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Executive summary

Corporatisation of the vocational education and training (VET) sector has led to a broadening of the
VET client focus and increased accountability. These changes have contributed to the need for new
leadership styles, attributes and processes.

This report describes a research study into leadership in vocational education and training
organisations. It seeks to generate new information, theory and knowledge in an area of VET
leadership. The purpose of the study is to gain insight into the conditions for and characteristics of
effective leadership in vocational education and training now and in coming years.

The study focusses on the processes of leadership, as well as the characteristics of individual leaders,
and draws on literature from a wide range of leadership studies. The theory of ‘enabling leadership’
is used as a framework for the study. This theory suggests that the effectiveness of leadership in VET
depends largely on the contexts in which the leadership is exercised.

Five research questions are addressed:

< What changes have occurred in the roles and responsibilities of VET managers over the last ten years?
< What factors have brought about these changes?

<> What are the current VET leadership roles and responsibilities?

< What are the claims on VET managers?

<> How might VET leadership roles and responsibilities change in the next five years?

Data forming the basis of analysis for the study are derived from 49 survey and interview responses
and case studies in 12 registered training organisations from a range of VET provision contexts
around Australia. Leadership interventions in these contexts are explored through the case studies,
and scenarios developed from the data. Four interventions are examined in detail and, in each case,
effective leadership was seen to depend on aspects of the context in which leadership was exercised.

The study generated five main findings.

Finding 1

The effectiveness of VET leadership was found to depend on aspects of the particular practical
situation which need to be changed through what is termed an intervention. Essentially, leadership
in the circumstances of this study depends on how the leaders process ongoing change.

Finding 2

The study found that effective leadership in VET consisted of the relationship between three
dimensions:

< internal organisational roles and responsibilities
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< the external environment (such as learners, community, enterprises and policy)

< the characteristics and contribution of individuals who carry out leadership roles in the course of
an intervention.

That is, effective VET leadership can be seen as a process of enabling interactions between internal,
external and individual domains of activity, which requires knowledge and interpersonal expertise
on the part of the leaders.

Finding 3

The study found that the characteristics of effective leadership were different for four identified
stages of solving a problem (an ‘intervention’):

Stage 1 the trigger stage
Stage 2 the initiating leadership stage
Stage 3 the developmental leadership stage

Stage 4  the sustainability stage.

It was evident that in all stages effective leadership was a collective process and a continuous one.
Initially leadership was distributed between the core team, then spread to a wider (internal) group,
and moved progressively to the broader stakeholders.

Finding 4

While effective VET leadership can occur through unintended means or simply by default, the
evidence in this study suggests that effective VET leadership occurs consistently when the contextual
factors are analysed and the required leadership profile is designed accordingly.

Finding 5

In response to a line of enquiry in the study about the ability to generalise ‘leadership skills’, it can
be said with confidence that certain components of ‘leadership’ are ‘generic’, to the extent that they
are perceived to be generally applicable across different situations. These components include
interpersonal (including communication) skills, risk-taking, team-building and analytic and
decision-making skills. However, these generic skills are found to be transferable only in situations
where the contextual factors impacting on the leadership intervention are known and acted upon.
To put it simply, it was found that generic skills are only as useful and transferable as contextual
knowledge permits.

Conclusions

This study suggests that effective leadership in VET occurs where there is a relationship between the
internal organisational roles and responsibilities, the external environment and attributes of the
individual leader. The study highlights the importance of context in identifying VET leadership
processes.

The study suggests the need for a more complex set of characteristics and processes of effective
leadership over the next five years. There is a crucial role for leadership in actively designing
learning, social, community and organisational futures rather than simply responding to existing
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impacts or drivers such as ‘policy’. VET leaders who design vocational education and training futures
will have attributes such as:

< risk-taking, initiative and innovative behaviour
< networking, partnership and alliance building abilities

< a capacity for futuring—envisioning future trends, strategic resourcing, and being pro-active.
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1 Introduction

The research in this report arose from the curiosity of the researchers about the question, ‘how
generic is generic’? That is, does effective leadership in vocational education and training (VET)
comprise a set of attributes that can be transported from place to place, site to site or is effective VET
leadership dependent to a greater or a lesser extent on aspects of the context in which it occurs?
New research on ‘enabling leadership’ suggests that the effectiveness of VET leadership is largely
dependent on aspects of the contexts in which the leadership is exercised. An ideal outcome for the
study would be to suggest that VET leadership characteristics related to the contexts and people
involved in leadership activities, and the professional development needs of existing and aspiring
VET leaders in times of rapidly changing VET sites and delivery. To achieve this, the researchers use
enabling leadership theory as a guide to the conceptual parameters of leadership.

The purpose of the study is to research the conditions for VET leadership in the coming years, and
the characteristics of that leadership. In this way the foundations will be established for subsequent
research into the specific management techniques and the concomitant competencies required. In
this study therefore, leadership and management are distinguished from each other as defined later
in this chapter. In addition, leadership is embedded in the notion of change. The 12 VET delivery
sites selected for this study all reflect change of a radical nature, and leadership is seen as being a
response to the various dimensions of change at those sites.

Context

The research in this study on leadership in vocational education and training includes an element of
‘crystal ball gazing’. One of its aims is to attempt to capture the degree of diversity of VET provision,
in the hope that an analysis of the diverse VET contexts will provide some scenarios of possible
future VET leadership needs. We would like to be able to claim at the end of the project that, on the
basis of present known diverse VET delivery sites, we can identify the specific VET leadership
requirements for planning in new times. Since VET delivery sites are already diverse and are likely to
become more so, contextualising the project requires a cross-disciplinary analysis of the literature
associated with leadership. Literature from many sources and disciplines was gathered, and
represents areas such as education, training, management, organisational development, economics,
and other social sciences such as health.

Methodology

This study aims to build knowledge and theory on the topic of VET leadership in a range of diverse
sites. The methodology required to fulfil this task is a theory-building one (for example, Glaser &
Strauss 1967). Using purposeful sampling techniques (Patton 1990), criteria for site selection were
established that would ensure the inclusion of a diverse range of VET providers.

Semi-structured interviews with VET managers and other people at different levels of responsibility,
but regarded as having a leadership role in the organisation, made up the range of interviewees. In
addition, group interviews were facilitated in some organisations to act as a cross-checking forum.
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These groups included interviewees already the subject of one-on-one interviews, together with
other staff members, such as team leaders, where possible to promote discussion.

Application of the criteria designed to identify different VET leadership sites established the
following sites for the study:

< large urban public VET provider, high level of industry and commercial activities
< higher education VET provider

< youth-focussed VET provider

< dispersed and multi-campus regional public VET provider

<> VET in a group training company

< industry-based VET consultant

< large urban public provider: equity focus (Indigenous, migrant)
< private training organisation

< Indigenous provider: non-registered

< rural community-based VET development

< equity VET group

< rural VET-in-schools program

The twelve sites which resulted fell into three broad groups: technical and further education (TAFE),
other public providers (for example, VET-in-schools) and private providers. From each site, the
researchers gathered a combination of document artefacts, written responses to a survey, and one-
on-one and group semi-structured interviews. Four different means of analysing the data were
adopted: thematic (manual and NUD*IST), tabulation, situational analysis and detailed micro-
analyses.

A detailed description of the methodology used in this research is located in the appendix.

Definitions
‘Leadership’ and ‘management’

This project is concerned primarily with the question of effective leadership in VET. Its purpose is
identified in the project brief as investigating ‘the leadership roles and responsibilities” in different
VET settings. Usage of the terms ‘leadership’ and ‘management’ is often confused. Even experts in
the area tend to use the terms synonymously. It is clear that the role of social (including economic)
change as a context in which leadership occurs is crucial to its definition. What is less clear is the
relationship between change (as a contextual influence) and leadership processes and practices. For
instance, is good leadership in these new times simply a matter of being able to provide a flexible
and agile organisational response to market forces and policy? Or is leadership more than a
response?

Bennis and Nanus describe the difference between managing and leading in this way:

To manage means to bring about, to accomplish, to have charge of or responsibility for, to
conduct ... Leading is influencing, guiding direction, course, action, opinion ... Managers are
people who do things right and leaders are people who do the right thing.

(Bennis & Nanus 1985, p.38)
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The idea of ‘doing the right thing’, the ethical dimension of leadership, is one that emerges as a key
VET leadership attribute later in this study.

... managers traditionally focus on the facility’s internal operations and the basic functions of
management: planning, organizing, coordinating, directing, and controlling. Leaders focus on
the external forces that affect the facility’s operations and future: markets, networks,

customers, vendors, suppliers, legislative changes, and so forth.  (Bennis & Nanus 1985, p.18)

It is in this latter sense that this study discriminates between the terms ‘leadership’ and
‘management’. In this study, data about leadership have been sought primarily from a group of
people in the VET sector commonly referred to as ‘managers’. We will, therefore, use the term
‘manager’ in the study, but intend to avoid the confusion between leadership and management by
adhering to the above definition.

‘Leadership’ and ‘leaders’

Another key point of differentiation in this study relates to the initial perception of the researchers
that ‘leadership’ was more than simply a ‘bunch of generic skills’ possessed by ‘leaders’. The
confusion in the literature is one indicator of this point (see chapter 2). Previous research from the
Centre for Research and Learning in Regional Australia (CRLRA) established the importance of the
character of enabling leadership and its connections to the leadership event (Falk & Mulford 2001) in
identifying relevant and effective leadership attributes. A leadership event in an organisation refers
to the set of interactions between managers and others which, together, form a coherent response to
a problem or need over a period of time defined by a beginning, middle and end.

These events might also be called a leadership intervention, because the day-to-day activities of an
organisation are changed in some way by a deliberate set of strategies designed to intervene, change
and rectify a perceived problem or address a perceived need. The leadership event comprises the
activities that occur over the period of time during which the intervention is operative.

‘Context” and interaction

In this study, ‘context’ is defined as the sum of the impacts from internal and external sources on
leadership at one VET site or organisation. For example, respondents may explain how the
leadership demonstrated in response to a specific event was characterised by particular features due
to the impact of an initiative, such as the introduction of ‘user pays’, training packages or a change
to a team-based staffing structure. In this case, the contextual impacts or drivers would be classified
as, for example, policy and industrial relations. Here, policy and industrial relations are seen as
drivers of the nature of VET leadership. Together, these drivers or impacts make up the context. At
another site, industry might be cited as a driver within that context, so industry would be classified
as a contextual driver at that site.

Consistent with the project’s aim to ensure a fresh yet empirical analysis of effective VET leadership,
‘context’ arises as a central issue for the study. What is the nature of the contextual factors that
impact on leadership at each site? Which aspect/s of the context in which leadership operates impact
on the intervention described at that site? How does this tie in with one of the study’s assumptions
that effective leadership is about facilitating change?

Research questions
Using these more general concerns as a basis, the study addresses five research questions, the
answers to which are provided in chapter 3 and elaborated in detail in part 2 of this report:

< What changes have occurred in the roles and responsibilities of VET managers over the last
ten years?
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< What factors have brought about these changes?
< What are the current VET leadership roles and responsibilities?
<> What are the drivers on VET managers?

< How might VET leadership roles and responsibilities change in the next five years?

Limitations of the study

The study is limited in the first instance by the funds available, and this had consequences for the
sampling of those who participate in a VET leadership event. The literature on effective leadership
reviewed in chapter 2 shows how leadership is dispersed, and is more than the prerogative of a
single leader. In these circumstances, we would ordinarily seek a cross-section of personnel from all
levels of participating organisations. In the case of small organisations this is not really an issue,
since many of these have a flat hierarchy and small numbers of personnel. In larger organisations,
VET personnel from the management levels, from middle-level to chief executive officer status, have
been selected for the study. However, some effort has been made to balance this with addition of
the focus groups, where participants from all levels were encouraged to participate.

Numerical summaries and tabulations using various forms of statistical checks are commonplace in
qualitative research such as this, as evidenced in any text on the subject. Silverman (1997) devotes a
large part of a chapter on validity and reliability in qualitative research to techniques for the
incorporation of quantitative data into qualitative studies (pp.144—70).

Numerical and statistical work within qualitative studies is especially indicated in survey or
questionnaire responses: ‘Research ... might ... engage in survey research and employ the
quantitative method of statistical analysis’ (Crotty 1996, p.6). Statistics are used to summarise the
responses. They are also used to make decisions about whether a theme or issue is more widely
perceived, and to establish the relative importance of emerging themes in the views of the
respondents. These outcomes provide guidance for further areas of investigation and analyses of the
data within the study, and contribute to the construction of a fully developed view of the data.

Tabulations are not used in this kind of research to make generalisations to other sites. Only after
all forms of analyses are complete is it possible to make claims about possible ways in which the
findings for this study might apply elsewhere, but then only within the bounds of the limited data
available and with the proviso of a certain degree of tentativeness. Claims made in findings for this
kind of qualitative research are made in this tentative fashion, and should always be accompanied by
additional research capable of confirming or rejecting the tentative nature of the qualitative
findings.

At no time is licence taken for generalising more widely than across the 12 sites. Neither are
statistical comparisons across sites made, beyond the formative summation of relative importance of
possible issues and themes for further analysis using NUD*IST, other thematic analyses and case
study analysis.

NCVER

13



2 Literature review

Change and leadership

Some argue that the decades of change, improvement and reform have left many, consciously or
otherwise, confused, exhausted and disillusioned (Deal 1995). On the other hand, Drucker (1989)
as well as Redding and Catalanello (1994) remind us that ‘a time for turbulence is also one of great
opportunity for those who can understand, accept, and exploit the new realities: it is above all a
time of opportunity for leadership’ (p.10). Success in the VET sector in this decade at the start of the
new millennium will depend on how well VET leaders understand and operate across different areas,
areas such as their organisational roles and functions, the leadership processes in which they are
engaged and their own, their organisations’, their local communities” and their regions’ shared
values and visions (Falk 1999; Falk & Mulford 2001; Johns et al. 2000).

As the National Research and Evaluation Committee (NREC 2000) project brief for VET leadership
states, there ‘... has been no work undertaken on management and leadership in VET
institutes/private providers’ (p.15). Perhaps the main reason for this is that the conditions under
which managers and leaders are required to operate are something of a moving feast, being dictated
in part by the forces of change. Conditions relating to institutional roles, VET professionals’ roles,
markets and demand factors seem to change almost every year, as policy strategies, institutional
responses and pressures to respond to commercial and community imperatives change.

Every year, VET managers who have begun the task of establishing a regime of coherence and trust
(public or private) within their organisations find that changed circumstances relating to the policy
or labour market have undermined these conditions. As one senior TAFE institute staff member
commented, “We have been managed to oblivion, but led nowhere’. Certainty surrounding the
conditions for leadership appears to be a thing of the past.

This climate of change has also brought with it new opportunities. A major area where leadership
has been required has been in the developing of cross-sectoral collaboration and partnerships
promoted under the policy framework of devolution. As noted by the Organisation for Economic
Co-operation and Development (OECD), in this evolving framework, fragmented structures become
more systemic with support from a rich array of pathways, bridges and transitions to assist
individuals accessing education and training on a whole-of-life basis (OECD 1996). In the context of
lifelong learning for instance, the issues of cross-sectoral collaboration, particularly in pursuit of
equity objectives, is inevitably linked to the question of partnerships between the education sectors
and a wider range of community partners, with much learning occurring in social contexts outside
education institutions (for example, in the workplace [OECD 1996]). Each of these new contexts
requires its own unique form of leadership.

This broader range of partnerships in the VET sector includes those with community bodies,
employers, industry associations, local government and economic development agencies, as well as
with the learners themselves. For this reason cross-sectoral policies and strategies often have had two
dimensions: vertical, with co-ordination of effort between the sectors of education and training, and
horizontal, with collaboration and partnership development between the education sectors and
other community groups (OECD 1996). National policy in Australia is now tending more and more
to this devolved model in VET provision, with budgets and management structures now the
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responsibility of TAFE institute boards of management and the chief executive officers themselves: a
framework where all stakeholders are consulted and their involvement is an ongoing process. But it
also needs to be recognised that these processes are still in their infancy.

The purpose of leadership in this new decade should therefore be concerned with fostering the
conditions under which organisational goals can be achieved while still meeting the needs of the
other VET stakeholders at community, regional and national levels. For example, few VET leaders
would question the impact of their local industry and enterprise demands on local stakeholders, or
the influence on their practice of their state, territory and national policy-makers.

One thing is certain, however, and that is that the conditions under which VET leaders will have to
lead in the next 20 years will continue to change. Effective and sustainable leadership strategies for
these conditions, and their resulting management implications, are the foci of research for this study.

Four kinds of leadership theories

Established texts on the subject tend to use a core of three established forms of leadership. These are
the ‘trait’ theories, the ‘behaviours’ theories and the ‘contingency’ theories (Schermerhorn 1996,
pp-323-31). Schermerhorn (1996) adds a fourth grouping, ‘charismatic leadership’, which includes
transactional and transformational leadership types (pp.332—4). The field is evolving rapidly, and
more recent approaches to leadership which build on existing work are consolidating. These new areas
of theory, such as enabling leadership, critical leadership and ethical leadership, are being established
as a direct response to the changing times in which we live. It has been found that older views of
leadership are more relevant to the more stable socioeconomic conditions of a few decades ago.

Leadership as traits

Trait theories are those that distinguish the characteristics of leaders from those of non-leaders. The
focus is on the ‘leader’ rather than on the contextual impacts within the locations in which
leadership is enacted. Most media and opinion polls use traits as a basis for reporting popularity or

voting trends. Two key researchers and writers contributing to this body of theory include Stogdill
(1948) and Gardner (1988).

The focus of this group of theories is obviously on the leader rather than on the organisational or
contextual influences at the site of the leader’s activities or the leadership intervention.

Leadership as behaviours

This group of leadership theories highlights the functions, tasks or behaviours of the leader and
assumes that if these functions are carried out competently, and members behaved rationally, the
organisation will prosper. Key writers include Fairholm (1998), Leithwood and Duke (1999) and
Sergiovanni (1996). Inherent in this group of theories is the notion of leadership style as a coherent
set of leadership behaviours exhibited by leaders. Stogdill and Coons (1951) developed this
theoretical thrust, as did Kahn and Katz (1960). The four best known so-called styles are
summarised by Schermerhorn (1996, p.325) as directive/autocratic, participative/democratic,
abdicative/laissez-faire and supportive/human relations leaders.

The focus is once again on leaders. It is not on leadership as a social and organisational intervention
spread over a number of actors’ actions or the impact of site-related contextual factors or drivers on
the nature of that leadership.
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Leadership as contingent

Contingent leadership focusses on leader behaviour and the situational attributes which illustrate
how leaders respond to the unique circumstances or problems they face. Here leadership is seen as
always situational and relational (Bolman & Deal 1991) and concerns the match between leadership
style and situational demands (Fielder, Chemers & Mahar 1978). Schermerhorn (1996) notes that
Hersey and Blanchard (1988) further develop this concept when they argue that ‘successful leaders
adjust their styles depending on the readiness of followers to perform in a given situation” (Hersey

& Blanchard [1988] in Schermerhorn [1996, p.327]).

Leadership as charisma and transformation

The fourth group of leadership theories is a catch-all for some established strands of theory and
research. There is transactional leadership (Burns 1978), developed by Bass (1985), a style of
leadership which sees leaders as helping their followers to achieve outcomes through adjusting tasks,
rewards and structures. Charismatic leaders (for example, Conger 1991) are those who inspire
followers by engaging in special leader—follower relationships. 7ransformational leadership (for
example, Gardner 1988) is leadership which inspires people to do more to reach performance goals
and includes features outlined by Schermerhorn (1996, p.332) as:

<> vision

<> charisma

< symbolism

< empowerment

<> intellectual stimulation

< integrity

It is clear from a number of the words in this list, such as ‘vision’ and ‘empowerment’, that we are

approaching the leadership discourses of recent times, although there are some even more recent
developments that are relevant for this study, noted in the following section.

Other strands of leadership research and theory

The literature review has identified additional strands of research, theory-building and practice
including those described briefly below.

Gender and leadership is a strand of research and theory which has defined the gendered nature of
leadership as a traditional and male-dominated set of activities (in the corporate literature, in any
case). This work focusses on the differences in the leadership styles and attributes between the
genders and the implications and effects of this (for example, Helgeson 1990; Rosener 1990).

Participative leadership de-emphasises visible top-down hierarchies and detailed scripts that dictate
what followers must do. It stresses the decision-making processes of the group (Bolman & Deal

1991; Fairholm 1998; Leithwood & Duke 1999).

Learning leadership centres around the leader’s fundamental or core values (O’Toole 1995) and
could be summarised as learning (Argyris 1993; Dixon 1994). It arises from a re-analysis of the
dramatic change we all face, including, as Howard Gardner (1995) argues, the possibilities of
immediate or gradual world destruction, new forms of instant communication, the demise of
privacy and the increased politicisation of public enterprises.
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Critical and ethical leadership is a new and emerging field of development in leadership. The
research is able to throw some light on the emergence of this style of leadership, as will be
elaborated in the detailed analyses found in part 2 of this report.

Called Servant leadership because leaders” primary values concern serving others, this style of
leadership was first mooted by Greenleaf (1977; 1996) and is seen as a leadership activity which is
value-driven and performance-oriented on the part of the leader (Bass 2000). Farling, Stone and
Winston (1999) argue that this strand of leadership runs parallel with transformational leadership
and encompasses vision, influence, credibility, trust and service on the part of the leader or leaders.
The needs of others are seen to be of primary importance, with the goal of enabling them to
become servant—leaders.

Enabling leadership (Falk & Mulford 2001) has emerged as a contemporary leadership theory and
construct. Enabling leadership puts the focus on the leadership processes themselves as implicated in
a specific event related to strategic change. Leadership here is seen not to be the exclusive domain of
one person but is constructed as a jointly owned, or collective, approach to managing a specific set
of events identified by a common purpose. Its analysis therefore focusses on the specific leadership
event or intervention sharing a common purpose, and its associated shared envisioning activities
rather than on any single individual’s vision. Because enabling leadership forms an important
background to this research, it is likely to be reflected in the researchers’ views on the subject.
Furthermore, since it appears to be emerging as a response to the need for innovation in the new
socioeconomic conditions of the new knowledge and learning economy (OECD 2001), we will
devote the next section to expanding a little on its main concepts.

Enabling leadership

Enabling leadership research has grown from two imperatives: first, there is no body of leadership
research that is Australian and based on Australian vocational education and training sites and data.
Second, researchers such as John Gardner, in his introduction to an important summary of issues
and challenges facing community leadership for the twenty-first century (Peirce & Johnson 1997),
calls for a new kind of leadership for new times, yet does not tease out the empirical scope of such a
concept.

John Gardner highlights some of the main requirements for leadership under the new
circumstances:

What we need, and what seems to be emerging in some of our communities, is something
new—networks of responsibility drawn from all segments, coming together to create a
wholeness that incorporates diversity. The participants are at home with change and exhibit a
measure of shared values, a sense of mutual obligation and trust. Above all, they have a sense

of responsibility for the future of the whole city and region. (Gardner 1988, p.vi)

Lesson 10 from Peirce and Johnson is called ‘Keep your eye on the ball’. Their explanation is that:

No success is ever final. After major community events such as carnivals or fairs, regions and
cities cannot afford to be complacent. The community must be kept ‘toned up’ to respond to
opportunities and keep the community capacity bubbling along.

(Peirce & Johnson 1997, p.10)

John Gardner sets the scene for the research on enabling leadership, as he identifies boundary-
crossing—working across sectors—as the key new element to leadership in new times. Leadership is
multi-faceted and is about a situation rather than solely about the characteristics of ‘a person’. The
assumption in the research about ‘enabling’ and ‘effective leadership’ in the new times heralded by
Gardner’s comments is that the leadership is not approached from a predetermined ‘this is the right
way to do the job’ stance. Rather, the action is situated in a particular moment and location with
particular needs and particular planned outcomes which enable others by connecting them to one
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another, to information and to their community. The situation is seen to require specific leadership
needs, planning and outcomes. The situation itself largely determines the type and extent of
enabling leadership that is involved.

Current research into enabling leadership (for example, CRLRA 2000; Falk 1999; Falk & Mulford
2001) identifies key qualities of the interactive processes involved in leadership, qualities which
foster positive learning of knowledge and of identities, and so contribute to enhanced networks,
relationships and collective action. These are:

< Building internal networks: Is the relevant knowledge of skills, information and shared or
congruent values present for the purpose in hand?

< Building links between internal and external networks: How healthy are the links being built and
maintained between the internal and external networks in the community?

< Building historicity: How effective is the building of and on shared experiences (including norms
and attitudes) and understandings of personal, family, community and broader social history?

< Building shared visions: How systematic and inclusive of knowledge and identity resources
(including norms, values and attitudes) is the reconciliation of past shared experiences with the
desired future scenario/s?

< Building shared communication: How explicit and systematic are the communicative practices
relating to physical sites, rules and procedures?

< Building each other’s self-confidence and identity shifis: How explicit and systematic are the
opportunities where these interactions occur?

Under these circumstances the role of leaders is seen to be one whereby shared values are negotiated
and trust is developed (Fukuyama 1995; Greenleaf 1996). For example, the building of networks
relies for its success on building trust between the network members, a clear leadership role (Falk &
Kilpatrick 2000). Likewise, building trust between people as they share communication is
fundamental to successful outcomes.

Finding out more about enabling leadership and the existing body of research and scholarship and
associated conceptual elements in this area has provided a strong motivation for conducting this
research. However, the research study has maintained an objective perspective and provided an
integrated set of findings, while allowing a further expansion of the significance of enabling
leadership in VET. For the first time in Australian leadership research, the analytic focus is on the
process (event, intervention, situation) where leadership is exercised, rather than being solely on the
person. The field of vocational education and training is a diverse and complex one. It is in the
interests of this field to ensure that future leadership development is targetted to the conditions
under which the leadership is likely to occur.
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3 Findings and conclusions

This chapter presents the findings of the research and offers some conclusions vis-a-vis the research
questions. Full details of the analyses are found in part 2 of this report.

Introduction

This study is concerned with the question of effective leadership in a changing VET environment.
Its purpose is identified in the project brief as investigating ‘the leadership roles and responsibilities’
in different VET settings and the implications of these for educating VET leaders of the future. The
project highlights the problem of the difference found in the literature between the leadership traits
or style of a particular person designated as ‘the leader’, and leadership involved in the course of
specific practical events, or interventions. The latter meaning of leadership can be likened to ‘the
leadership process’.

In each of the 12 sites across Australia the study focussed on the elements that impacted on VET
leadership. Our aim was to identify the forces that drive vocational education and training in sites
where different provider types operate and to determine how these elements impact on the
effectiveness of VET leadership.

As noted in chapter 1, the five research questions chosen to tease out these more general issues are:

< What changes have occurred in the roles and responsibilities of VET managers over the last
ten years?

< What factors have brought about these changes?
<> What are the current VET leadership roles and responsibilities?
< What are the drivers on VET managers?

< How might VET leadership roles and responsibilities change in the next five years?

The study of VET leadership began with an explanation of the basic ideas informing the study and
provides an outline of the methodology used. It is the task of the qualitative methodology for the
research to build knowledge and theory about perceptions of effective leadership in various VET
sites. Site documents, a written survey, and one-on-one and group interviews were conducted and
the resulting data analysed using a multi-procedural approach.

The literature review relating to leadership found that there are four main strands consolidated in
the literature: trait theory, behavioural theory, situational or contingent theory, and charismatic/
transformational theory. An extended and explanatory section on enabling leadership is included, as
this concept was a major driver for the research project’s focus and framing, stemming from recent
research findings about the need for a new kind of leadership approach for the new and emerging
sociopolitical and economic conditions of the first decade of the twenty-first century.

NCVER 19



Summary of findings

In the first section of part 2 of this report, the results of the knowledge and theory-building are
explained in some detail. Here also the research questions are discussed and answered. Results and
discussion in this section establish that the roles and responsibilities of VET leadership in new times
are defined in relation to specific practical situations, defined by their purpose and called
interventions.

Interventions and effective leadership

It is during the course of these interventions that effective VET leadership occurs. From a very
practical point of view, VET leadership takes place in the course of a particular and defined event, or
intervention. This event or intervention is conceived in response to a local and situated perception
that a particular situation needs to be altered in some way.

In practice, it is found that effective leadership occurs not only in relation to defined interventions
but also in response to a collectively identified need. The intervention is not haphazard in its
inception and development, but follows a particular staged structure. Effective leadership responses
vary in their nature and demands at different stages of the intervention’s progress.

It is found that leadership is vested in people through organisational dictates, but that this alone
does not guarantee ¢ffective leadership. Effective leadership is found to consist of the
interrelationship between three dimensions, all of which concern the knowledge and interpersonal
expertise which enables interaction between:

< internal organisational roles and responsibilities
< external environment (learners, community, enterprises and policy)

< attributes of those individuals who collectively carry out individual leadership roles in the course
of an intervention.

Most existing research, practice and professional development programs revolve around leadership
as it pertains to individuals on/y, and de-emphasises the organisational and contextual attributes.

Moreover, we have identified a dynamic between the four stages of leadership intervention
described below and the three dimensions of leadership noted above that impacts directly on the
success of the outcomes of the leadership intervention. The four stages of leadership interventions
have been found to be the ‘trigger stage’, ‘initiating stage’, ‘developmental stage’ and ‘sustainability
stage’.

We argue that effective leadership concerns the nature of an intervention rather than being solely a
set of generic characteristics that are ‘owned’ by a single leader. Furthermore, effective leadership is
not solely about a single leader or any one leader’s particular ‘style’.

Details of findings

As noted earlier in this report the findings and conclusions have been derived from 12 sites and 49
written survey and interview responses. They are drawn from a diversity of VET sites in all states
from around the nation.

The study has been one that sought to generate new information, theory and knowledge in an area
where before there was very little. There are certain but limited applications of findings under these
circumstances. One such application lies in the detail available through such a methodology.
Generaliseability in research such as this lies in the applicability of one case to another as perceived
by the person making that comparison. The integrity of the research lies in the inherent accuracy of
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the case as portrayed. That is, the features of a single case bear resemblances to other cases, and the
lessons learned, or principles derived, may have direct transfer capacity.

Another important legitimate use of the data is to develop what might be called a ‘model’. Such a
model could be used to closely represent a set of principles for subsequent use, principles which
have been abstracted from the available data and presented in words or diagrammatic form. While
these principles are then available for further testing under different methodological regimes, they at
least provide the guidance afforded by a rigorously derived method and set of procedures.

The findings of the study follow and are supported by the detail provided in part 2 of this report:
these findings are synthesised and summarised from the results and discussion that occurs in part 2,
which also indicates how the findings were derived.

Finding 1

The effectiveness of VET leadership is found to depend on aspects of the particular practical
situation that need to be changed through what is termed an intervention. Essentially leadership in
the circumstances of this study is about people processing ongoing change.

Finding 2

Effective leadership is found to consist of the interrelationship between three dimensions, all of
which concern the knowledge and interpersonal expertise which enables interaction between:

< internal organisational roles and responsibilities
< external environment (learners, community, enterprises and policy)

< attributes of those individuals who collectively carry out individual leadership roles in the course
of an intervention.

That is, effective VET leadership can be seen broadly as a process of enabling interactions between
internal, external and individual domains of activity.

Finding 3

One aspect of the nature of effective leadership is that it is found to vary depending on the stage of
any intervention.

Four stages to an intervention are found and identified:

Stage 1 Trigger stage: a fresh situational problem is identified or a new one emerges from stage 4
monitoring for new problems and/or scanning for opportunities.

Stage 2 Initiating stage: occurs mainly through collective but informal means. This results in
stakeholders being enabled to transfer leadership roles and functions to other personnel,
including community and enterprise personnel.

Stage 3 Developmental stage: more formal processes related to collectively building networks, trust
and common purpose, from internal bonding ties to external bridging ties; transfer of
leadership functions continues from stage 2, enabling ownership of process and outcomes
by non-VET personnel; developing management processes. This enablement provides the
bridging activities to the sustainable outcomes of stage 4.

Stage 4 Sustainability stage: re-affirming the common purpose and managing the activities while
avoiding complacency by scanning for opportunities and monitoring for new problems,
with one possible outcome being the generation of a new stage 1 trigger stage; this new
trigger stage may either adjust the old process or establish a new cycle.
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The four stages of the intervention can be illustrated in figure 1:

Figure 1: The design of effective leadership interventions

New trigger stage
begins new cycle
A fresh situational
problem is identified or
a new one emerges
from stage 4

Initiating stage: Collective but informal
processes and the enabling of the
stakeholders = leadership transfer

Stage 3
Developmental stage: Formal processes
related to collectively building networks,
Stage 1 trust ar_1d common purpose and

Trigger stage: A situational establishment of management
problem is identified processes

Stage 4
Sustainability stage: Re-affirm
purpose, manage the ongoing process,
avoid complacency, scan for
opportunities and new problems

Finding 4

While effective VET leadership can occur through unintended means or simply by default, it can be
suggested from the evidence in this study that effective VET leadership occurs consistently when the
contextual factors are analysed purposefully and the required leadership profile designed
accordingly.

Finding 5

In response to the line of enquiry for the study about the generaliseability of ‘leadership skills’, it
can be said with confidence that certain components of ‘leadership’ are ‘generic’ to the extent that
they are perceived to be generally applicable across different situations. These components include
interpersonal (including communication) skills, risk-taking, team-building, envisioning, analytic
and decision-making skills.

However, on close examination of the evidence available from this study, these ‘generic skills’ are
found to be transferable only in situations where the contextual factors impacting on the leadership
intervention are known and acted upon.

That is to say, in over-simplified terms, it is found that generic skills are only as useful and transferable
as contextual knowledge permits.

Synthesised answers to the research questions

This section is designed to present, from the data analyses, answers to the five research questions in
a synthesised and accessible manner.
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What changes have occurred in the roles and responsibilities of VET managers
over the last ten years?

Corporatisation of the VET sector and its providers has had benefits and drawbacks. Chief benefits
include a broadening of VET’s client focus from VET learners alone to include business and
enterprise and communities. Accountability for outcomes has increased, responsiveness to policy
and strategies has increased. On the down side, casualisation of staff and the resulting management
complications and lack of continuity of corporate knowledge have seen greater impediments to
implementing the beneficial effects just noted.

What factors have brought about these changes?

The main factors facilitating these changes include collegiality and leadership in VET organisations,
the policy and strategy environment, the changing client basis and issues related to globalisation and
change. Critical social issues such as gender roles in leadership are also noted here as effecting change.

What are the current VET leadership roles and responsibilities?

Chief among the current leadership roles and responsibilities deemed important for effective VET
leadership are knowledge and facility in carrying out internal organisational activities; networking
the external environment, which consists of learners, community, business and enterprises and
levels of policy bodies; and interpersonal transactions through engaging staff and clients in the
interrelationships between the first two items.

What are the drivers on VET managers?

Summarised from the information answering the second research question, the five main groups of
drivers have been identified as:

< collegiality and leadership in the VET organisations

< the national, state and local policy and strategy environment
< the changing client bases

< issues related to globalisation and change

< critical social issues such as changing gender roles, ethnicity and non-traditional client groups
such as the unemployed.

How might VET leadership roles and responsibilities change in the
next five years?

While the study finds important consequences for the need to view leadership as an intervention
rather than a characteristic being the sole prerogative of individual leaders, nevertheless, the
perception is that roles and responsibilities of individual VET leaders should have the ability to
respond to the changed internal organisational and external environment through their:

< character attributes: consistency, ethics, integrity and control
< networking, and partnership- and alliance-building
< risk-taking, initiative and innovation in a climate of greater accountability

< futuring: vision, future trends, strategic response to anticipated needs and proactivity.
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Implications

As noted, the major finding for this study is that effective leadership is not solely the province of a
single leader, or indeed restricted to the outcomes of a single leader’s ‘style’. Effective leadership
concerns an intervention that is purposefully designed to fulfil a perceived and collectively identified
need. During the course of the intervention, leadership which produces beneficial outcomes for the
stakeholders displays particular characteristics at different stages of the intervention. Effective VET
leadership is a process of enabling interactions between internal, external and individual domains of
activity.

For practice

Most existing leadership courses take place over a long period of time, usually a year or more, and
involve a critical and ethical exploration of many sites and issues. Matters relating to gender,
cultural and other differences and socioeconomic matters are explored. Usually involved are guest
speakers from a variety of sectors and lobby groups. In this way the horizons of the potential leaders
involved in the courses are expanded. Because the findings of this study relate to leadership (not
simply Jeaders), this study has significant implications in several practical areas.

< Professional development for effective VET leadership should be designed to include those
attributes of character, networking, risk-taking and futuring that are found in this study to
enable interactions between internal, external and individual domains of activity. Leadership
courses that rely solely on the matter of ‘leadership style” are not adequate for the complex task
of designing leadership solutions for strategic future interventions. No single leadership style is
adequate to meet the requirements of the complex range of engagements implicated in a
leadership intervention.

< For practitioners who are in leadership positions ‘on the ground’, the implications of this
research are to adopt a ‘situational analysis’ approach to the task through the four-stage
intervention process found in this study. That is, first trigger the identification of the problem
and implement an investigation that analyses the boundaries and players involved. Second,
analyse the processes and activities required to collectively identify the need and initiate the
activities involved through informal means. Third, analyse and develop the intervention
strategies collaboratively. Fourth, analyse the processes and practices required to ensure that the
outcomes (as they emerge from the intervention) are not greeted with complacency but are part
of a strategy for sustainability that is progressively owned by the stakeholders.

If such a situational analysis approach is difficult or impossible to activate in an organisational
context, then it is likely that enabling leadership is not sufficiently embedded in the
organisation.

For further research

There are four identified needs for further research. All require knowledge-building with associated
theory-building, since more needs to be known about both of these.

The first research need is to identify and document existing national best practice in leadership
development with a view to applications in vocational education and training. In part this may
already be under way through the TAFE Directors’ Association parallel investigation.

The second research need relates to the dispersed nature of enabling leadership so that it is not the
province of a single leader, but is transferred beyond VET personnel to build collectively owned and
sustained outcomes. The research required is for a study into the specific needs of VET target groups
who are affected by the changing nature of society yet who are not often thought to have
‘leadership’ roles. One such group is those learning by electronic means. This is a group that this
study has not been able to target. Another such group is the socioeconomically disadvantaged,
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where research is needed to establish ways in which their participation in leadership matters can be
enhanced. A third group consists of community groups, agencies and individuals who have a vested
interest in quality VET outcomes, but whose voices are not often heard.

The third area where research is required is for more detailed knowledge- and theory-building into
the four stages of leadership and into accompanying leadership attributes of the situated
interventions in a variety of VET sites.

The fourth area for further research is into the accountability and ethical dimensions of leadership
of the future. In times when both risk management and litigation are increasing, the concept of
ethics in the execution of effective leadership is a crucial one, because, as Kaye Schofield describes it,
the risk-takers bear the brunt of any ‘risky business’.

For policy

It is important for policy and strategy developers and implementers at national, state and local levels
to ensure that initiatives for the development of leadership capacity in their communities of practice
pay close attention to internal organisational dynamics and the various external and client
environments as well as the individual leadership attributes described in this report. The findings of
this study will demonstrate to policy-makers the benefit to VET outcomes of VET personnel
participating in extended leadership programs which cover leadership situational analysis. Sending
employees to a short-term leadership course is unlikely to address the required outcomes.

Conclusion

The study points to the crucial role for leadership as designing learning, social, community and
organisational futures rather than simply responding to existing impacts or drivers such as ‘policy’.
Designing is a leadership function, while responding is a management function, a tension evident in
both the literature and the data. The tension is between, on the one hand, the overpowering
influence of policy and collegial concerns on the course of leadership interventions, and on the
other hand, a clear recognition that these influences will not be resolved to the satisfaction of all
concerned by simply responding or reacting to them. The reason for the inadequacy of a ‘response’
reaction is because risk-taking, envisioning and other non-reactive attributes of leadership are
considered to be essential ingredients in designing vocational education and training futures.
Accountability issues of both a legal and an ethical nature become paramount under these
circumstances. But there is no escaping the fact that future strategic and effective leadership
interventions are those which will produce leadership by design rather than by default.
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Part 2
Results of detailed analyses



4 Leadership and context analyses

The aims of this study have been to investigate the contexts in which VET providers and managers
operate, as well as the leadership roles and responsibilities of public and private providers within
these contexts.

This chapter is designed to reflect the first of these aims—Ileadership and context analysis.

The main purpose of the study is to build knowledge and theory about VET leadership in a range of
types of provider contexts to facilitate an examination of the perceived nature of effective leadership
across the sites. This examination throws light on the relationship between context factors and
effective leadership. Since this relationship between the nature of effective leadership and ‘context’
underpins the study, this chapter draws on the whole data set through a range of detailed micro-
analyses and systematically reports on this relationship. Space precludes the reporting of the full
range of responses, a common issue in qualitative research, and is addressed by first synthesising the
elements of all responses, and subsequently focussing directly on the data from two cases. In this
way, the coherence of the patterns from the responses is captured in the two scenarios.

Leadership constructs

Perceptions of effective leadership are captured from the full range of data, including the specific
question that asked respondents to define their view of effective leadership. Responses were analysed
using a manual thematic technique whereby groups of common characteristics were identified and
subsequently named according to a number of key common criteria in the descriptors. The results
of the initial thematisation were then scrutinised for opportunities to collapse categories coherently
and re-form joined groups. The result of this process is summarised in table 1 then elaborated using
qualitative extracts to illustrate the groups. It is noted that the four ‘constructs’ of leadership shown
are tentative, given the small numbers.

Table 1: Categories of leadership constructs

Leadership construct Frequency of Construct of leadership
occurrence determined by ...
Organisational and managerial leadership 23 Roles prescribed by organisation/
management function
Interpersonal 6 Relationships and engagement
Translational 5 Communicative necessity
Enabling 5 Collective responsibility

Source: Questionnaire item 12

The following sections draw on the data to illustrate the nature of these leadership constructs.
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Construct 1: Organisational and managerial leadership

This construct contains the majority of responses, which are those reflecting meanings of leadership
and expressed in terms of the relationship between the leader/s and the follower/s as prescribed by
their organisations. That is, constructs of leadership are expressed in terms of managerial
responsibilities and organisational dictates. Leadership is seen as one of the roles that the leader’s
management position entails. For example, one manager describes leadership as:

... managing staff, meeting targets, performance, targets.

Another manager says that their leadership involves:

... the day-to-day efficient running of the campus, the employment and induction of sessional
staff and planning of programs. I attempt to be ... clear about policy and do my best to
enforce and correct where necessary.

Managers also referred to the leader/follower aspect of organisational roles and responsibilities to
construe leadership:

I have to set an example for my fellow workers to follow ... Be strong and able to let staff
know that you expect them to carry out duties that they are required to do.

Construct 2: Interpersonal

Construct 2 meanings of leadership are expressed almost wholly as engagement and relations with
other staff members whether above or below in the organisational hierarchy. The data in this group
include references to attributes such as the importance to effective leadership of being ‘connected to
people’ and promoting ‘good relationships’.

One manager expresses leadership as the capacity to:

... deal with people ... I'm really interested in people.

Another manager comments how the engagement of employees interpersonally is considered the
major component of leadership:

Leadership is the encouragement of each employee.

The interpersonal construct of effective leadership involves using communication to encourage and
foster fellow workers.

Construct 3: Translational

In this construct, effective leadership is construed in terms of a translation function. That is,
leadership is construed as translating one field of language and values into another. Normally this is
reported in the context of a translation of a big-picture, social, funding or policy issue into
operational terms that fellow workers and employees can interpret in their daily routine:

Leadership requires that you see the big picture and look at the present and the future. Then
you have to be able to translate this into each staff member’s own contribution so they
perform at their best.

Another senior manager relates the mechanisms of these translation activities in terms of language,
including jargon:

I happen to have a range of skills and knowledge that allow me to manipulate a system ... in

such a way that it’s going to be of benefit and value to the community. That’s what I see

myself as being: being able to speak the jargon and, you know, modify or ... fit my language

to the context that 'm working in ... on behalf of the different groups and agencies.

NCVER 29



Construct 4: Enabling

In construct 4, leadership is a process determined by the collective responsibility of all those
involved in the activity. Leadership occurs when one person activates a process that enables others
to assume aspects of the leadership as appropriate for their tasks in hand. One chief executive officer
described it this way:

Leadership is about enabling people to develop and grow within an environment of increasing
complexity and change. It is about a reason for people to want to accept responsibility and
accountability. It is about controlled devolution in an environment where managers have

diminished power and authority and real leaders must develop a climate of trust.

Another describes enabling leadership as:

... a shared leadership approach where giving other staff opportunities to lead is seen as a
cohesive leadership style ...

How does ‘leadership’ interact with ‘context’?

In this section we provide a brief overview of the contexts involved in the study in relation to their
perceived interaction with leadership factors. Following this overview, two scenarios are described,
offering specific and detailed context analyses. These two scenarios document the importance of
leadership’s responsiveness to the aspects of change in the contexts and draw out the stages in a
leadership change cycle.

Context and leadership

The data utilised in this section originate from a one-on-one question where all respondents were
asked to describe in detail an experience that required a leadership response to change in their
context. All experiences are therefore related to a change of some kind and the accompanying
leadership is described in terms of its impact on that cycle of change. This kind of cycle of change
we call an event or an intervention. Where the intervention is discussed in connection with
leadership, we will refer to it as a leadership intervention. In many of the experiences related here,
‘leadership’ is interpreted personally by the respondents. They are describing their own experiences
as a leader in a particular intervention. These perceptions of a leader will then be balanced by the
leadership process documented as interventions in the scenarios.

Context as community knowledge

In the case of a rural training development intervention, the respondent saw the intervention in
terms of a whole-of-community approach to its development. The aim of the intervention was one
guided by a vision of the goal:

... looking for perhaps tourism ventures or work ventures.

The relationship of the leader’s role in this intervention is explicit:

But my input was really saying, “The biggest plus you've got is your human capital, your

human resources’.

Leadership is seen as dependent on skills and understanding of that specific community as a whole
in being able to facilitate a community-wide response to strategic training and education. In this
example, context is interpreted as community of place, and leadership is seen as how the leader
handles effecting the vision of developing industry. Strategies begin as opportunities to get together:

... to come together, share a meal, open a barn and have a night and this was just for no other
reason than just meeting together socially.
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These opportunities gave the community members a chance to see that they can use:

... this sporting community promises to bring education and training back to the community

[and that will] help [strengthen] the fabric of the [community].

The importance of contextual knowledge for the success of this leadership intervention is
underscored in the statements about using the community’s core values as levers to a successful and
sustainable outcome:

How can we build that [training facility] so we pick up some of the very core values of that
district in that community? [Through] values, I guess, using [my] prior experience to pick up
their past and take them on further.

Context as business knowledge

This example of a leadership event is described by a private provider (one of the new apprenticeship
centres). The manager in question was considered to be in a leadership role, and on this occasion
the role was to present the business profile of the new apprenticeship centre to enterprise:

We have a new apprenticeship centre and they went out to market the services to an employer.

A managerial colleague describes the leadership issue as being one of a lack of analytic skills and
knowledge demonstrated by the leader in the field during this event. Leadership here was a business
issue affecting the bottom line at the client interface. The manager in the field represented the
benefits of a government-subsidised scheme in a way that was apparently incorrect and, as a
consequence:

The employer missed an opportunity that would’ve saved him significant time and money. Because
of the nature of what we do, we missed the opportunity of getting another two or three people into
employment with us so that we could then manage it. I guess what that probably indicates is
perhaps a lack of leadership in the way that our services are marketed holistically.

The context is an enterprise, and the perceived leadership issue related to analytic skills and
knowledge of the enterprise and the relevant financial benefits accruing from various government
policy initiatives.

Context as organisational knowledge

The organisational setting of this case is similar to that in the previous case in that both relate
leadership issues to their organisational context, yet the relationship and associated knowledge and
skills differ widely between the two cases. This example describes the organisation involved in the
successful implementation of a management approach called ‘matrix management’. The associate
director of a large and dispersed TAFE institute described the effect of these initiatives:

This matrix management arrangement meant that you had, say for example, a delivery team
of delivery team A, and in delivery team A you would have responsibilities for things like
human resources, finance, facilities, stores. All those kinds of things would be spread across
that delivery team. So in addition to doing teaching and administrative work that the team
were involved in, they also had to manage all of those other things for their team.

In operational terms, this meant that:

... to get a meaning from staff on any particular aspect of that particular delivery team I
would have to deal with different people, depending on what the question was, right? I had to
then ring so-and-so for something to do with recruitment, I’d have to ring somebody else
about finance and I may get two different answers but it may be about the one mission ... so
it was really frustrating from my point of view to get answers. If I wanted an answer I'd have
to get the whole group together, and kind of piece it all together.
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The leadership approach to the intervention of managing the matrix management involved first
analysing the organisational situation and its relationship to cultural differences. This approach
afforded an understanding of the reasons why matrix management was imperfectly embedded in the
organisation:

I used to sit there and then it dawned on me, you know, that people from Western society
have been nurtured and socialised into a hierarchical system of decision-making, you know,
everything to do when it’s the way people are socialised is about a hierarchical system of
power, whether it’s in the family, whether it’s in the community, or in the school. So to then
take a group of people that are used to that and are used to that hierarchical system and say
well you’re all equal now and let’s make the decisions collectively, a lot of people were finding

it difficult to do.

One solution was put to an executive staff meeting:

So I've raised that at the executive meeting, and said maybe we should actually run some
workshops to assist people to get them outside that hierarchical way of thinking and operating
to get into this collective decision-making. Well, the conversation fell on deaf ears ...

To overcome the difficulties associated with the use of matrix management, the assistant director
implemented a synthesised strategy within her own section as a way around the wider organisational
obstacles:

[I did] something different to the rest of the institute [and it] goes against this flat
management system. So the options are you can forfeit one of your positions whether it’s the
teaching position, the administrative position or whatever, you can forfeit one position, right,
and I'll create, do up some position descriptions and what have you for a program manager’s
position, but it’s not going to be able to cost you any more money. I can’t get any more
money to fund this position. You have to make the decision about whether or not you want
to sacrifice one of your positions. That person then will be responsible for doing the

administration, the negotiations with myself and setting targets [and so on].

In this case, the knowledge of the organisation and the way it operated was not of much assistance
by itself, although her role meant that this was the first option to be considered. The associate
director had to solve the problem at her own departmental level by knowing the organisational rules
and roles intimately, understanding personalities and cultural differences and the implications of
those differences, exercising her organisational authority, working with the leader/follower
structural role and against the ‘flat management’ regime, breaking the ‘rules’ of the matrix
management structure—all while maintaining an apparent negotiated outcome.

Context as interpersonal knowledge

Implementing training packages was the intervention, and interpersonal connectedness was how
this middle-level manager led the event. The example explored here was how this manager
approached the leadership of this intervention in the organisational unit (called the ‘centre’ here):

The implementation of training packages, I think that required very strong leadership for
anyone managing a centre where ... implemented because of the complexities of the changes
and the way that there was no consultation—and the disappointment with the packages that
turned out to be empty boxes, not packages at all.

Leadership for this manager is about applying the ‘soft skills™:
I think that there’s specific leadership skills that I would say are the softer skills that were

really important in implementing that change.

The respondent’s description of the intervention’s leadership attributes was peppered with terms
such as ‘connectedness’, ‘connected to people’, ‘find a friend’, ‘good relationship’ and ‘confidante’.
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However, the so-called soft skills have particular attributes, according to these reports, and these
attributes are not so soft. Understanding how to provide resources such as space, time and physical
resources is one aspect of applying interpersonal skills in this leadership intervention:

They [soft skills] were being able to give people space and time to understand things,
facilitating situations so that at a time when they were feeling very vulnerable they’d feel
valued. If you can have people feeling happy about coming to work you’ve solved most of

your leadership and management problems.

Helping people feel valued is not simply a matter of ‘being nice’, however. There are resourcing
questions:

Probably, in terms of the training packages, my focus was on people feeling that they were
resourced well enough to take it on board, and find out all about it and know what it is and
get a chance to control it themselves, because they felt very out of control, in a context where
they felt valued.

And the outcome?

And that was pretty successful. In a sense we had a minimum of problems given the whole
system’s a dud anyway. But in terms of the actual implementation of it for what it was, it
went pretty smoothly.

It is clear from these snapshots of leadership interventions that the form leadership takes in each
case is perceived in a quite different light in each intervention. In the case of a rural training
development intervention, leadership is seen as dependent on skills and understanding of that
specific community as a whole being able to facilitate a community-wide response to training and
education. In another, leadership comprises skill and knowledge of the mission and directions of
that specific provider company in identifying business opportunities. In a third case, leadership is
knowing the specific provider well enough to find organisational and management solutions to
given situations while using structural leadership roles to bring about the desired intervention. In
the fourth case, leadership in VET is about knowing people and how to relate to them in that
specific provider context in order to create interpersonal connectedness to facilitate the training
package implementation.

In all cases, the success of the leadership intervention was dependent on detailed and specific
knowledge of the context to enable certain aspects of that context to be steered in a different
direction. The managers report a different approach in each example, including facilitating
community get-togethers, the manipulation of organisational structures and interpersonal
approaches.

Detailed scenarios

From this overview of different contexts and the way leadership relates to them we move to the
detailed progress of two leadership cycles of change which document the progress of two leadership
interventions. Each clearly shows the different stages involved in leadership interventions and how
leadership varies at each stage.

Scenario: A TAFE campus leadership intervention

In other sections of the report we explain how leadership has been impacted by change.
Unfortunately, some of these impacts can be deleterious and relate to internal factors, such as
organisational structures not geared to contemporary needs, flattened structures, a culture of blame
and industrial relations issues. Some are related to poor interpersonal and people-management
skills. Several are concerned with external factors such as policy/strategy shifts, decreasing resources,
casualisation of work and competition.
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In this scenario an effective leadership intervention is reported. It is set in one small and quite
isolated campus of a large and dispersed TAFE institute. The purpose of the scenario is to document
the features of leadership required at different stages of an intervention, as well as to illustrate how
effective leadership in this case has originated from a whole-of-organisation approach to enabling

leadership.

The large and dispersed public VET provider has an underlying ethos of collective leadership
fostered during the term of the present, but soon-to-retire, chief executive officer. The chief
executive officer’s philosophy of leadership is reflected in his words, also cited earlier to exemplify
the ‘enabling leadership’ construct:

Leadership is about enabling people to develop and grow within an environment of increasing
complexity and change. It is about a reason for people to want to accept responsibility and
accountability. It is about controlled devolution in an environment where managers have

diminished power and authority and real leaders must develop a climate of trust.

The experience of one of the chief executive officer’s middle-level managers, who will be called
Jenny, is used to illustrate the positive effects of an enabling approach to leadership. The chief
executive officer places a great deal of emphasis on developing a climate of trust, and there are

several examples of the language of ‘trust’ in Jenny’s discussion of the importance of trust:

If you have not built up that level of trust in the relationship and a degree of loyalty and
commitment then I think that you really are in trouble, and what happens is that if you don’t
trust and you haven’t built up that relationship or you haven’t built up the understanding
about obligations or commitment then what I think happens is, it actually affects the way you
deal with those people ... then you can be perceived by them as not being trusting.

If there is to be an indication of what the chief executive officer refers to as an ‘enabling leadership’
environment, we need to explore the outcomes of Jenny’s actions when she took over the leadership
of this small campus.

Stage 1: Trigger stage—identifying the situational problem
It was a job, as she says:

... that nobody wanted, it was a job in which other people ... in which other people had
failed.

It is noted that the situation was not a new one, but had existed for some time. This shows that
stage 1 can be part of a cycle of interventions. It will be seen in stage 4 that building in a cycle of
scanning for opportunities and monitoring for new problems can both keep the players alert and on
target and allow a leadership design process based on the cycles of intervention.

The situation appeared to be bleak. Around 70% of the staff of the campus had been lost in the
downsizing. The potential learners (clients) in the district were perceived as demanding in terms of
their diversity:

We had diverse communities to service, but clients whose patterns for studying had changed
dramatically. So all the worst aspects ... were there in terms of ... our business. We were

distanced from [the main campus]—I mean not just in distance but in terms of relationships.

As well as relationships with the main campus being poor, staff morale was also rock bottom:

Nobody [from the main campus was] interested, so it was really a, quite a nasty, down spiral,
to the point where, even when I first started, my staffer said to me, ‘Oh we’re just waiting for
our yellow envelope’. So that was ... the challenge of that situation—to stop people thinking
that there was going to be a yellow envelope appearing ... There was no way we were going to
survive if people kept on thinking those things.
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The courses had been appropriate, but the delivery and numbers were not, an indication that
relationships with the community were also poor:

Attracting people to a particular course delivered in a traditional style is no longer happening,
no longer happened ... things were not going right in any capacity ... The actual types of
programs were pretty attractive actually but we just couldn’t get the numbers that we needed.

Stage 2: Initiating leadership stage—informal processes and collectively addressing the need
Jenny brought a staff member from the main campus. This person, Emma, formed a team with
Jenny, and the two members of the team displayed complementary leadership qualities:

She influenced me. So it was a leader influencing somebody else. Because she was a leader ...
she’d got me onside. She’d got me thinking about the opportunities and so what I did was
reinforce her views with teams of people and started examining the options and possibilities.

But leading change is not a simple or quick process. Hence the need for a period of consolidation
and development, as outlined in the next stage.

Stage 3: Developmental leadership stage—formal networking and other processes

Jenny recognised the need to take small steps and gradually build a culture of credibility and trust so

that staff could begin to see that change was possible and even desirable:

We weren’t going to change everything overnight. [That] was quite impossible because people
couldn’t change overnight. What they needed to see was that one change would work [well],
and if they can see one successful change they [could go on].

The following segment of Jenny’s retrospective analysis of the situation, and the interrelated
processes she adopted to address them, is a combination of small and larger considerations. The
small consideration includes renaming the classes ‘sessions’. One major and large consideration is
the informal policy of meticulously building strong ties between the staff to establish and reinforce
the common purpose of the intervention. Jenny summarises some of these strategies in the
following extract:

We stopped calling them classes and we called them sessions ... we started to change some of
the terminology. And, and ... we took off manageable chunks, had a go at it. [We were also]
monitoring all this progress, [finding out] how were the clients going. It was different, but
you know we could cope, making sure that we had some sort of relationship with [the main
campus] because there were other people—peers—who could support and reinforce what I
was then saying ... So there was a lot of ... relationships that needed to be, you know,
constructed. A lot of persuading and encouraging our other people who had an influence in
the community to accept our new ways and see that they actually did work, recognising there
were other ways of doing, of going about our business, testing it all the time, testing every
move we were making ... We would talk every lunch time—not just once a fortnight, but
every lunch time—about how things were going. So we were just nipping little things in the

bud all the time. Now in retrospect I'm really glad that we did it that way.

Stage 4: Sustainability stage—solving problems, avoiding complacency, scanning for
opportunities and monitoring for new problems

Change, as Jenny knew from the start, is not an easy process to lead. Once the basic processes are in
action leadership is far from over. In fact one of the biggest pitfalls in an intervention such as this is

complacency—‘well, we’re under way. Now we can rest’. Even after a year, Jenny was aware of the
need for ongoing strategies and leadership to ensure the emerging outcomes became sustainable:

... it took us probably the best part of a year to really make ... where people were onside, feel
positive. As they became more positive and more students appeared and more students came
through the system—and [the staff were] quite unscathed, then the staff felt, well you know,
‘I feel secure, actually, because there are a lot of students, and if there are a lot of students well
I've got my job’. So then they started feeling a bit more positive and that sort of led to
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[looking] at some other suggestions and then some of their own suggestions were coming
forward you know: “Well what do you reckon, how do you think it’s going to go, any other
opportunities, what about?”’—so a lot of exploring of ideas.

It can be seen how the cycle of leadership never really stops when viewed against a particular
intervention such as the one described here. The success of the intervention as judged from the
period covered by the data presented here is underpinned by the assumption that effective
leadership is a continuous process and a collective one. Leadership is not the property of one person,
but a process distributed between (initially) the core team, then spreading to a wider (but internal to
the organisation) group, moving progressively from these bonding ties to network with the broader
stakeholders. Thinking back to the time when Emma came to talk to her about ‘flexible delivery’,
Jenny herself says:

Even now I can say it wasn’t just about flexible learning. It wasn’t about that. It was about
people looking at different things that they could do and actually having some encouragement
to go and say things ... rather than someone saying, “Well this is how you are going to do it.
That was the old way.

Summary

It would appear that the ethos of enabling leadership espoused by the chief executive officer of this
organisation has been adopted by others in managerial positions. Jenny’s case shows marked stages
in the progress of the intervention, as suggested by the subheadings through the case study. These
are (1) trigger stage, where the situational problem is identified, (2) initiating leadership stage,
occurring through informal means, (3) developmental leadership stage, with more formal processes
related to building networks, trust and common purpose, from internal bonding ties to external
bridging ties, and (4) sustainability stage, whereby the common purpose and activities are affirmed
while avoiding complacency.

Scenario: VET-in-schools intervention: Enabling and distributed leadership

In this scenario, the data from the previous scenario are incorporated into the development of the
life span of an effective leadership event or intervention. This intervention is a VET-in-schools
initiative which has been operating for many years, and has therefore been able to build up
sufficient history for others to learn from its experiences. The scenario is reported in a different way
from the previous example. It appears in the form of a chart in landscape format (figure 2) and
makes the stages of the intervention as clear as possible. The chart format allows the implications of
the various stages to be shown left to right across the pages, for leadership issues, resourcing and
staffing. The researchers’ notes are in italics, while the plain text comprises data from the
participants’ experiences. Each stage should be read from top to bottom.

This initiative began when a teacher was appointed to a rural school. He noticed early that there
was only a 25% retention rate between Years 10 and 11. He teamed up with another interested
person, a woman who later (and fortuitously) gained a position at the local TAFE college which had,
until that time, seen itself and the school competing for the same market.
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5 Leadership roles

and responsibilities

The second aim of this study was an investigation of the leadership roles and responsibilities of
public and private providers within the various contexts. Here, the results of chapter 4, ‘Leadership
and context analyses’, are synthesised with the remainder of the data set. This chapter is structured
so that the analyses are combined to become answers to the research questions. Each section
contains tabular data and/or comments from respondents as necessary.

Research questions 1 and 3

What changes have occurred in the roles and responsibilities of VET managers
over the last 10 years? What are the current VET leadership roles and
responsibilities?

Over the last ten years changes to roles and responsibilities have been significant for all provider
types. The most notable changes chiefly relate to the corporatisation of the public providers and the
need for all providers to make constant business adjustments in the frequently changing policy
environment. These changes are integral to the role of educators as well, who now count among
their responsibilities financial and enrolment-seeking functions.

Corporatisation broadens client focus and financial roles

In the last decade or so corporatisation of public sector organisations has occurred across all sectors
and with it the move to a flatter management structure and the creation of work teams. The move
has had both benefits (‘it’s really snapped a lot of staff within colleges and institutes into the twenty-
first century’) and drawbacks according to the reports:

We've moved away from the traditional hierarchical management structure to flatter
management structures and that’s certainly in many respects improved the quality of

management and leadership. There’s also been some downsides to that too.

Another provider describes the change as follows:

The problem in a lot of educational institutes at the moment is that, because of funding
constraints and the national competition policies, we're being forced to run the businesses in a

more businesslike way, which is quite different to the old [way].

In VET, roles and responsibilities of staff in private providers are just as affected by the moves to a
business model:

Competition has forced us to think more like a business rather than a public service agency,
and thinking as a business we’ve suddenly taken on board the reality that, you know, our
business is about those customers that we’ve got out there and delivering the service that those

customers want.

Previously, where the public purse paid for education and training, now user-pays policies have
impacted on all sectors, as noted by this rural provider:
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A lot of the extension [training] work was done on a free basis. The actual technical people
went out and shared information with the communities, with the farmers, with the different
groups. And now it’s a very strong user-pays criteria that has been put in, to the extent that
we're looking for private work rather that just being a government agency.

Agencies such as this represent the interface between government and community, and their role
now includes mediation because of their divided role as both public and private providers:

So what’s been imposed through policy—we find that we're in the firing line of saying, “Well,
that’s where it is’. We're finding ways to work through that so we can still maintain
relationships with the community.

Before, there was little concern about where the resources would come from. Now, in the case of
public providers, the new corporate model of operation brings with it dilemmas and issues related
to their dual business and public provider roles. For example:

This institute has been struggling for years to be financially viable, operating within an
environment which is quite complex. [For example], a business decision in relation to this
institute [is that] we have separate campuses. If I came in as a straight-out business manager or
major executive out of a corporate organisation and people asked me, ‘How are you going to
fix the business here?”’—well I would simply close down campuses, just like that. I mean that’s
the way to fix it. But you can’t do that because we are still a public service agent and we still
are required to deliver a government service, the government policy and the government
initiative. And a lot of that is about social justice and equity.

While a corporate model has had benefits in terms of client focus and resource management, the
respondents illustrate how the public provider role has been subjected to a great deal of strain.
Another frequently noted by-product of the organisational response to the move to corporatisation
is a loss of staff continuity and morale, with the resultant challenge of building a vibrant and
responsive organisation under the dual public/corporate identity:

To create the level of employment for those people in that sort of environment is significantly
different from the way it used to be. [There is] a larger amount of risk-taking.

One substantial change between ten years ago and the present time is the capacity of the provider
organisation to respond to change. Once, this would not have been required whereas now it is
essential. When asked to offer their experience on the changes that have occurred over the last ten
years, the most common response of respondents related to the changed nature of their
organisations in the context of the pace of change and changed socioeconomic conditions. The
comparison between the way things used to be, and the way they are now, is captured in this chief
executive officer’s words:

The thing that wasn’t there before was the sort of change management, because we didn’t
change very much. So the pace of change and constant change and constant restructuring is
obviously something we didn’t have to deal with before.

Changes regarding implementing policy and strategy

It is perceived that both public and private providers are now more in what they see as
implementing government policy, whereas ‘before’ their business was more homogeneous and more
stable over time. Public providers have a legal responsibility to implement policy, while private
providers must do so if they are to receive government funding, to award certificates and to receive
accreditation as training providers.

For most providers the last ten years have involved implementing policy and strategy changes, most
notably what was known broadly as the training reform agenda, which included the change to
competency-based training, and more recently training packages and ‘a lot of emphasis on flexible
delivery, self-paced learning’. One respondent compares ‘then and now’:
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We've been working on a national approach in VET for a decade or more—a national
approach. But that goes back to the time when teams and individuals weren’t expected to
know about that stuff. When I started in TAFE you didn’t have much to do about or know
about the national agenda.

A private provider discusses the impact of policy on their roles and activities:

The economic policy or government policy on finances has had a fairly big impact ...

Other responses to policy/strategy noted in the data include the implementation of training
packages, an area which receives both positive and negative comments. One manager noted that:

I think training packages are simply, like we used to have curriculum and we did something a
bit different, and now we do training packages. I think they’ve made an impact because of the
time lines not because of what they are.

Casualisation of work

Public providers have had to respond to resource rationalisation within the business model that
policy has implemented. In turn, this has caused a downsizing of staff which is ongoing:

For the first time in the last five years we’ve had mass voluntary redundancies. That’s
something we haven’t had to deal with before and so they’re big issues.

The casualisation of the public providers’ employee profile that results from this kind of situation is
not unusual these days, but the impact on changed work practices, as well as on the kinds of
continuity required for publicly accountable provision, is reported to be in some jeopardy.
Nevertheless, casualisation and the consequent organisational management of the part-time staff are
part of the new way of working, where the day-to-day efficient running of the campus involves:

... the employment and induction of sessional staff and planning of programs.

Another public provider details the way this impacts on day-to-day operations:

Well you've got a certain number of staff. For instance in terms of financial resources, we only
have enough money to pay for our full-time staff. All of the money that supports our part-
time staff has to come from some innovative form of delivery.

However, the situation is not restricted to public providers. One private provider comments as
follows:

I think staffing has changed, has shifted, so ... we’re employing more casual teachers rather
than full-time teachers.

Again it’s a shifting sand so far as numbers in private industry [are concerned]—the number
of students, the number of staff are dictated by the number of students. What will continue to
change is the state of the local economy in which we operate, which has an impact on who
enrols, what they do and what our graduates do at the end of their courses. So we have to
keep adjusting the product to suit that market.

The dictates of ‘the bottom line’ are reflected here, but also the need for private VET organisations
to be agile in their responses to market forces.

Accountability

The issue of accountability—more explicitly the notion of divided loyalty in accountability—is also
a strong theme:

We haven’t lost the focus on the student, although sometimes in my role I feel like ... I feel
like that if the decision is about the student or the money ... I do have to battle with that one.
But I do think that we actually do things better. I really think that. Accountability.
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There are comments on the changed expectations of staff teaching roles:

Expectations [based on the fact that] once our client group used to be the students, and now
we don’t say ‘students’ all that much any more, we say ‘clients’ because of the expanded
nature of our client group: the employers, government, other departments, Indigenous
communities, you know our client group is really broad now. And it means that they all have
different ways that they want to have things happen. Innovation means a different thing to all

of those people, because of their particular circumstances.

Comments such as these highlighting changes do draw attention to a new appreciation on the part
of the educators that certain client groups do have different and legitimate needs. The excerpts also
show how much more connected (and therefore accountable for broader issues) educators are
required to be in comparison with the days when there were just ‘students’ in classrooms. Another
consequence is that:

... workloads have increased but, specifically, I think the scope of people’s workloads

has increased.

Research questions 2 and 4

What factors have brought about these changes? What are the drivers
on VET managers?

The massive shift in socioeconomic policy in the VET sector over the last decade has given rise to a
wide range of factors affecting VET managers and their ways of leading and managing. These
changes have generated cause-and-effect processes which influence how managers perceive their
roles and responsibilities, as well as the contexts in which they work. Of primary concern to
managers are the organisational—cultural changes and the new skills required for this new
environment. They perceive this environment as one in which competition and conflicting interests
are daily challenges, and where wide ranges of clients such as learners, industries, communities, and
state and national bureaucracies have to be wooed, won and satisfied.

Table 2 shows those factors which are perceived by VET managers and leaders to impact
significantly on their leadership roles and responsibilities.

Table 2: Factors influencing change and impacting on VET managers

Drivers Frequency of
occurrence
Leadership and collegiality 41
Policy/strategies (including quality systems and competition) 40
Clients (student, industry, community) 30
Change and globalisation (including forced professional learning to respond to change) 30
Critical social issues (culture, gender, class) 8

Leadership and collegiality

Management and leadership are seen by the project’s interviewees to have entered a new paradigm.
The old systems are perceived to be of little value in the new work environment as is stressed by one
TAFE director:

... there’s a general acceptance that the sort of autocratic approaches that we’ve had in the
past don’t work and that ... you don’t necessarily have a great deal of power or authority but
basically you have a position which enables you to provide leadership and direction and but
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you don’t necessarily have the ability to control and manage people the way you would have
in previous sorts of [TAFE] models of management.

New forms of managing and relating are giving rise to new ways of doing things, but this is not an
easy road by any means. Old ways of doing things do not just go away despite there being new
opportunities and new ways of implementing VET:

... the bureaucracy is very difficult to remove and it seems to create mechanisms to recreate itself.

Embracing this new paradigm has brought about new challenges. For many it has been a difficult
time requiring new skills:

... the last 5 years have been an absolute struggle to achieve these skills.

You know traditionally in the old days ... if you are the boss, no matter how stupid, what you
say ... everybody just does it. Yes, it is really convenient on some occasions, but you know
that is really a very unhelpful way to work.

Many have taken on these new challenges and opportunities, and have seen and experienced the
benefits:

A lot more decision-making has devolved down to the head teacher level. [And] that was quite
positive. Because I feel at the head teacher level they really know what needs to be done much
more than the stuff being imposed on them.

So [now] I'm probably quite different to the people of the old TAFE.

Managers and leaders are recognising the importance of people in the new paradigm. It is people
who will make the new system work:

The human element is now being asked to be considered more than the economic.

And people are now asking and saying let’s bring the human side of things back into the
office. I guess it’s more so recently because of what, you know, all this economic rationalism
that’s going on and what not and people are just getting quite sick of it and now asking for ...
more human and social approach to things and I think that’s, that’s why it’s become more of

a focus now.

As the importance of people, their knowledge, skills and their participative roles are becoming
recognised at all levels, so the role of interpersonal communication is becoming more significant in
the management process. People at all levels are being included in the planning processes:

... it comes down to letting staff know why these decisions are being made, and I told them
everything about it, I guess honest and upfront is the key. And staff were very, very
co-operative ... and we came up with a number of strategies [on] how we thought we might

be able to improve it [quality].

Policylstrategies (including quality systems and competition)

For many managers the last years have meant dealing with conflicting interests and systems in
regard to the importance being placed on team work and shared responsibility:

Policy-making is still a top-down, very much a top-down bureaucratic process that occurs
within our organisation. There’ve been attempts made to shift that and we’ve actually
dismantled a lot of our statewide policy and we’ve devolved that down to institutes to actually
initiate their own policy and their own processes as much as possible.

With the experiences of the policy changes of the last ten years, managers are very sensitive to the
need to be aware of policy, especially in terms of possible shifts which may affect how they go about
providing services both externally and internally to their organisations:

... the major sources of policy information ... these sorts of areas are critical, they’re critical,

they’re critical because they’re changing so frequently, they are creating change which has to
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be managed ... whether it’s the way you’re funded, or whether we, for example, in hard times
... can reduce our staffing or not. Whether or how strict we have to be in adhering to the
rules, all of these things ... have a huge impact on us, how much effort is required to ... goes

into our management of our business, just huge impact.

Old ways of doing things, operating frameworks have had to be changed:

... my currencies in those days were a bucket of dollars and teaching hours. And I know I
always stayed within the budget ... That was the currency and that was what I was managing.

The new policy environment brings with it new leadership challenges and opportunities, challenges
and opportunities that require new ways of doing things with new operating foci:

I think there’s a lot of things there [now] that actually link together to enable us to do those
things that we want to do ... just look at those focus areas that we’ve established in our whole
continuous improvement process and they’re the areas that I think are most important for the
institute to focus energy into in relation to improvement and leadership. Those areas are,
looking after our people, looking after our clients, looking after our product, looking after our
systems and managing our assets, and of those, probably the two that we've been most
concerned about are the clients and the people. And those two things do tend to link together

because we see clients as both internal and external clients.

Linked with this new way of doing things is the recognition and importance of quality product:

... we also recognise that the strengths of this organisation are based on delivering a quality
product and a recognition that we have processes in place there to ensure that the quality

standard is maintained, so that’s very important to us as well.

With this recognition of the importance of quality also comes possible tension and potential
conflict of interest due to economic rationalism:

We certainly try hard not to sacrifice the quality for the economic outcome. And that’s a real
challenge because sometimes you can only deliver what you’re paid to deliver and what you’d
like to deliver is a Rolls Royce but what you have to deliver is a Holden Commodore.

A further tension is the competitive environment in which VET managers and leaders now have to
work:

Leadership has had shifts to align ... focus on competition, client service and being more
business-focussed rather than government delivery focus, so in answering your question I

mean there is a conflict between those things.

One up-side of this competitive environment has meant a greater client focus as is stressed in the
next section.

Clients (students, industry, community)
Since moving to the new delivery environment a customer focus has evolved:

Learner client groups are significantly important today in our organisation, because one of the
shifts that has taken place over the last few years is a very definite shift from the sort of public
service bureaucracy towards a customer-focussed service industry type of approach and that’s
part of what we try to do in this institute.

Customers and their needs are perceived by managers to be of great importance to the continued
growth and survival of their organisations:

Our business is about those customers that we've got out there and delivering that service that
those customers want and our continued growth in this particular business area depends on

satisfied customers.
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Clients, to many managers, are not just students sitting behind desks. They are now seen to be all
those whom the organisation services:

We say clients because of the expanded nature of our client group, the employers,

government, other departments ...

For some this has brought about an expanded sense of purpose and connectedness:

We're definitely more connected to the community and probably the biggest part of the
community would be the business, industry and business, we’re probably more connected to
them now than we’ve ever been.

All of these changes have meant that new skills and attitudes have had to be acquired to meet new
demands:

TAFE had to deal with those difficult decisions and those difficult strategies and ... in my
opinion I don’t think it had, at the time, people who were managing or leading who really
had built up those skills to be able to deal with it and so there was a lot of, you know,
grabbing at how are we going to do this? ... How are we going to tell someone that they don’t
have a job any more, how are we going to say that, you have to work longer hours, that we

have to be more client-responsive. How are we going to do those things?

These new ways mean doing things differently:

Changing that culture about, you know, we have a supply of product here that we’re going to
deliver to you as a customer the way we want to deliver it, because that’s the way we’ve always
done it to one where we actually seek input from the clients themselves as to how they would
like their program customised and delivered to suit their individual needs.

Change and globalisation (including forced professional learning to respond to change)

Change has meant new ways of looking at things. It has meant dealing with the implementation of
changed frameworks of educational provision and undertaking activities associated with VET in very
short time spans:

Change has been sort of monumental change ... Large changes are occurring, so total
curriculum out, competency in, training packages in. Things have to really change
very quickly and there was no leeway or there was very limited time for adjustment to
those changes.

In response to this changed environment those working in the area of VET provision have had to
upgrade their skills. For instance:

Some people have chosen to seck out and develop those [leadership] skills by training ...
taking on leadership programs that are being run by various groups.

This need for reskilling in leadership and management (in addition to the learning of other skills)
has been fairly widely recognised among the interviewees of this research project:

For our organisation in this ... new and fairly openly competitive environment, there were
some skills that were needed, especially for the leaders and the managers. And I think that
development has been a huge change and I suppose the good side of it is that most people
have adapted and they’ve learnt.

Not only are the hard skills seen as being important but so also are the softer skills. Ways of
perceiving one’s role and responsibilities in the organisation have changed. The role of VET
employees is now larger than merely being involved in VET provision. New expectations are being

placed on staff:

The changes also reflect big-picture thinking, and there’s an expectation that staff undertake
big-picture thinking, and become more strategic in their approaches whereas previously we
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were saying to people you just focus on your little bit, go about and get those students and do
the delivery, now there is an expectation that people in the teams have a bigger understanding.
They have to understand where the money comes from, how the different programs are
funded, where nationally VET is heading, you know, with competition and so forth ... we do
expect people to take on those broader issues.

These new ways of doing things have resulted in changes in how staff relate to one another:

There’s changes happening all the time, in the way we work together ... there’s more
bouncing ideas off and sharing [of responsibility]. My staff will approach others rather than

[only] me [now] ... so I think that’s more reasonable now.

This has meant change in organisational culture, especially in terms of gender and the dominant
mainstream culture-based management and provision of the past.

Critical social issues (culture, gender, class)

Organisational cultures take time to change. New ways of interacting and doing things differently
in VET can be especially difficult:

We had four blokes in the welding department when I was appointed who said, ‘Oh my God,
this campus manager is a woman. What are we going to do?” You know, I walked in and they
were quite happy to say that to me. ... People do become very set in their ways and they find

it very hard to adapt.

Some VET managers and leaders have learned to have patience, demonstrating understanding of the

difficulties being faced:

... I didn’t have all the baggage they had, all the background and history they had. So that
perhaps my mind was a bit more open to the change.

Culture doesn’t change overnight to suit new policy, nor do the social circumstances in which VET
& & policy

provision finds itself. Social justice is still a key concern and should remain so. In the following

quote the campus manager talks of social responsibility versus economic rationalism:

[Close down uneconomical campuses] that’s the way to fix it, but you can’t do that because
we are still a public-service agent, and we are still required to deliver a government service, the
government policy and the government initiatives and that, a lot of that is about social justice
and equity and, you know, we strongly believe in all of those things and therefore there is a
major conflict between, you know, the conflict of competition and financial viabilicy when we

know that ... seven of our campuses are not financially viable, I mean that’s the reality.

Where organisational and wider VET cultural change have taken place, new opportunities are being
opened. For instance, in the passage which follows an Indigenous head of the Faculty of Aboriginal
and Torres Strait Islander Studies speaks about some of these opportunities:

I believe that education and training have in the past been used as a means of colonising
Indigenous people’s minds, you know, and I believe that [now] being in control of the
development of curricula and in control of delivery of that curricula or training product ot
whatever they might be, allows Indigenous people to take back that control of, you know, the
minds of the people in our community.

There are many factors and drivers acting on VET managers and leaders in today’s world of VET
provision. Gone are the comfortable frameworks of the past. New ways are needed to deal with the
changes. In the next section a number of the perspectives of interviewees are presented.
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Research question 5

How might VET leadership roles and responsibilities change in the next
five years?

One of the TAFE institute directors makes the following point concerning future leadership roles
and responsibilities:

I think for an organisation to be able to move forward in the future we need to replace that
blame with a trust-type culture which is not about looking for someone to blame but about
looking, you know, for solutions that will benefit everyone.

This changing emphasis in the delivery of programs, from “We know what’s best for you’ to one
that is client-focussed, means that people and their needs are becoming more and more important
for quality delivery. Many of the interviewees have pointed this out in different ways. They
empbhasise the importance of getting the people relationships right both internally and externally.

In answering research question 5 we looked at interviewees’ responses in relation to the desirable
leadership attributes for VET management in the future. Frequency of occurrence of all responses
was analysed, then a categorical synthesis of groups was carried out, resulting in the summary of
four key groups of future leadership characteristics which is shown in table 3:

Table 3: Four key groups of leadership attributes for future VET

Leadership attribute group Occurrence
Character: consistency, ethics, integrity, control 29
Networking, partnerships and alliances 16
Risk-taking, initiative and innovation 12
Futuring: vision, future trends, strategic, proactivity 9

Character: consistency, ethics, integrity, control

Aspects of character register as the most significant roles and responsibilities of future VET
leadership. Character attributes included consistency in deed and manner, ethics in deed and
manner, integrity in deed and manner, and control. Control included those attributes related to
being able to command attention and exert authority, especially in times of uncertainty.

For example, an Indigenous interviewee proposes that future leaders:

... need to have the strength, they must maintain that strength, that’s one. Commitment,
they must make commitments, and don’t make commitments that you can’t keep. Thirdly is
having unison in regards to working with the [whole group providing the service].

A community VET committee industry member reinforces this attitude:

... success is consistency at work.

Strength of character on the part of VET leaders and managers is important in these changing times
as is recognition and securing the gains which have been made:

I think it will be more important for people in my position to have that strength of character
to protect what we’ve got, not just for our patch, but protect what we’ve got. We've got a
system at the moment which allows us [public providers] as registered training organisations
to operate in the same sense of freedom in many respects as a private provider registered
training organisation group can do, and as long as we do it reasonably and legally, but it gives
us so much more freedom to meet changing needs, than we ever have, and educational needs

than we ever have before and our community needs. Talking from where we’re operating, we
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are working as a whole community to meet the needs of this community, it gives us so much
more flexibility to do that ...

Here are some of the qualities considered important:

Some of the qualities that are needed?—the person needs to be passionate about what they are
delivering ... good listening skills, be able to understand the communities, some of perhaps
the blockages that may be in that community or within an individual and also this other very
strong sense of being able to lead out ahead and call others on to those objectives.

Leaders and managers should:

Have credibility within the community and industry areas to allow you to stand tall and talk
with authority about issues.

These qualities should never be exercised alone, according to many of the interviewees, as is
evidenced by the following section.

Networking, partnerships and alliances

The focus of leaders and managers should not only be on internal day-to-day activities but also
should have a wider concern:

It is pretty fundamental about leadership that you would have a big sort of focus on the
external and I think if you’re very introspective it becomes far too operational and you lose

vision pretty quickly if you’re only looking inside your own organisation.

Networking, both internally and externally, is essential to the new VET provision paradigm. Internal
networking:

... builds the team, and then the qualities of those teams ... team requires you know, the
passion and the empathy and integrity.

But network development, especially external networks, takes time and effort:

I didn’t develop these resources overnight or just over two years, it’s taken me 20 years and
I've had to build up my reputation and build my rapport up within the region to be able to
have a good network of people that trust and respect me.

As the new paradigms develop within organisations so roles change, bringing new demands, new
ways of doing work. This places even greater importance on networking, collaboration and
partnerships:

The fact that as, as the role [has changed], my job’s just got bigger and bigger and bigger, it
wasn’t able to be done effectively by one or a few people, it had to be done with a whole team
or a big group or a wide network of people and I think that’s where the network-type
situation and the alliance-type situation came in. When you get into a bigger scale of things,
you need a whole range of people and a range of skills and you just can’t do it by yourself.

As networks grow and develop, so the risk factor increases, and new opportunities require initiative
and innovation.

Risk-taking, initiative and innovation
In discussing leadership characteristics for future VET leaders one interviewee states:
... it’s all [about] taking the risk, all that sort of thing is what leadership is about and then ...

you know, going out on a limb, all those things.

A TAFE associate director contrasts the VET environment of today with that of the past in this next
quote. With flatter management structures and no longer a bureaucracy to hide behind, innovation
comes to the fore and also its association with risk:
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My recollection of the old system [is] where we were cleatly an educational institution, rather
like the schools. It was an enormously hierarchical system, you were reluctant to innovate
because there were all of these layers sitting above you. Now, the layers aren’t there. So in
bureaucracy you sort of hide behind layers, whereas the structure as it is now it’s much more

risky and there’s more pressure on you, you’ve sort of got to take the risks to survive.

The need for innovation and risk-taking in connection with organisational survival is mentioned by
other interviewees:

We're going to have to constantly innovate in the way we do things in the future.

It does need an element of risk, the whole VET stuff is a very risky business at times.

A head of school argues:

I think we do have to engage with risk. We will be involved in doing a number of things in
the future which may put the school at risk in terms of funding and future resource allocation
... There is personal courage at the back of that.

Support is necessary in the process; it is not just about one person taking the risk:

They had to make decisions about, ‘do we go down this path because there was risk involved
... so people have to, what I would say ... support you in that way and give you the direction
[so] that you can go ahead and do that.

One entrepreneurial VET manager goes even further by quoting his favorite saying concerning VET

leadership:

‘Don’t you think it’s better to seek forgiveness than to ask permission’, and so that’s the sort
of thing that I like living by.

These innovative and entrepreneurial attitudes cannot take place in a vacuum. There needs to be a
system of support and a safe environment where people are encouraged to reach beyond themselves:

... one of the key things [for the future] is to provide a secure environment for staff, and I
think that’s a part of leadership. If staff are confident that their leader’s competent and that
relationships are stable, you know, they don’t have to fight each other or compete with each
other then they can be productive and that can be part of that leadership and so they feel
secure to take risks and make mistakes and all that kind of stuff.

Another manager supports this type of action:

It’s more about kind of risk-taking and courage, I think that’s part of it in terms of giving the
staff the confidence to feel like it’s going to succeed and to keep moving forwards rather than
to be scared about what could go wrong.

Some speak of positive outcomes:

We did change direction and we did step outside the guidelines to get it done and I guess
that’s getting back to that risk-taking and just taking the initiative on some things that weren’t
written in the agreement ... And I think that touches on some of the qualities of leadership I
guess that we would all agree are really important and that’s the ability to take a risk
occasionally, like a responsible risk.

Futuring: vision, future trends, strategic, proactivity

Other ‘future roles and responsibilities’ were interpreted by the respondents in a variety of different
ways. Some were very specific, and commented on one aspect of a role; for example, one manager
noted that ‘performance monitoring and performance management’ would be the key role for
leadership in the future. Some took a broader view of future roles (‘A more proactive role in
creating the future ... ’) and others discussed the need for structural and organisational adjustments.
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Among the three comments from participants which follow, the first focusses on industrial relations
needs, the second on structural issues and the third relates to the importance of collective vision:

When we talk about having a leadership process which is not about control, then you also
need to look at the industrial relations side of that. How do you actually mould the industrial
relations so that you know it is more appropriate to that style of leadership?

The concept of management being up there and workers being down—here is something that

needs to disappear ... in organisational structures in order for us to manage the future.

[It's] a combination of people. It’s people that have had a vision and in doing that are able to
bring others on board so that that vision is achieved. In a sense I think that what they have is a
vision of what’s to be done now, that varies in size but in doing that it’s not a one-man
operation, it’s actually including others and allowing them to be part of that process, to

achieve it.

While the previous senior manager refers to a learning and business model, she also makes the link
to ‘community’, which is a significant and newly emerging cluster of needs for the future, as
evidenced by the following group of extracts:

A proactive role outside our own organisation as well as what we do internally; we’ve got to be

seen out there to be taking leadership roles in the community.

Have our people taking positions on boards and on committees and on other planning and
regional groups so that you know, we are having input into the overall regional studies as well

as input into our own.

Linkages to the community ... the cornerstones of my marketing campaign will be
community involvement, co-operation and positive outcomes. That will flow, as far as a
leadership role is concerned, flow into my people and you know giving them an injection to
get taking that higher moral ground and therefore negating the perception of cost.

Cut across those [community] groups and get people working together. Collaborating,
forming partnerships, doing things more cost-effectively.

Some comments were general, reinforcing the need for interpersonal connectedness and being
proactive in VET leadership:

Provide an atmosphere of trust.

I’m always looking for the next development, or becoming more better informed, so in a sense
it’s being proactive, it’s like working towards the latest developments, continuing to run rather
than reacting to things as they happen, being prepared to constantly change and be able to
bring your team through that process.

[Looking to] the big picture in terms of why are we doing this, that bit, that needs to be
constantly shared, how our vision has changed as to why we are doing this ... The why must
always be there, so they are always aware of where we’re operating from, we’re serving the

students’ needs, we're serving the industry needs, we're serving the community needs.

One comment asks a hard question about the role of critique in policy formation and iterative
processes:

Whether it’s the public sector or the private sector, who will argue back when ANTA or the
ITABs are making unreasonable demands?

This list of leadership attributes could prove useful in relation to the development of possible
‘competencies’ for leadership professional development purposes. However, if this is to occur, then
additional validation with other National Research and Evaluation Committee (2000) leadership
project outcomes would be required, along with the proviso that these leadership characteristics
should be clearly identified as leadership rather than management characteristics, and that they relate
to individual leader attributes rather than pertaining to the leadership event, or intervention, itself.
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Appendix: Methodology

Introduction

The methodology of the study was designed to achieve the aim of the project by building
knowledge and theory on the topic of contextual impacts and characteristics of VET leadership in a
range of twelve identified sites where delivery occurs. The research is based on the grounded theory-
generation and research techniques of, for example, Glaser and Strauss (1967) and Spradley (1980)
under the general quality guidelines for qualitative research, such as member-checking and
triangulation, detailed in Lincoln and Guba (1985).

This methodology is distinctive, and pays more attention to empirical matters than a simple thematic
analysis and a writing-up of a ‘case study’ or, in the case of this report, the use of ‘scenarios’. The use
of case studies as an analytical tool is well known, and in this research it is supplemented by two major
features: first, the research employs a knowledge-building methodology (as opposed to a traditional
theory-testing approach), particularly appropriate when there is little research in a particular area,
which is indeed the case with leadership in vocational education and training; and second, the array
of analytic tools includes a set of particularly vigorous empirical data-analysing procedures.

Stake (1995) distinguishes between an intrinsic and an instrumental case study. This report is based
on instrumental case study criteria. The features of an instrumental case study include:

< that it addresses specific research questions rather than being more open-ended (p.3)

< that the use of this type of case study is instrumental to understanding something else (p.3). In
this instance, we seek to understand the dynamics of VET leadership

< that in the event of a major case study, it contains focussed case studies that are instrumental to
learning something more about the overall question.

The distinction is important because, as Stake puts it, ‘the methods will be different, depending on
intrinsic and instrumental interest’ (p.4). These differences are reflected in the diversity of data used
across the sites, as well as in the cross-referential manner in which the results reported address the
research questions and the derived findings. In part 2, where the detailed results of the analyses are
given, the research questions are answered by drawing on the findings from the individual case
studies (presented as scenarios) in relation to across-site considerations.

In order to ensure the veracity and durability of the knowledge on which the project outcomes are
derived, the gap in research addressed by the project will be addressed by the analysis of two
contingents: the characteristics of VET leaders in twelve diverse settings, and the nature of those
characteristics in relation to cross-site transferability—that is, which of the characteristics could be
described as generic and which are site-specific.

Selecting the sites/contexts

The research team recognises that 85% of VET provision is delivered by TAFE and VET-in-schools
programs. For this reason, more than half of the respondents across all sites are TAFE/public
providers. However, because of the future-looking element of this study, we recognise that VET
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could ‘take off’ in any number of different forms, as the online learning movement has shown. In
addition, the ‘new sites for VET” will become the province of the public provider in some way, as in
the way sections of TAFE have embraced online learning as a part of its suite of provider modes.

In order to ensure that the project captures the widest possible range of types of delivery in which

effective VET leadership occurs, the types of sites in which VET takes place have been selected according
to a purposeful sampling model (Patton 1990). The criteria used for selection are spread across:

<>

R I T e

states and territories

urban/rural

equity groups

size of provider

majority of sites registered training organisations but at least one to be independent

type of provider (private, TAFE, group training, VET-in-schools, community-based, online)

period of establishment

relative ease of access to site and participant availability given budget constraints.

Selection of participants

VET managers at different levels are regarded as having a leadership role. Those labelled as ‘leaders’
are also required to manage. For these reasons, it is important for the project that VET managers at
different levels are included as participants in the study. In large organisations, top- as well as
middle-level managers were targetted. In addition, group interviews were facilitated in these larger
organisations to act as a cross-checking forum. These groups included some of those already the
subject of one-on-one interviews and where possible were supplemented by other staff members
such as team leaders to promote discussion.

Application of the purposeful sampling of different VET leadership sites using these criteria
established the sites for the study (table 4).

Table 4: Summary of sites and participants
Site State Description Interviewees

1 NSW Large urban public VET provider, high level of industry and 6
commercial activities and 1 focus group

2 NSW Higher education VET provider 5

3 NSW Youth focussed VET provider 2

4 Vic Dispersed and multi-campus regional public VET provider 6
and 1 focus group

5 Vic VET in a group training company 1

Vic Industry-based VET consultant 1

7 Qld Large urban public provider: equity focus (Indigenous, gender, 8
migrant) and 1 focus group

8 Qld Private training organisation 3

9 Qld Indigenous provider: Non-registered provider 3

10 SA Rural community-based VET development 3
and 1 focus group

11 WA Urban TAFE with equity focus (literacy, numeracy) 3

12 Tas Rural VET-in-schools 3
and 1 focus group

Total number of interviewees 44

Total focus group interviews 5

Total number of interviews 49
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Table 5 groups the 12 sites into three groups: TAFE, other public provider and private provider.
There are four providers in the TAFE type, three in the other public provider type, and five in the
private provider type.

Table 5: Study sites by provider type and organisation

Provider type Organisation Number

TAFE Large urban TAFE

1
Dispersed rural TAFE 1
Large urban TAFE equity (Indigenous/gender/migrant) focus 1
Urban TAFE with equity (literacy/numeracy) focus 1

Other public
provider

VET-in-schools 1
Higher education provider 1
Rural community-based VET development 1
Private provider Private training organisation (business college)
VET in a group training company
Industry-based VET consultant

Youth-focussed VET provider

YRR I T R R SRR S SR S

Indigenous community

Total number of sites 12

Female and male respondents (in table 6 only the one-on-one interview respondents are shown) are
fairly evenly divided. It is of interest that there is a majority of males in the other public provider
type, although when the actual sites in this group are compared in table 4, it could be argued that
the nature of the three providers is characteristic of more traditional male-dominated areas.

Table 6: Gender of one-on-one interviewees by provider

Provider type Gender
Female Male
TAFE 12 11
Other public provider 3 8
Private provider 6 4
Total 21 23

Table 7 summarises the positions of the respondents within their originating organisation.
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Table 7: Job/position description of respondents by provider

Organisation

Position

Large urban TAFE

Dispersed regional TAFE

Large urban TAFE equity
(Indigenous/gender/migrant)
focus

Urban TAFE with equity
(literacy/numeracy) focus

Rural VET-in-schools

Higher education provider

Rural community-based VET
development

Private training organisation
(business college)

VET in a group training
company

Industry-based VET
consultant

Youth-focussed VET provider

Indigenous community

Assistant director

Assistant director

Assistant director

Assistant director

Deputy director

Teacher and union organiser

Manager strategic and commercial services
Associate director programs

Campus manager

Program co-ordinator (campus manager)
Manager, teaching division

Institute director

College director

Operations manager

Corporate services director

Head, Faculty of Aboriginal and Torres Strait Islander Studies
Faculty head

Learning support teacher

Administration officer

Program manager, general studies
Managing director

Adult Migrant Education Program manager
VET teacher

VET co-ordinator

VET committee member

Head, School of Engineering and Industrial Design
Director, Research Centre

Head of school

Head of school

Director, Centre for Construction Technology and Research
Senior consultant

Small business development consultant
Senior consultant

Principal

Academic co-ordinator

Travel-tourism co-ordinator

R R R IR IR R P SIS SR R T R T R S SIS D P SR R SR T SRR R R SR SR P S

Operations manager

<>

Managing director

Co-ordinator

Team leader

Community chairperson (Co-ordinator of Woman’s Centre)
Community vice-chairperson

CDEP administrator

AR

Table 8 describes the missions (or major goals) of the organisations according to the three types of

provider.
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Table 8: Mission of provider organisations

Provider type Organisation Mission
TAFE Large urban TAFE To be the premier provider of customer-centred VET
Dispersed regional TAFE To be selected first and every time for the provision of
vocational education and training and related services
Large urban TAFE equity To lead in the delivery of innovative quality training
(Indigenous/gender/migrant) focus  and in the development of instructional design
Urban TAFE with equity To provide quality vocational education and training
(literacy/numeracy) focus products and services to meet the needs and
expectations of clients
Other public VET-in-schools To provide the focus for educational excellence for our
provider community

Private provider

Higher education provider
Rural community-based VET

development

Private training organisation
(business college)

VET in a group training company

Industry-based VET consultant

Youth-focussed VET provider

Indigenous community

To provide excellence in higher education, research
and associated community service in [city area]

To be [state’s] leading rural consultancy

To be one of the world’s leading private education
providers

By 2005 we will deliver work for every GRGT job seeker
in the [Name] region.

[Deliberate choice not to have a Mission, but goal] To
give the shareholders/staff gainful and educationally
and politically ethical employment with some security
of tenure

To take whatever initiatives are necessary to see the
Kingdom come in Australia through: 1. Change in the
lives of Australians; 2. Growth in the Christian
community; 3. lllumination and transformation of
Australian society and culture so that it has the option
of knowing and fulfilling its destiny in the world

Provide employment and training opportunities to
unemployed jobseekers to gain permanent
employment

Work with the whole family in regards to domestic and
family violence

Data sources and instruments

There are three sources of data for the project:

< document collection and analysis

<> interviews and schedules

< group interviews.

Document collection and analysis

Documents related to the goals and identity of the organisation were requested and gathered and,
when on site, additional documents relevant to the project were collected for later examination.

Interviews and schedules

There were three instruments. One was a survey which required written responses. The written
items included the administrative background details, information on interviewees’ roles and
responsibilities and their organisational goals and mission statements. Interviewees were also asked
for their own definition of leadership, and to prioritise the ten most important statements about
leadership from a list of 28 items. The second instrument was the one-on-one semi-structured
interview schedule whose primary purposes was to engage the respondents in discussion about their
views and experiences with leadership, especially in connection with the relationship between the
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various impacts or drivers on their work in their organisations. The third instrument was a semi-
structured interview schedule for the group interviews aimed at engaging the members of the group
in discussion about the nature of leadership and discussion of examples from experience of
significant leadership moments.

Group interviews

As noted above, in addition to the individual interviews, a number of focus group interviews were
conducted (see table 4). These took place in the larger (in terms of staffing) sites, where the
individual interviews were supplemented by a group discussion both with those who were involved
in the individual interviews and with other staff who were included for additional dynamics and
perspectives. The total participants, therefore, number 49.

All interviews were audio-recorded and transcribed ready for analysis.

Procedure

Each interviewee involved in the face-to-face interviews received a letter in which the above three
means of data collection were explained to them. The interviewees also received a questionnaire
which gathered their personal information, as well as information about their organisation, such as
organisational structure, mission statement and objectives. The interviewees were then requested to
reflect on their leadership roles, and write up their thoughts concerning five of the different
contextual impacts in which they work and lead. That is, what are the drivers which influence the
leadership? They were also asked to write up their thoughts on what constituted leadership in VET,
given the shifting contextual impacts and organisational characteristics involved in VET in
contemporary times.

The final part of the preparatory work consisted of presenting a single page of 28 different
leadership characteristics. These characteristics were gathered from a wide range of different sources,
including accepted standard academic texts on the subject, recent VET listings of leadership
competencies, a comprehensive selection of newspaper employment advertisements, and other
literature on leadership. Participants were asked to choose ten they considered the most important
for leadership, and then to prioritise them. They were also asked to add any of their own, which
they thought were important, and to place these into the prioritised list.

The preparatory work completed by each interviewee was then forwarded to the person doing the
interview, and used together with a semi-structured questionnaire in the interview situation. Each
interview took about one hour. The primary purpose of the interviews was to invite participants to
draw on the experience where they and others exercised leadership in VET. The interviews focussed
on experiences of change—past, present and future—where leadership was seen to be exercised in
that situation by themselves and others. Finally, interviewees were also asked to consider all the
contextual impacts within which their organisation has to function. They were requested to discuss
which contextual factors they thought would have the most impact on how leaders do their work in
their organisation over the next five years. They were also asked to consider how leadership roles
and responsibilities may need to change to fit these contexts.

The final part of the data-gathering, aimed at the larger and more complex sites, consisted of a focus
group discussion between participants of a particular site. Here the aim was to allow a facilitated
group dynamic to elicit the participants’ interactive experiences of leadership in different situations.
It also aimed at facilitating, with associated discussion, a consensually derived and prioritised list of
up to five of the most important roles and responsibilities of leadership in their organisation.
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Analysis of data

The data were analysed using a triangulation of techniques, each aimed at a different level of data.
These techniques are briefly described.

Thematic analysis—manual and NUD*IST

The questionnaire and interview data were transcribed then ‘chunked’ into NUD*IST format.
Transcripts were checked for themes by processes described by Aronson et al. (1990):

Themes are identified by ‘bringing together components or fragments of ideas or experiences,
which often are meaningless when viewed alone’ (Leininger 1985, p.60). Themes that emerge
from informants’ stories are pieced together to form a comprehensive picture of their

collective experience. (Aronson et al. 1990, p.1)

In addition, NUD*IST files were quizzed according to the framework established which was selected
to best answer the research questions for the study. The framework also allowed a number of other,
related questions to be generated.

Documents were scanned for additional information relating to organisation attributes,
management structures and strategic goals and objectives.

Comparison of all data across the sites provides a checking of the data internal to the sites, as well as
identifying any common elements across the sites. Analysis of data within each site provides the
specific information about leadership peculiar to that particular configuration.

Tabulation

Answers to relevant questions from both written questionnaire responses and the one-on-one and
group interviews were summarised into table form and are reported in detail in part 2 of this report.
These tables were not intended to yield statistically generaliseable information; rather, they were
summarised data from questionnaires and surveys where response numbers required such a
summary. The outcome of the tabulation allows readers to better access the nature of the responses
across the whole range of interviews, and also provides the researcher with evidence for
identification of thematic groupings—or indeed sub-themes and categories.

Detailed micro-analyses

The two techniques above are supplemented by a set of ethnomethodological (Garfinkel 1967)
analytic techniques referred to as conversation analysis (for example, Heritage 1984). Social actors
talk into being the aspects of their lifeworlds relevant to them. Hence, the sites in which this
research occurs are capable of yielding different and rich information as people disclose the
resources they bring to their activities. These ‘resources’ are accessible in the participants’
conversations and interviews. They therefore become available for scrutiny by the researcher, and
are accountable on a moment-by-moment basis in their interview talk.

The empirical data for analysing what counts as ‘change’, ‘impacts’, ‘drivers’ and ‘contexts’ for those
people at each site are available by analysing their texts using conversation analysis of interview data.

Reporting as case study/scenarios

The methods and techniques of the study were also informed by the need for a rigorous and
empirical form of building pre-specified and reliable knowledge outcomes, since this is a theory-
building and knowledge-building project. This framework is one called ‘instrumental case study’
(Stake 1995). In the research, the scenarios presented in chapter 4 were prepared according to these
methodological precepts.
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