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Abstract

For two decades there have been calls for the Aliestr vocational education and
training (VET) system to be more efficient, respwas industry-driven, and
simplified. The responses from governments of allitipal persuasions have
generally been incremental and within the traddioviET rubric of supplying skills
to the labour market. In 2002, the State of Queenklbegan experimenting with
different models of interaction with the VET systamd its stakeholders. Since then a
range of alternative industry engagement mechanisassbeen trialled within an
integrated approach to skills formation spannimgmber of policy areas. In general,
and in speculation about possible future VET systesach of these mechanisms was
initially predicated on tracking of emerging economsocial and environmental
challenges faced by western democracies. From thiése experiments, Queensland
has been researching an alternative holistic VEStesy model for 2020 which
hopefully will be more able to cope with the chargghature of occupations, work,
and the requirements of a carbon-constrained ecgndims paper discusses two
early drafts of some tools and techniques beingsidened for managing and
monitoring the system: (i) Monitoring and PerforroanFramework and (ii)

Capability Scales.






Foreword by Ewart Keep, Deputy Director SKOPE

One element of SKOPE'’s current research programameomcerned with how the
education and training system of the future mightcbnfigured and managed. Over
the last two decades in England the performanceageanent systems for education
and training have come to revolve around top-domatjonally-determined targets

that have related to:

. the proportion of a given population (usually are aghort) participating
in some form of education and training activity

. a target for numbers involved in a specific prograar(e.g. apprenticeship
places)

. a target for the proportion of persons achievingaaticular level of

gualification (as in the Leitch Review’s targets ke the UK ‘world
class’ in skills at every different level).

As the UK Commission for Employment and Skills (UEE) and others have
argued, this approach to gauging the performancéhefeducation and training
system has serious limitations, and the time hasear for new thinking about how
performance is defined and then measured. In fag,reflects a shift in skills
strategies that is starting to produce differenlicgoobjectives that generate new
definitions of what might constitute success, whitchurn create the need for fresh
approaches to performance management. For exaimpigroved skill utilisation is
important to policy makers, then measures of qealibn stocks and student
participation are of very limited value in telling how the policy is or is not working.
As Jonathan Payne demonstrated in a recent SKGRIEsPaper, thinking through
how skill utilisation might be measured and theseasbling reliable sources of data
from which key performance indicators could beilligst is far from simple.

This SKOPE Research Paper contains the fruits iokithg that has been
taking place within the state government of Queerslin Australia. It grows out of
Queensland’s experience of running a set of skitlsgstem projects and the state
government’s wider realisation that traditionalfpanance measures were unsuited
to recording the success or failure of new kindpalfcy interactions and objectives.
Its lead author — Noela Eddington — is a civil sevin the Queensland government,
and has played a central role in helping run thesgstem projects and in thinking
through their implications for wider policy. Shadhalso been instrumental in helping

SKOPE undertake research on the skill ecosystemmoapip in Australia. This



research paper was first presented at an intenatioonference on evaluating
education and training systems in December 2000vtha organised by BiBB (the
German Federal Institute for Vocational Education draining). The paper was
extremely well-received. It both raises a numbiekey issues about education and
training systems management in the 21st centurysagdests some avenues through
which progress could be made. SKOPE is publishiimgthe hope that this will help

it reach a wider UK audience.



Introduction

Since 2002, research in Queensland, Australiapkas questioning the assumption
that a highly qualified workforce alone is suffisteto increase profitability,
productivity and economic growth. It is contendedtt

the full contribution of a skilled workforce to treconomy, industry
sectors and individual firms is not realised unlesgployers cogently
address demand-side factors. Such demand-sidetyactivthe part of
employers must include responsibility for integngti attraction,

development, effective utilisation and retention sidills into their

people management practices within the context cdusatainable
business strategy.

In trialling this contention, skills, work and insluy development policies are being
integrated in a pilot programme in the manufacwgector. This policy integration
is, in effect, relying on collaborative governanadich is actively testing the
capability of the bureaucracy to operate in networkhe pilot is considering how
industry, work and skills policy might be designéd support a ‘high skill
equilibrium’ capable of providing decent and susahie work within a just transition
under conditions of carbon-constraint.

Over the seven years from 2002, Queensland hasgxpenimenting with skill
ecosystems, and other new forms of industry respiihs for skills, and has also
piloted public policy integration of various kindSome policy thinkers now believe
that a VET system model for 2020 (VET 2020) mustchesely integrated with
sectoral and regional responses to changing ecaenoconditions. Théndustry Skills
Policy framework must encourage all industry sectors amsgions to manage
sustainable skill ecosystems. Skills, as lowereporigsues, must be aligned to
sustainable industry strategies and good workpieereagement practices.

The current stage of the Queensland collaboratixperements involves
demonstrating effective translation of skills imie@ductive outcomes, and identifying
roles, responsibilities, systems and processesutiggrpin sustainable production and
good jobs. The monitoring and evaluation process peovided insights for
questioning the rationale and practice of tradaimskills policy. We are now seeking
to monitor the impact of integrated interventiomsbasiness outcomes, as opposed to

measurements based solely on individual programutputs such as qualifications.



As a result of these experiments, the Queenslas®hreh favours Bual Skills
Policy Framework with two distinct strandsindustry Skills Policy and Skills Policy
for Individuals. This paper is primarily about the former, and enspecifically about
Industry and Government Capability Scales and a Monitoring and Reporting
Framework for Industry Skills Policy in a carbon-constrained economy. The term
‘industry’ in the context of the emergingdustry Skills Policy also refers to and
incorporates regions and communities, as it apglpslly to the skill ecosystems in
these contexts.

Targeted Problem

The targeted problems of the on-going Queenslasdareh and action learning
processes are (i) elimination of wastage in a sugplen VET system and (ii)
optimising the value of skills to industry and #gx@nomy. We believe that, within the
Queensland context: (i) centralised processes basedworkforce planning,
forecasting and identifying future skills needsn&aare unreliable and insufficient,
and (ii) skills supply focused systems abrogateustiy responsibility to maintain
skill attraction, development, effective utilisatiand retention processes (Queensland
DETA 2008).

Queensland’s proposdddustry kills Policy is aimed at leveraging industry
ownership and responsibility for sustainable skiiosystems within sustainable
businesses. Monitoring and evaluation within tluatext is complex and difficult for
VET agencies because it requires a different setindfcators. In addition to
measuring quantitative data on skills supply, we assessing the impact of multiple
programmes on productivity, profitability and empitent issues in a people and
planet context. We contend that qualification levabne are not a sufficient indicator
of the value of skills to an economy (Scottish Goweent 2007, UK Commission for
Employment and Skills 2009).

Methodology

Queensland operates within a complex Australian ggJtem which incorporates (i)
shared responsibility between the national an@ gfavernments; (ii) regulated public
VET systems; (iii) a national qualifications framak; (iv) competency based



training with some 1400 national qualifications) (egistered training organisations
operating in a ‘training market’ and (vi) regulatectupations in the trades.

Effecting significant change quickly within the emched VET system is well
nigh impossible in Australia because of the deldbds imposed on the states in
return for part funding of training initiatives. Aardingly, Queensland has been
addressing this impasse by making small changesrtgponents of the VET System
on an incremental and politically acceptable basighe same time, policy strategists
have been developing a new holistic mental modelMBT to guide the general
direction of incremental action learning basediatites over time. Without this
holistic vision for VET 2020, there is a tenden@y Subsequent administrators to
continually meddle at the edges of the existingesys(and, as noted by Keep 2009,
all the worthwhile changes at the edges have besfero the existing System).

The holistic model for VET 2020 covers the folloginomponents of the VET
System: role and purpose of VET, VET institutiotrajning product, pedagogy and
professionalism, linkages, pathways, governanceydifig, culture, regulation,
accountability and impacts. The focus is on desigrdach of these components and
combining them into a VET System ‘jigsaw’ in suchvay so as to ensure that the
integrated drivers of the System support the statdel and purpose of the VET
programmé. This holistic model is being researched and fimerementally in line
with the outcomes of Klinisterial Forum on VET of the Future held in Queensland in
2008 (Queensland DETA 2008). It is also heavilyluafced by the authors’
involvement with international researchers working range of other contemporary
economic, social and environmental issues sucldasa#ion, sustainability, climate
change, workforce development, consumption, prediicand equity.

In relation to action research initiatives relatied Queensland’'s emerging
Industry Skills Palicy, we now have the benefit of experience with exedss? skill
ecosystems, and 16 industry centres of excellence adher industry/government
alliances and arrangements linking skills to woakel management and sustainable
strategic business directions. These integratedcypalegimes are increasingly
removing the need for forecasting and planningsfalis in a labour market context

where supply and demand dominate the rhetoricedalstthe State’s new forms of

! We would argue that the role and purpose of VEdukhbe measured at four levels, namely the
economy, industry, enterprises and individuals uithin the general context of sustainable
development.



industry engagement allow the contextualisation s&flls within a sustainable
business development debate. That is, skills cacobtextualised and managed in a
realistic context where they are utilised, influed@nd owned by industry, regions or
communities (all of which can develop sustainaki# scosystems able to respond as
economic and social issues vary.) We (the authals) believe that this industry
development approach is the key to stimulating eygl demand for quality jobs,
thereby creating a demand-pull for skills. As indysapacity develops in this regard,
skills are more likely to be available where theg aeeded and be more effectively
utilised.

Queensland’s current action research is exploriolgcy coordination in the
manufacturing sector. It is known as tWrkplace Partnership and Productivity
(WP&P) pilot. Three agencies have combined theidustry development
programmes to support a sustainable manufactusetps Industry development,
work and skills policies are being coordinated &iwkr an holistic action plan that
industry undertakes to implement. Business revieustainable business strategies,
efficient operating systems and effective peoplenagament in safe and decent
‘green jobs’ are being encouraged through ‘partnpraegotiating processes. The
Australian industrial relations environment haseeent history of excluding unions
from workplace negotiations. This heritage of egmua is currently being dismantled
and one aim of the current WP&P pilot is to demiatst improved business
performance and productivity through partnershipseported by Black and Lynch
(2003, 2004).

The integrated government activity in the WP&P pitochallenging to public
agencies which are generally inexperienced in dpgrawithin client driven
networks. Our research suggests that governmentigeare accustomed to working
in state andmarket modes of governance where the drivers focus orbewsfquantity
and efficiency. Howevernetwork modes of governance in coordinated policy
scenarios are difficult for government agenciesadfet al 2004). Networks are based
on relationships, a collective sense of mutual easfbility, trust and power sharing:
consequently, agency accountability in networks deeeareful mentoring and
attention. We (as authors) go so far as to sugtpedt government and industry
capability to operate effectively in networks ne¢dse developed, andapability
Scales to identify behaviours requisite to operating withnetworks are being

constructed.



In addition, the action research being undertakethe WP&P pilot also seeks
to refine (i) aMonitoring and Performance Framework for the holistic ‘industry
development’ process and (Industry and Government Capability Scales. These are

discussed in the next section.

Results and Perspectives for Further Development

For the Described I nstruments

. Monitoring and Evaluation Framework

The draft Monitoring and Evaluation Framework presented here is intended to
provide a starting point for negotiations on a dpedramework for the industry,
region or community involved. It attempts to pravithdicators that are acceptable
across all three governance modes for baselineitgctfacilitative activities and
programme effect data. The baseline data (see TabMll support the graphing of
trend lines in facilitative and effect data as piilet progresses. The facilitative data is
intended to measure a range of context, processeanding dimensions such as (i)
how well the stakeholders are collaborating, (igit developing capability levels and
(i) learning from the processes. Effect data vailable the development of trend
lines resulting from the integrated service delv@rocess on outputs, outcomes,
impacts and business performance. Table 1 contiamples only of the type of
indicators and measures that might be agreed uppnstakeholders in the
Manufacturing WP&P pilot.

The Framework is being trialled in 2010 - 2011 he WP&P pilot. Industry,
government and unions will negotiate a set of iattics in each of the three
categories that is relevant to the specific skdbsystem. Quantitative data and
qualitative data in the form of stories will be mtk and matched to provide both
industry and government with rich information orséline, facilitative and impact
data. Specific indicators will be developed throubk ‘partnership’ process being
used in this pilot but could equally be developsthg alliancing principles or some
other form of collaborative arrangement. The intlica will generally reflect the
issues for improvement identified in business aedpbe management diagnostic

processes (see Table 1).



Table 1: Monitoring & Performance Framework Conceptfor Manufacturing

Indicator
Type

Starting point variable:
Economic

Indicator Example

(1) Gross product

0}

Gross product: the amount

of revenue produced by the
Queensland manufacturing and
engineering sector

0]

§ contributed to GSP by the manufacturing
sector.

People
(i) Labour productivity

(ii)

Revenue per full time equivalent
(FTE) in the sector

(i)

$ revenue per FTE in the sector.

(iii) Utilisation

(iif) People Indicators:

Employee turnover

Extent of use of skills (employer
and employee perspective)

Job quality

Inclusiveness / partnerships

(iii) People measures:

Tumover rate per calendar year.

Story: Describing how the sector creates
‘decent’ work, inclusive processes, utilises
knowledge and skills to enhance competitive
advantage, and skill usage perspective of
employers and employees.

(iv) Qualifications

(iv) Qualifications

Managers, professionals
Skilled trades

Intermediate skilled workers
Elementary skilled workers

(iv) Qualification profile for

Managers, professionals
Skilled trades

Intermediate skilled workers
Elementary skilled workers

Planet

(v) Emissions

Carbon footprint

Primary carbon footprint trends, adaptation /
mitigation strategies

Context » Toidentify the existence of |+ Existence of industry support » Existence of government publication identifying
industry support systems programs for: all industry support programs for the production

(i) Productivity, new technologies, sector
systems and processes

(i) Business management

(i) Sustainability and eco-efficiency

(iv) Capabilities and options for
diversification, trade etc

= To monitor change in policy |+ Demonstration of agency policy = Story: Describing the experience with
context coordination. collaborative govemnance

= To monitor clarity of role + Roles, responsibilities, = Negotiated agreement on these issues.
and responsibility expectations, partnerships

defined for all partners including
unions, industry, government,
intermediaries, TAFE colleges and
the like.
Process To identify if: (i) People and Leadership workplace | (i) People and Leadership Plan (with milestones)

(i) adequate analysis of skills development plan (with milestones) integrated with operational and business plan.
issues and workforce issues fo support operational and

g e R T T E business plans, covering issues

£ such as partnership approach,

g work/life balance, health and

o safety, formal and informal skill

3 formation, job design; clear

w identification of leveraging activity
and links to existing services.

(i) sustainable workplace (if) The ‘will' of the enterprise/sector (i) Evidence of implementation of workplace
management practices to develop and effectively manage development plan e.g Record of Training
have been implemented a sustainable workplace and skill Product and Delivery, stories of partnership
using partnership principles ecosystem in order to achieve its processes, culture and just transitions to green
to deal with attraction, long term business plans. jobs.
development, effective
utilisation and retention.

(iil) The ‘will' of the sector to foster a (iii) Story: outlining partnership processes for
collaborative culture and effectively industrial agreements covering attraction,
utilise the skills of its employees development, effective utilisation and retention
to achieve its long term business workplace strategies — to include health and
plans. safety, work/life balance.

(iv) Story: outlining how skills are utilised to achieve
competitive advantage.
Leaming To promote leaming and Lessons learned in managing (i) Story re lessons leamed

reflection

a process involving capability

(i)

Action Plan re process improvement

development around partnerships,
individual enterprises and networks of
SMEs, suppliers etc.

(iii) Implementation of process improvement




Table 1: continued

Indicator

Indicator Example

Type
Qutput To assess outputs such as (i) Woerk policies that support (i) Specific 'demand-side’ workplace management

workforce management tools, attraction and retention practices in place e.g. partnerships process

number of qualifications, (participation) e.g. work/life that delivers improvement in attraction,

number of awareness sessions, balance, career paths, health and development, effective utilisation and retention

and number of firms committed. safety, negotiated pay scales, job of workers e.g work/life balance, career paths,
redesign, high performing work health and safety, negofiated pay scales, job
practices such as commitment to redesign, high performing work practices such
learmning, open-mindedness and as commitment to leaming, open-mindedness
shared vision. and shared vision.

(i) Skill utilisation status (ii) (a) Story: outlining how the sector creates
and uses knowledge to enhance competitive
advantage.

(b) Employee/Employer surveys: Opinion of %
skill utilisation
(c) QMI utilisation measures
(iii) Employees with a Certificate [l (iii) % of staff with a Cert lll or above in the
following categories:
»  Professional / managers
= Skilled Trades
» Intermediate skilled workers
= Elementary skilled workers
QOutcome = To assess outcomes related | (i) Industry adopts sustainable (i) Evidence of industry capability improving (see
fo trends in changes or business practices — people, profit, thermometer chart)
'frr“p":_’:fmemf'_ that result ) planet o _ (i) QMI measures re productivity
om nterventions (i) Industry utilising the social (iii) Negotiated agreement around improved
+  Todefine a key outcome: partnership process. workplace management practices aligned to
Enterprise bargaining strategic and operational needs of the firm or
agreement developed Tk
through partnership process
E Impact To assess ‘sustainable’ impacts | Trends in industry profits, labour (i) Trends in:
I that result from interventions productivity, people management and | . Business viability or profits, labour productivity
b carbon footprints . .
o = Employee satisfaction
= Labour utilisation
= Improved WH&S performance
= Retention/ staff tumover
= Primary carbon footprint/ reduced waste/
emissions
(ii) Story: Outline how the sector supports
participation of disadvantaged groups and
how VET Investment has supported this
participation
(iii) Stories: Case studies of how VET Investment
is supporting good workplace practices
that impact on individual firm or industry
performance across profit, people and planet
issues.
Performance | To assess the capability of Capability of the manufacturing firms/ | Story: summarising the original context, what
the manufacturing sector to sector to align strategy, operations happened, what worked /did not work, industry
remain sustainable in variable and workplace strategies, including performance in managing industry-led, industry-
economic cycles. operating effectively in an Industry-led | driven government interventions (industry

Industry-driven ecosystem through development, work, skills) geared to support

variable economic cycles. sustainable profit, workforces and skills. Comment

should be made on a range of economic, social
and environmental indicators e.g. technology
diffusion, improved business processes, labour
productivity, total factor productivity, workplace
practices, and waste / carbon management,
adaptation / mifigation strategies, trends in
competitive advantage, how employer responses
to changing business environments are shaping
labour demand, contribution to formal and informal
training etc

Notes:

Firms / clusters must commit to providing the agdrdmisiness data. This needs to be a funding
requirement.

The Most Significant Change story telling processan adaptation of it, provides rich data on clegsng
that occur. Stories are sometimes considered mseéuluin reporting some indicators than other
measures



Figure 1: Capability Scales

Government Capability

Department of
Education and Training
Industry-led, industry-
driven VET system

VET has distinct systems, processes and
policies in place for two client categories,
namely industry and individuals; service
provision integrated with other relevant
agencies; VET purpose clearly linked to
sustainability at different levels.

DET operating at a strategic level as a
result of more local decision making.

Direct funding relationship between
industry clients and providers as client
capability develops. (see Industry
Capability thermometer).

Increasing focus on capability
development in stakeholders —
government, industry, individuals.

Increasing divergence between industry
skills policy (industry development model)
and individual skills policy (education
services model).

Better undestanding of incentives to
participate and leverage drivers supporting
more effective policy.

New funding and performance
arrangements and development of service
culture in TAFE. New role and expectations
established. (see TAFE Capability
thermometer).

Understanding of network structure and
governance. Progressive implementaton.
Tailored to specific industry sectors.

Sustainable VET Futures Model articulated,
annual milestones chartered progressively.

Concepts for systemic change developed
progressively.

Industry-led, supply
driven VET system

Whole of Government
Integrated Service Delivery
by sectors

Sustainable system of integrated service
provision in place - governance, architecture,
funding, delivery, monitoring and evaluation.

Increasing number of sector specific
network structures in place with mutually
interdependent activity. Holistic perspective,
working towards systemic change in service
delivery.

Formalised roles, responsibilities and rules of
collaboration for specific sectors - trust, shared
power, shared risk.

Multi stakeholder performance framework
agreed for targeted sectors.

Commitment to pilot new ways of working in
production and service areas.

The “will” to try new ways of working in
network structures exist.

Appreciation of networks, networking and
network structures.

New industry engagement mechanisms
developing greater focus on demand-side
strategies.

New industry engagement mechanisms
introduced.

Non-Integrated Departmental
Programs




Figure 1: continued

Industry Capability

(X,Y,Z Sector)

Industry-led, industry-driven
VET System

Collaborative industry action to create
self-sustaining skills and knowledge in an
industry or region and to optimise use of
skills and knowledge for productive and
innovative outcomes through skilled workforce
management practices.

Outcomes

Economy:
Increasing contribution to a globally
competitive, sustainable economy
-Gross Domestic Product, jobs,
participation trends.

Sector:
Sustainable growth

— profit and Productivity trends
— employment trends
— carbon footprint trends

Enterprise:
Sustainable growth

— profit and productivity trends

— job quality (e.g. utilisation of skills,
employment type, inclusiveness)

— carbon footprint, energy efficiency trends

100

Some enterprises leading the way in an
‘ecosystem’, but all stakeholders (e.g. suppliers,
industry organisations, unions, education and
training agencies) not yet engaged.

Inclusive workforce culture, innovation and
new technologies emerging.

Network develops strategies to sustain its ‘skill
ecosystem’ through varying economic cycles.

Workforce management: inclusiveness, full
utilisation of people’s skills, job re-design,
work re-organisation, fitting the job to available
labour e.g. mature aged, part-, full-time and
casual, formal and informal skills formation in
the workplace.

Monitoring

Sectoral specific Multi-Stakeholder
Performance Framework

Ability to influence education and training
providers.

Some industry specific innovations
implemented e.g. work/life balance
special school programs, development
of tailored work-based learning models
such as cadetships, management and
entrepreneurship education.

Government

Increasing integration of government
policy interventions within one industry

development process i . . .
Commitment of industry to collaborative action.

Sectoral Sustainable Competitive Strategy
developed.

Industry agreement to participate in a
collaborative process to undertake research,
analyse markets, understand skills needs, foster
skills development and its effective utilisation,
engage and influence education and training
providers, improve business processes, foster
smart workplaces and the like.

Industry
Increasing integration of
— business strategy (1st orderissue)

— Business systems/processes
(2nd orderisue)

— Workplace Management (3rd order issue)
— Skills formation (4th order issue)

Supply-side system: industry advising
government of skill needs, public funding of
skills in a supply-driven model.

Industry-led, supply-driven
VET System




. Industry and Government Capability Scales

The Industry and Government Capability scale t@oigure 1) will also be refined in
the WP&P project. They articulate the types of lvehas that need to be developed
incrementally by these specific stakeholders ireotd optimise value from integrated
policy designed to support economic, social andreninental outcomes.

Our experience is that, unless the ‘capabilityuesss addressed, stakeholders
tend to follow ‘business as usual protocols’ antlaborative networks are ‘business
as unusual (for both government and industry) fromultiple perspectives:
governance, roles, responsibilities, accountabilityonitoring and reporting,
employment and just transition goals and a high skstainable production function.
These capability scales could be used to guideifigndirectly to industry as its
ability to manage demand for and utilisation ofllskicreases. Funding could be

conditional upon the development of demand-sidefac

Potentials and Challenges for the use in/for Interational Comparisons

The potential for the use of the tools outlined \ebaelies on the underpinning
philosophy of the role and purpose of VET in defaqcountry specific skills policy.
They would only be of value in regimes that sulismti to industry ownership and
responsibility for their own skill ecosystems, wiéntegrated policy environments
leveraged demand-side support for attraction, dgweént, effective utilisation and
retention of skills through good leadership andpgbeananagement practices, and
where skills policy was clearly linked to higheder sustainability goals.

Internationally, some countries are moving towatds skills policy scenario,
particularly where large investments in skills @cent decades have led to little or no
improvement in comparative labour productivity. Fexample, the UK, the OECD
Local Employment and Economic Development programidew Zealand and
Australia generally recognise that skills alone am enough; skills need to be
effectively utilised in order to transform theirlva into economic benefitintegrated
Industry Development Skills Policy has the potential to create a demand-pull fotsskil
which in turn supports employment policies.

The global financial crisis has also prompted saoentries to consider the
value to their economies of traditional supply-énvskills policy. There is growing
recognition of the complexities that circumscrilvel gotentially restrict the value of

10



skills in workplaces. There is growing popularity @vorkforce development’

strategies being used in conjunction with traddiloskill supply policies. However,
the limitations of the latter used in isolationngeally in the context of labour market
rhetoric, are increasingly being recognised. Theentontemporary context for skills
policy is in workplaces, regions and communitieserehthe influences on skills can

be more effectively managed.
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