementation of the WE
Governance Framework will commence by July 2022, at which time all existing IDEA
working groups will cease and their work streams will transfer to the new Framework.
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Annex 1:

CURRENT IDEA GOVERNANCE FRAMEWORK
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Annex 2: Challenges and strengths identified by current IDEA groups
Group

Current challenges

Current strengths

IDEA
Oversight
Committee

Reporting from working groups does
not allow for a dialogue on activities;
there are no recommendations that
leadership can take forward or engage
with

Clear involvement of
senior leadership

There is inconsistent representation
across ANU areas

Reconciliation Difficult to connect with other work
Action Plan
under the IDEA Framework
Working
Group
Need to incorporate a Reconciliation
lens to activities and discussions in
other groups, rather than remaining as
a siloed discussion.
Disability
Access and
Inclusion
Working
Group

Difficult to connect with other work
under the IDEA Framework

Clear action plan and
reporting
Involvement of senior
leadership
Wide representation of
many ANU areas
Has a clear direction and
purpose

Need to ensure an intersectional lens is Has an action plan with
applied in other groups (ensuring
progress markers,
disability access and inclusion
benchmarking
principles in other activities)
Lack of clarity on reporting/ authority
within IDEA

Gender Equity
Work Group
and Family
Friendly
Committee

Unclear authority to action ideas
Onus on members to share good
practice ideas (no repository site to
access)

Brings together
community members and
as a forum to share ideas
for good practice or
successful programs

Disconnected from work underway in
support of gender equity and inclusive
workplaces

Social
Inclusion and
Diversity
Working
Group

Wider representation by students and
staff needed

Brings together people to
discuss issues in
community

Unclear on purpose and subject matter
for the group
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Group

Current challenges

Current strengths

Respectful
Relationships
Working
Group

Purpose is inconsistently understood

Provides a mechanism to
bring community
together to discuss issues

Wider representation from ANU
needed
Lack of clarity on delineation between
BAU responsibility and working group
responsibility

Can provide a
mechanism for
centralised reporting

No dedicated staff to progress or track
the activities for the group

Healthy
University
Working
Group

Low community interest in the group
Lack of understanding about the value
and purpose of the group
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Annex 3:

PROPOSED WELLBEING AND EQUITY GOVERNANCE
FRAMEWORK
hnlor Management Group (SMG)

W"9billng and EqU!t)t Committee

Working Groups
Below are some examples of the kinds of working groups that could be
established, depending on the priorities of the WERG Committee:
• Wellbeing Performance Measurement
• Equity and Access
• Respect
• Reconciliation
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