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EXECUTIVE SUMMARY 

 
 
The aim of this project was the design and development of a distinctive Victorian TAFE Leadership 
Capability Framework to assist the implementation and management of leadership development within the 
Victorian TAFE workforce.  
 
The project focused on the fourteen publicly-owned TAFE Institutes and four university TAFE Divisions within 
Victoria. 
 
The Wheeler Strobel Consulting Group was appointed to conduct this project, supported by an OTTE Project 
Manager and Project Reference Group. 
 
The project was undertaken in three stages over a twelve - week period. The initial research stage reviewed 
work currently being undertaken in the area of leadership capability frameworks and resulted in the 
development and distribution of a Discussion Paper (February 2003).  
 
This was followed by an extensive consultation stage involving all key stakeholders that explored future and 
current leadership capabilities for the sector. This included twelve interviews and thirteen focus groups 
across the Victorian TAFE sector. Based on this information, a draft Report was then developed and 
distributed for comment and refinement as part of the validation stage. 
 
The project identified ten generic leadership capabilities: Organizational Vision and Direction, Growing the 
Core Business, Innovation and Risk Taking, Customer Focus and Quality, Change Management, Working as 
a Team, Developing and Empowering People, Communication and Interpersonal Skills, Self Efficacy and 
Personal Integrity.  
 
In addition, three specific contextual leadership capabilities were identified as unique to the sector: Education 
Leadership, Understanding and Working with Industry and the Community, and Working with the Vocational 
Education and Training System. 
 
The consultation also identified some notable distinctions regarding capability needs. A community 
relationship management capability was considered critical for regional Institutes, with a number of both 
regional and metropolitan Institutes stressing a need for recognition of capability in social responsibility.  
 
In addition, the unusual combination of TAFE Divisions within Victorian universities (the “dual sector”) 
emphasized the need to recognize leadership in the management of complex internal interfaces, while some 
TAFE Institutes noted that different capabilities were required at different levels of their own leadership 
practices.  
 
Most TAFE Institutes/Divisions do not have a formally defined and current leadership capability framework in 
place; although most have implied views about leadership capabilities that inform their current organizational 
development efforts.  
 
As reported, many TAFE approaches to leadership development tend to be ad hoc and remedial in nature. 
However, there are some examples where leadership development is integrated with other human resource 
management activities and with the Institute’s strategic business planning.   
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Nevertheless, the use of leadership development within a fully integrated strategic and culture-shaping 
process is not well-established, despite these organizations being the direct employer of their respective 
workforces. 
 
Most expressed interest in a common leadership capability framework and have an intention to investigate its 
use. The most common driver for doing so is the need to manage succession-planning issues at 
Institute/Division level and in response to demographic impacts.  
 
Other reasons included a desire to increase management capability, address individual needs, improve 
organizational performance and innovation, and shape their individual corporate cultures. 
 
Within the sector, leadership and management are seen as different but overlapping capabilities. Most 
Institutes do not make a practical distinction between the two although it is recognized that leadership can be 
located anywhere within the Institute/TAFE Division and is often linked to the informal processes of the 
organization.  
 
However, a distinction was readily made within the sector between organizational and educational leadership 
but there was no agreed definition of the latter. 
 
The project also identified some conclusions about sector features that are worthy of note and attention. The 
major conclusion is that the lack of a strategic and systemic approach to sector-wide leadership development 
may be reducing the success of the intended changes being sought across the sector.  
 
The report also formed the view that many respondents had some difficulty in being able to offer future-
oriented capabilities. However, many of those who were consulted did stress the need for the capability 
framework to be genuinely forward-looking and dynamic and adaptable to specific TAFE contexts and to 
future needs.  
 
The report considers that organizational leadership at middle management level in TAFE are subject to 
growing operational pressures and that compression from this may be reducing leadership capability in 
middle management roles.  
 
The project also provided a number of insights into the sector’s culture, the impact of this culture on current 
leadership and leadership practices, and TAFE’s capacity to change and innovate. In particular, certain 
industry assumptions and an apparent  struggle to clearly articulate the meaning of educational leadership all 
suggest that there are cultural and strategic leadership and management issues in the sector that may need 
to be addressed.  
 
Finally, there is evidence to suggest that to embed sustained leadership and organizational change in TAFE 
the focus on strategic human resource management and organizational development at Institute/TAFE 
Division level and sector levels should be increased and better integrated. 
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1.0 Introduction  
 

1.1 Project background and purpose  
 

The Leadership Development Capabilities Framework project aims to design and develop a 
distinctive TAFE Capability Framework to assist the implementation and management of 
leadership development within the Victorian TAFE workforce.   
 
Leadership development in the Victorian TAFE sector is a high priority for the State 
Government. “Growing Leadership” in TAFE is one of four priority areas identified by the 
TAFE Institute Workforce Working Party’s Three Year Workforce Development Strategy. 
 
In the Statement on Knowledge and Skills for the Innovation Economy (2002) the Minister 
for Education and Training announced that a Centre would be established to promote the 
professional standing of the whole Victorian TAFE Institute workforce. Supporting 
leadership development is part of this Centre’s agenda.  
 
The proposed Leadership Capability Framework is intended to support and complement the 
diversity of leadership development activities conducted by individual Victorian TAFE 
organisations. 
 
It is expected that the framework will be used by the proposed TAFE Development Centre 
to support current leadership development activity across the industry and further expand 
state-wide support for this industry effort.  
 

1.2 Project resourcing  
 
Jane Foley and Laurie Conole of the Wheeler Strobel Consulting Group were 
commissioned to undertake the project on behalf of the Office of Training and Tertiary 
Education (OTTE).  
 
A Reference Group of TAFE members was established to oversee the project, comprising 
Ms. Marg Scott, Mr. John Rudolph, Ms. Nita Schulz and Mr. Eric Lund, with Mr. Ian Gribble 
(OTTE) acting as Executive Officer.  
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1.3 Project methodology 
 
The project used the following methodological approach: 
 
Research Stage:  

 Development of a “Discussion Paper for a TAFE Leadership Development 
Capabilities Framework” (February 2003) distributed to all relevant stakeholders to 
initiate the consultation phase.  See Appendix C.  

 
 This stage drew upon internet research, reference to other current and recent 

research projects, contact with selected industry and government representatives, 
and interviews with experts in the field of leadership development as well as leading 
public and private sector organisations about leadership capability frameworks. 

 
 Appendix A provides details regarding the organisations and individuals involved in 

this stage. 
 
Consultation Stage: 

 Facilitation of a series of interviews and focus groups with Institute representatives 
and other key stakeholders regarding the issues in the Discussion Paper to inform 
the project and the development of a draft framework. 

 
 This stage comprised 12 interviews and 13 focus groups across the Victorian TAFE 

sector.  
 

 Appendix A provides details regarding the organisations and individuals involved in 
this stage. 

 
 Appendix B provides the base question set used during the consultation process as 

well as the advice sent to participants to position the focus group activity. 
 
The following methodological philosophy was applied to this stage: 
 

 Wherever possible, the process was facilitated by two consultants. 
 
 This stage placed a heavy emphasis on the process being consultative by nature. 

This was reflected by the participation of nearly all TAFE Institutes in Victoria, 
industry unions and other key sector stakeholders, and the flexible use of a mix of 
focus group, small group interviews and individual interviews. 

 
 Where possible, consultation was face-to-face. Geographical distance and logistical 

issues meant that on two occasions, telephone conferencing was employed. 
 

 The focus of the project and question sets was leadership development, rather than 
broader topics of professional development.  
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 The question sets were deliberately structured to elicit views rather than test existing 

models. As such, no preferred model or framework template was presented for 
amendment or validation. This was done to ensure the process was seen and 
experienced as authentic consultation, rather than promotion of a given outcome. 

 
 The question sets were structured to explore future leadership requirements as well 

as current leadership experience. For some participants the former proved a 
challenge as there are gaps in understanding and uncertainties about trends in the 
sector’s future. In contrast, there was greater comfort and ease in reflecting on the 
issues that leadership development activity in TAFE is currently trying to address. 

 
Validation Stage:  

 Development of a draft report, “Leadership Capability Development Frameworks in 
the Victorian TAFE Sector” (April 2003) representing the themes that emerged from 
the consultative stage and the draft capability set that was identified by the sector. 

 
 This draft was distributed to all participating stakeholders for comment via email as 

well as to assist sector wide presentations. It should be noted that there was only a 
short period available for feedback and that this set limits on the volume of 
responses.  

 
 The final report, “A Draft Leadership Capability Framework to Assist Leadership 

Development in the Victorian TAFE Sector” incorporated all feedback and was the 
submitted to the TAFE Institute Workforce Working Party in June, 2003.  

 
 

2.0 Perspectives on leadership capability frameworks in the Victorian 
TAFE sector  

 

2.1 Current applications in the sector  
 

 Most Institutes acknowledged that they have not formally defined any leadership capability 
framework as a basis of their leadership development processes. However many 
stakeholders said that it may be a useful way of orientating their leadership development 
initiatives as well as supporting other human resource management activities. Possible 
applications that were mentioned included:-  
 
(i) Elaboration of position descriptions requiring leadership or management capability, as 

an adjunct to current definitions of accountability and key performance measures. 
 
(ii) Use as a reference for developing recruitment, selection or promotional criteria when 

vacancies occur. 
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(iii) Assessment of the performance of individuals or the identification of their future 
potential as part of a performance review and development process. 

 
(iv) Incorporation in workforce planning or succession planning as a guide to the 

identification of senior and middle management candidates for key roles. 
 

(v) Inclusion in strategic thinking processes where culture change is being planned and to 
elaborate on the preferred attributes of future leaders. 

 
(vi) Its direct application to leadership development where the framework can be used to 

profile preferred leaders, and as a basis of selection for development of leadership 
training or coaching processes. 

 
(vii) Finally, its inclusion as a component of a broader professional development process. 
 
A small number of Institutes are using a leadership capability framework for some, but 
usually not all of the above applications. 
 

2.2 Mixed views on their usage 
  
The most common framework used is the Callan VET model (NCVER: 2001) with some 
adaptation and/or prioritisation of capabilities to the specific circumstances or strategic 
needs of the Institute concerned.  While the Callan model’s use was focused on senior 
positions, it was recognised that it could be applied with a different emphasis to other levels 
in the TAFE organisation. 
 
A number of Institutes indicated their desire to use a capability framework in the future but 
were still grappling with work plans and performance management processes as a first 
priority. 
 
Some respondents indicated a degree of scepticism about how leadership capability 
frameworks could be useful, given what were reported to be very strong operational 
pressures and priorities within individual TAFE Institutes/Divisions. As a result, for some it 
was seen as a lower priority that say other human resource management or organisational 
development initiatives.  
 
However it was apparent that many Institutes had at various times thought deeply about 
what they wanted from their current and future organizational management and leaders. 
Indeed many did say that they regarded leadership as an important sub-set of the 
management role or professional development process. 
 
In addition, a number of past studies, executive conversations or documents were also 
cited or referenced that clearly contained definitions or made implicit reference to 
particularly desirable leadership capabilities.   
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In effect, some form of tacit framework appears to be in use by the senior leadership group 
of the various Institutes interviewed.  
This informal thinking appears to continue to guide key human resources management 
planning and decision-making at the executive level of TAFE.   
 
Many Institutes were interested in the notion of a sector framework because of the 
awareness of particular drivers in management and leadership development. Most of these 
Institutes saw the study as timely and indicated strong interest in the study outcomes – see 
section 3 below. 
 
Others indicated a concern that the framework may be misapplied as a “magic formula” for 
leadership and invest leadership development with unnecessary or mystical overtones. The 
perspective offered by this concerned opinion emphasised that leadership must begin with 
the individual, their unique capabilities and values and build from there. The view was held 
that some means is required to “enable” people to develop their own leadership style that is 
true to who they are as an individual personality. As a result, this opinion saw dangers in a 
capability framework becoming too prescriptive and limiting about an individual’s own 
leadership requirements. 
 

2.3 Summary points  
 
 Most Institutes do not have a formally defined, current leadership capability framework. 

 
 Some do have a framework and most use Callan (NCVER: 2001) as a reference point. 

 
 Most Institutes are interested in the development of a common TAFE framework and 

have an intention to investigate its utility, in response to their particular Institute drivers. 
 

 However, some also see a TAFE leadership capability framework as a low priority at 
this time or are sceptical about how a framework might be developed and used. 

 
 Most Institutes have implied views about the desired capabilities of managers and 

leaders, and these inform, shape and guide a range of current human resource 
management and staffing decisions and perceptions.  

 
 
3.0 Organisational drivers for leadership development  

 
This study noted the recency and the reasons behind the high levels of interest in 
leadership and management development now evident across the TAFE sector. 
 
It was clear that the expectations from government, industry and the community are that 
TAFE should move to implement best practice people development initiatives, provide 
satisfying work experience for the TAFE workforce and provide professional development 
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opportunities. These expectations were important as a background to understanding the 
key drivers for sector-wide leadership development efforts.  
 
While these expectations were acknowledged within TAFE, the critical drivers stressed by 
TAFE were highly variable across individual Institutes. Nevertheless, a number of common 
drivers were identified: 
 
 

3.1 Management demographics and succession planning 
 
It was apparent that, as part of their strategic human resource planning, many Institutes 
were examining the potential rate of senior and middle management retirement and 
turnover in the next 3-5 years and were increasingly concerned about their ability to replace 
them. These concerns were:- 
 
(a) The significant number of managers aged over fifty and likely to exit in the next 3-5 

years, particularly with the “54/11” retirement provisions. 
 
(b) How to quickly identify talent and senior executive potential and accelerate 

development of a ready pool of candidates for future vacancies. 
 

(c) How to provide leadership development opportunities for staff in the context of tight 
budgets, performance-driven funding requirements and general operational stress in the 
system. 

 
A different perspective was that this turnover of people would provide an opportunity to 
bring in fresh experience and the new thinking necessary to adapt the Institute to the 
external environment. 
 
 

3.2 Expansion of current management capability  
 
A major tension was the strong concern about how to develop a new generation of 
management that can combine educational leadership qualities with both generic 
organisational leadership qualities and strong business and commercial capabilities. 
 
There is also strong opinion and debate within TAFE circles about the relative merits and 
effectiveness of external appointments to succeed in senior TAFE management and 
executive positions. 
 
This strong opinion would have it that that bringing in good managers from other industries 
is fraught with difficulty for TAFE because of the potential lack of understanding of 
pedagogical values, context and the politics of the vocational education system. 
 
With limited opportunities for industry exchange, TAFE’s challenge is to develop managers 
internally but with high levels of industry and community awareness; a good understanding 
of regional, national and international opportunities; and with entrepreneurial flair. 
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This means developing well-rounded managers who understand the internal and external 
context and who can optimise outcomes despite the internal tensions within the system. 
 
The challenge is also equally about capacity-building and creating a flexible and adaptable 
organisation that can respond to emerging opportunities.   
 

3.3 Responsiveness to individual aspirations 
  
Another reported driver for leadership development is the desire to respond to individual 
aspirations for job satisfaction and career growth. In many TAFEs, leadership development 
is a function of individual self-promotion and the will for personal growth. 
 
TAFE is constrained by historically flat organisation structures and limited vertical career 
ladders and the need to meet organisation development objectives for TAFE organisations.  
 
But, importantly there is a continuing requirement to create development opportunities for 
individuals to broaden their knowledge base and meet their personal learning needs. 
 
In this context, leadership development is used as a reward and a motivator of the 
individual as much as an organisation development tool.  It also serves as a means of 
attracting and retaining top quality staff if the Institute gets the reputation of being a good 
developer of people. 
 

3.4 Development of educational leadership and empowerment of staff 
 

 A further strong driver in the TAFE Institutes/Divisions is the desire to develop the capability 
of staff, particularly within the teaching disciplines and administrative support functions. The 
motivations for this include:  to achieve a greater understanding of what needs to be done 
to enhance the quality of education and to get the best delivery, using the best strategies, 
facilities and resources to get superior outcomes.    
 
This driver is also about achieving a strong client focus in a very diverse client group, 
innovation in product and service offers, and creating efficiency and competitive advantage 
for the Institute/Division concerned. 
 
This form of leadership development is perceived as being hindered and constrained by 
strong regulation, conservative attitudes, tight management controls and, in some cases, by 
turbulence in the system. 
 
There is also a desire to tap into latent talent and empower and re-energise the workforce 
to take more responsibility and achieve more satisfying outcomes for themselves and the 
Institute/Division. 
 

 

11

Office of Training and Tertiary Education  



“A Draft Leadership Capability Framework to Assist Leadership Development in the Victorian TAFE Sector” 
 

Most Institutes/Divisions had no difficulty quoting outstanding examples of successful 
educational leadership in the teaching areas and outside their traditional range of 
responsibilities; people who had stepped forward, taken the initiative and achieved 
excellent outcomes. 
 

3.5 Alignment of culture with strategic direction  
 
Some Institutes see leadership development as part of a broader strategy of shaping 
culture in particular directions, consistent with their vision and strategic direction. This has 
been a priority of post-amalgamation Institutes with multiple campuses where consistent 
leadership development can cultivate common purpose and identity.  
 
Leadership development, particularly strategic thinking and business planning capabilities – 
“the big picture” – is also a critical method of alignment of culture with business direction 
and educational objectives.  
 

3.6 Summary points 
 

 A common but not uniform driver was the desire to respond to a maturing management 
team and develop the next generation of leaders through succession planning and 
leadership development. 

 
 Some Institutes were driven by a need to broaden and deepen management 

capabilities to deal with strong conflicting pressures in the system. 
 

 Another common driver was the need to be seen to be responding to individual 
aspirations and to reward and motivate good performers. 

 
 Most Institutes were concerned about developing educational leadership capability to 

enhance performance and innovation across all of their staff so as to improve their 
client outcomes. 

 
 Leadership development was perceived by some Institutes to be a means of shaping 

the culture or re-energising their organisation.  
 
 
4.0 Perceptions of leadership and management 
 

Most focus groups commenced with a discussion of the similarities and differences in their 
concepts of “leadership” and “management”. A wide range of distinctions then emerged 
from these discussions, reflecting the many models and theories of leadership in 
organizational literature. 
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Generally, most focus groups thought that the two concepts were distinctly different, as 
below, but with overlapping qualities and behaviours. 

 
4.1 Definitions and distinctions - organisational leadership 
 

(a) Remarks made by respondents 
 A common view was that “Management is about things; leadership is about people.” 
 “Management is about the present – the day to day; leadership is about the future.” 
 “Management is about roles and accountability in the formal structure of the 

organisation – leadership can come from anywhere.”  
 “Leadership occurs wherever you have followers.” 
 “I don’t like the separation – they are inextricably linked together. They are both about 

effectively managing resources.” 
 “You can train and develop managers, but you can only identify and nurture leadership 

qualities – they tend to be innate and part of emotional intelligence.” 
 “Leadership is about knowing where you are going, creating a shared vision and 

inspiring people to follow. Management is about daily operating, stability, efficiency and 
control.” 

 “Management is about setting the rules and sticking to them. Leadership is about 
breaking the rules, creating new moulds and taking risks.” 

 “Leadership is about going out-on-a-limb, about taking risks but this will only occur if 
senior management, through their leadership qualities, enable that to happen and don’t 
squash it.” 

 “People react to management because they have to. People react to leadership 
because they want to”. 

 “Management is about maintenance, leadership is about development.” 
 “Leadership begins with who I am naturally – my values – and has to be developed from 

there to my unique style – I may be like a beagle in a china shop”.  “Yes – without a 
leash!” – another. 

 “Management is an operational focus – the bit of the iceberg above sea level. 
Leadership is about the bigger bit below the surface – the less visible influencing of the 
culture.”  

 “Management is about creating order out of chaos and complexity – leadership is about 
instability and change.” 

 “The ideal is for good managers to be good leaders but often good leaders are poor 
managers and visa versa.” 

 
(b) Key Themes 

 
It is apparent that most Institutes or the representatives interviewed, see a clear distinction 
between management and leadership but feel there is an overlap.  This is represented in 
the diagram below.  
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Figure 1: Distinguishing between Management and Leadership  
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Despite these apparent distinctions, most leadership development models and activities are 
overlapping concepts. However, the actual amount of overlap or separation is variable, 
depending on the local context. 
 
Notwithstanding such overlaps, management is consistently seen as being about reliable 
and efficient operating in the current work environment; maintaining order and stability, 
exercising authority as necessary.  
 
On the other hand, leadership is consistently seen as being about leading people towards a 
future vision, developing and motivating their performance and potential, and inspiring 
people to follow because people want to. 
 
If these distinctions are accepted, the question arises: should leadership capability 
frameworks be only about the concept of leadership, or should they also be about some or 
most concepts of management as well? 
 

4.2 Definitions and distinctions - educational leadership 
 

(a) Remarks made by respondents 
 “Each teacher is a leader in their own classroom environment.” 
 “Educational leaders create an environment that enables people to be the best that they 

can be.” 
 “Educational leadership is about development and innovation in the pedagogical 

context, to be at the leading edge in providing excellent outcomes for students.” 
 “They have to be able to deal with my diverse clients and operate effectively in a 

complex socio-political environment – dealing with the bureaucracy.” 
 “We have tremendous leadership occurring at all levels because of the values and the 

drive of our people – it is happening but its not always well directed.” 
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 “We have a shadow culture – in the informal system – where leadership in professional 

areas is not always visible or aligned with management.” 
 “It’s about combining pedagogical knowledge with commercial and entrepreneurial skills 

and an engagement with the region and the community.” 
 “We have pockets of leadership and energy throughout the staff – teaching and 

administrative people - but it is not uniform or adequate. We have people that don’t 
want to change or adapt.” 

 “It’s also about the totality of the service to the region – things change very quickly in 
government policy and direction, and in client needs, requiring a very flexible and 
adaptable approach to educational offerings.” 

 “It’s about making the best possible use of the limited resources we have to get the best 
outcomes for our clients – it’s about successful learning outcomes.” 

 “Everybody can be a leader within their own role – it’s about taking on responsibility, 
being willing to try new things to get better results.” 

 “The biggest challenge is about leading people who are happy where they are – you try 
and get nothing back – some don’t go anywhere because they can’t  – some don’t want 
to change, be alive.” 

 “Educational leadership is about the capacity of a leader to engender in staff a focus on 
individuals with widely different needs – putting the student first – creating enthusiasm 
and commitment in other staff to do that.” 

 “It’s about creating an environment where we get better outcomes for our clients than 
they can get from other providers – it’s not about cans of soup – it’s distinctly different 
from other industries.” 

 “It’s about working in a team, working collegially to produce better outcomes – no one 
person has all the necessary skills – we must work together.” 

 
(b) Key Themes 

 
Educational leadership is not seen as the same as management and can come from 
anywhere in the system. 
 
In Institutes/Divisions it is about encouraging individual and team initiatives to go an extra 
step over set boundaries and reach for better outcomes. 
 
Educational leadership is part of the informal system but will only emerge and thrive if 
fostered, encouraged and celebrated by management.  
 

4.3 Summary points 
 

 Leadership and management are seen as different but overlapping sets of capabilities. 
 
 Management capabilities are associated with management of things, daily operating 

roles and the formal management structure of the organisation. 
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 Leadership is perceived as coming from anywhere within the Institute, being associated 

with influencing people and the informal processes in the organisation. 
 

 A distinction between organisational leadership and educational leadership is seen as 
useful but there are many definitions of educational leadership. 

 
 In a practical sense, most Institutes do not distinguish between management and 

leadership in development activities. 
 
 

5.0 Required leadership capabilities 
 

A total of thirteen leadership capabilities were identified by the project as critical to 
leadership success and necessary for inclusion in any TAFE leadership capability 
framework. 
 
Ten were seen as generic and universal to most leadership roles in any organisational 
context and three more were regarded as TAFE sector specific, viz. 

 
Generic Leadership Capabilities 
 
1. Organisational vision and direction. 
2. Growing the core business. 
3. Innovation and risk taking.  
4. Customer focus and quality.  
5. Change management.  
6. Working as a team.  
7. Developing and empowering people. 
8. Communication and interpersonal skills. 
9. Self efficacy. 
10. Personal integrity. 

 
Specific Contextual Capabilities 
 
11. Educational leadership. 
12. Understanding and working with industry and the community.   
13. Working with the vocational education and training system. 
 
The advice is that the relative emphasis on particular capabilities will vary from 
Institute/Division to Institute/Division and also within different areas of any one 
Institute/Division and over time. 
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The following definitions of these capabilities are given below.  
 

5.1 Generic leadership capabilities defined 
 
5.1.1 Organisation vision and direction 

 
The capability to: 
 
Develop a clear and meaningful vision for the future direction of the organisation. 
Includes:  
 Consistency with Institute/Divisional strategic direction and OTTE policy 
 Shared values and behaviours  
 Examining and evaluating initiatives and opportunities 
 Facilitating interpretation and buy-in across the organisation 
 Inspiring alignment behaviour and performance. 

 
Characteristics and behaviours – some related TAFE quotes: 
 
 “Painting a desirable vision of the future.” 
 “Developing an inspiring vision, encouraging people to explore it and translate it to 

their environment.” 
 “Visualising the future context of the organisation and preparing people for it.” 
 “Creating perspective and clarity about the future.” 
 “Developing passion and energy.” 

 
5.1.2 Growing the core business 

 
The capability to: 
 
Focus people on the core business and with entrepreneurial flair and commercial acumen 
creatively leverage education and training opportunities. Includes: 
 Encouraging sound strategic thinking 
 Creating a more effective business model 
 Identifying profitable areas of activity 
 Responding to dynamic community and industry needs.  

 
Characteristics and behaviours – some related TAFE quotes: 
 
 “Picking the right niche and providing a specialised offer.” 
 “Getting up and having a go.” 
 “Find and develop opportunities in spite of many constraints.” 
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 “Understanding the community and regional needs – by being close to diverse 

industries.” 
 “Ability to identify a trend and set up a framework”. 

 
5.1.3 Innovation and risk-taking  

 
The capability to: 
 
Stimulate the performance of staff to make the best possible use of scarce resources, 
overcoming constraints, taking risks to generate creative outcomes for the client. 
Includes:  
 Taking initiatives to do new things. 
 Research and evaluate possibilities within the external environment and outside of 

the vocational education domain. 
 Responsibly taking risks to get better solutions. 

 
Characteristics and behaviours – some related TAFE quotes: 
 
 “Encouraging youthful, more adventurous attitudes and more exuberant 

approaches, taking risks, breaking the moulds.” 
 “Encouraging people to come forward with ideas, supporting and encouraging their 

efforts.” 
 “We must involve people in innovation, changing the way we develop, design and 

deliver our services.”   
 “We want flexibility, adaptability and versatility in our staff.” 
 “We want proactive, not passive, people who test the boundaries of what is 

possible.” 
 “We have many examples of innovative people and teams at all levels – the culture 

supports this.” 
 

5.1.4 Customer focus and quality 
 

The capability to: 
 
Focus strongly on satisfying customers and enhancing their prospects by creative and 
effective educational design and delivery through processes that meet all quality 
standards, or in high quality administrative and functional customer service strategies 
within the Institute. Includes: 
 Continuous improvement of the quality of learning and support for learning 
 High awareness of client needs and emerging trends in the community 
 A culture of customer service and support within internal client relationships 
 A willingness to put customers and community first 
 Assessing and installing appropriate systems and processes. 
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Characteristics and behaviours – some related TAFE quotes: 
 
 “Lead by listening to what the client wants and then respond.” 
 “Propose a number of options – consultative approach required.” 
 “Partnership notion applies to all – for students and commercial arrangements.” 
 “Meeting customer needs.” 
 “When we have got it wrong we have gone into management – expert mode.” 

 
Note – This may overlap with the notions of “Educational leadership” described below. 

 
5.1.5 Change management 

 
The capability to: 
 
Facilitate effective organisation, group and individual change, developing a sustainable 
change strategy, creating a positive and optimistic climate for change and resolving 
blockages to progress. Includes: 
 Ability to personally cope with complex change. 
 Bringing people along, engaging them and enlisting them in the process. 
 Encouraging and promoting ideas for change, and 
 Monitoring and reflecting on implementation, and redesigning the process for 

sustainable outcomes. 
 
Characteristics and behaviours – some related TAFE quotes: 
 
 “Having to manage greater changes, it’s critical.” 
 “Managing resistance to change.” 
 “Dealing with people, bringing people with you and getting rid of people when 

necessary.” 
 “Important to bring people with you and lead people in change.” 

 
Note – This capability has some overlap with the “Innovation and risk taking” capability. 
 

5.1.6 Working as a team 
 

The capability to: 
 
Enhance the performance of a group, particularly an operating team, by being a good 
team player and encouraging the development of a team that uses everyone’s capability 
to best effect.  Includes: 
 Establishing common goals and working together to achieve them. 
 Building effective co-operative work teams and project teams around people. 
 Providing feedback and mentoring to team members, including confronting 

inappropriate behaviour and performance. 
 Working collaboratively together to get the best results for the team, rather than an 

individual, and 
 Support the application of collective team leadership. 
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Characteristics and behaviours – some related TAFE quotes: 
 
 “We need to mobilise all resources to get synergy from the team.” 
 “We need to encourage group participation and involvement.” 
 “How can we engage others even those who just want to do what they always have 

done?” 
 

5.1.7 Developing and empowering people 
 

The capability to: 
 
Build capacity for organisational performance by assessing future strategic capability 
requirements and identifying, fostering and developing talented people to encourage 
them to realise their full potential. Includes: 
 Encouraging reflective thinking outside of operational pressures. 
 Coaching and mentoring the learning process, and 
 Devolving responsibility and authority along with developing the confidence to act. 

 
Characteristics and behaviours – some related TAFE quotes: 
 
 “We want to attract and retain good talent by providing opportunities for 

development.” 
 “We want leaders that identify early potential and coach and mentor people to 

success.” 
 “We have to be good at identifying and nurturing talent and giving them 

opportunities and support.” 
 

5.1.8 Communication and interpersonal skills 
 

The ability to: 
 
Establish and maintain healthy and effective working relationships with all staff and 
stakeholders in the community through empathy, good listening, passing on information 
and positively influencing thinking. Includes: 
 Maintaining the transparency of information and processes. 
 Open and honest two way communication between people. 
 Developing confidence and security in relationships and the communication process, 

and  
 Establishing trust and mutual respect. 
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Characteristics and behaviours – some related TAFE quotes: 
 
 “Be visible and accessible, displaying some charisma and relating to people.” 
 “Understanding of self and the impact the individual has on others – self 

awareness.” 
 “Encouraging the development of pride and self-esteem in people.” 
 “Having good listening skills to understand what is really being said.” 
 “We need to have the ability to influence and negotiate.” 

 
5.1.9 Self efficacy 

 
The capability to: 
 
Build personal credibility through a willingness to provide a positive role model to 
colleagues on professional or personal attitudes, particularly through consistency with 
espoused values or positions where there are expectations on self or others. Includes: 
 High levels of self awareness. 
 Commitment to self improvement. 
 Striving toward outcomes with strong personal energy and purpose. 
 Role modelling. 
 “Walking-the-talk” – behaviour is consistent with words. 
 Inspiring others to follow suit and be the best they can be.  

 
Characteristics and behaviours – some related TAFE quotes: 
 
 “Be a champion.” 
 “Role modelling by inspiring the heart.” 
 “Inspire others – high energy levels.” 
 “Commitment to agenda.” 

 
 5.1.10 Personal integrity 

 
The capability to: 
 
Define, develop, promote and/or exemplify an agreed set of values and code of conduct 
that enhances the image and reputation of the Institute/Division and engenders high 
levels of trust and confidence by the community and other stakeholders. Includes: 
 A strong sense of individual professional integrity and ethics. 
 Ability to give and attract respect and trust. 
 Willingness to demonstrate the values and code of conduct by example and 

consistent application. 
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Characteristics and behaviours – some related TAFE quotes: 
 
 “Transparent decision making processes.” 
 “Doing what you say you do.” 
 “You behave how you expect others to do.” 
 “No cutthroat behaviour.” 

 
5.2 Specific contextual leadership capabilities 

 
5.2.1 Educational leadership 

 
The capability to: 
 
Challenge teaching, administration and PACCT staff on inspiring and supporting 
colleagues to meet a diverse and dynamic range of client needs with a flexible and 
responsive solution, while encouraging student-centred learning, self direction and life-
long learning. Includes: 
 A deep understanding of requirements. 
 Keeping up to date with developments in disciplines (scholarship). 
 Innovative design of product and methods, and 
 Excellence in delivery of products and services. 

 
Characteristics and behaviours – some related TAFE quotes: 
 
 “This is about a focus on the individual student – how you service their prospects.” 
 “We must have an empathic understanding of what needs to be done.” 
 “We must organise the best resources for available funding and innovate in the 

types of program, facilities and delivery methods.” 
 “Some teachers push and promote their course, taking accountability for results – 

they take the ball and run with it.” 
 

5.2.2 Understanding and working with industry and the community  
 

The capability to: 
 
Establish strong links with the community, region and industry serviced by the TAFE 
Institute/Division to understand current and emerging issues and needs, the diversity and 
depth of requirements, the employment environment and the general socio-political 
context. Includes: 
 Strong values around community engagement and the social impact of what the 

Institute provides. 
 Ability to read trends, gather “market” intelligence and shape products and services. 
 A willingness to be an influencing agency in the industry, community / region and 

take positions on issues. 
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Characteristics and behaviours – some related TAFE quotes:  
 
 “This is critical - As a regional Institute, have to be in touch with the community.” 
 “Leadership role has a strong community capability in order to get commercial target 

going locally – requires a series of skills such as marketing”. 
 
Note –  
1. This capability was highlighted by most rural and regional Institutes and some 

metropolitan Institutes where there were issues of complexity or social 
disadvantage. 

2. This may overlap partly with “Growing the core business” and “Educational 
leadership”. 

 
5.2.3 Working with the vocational education and training system 

 
The capability to: 
 
Operate influentially and effectively within the state, national and international education 
and training systems and their socio-political context to advance the interests of the 
Institute, cope with policy and strategy change and the funding and legislative guidelines 
and constraints administrated by the bureaucracies. Includes: 
 Networking and influencing skills in the political process. 
 Ability to self promote as well as promote the interests of the Institute. 
 Willingness to champion a cause or effect necessary policy change and take some 

personal career risks. 
 Working collaboratively with other educational Institutes notwithstanding competitive 

issues. 
 
Characteristics and behaviours – some related TAFE quotes:  
 
 “Being able to read ANTA, OTTE reports, get behind the policy and really 

understand intent ie. contact hours, performance agreements, etc.” 
 “Make sense of all of this because some of them don’t.” 
 “You have to respond to State, Federal policy and commercial imperatives.” 
 
Note – this may also overlap with the “Educational leadership” capability. 

 
Additional observations 
 
It should be noted that these thirteen capabilities represent the highest frequency of 
comments received by industry participants. Other less frequent suggestions for 
consideration as TAFE leadership capabilities were made, some of which are noteworthy 
either because they represent specific Institute/Division perspectives or because they 
received little sector wide mention. 
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 In particular regional TAFEs raised a specific emphasis on effective community 
relationships and local connectivity as a critical leadership capability. 

 
 The emphasis that some Institutes, both regional and metropolitan, placed on the 

notion of social responsibility underpinning the delivery of educational services. 
 

 The emphasis by the university TAFE Divisions on the management of more 
complex internal interfaces. 

 
 The issue of gender influence associated with leadership capabilities was only 

raised once throughout the consultation process, where the point being made was 
that organisational views of leadership are often based on traditional and male 
terms of reference and experience and that this is not representative and can be a 
restrictive approach. 

 
 While there was a recognition that TAFE has significant and growing involvement in 

the international market and that this is requiring leadership skills to manage this 
business, there was no overt mention of cross-cultural awareness as a leadership 
capability for the sector. 

 
 It should be noted that while these thirteen capabilities reflect some of Callan’s 

model, others are absent or were under-represented in the consultation process.  
 
 

5.3 Unique capabilities 
 
There was a strong body of opinion that the context of the TAFE system has unique 
aspects that are only occasionally matched by other industries such as Health and Local 
Government.  The opinion was that the TAFE context demands particularly strong 
emphasis on:- 
 
 Educational leadership. 
 Understanding and working with industry and the community. 
 Working with the vocational education and training systems. 

 
The argument given was that it is difficult to put even excellent leaders from a different 
industry into the TAFE context and expect them to thrive, or even survive. Examples of 
failure were cited in the consultations. However, on closer examination it seemed likely that 
such people could equally have been the result of poor leadership selection and 
recruitment.  
 
However, the best case for the inclusion of these additional TAFE-specific capabilities 
arises from a consideration of the strong and often conflicting forces evident within the 
TAFE sector, viz  
 
 The drive for entrepreneurial business development and profitability. 
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 The desire to show innovative educational leadership in the community driven by 
strong pedagogical values, and 

 The need to meet the objectives, constraints and funding requirements of the 
bureaucracy that emphasise regulatory compliance and a risk-management 
approach. 

 
The ability to optimise this mix of pressures for balanced decision-making may be a unique 
pressure on the senior leadership of the Institutes/Divisions, given the strong financial 
pressures in the sector. 
 

5.4 Patterns of distributed leadership  
A key objective of the study was to determine where leadership was occurring in TAFE 
Institutes/Divisions and, in particular, what were the patterns of distributed leadership when 
leadership is occurring throughout the organisations. 
 
Approximately fifty percent of interviewees and focus groups took the position that 
leadership was expected in all parts of the organisation and that it required very similar 
capabilities, and irrespective of level or place. These respondents did acknowledge that the 
priority and emphasis of capability may vary somewhat, depending on whether leaders 
were part of the management hierarchy or not. 
 
However, according to level in the organisation, other Institute/Divisional representatives 
took the view that leadership capabilities could have a significant difference of emphasis. 
 
In most cases, respondents divided TAFE organisation into three parts, viz: 

 
(a) Directorate - Director/CEO and reporting staff 
(b) Middle management - Other formal levels of management 
(c) Staff - Teaching and administration officers 

 
In some cases the Director/CEO role was separated out and separately specified.  
 
The Program Co-ordinator role was also identified separately by some Institutes/Division. 
This role was designated “a grey area” and responsibilities varied as to formal 
accountabilities. In some cases they had a team leader-type of accountability and 
responsibilities for people and budgets. In other cases, they were more like technical co-
ordinators of teaching areas without formal people management accountability. 

 
(a) Directorate Leadership  
 
The capabilities particularly emphasised for this group were: - 

 
1. Organisation vision and direction      refer 5.1.1 
2. Growing the core business      refer 5.1.2 
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3. Innovation and risk taking      refer 5.1.3 
4. Change management       refer 5.1.5 
5. Developing and empowering people     refer  5.1.7 
6. Communication and interpersonal skills    refer 5.1.8 
7. Self efficacy        refer 5.1.9 
8. Understanding and working with industry & community  refer  5.2.2 
9. Working with the vocational education & training system  refer 5.2.3 

 
Directorate’s leadership requirements – some related TAFE quotes 
 
 “We need our Directorate to be highly effective working with the education and training 

industry and the government bureaucracies. They must intimately understand the 
system, its legislation, regulations, conditions, etc. They must be effective at networking, 
influencing, negotiating and managing the politics.” 

 “They must have a strategic approach, understanding the big picture, able to plan for 
the future 3-5 years out and communicate it effectively through the Institute.” 

 “They must have the ability to gather information, make good decisions and be 
accountable – they should be able to defend and explain decisions and make it 
happen.” 

 “They have to be able to develop a vision for the Institute that shows a good 
understanding of the culture and, with charisma, get involvement and buy-in.” 

 “They must keep actively consistent with the vision and use it to motivate and create 
general enthusiasm.” 

 “They must be visible, accessible, walking around, setting a good example – 
communicating consistent messages to people.” 

 
(b) Middle management 

 
The capabilities emphasised for this group were:- 

 
1. Organisation vision and direction – with the emphasis on interpreting and translating 

the vision and strategic direction to others. 
2. Growing the core business – effective implementation of strategy and encouraging 

entrepreneurial behaviour. 
3. Developing and empowering staff – this capability was seen as critical because of the 

large number of staff under their supervision. 
4. Communication and interpersonal skills – again critical because of the staff numbers 

and the need to motivate staff performance. 
5. Change management – being flexible and versatile, and coping with change personally 

and leading others throughout complex change.   
6. Working as a team – the role in managing groups and creating good team behaviour. 
7. Working with the vocational education and training system – dealing with the 

administrative requirements, day-to-day problem solving on legislative and procedural 
requirements. 
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General observation 
 

The middle management group was portrayed as extremely busy with operational 
requirements and the day-to-day running of functions and departments, and with a very 
strong managerial rather than leadership focus because of time and daily problem-solving 
demands. 

 
Middle management – some related TAFE quotes 

 
 “Middle management must be highly flexible and versatile to cope with constant 

change; their roles and responsibilities are constantly changing and they must be 
adaptable and responsive.” 

 “They must be specialists; have a core set of skills that are up-to-date, at the leading 
edge and well motivated to keep thinking current. They must know the latest training 
package, have a contemporary view and the ability to convey new information to others; 
a conduit to disseminate information.” 

 “They must empower people, plucking out individuals with talent, give them 
responsibilities, coach them and nurture that talent.” 

 “Managers must have good communication skills: its ability to listen, hear what is said 
and pass it on with the original passion if they don’t have the authority to make things 
happen”.   

 
(c) Staff 
The capabilities emphasised from this group were: 
 

1. Educational leadership 
2. Customer focus and quality 
3. Innovation and risk taking 
4. Influence and negotiating skills 
5. Monitoring and support of colleagues 

 
Note – Participants acknowledged that Capabilities 4 and 5 above could be considered as 
subsets of Communication and Interpersonal Skills and Developing and Empowering 
People capabilities respectively, but were seen as particularly important among staff that 
did not have formal management accountability. 

 
Staff leadership requirement – some related TAFE quotes 

 
 “We expect our staff to regularly display leadership in their areas of expertise. We want 

them to come forward with ideas, to be entrepreneurial and take on initiatives to change 
programs and processes; we want them to be empowered.” 

 “We want our staff to be working together collaboratively, as a team, thinking about the 
end user with a good customer focus.” 

 “There are good examples of our staff getting together and taking an initiative, working 
through a project often in their own time – a new software system that helped their 
colleagues, organising a major conference – using a wide range of skills.” 
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5.5 Discussion – A leadership paradox 
 

In terms of organisational hierarchy, a paradox of the study is that much of the actual 
leadership experienced in the Institute is reportedly coming from the top i.e. from 
Directorate level and also from the teaching staff. This hierarchical pattern reflects different 
domains of leadership. Between both, the middle management group are highly pre-
occupied with their operational roles where it is felt that there is little time for “leadership” 
tasks.  
 
This is reportedly a pervasive “gap” in the system. The concern that then follows is based 
on the understanding that middle management staff have critical leadership roles that are 
not being fulfilled. It is middle management that has major people management 
responsibilities and functional support responsibilities that underpin TAFE’s operational life 
and systems. 
 
For example, it is middle management that have to interpret the vision, policy and strategy 
generated by the Directorate and the Institute Council, and to manage their implementation 
in the organisation while meeting budget constraints. Middle managers also carry the major 
responsibility for ensuring people and resources are well managed at a tactical and 
operational level. 
 

Figure 2: The Leadership Paradox 
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So, the paradox is that the picture that emerges is that the organisational group with 
arguably the most people management accountability, the greatest span of control, and the 
most need to play “leadership” roles are not leading. 
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This suggests that effective managerial leadership in TAFE operational life is missing within 
the formal hierarchy and, because of operational pressures and priorities, that management 
is being more narrowly understood and defined. The implication is that leadership practices 
are missing or retreating at this large and intermediate level of management. 
 
For these reasons the recommendation is that the most immediate attention needs to be 
paid to leadership roles and functions in TAFE middle management.  
 
A symptom of the stresses and responses in this leadership space is the emergence of 
more formal approaches to “Program Co-ordinator” which has become, in effect, a de-facto 
level of management or indeed a formal level of management in some Institutes. 

General observations   
 
As a priority, particular attention needs to be paid to the leadership provided by middle 
management. Leadership development may also be necessary to meet the practices, 
requirement, expectations, and leadership roles and functions of this large management 
group. 
 

5.6 Summary points 
 

 The draft leadership capability framework identified by this study defines thirteen key 
TAFE leadership requirements. This includes ten generic capabilities that apply to 
modern organisation and management and three capabilities that specifically reflect the 
TAFE context. 

 
 When validated by the participants, some of these capabilities were strongly 

emphasised or refined for different levels of organisational management and staffing.  
 

 While most leadership capabilities are seen as generic or universal to all organisations, 
the three TAFE specific capabilities may make difficult for leaders from other industries 
to be immediately successful. This raises the wider issue of how the development of 
these capabilities can best be supported to better support people of influence in TAFE 
organisations. 

 
 In particular, TAFE’s middle management group may need particular attention and 

stronger support for their leadership practices and development because of their 
importance to the achievement of TAFE’s outcomes.  

 
 

6.0 Current approaches to leadership development 
 

It was apparent in discussing the current drivers and the levels of interest in leadership 
development that there was a wide range of approaches in practice across the sector. 
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Fig. 3 is an embryonic model that indicates the stages of evolution of leadership capability 
development within the wider perspective of a TAFE organisation’s strategic and cultural 
objectives. 
 
Our research suggests that this type of model may assist in identifying where each 
Institute/Division is currently located against an ideal systemic model of integrated 
leadership development.  
 

 
Figure 3: Leadership Capability Development: Stages of Integration with Strategic 

and Cultural Objectives 
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Most TAFE Institutes are currently located at A or B, with some migrating to C.  
 

6.1 (A) An ad hoc approach  
  

Characterised by: 
 

a. No formally defined leadership capability framework as a target profile for future 
leaders. 

 
b. Management development initiatives are selective and occasional, are based on 

emerging current needs and are not consistent or strategic in nature. 
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c. Development tends to be driven by individuals and is based on self-management 

principles and motives. 
 

d. Leadership development is not strongly linked to other human resource 
management policies or processes. 

 
e. Limited funding and idiosyncratic activity. 

 
Drivers tend to be: 
 
1. Individual needs, initiative and agenda. 
 
2. Recognised weaknesses in current management performance. 

 

6.2 (B) HRM linked elements  
 

Characterised by: 
 

a. Initiatives to develop management and staff in competencies or capabilities 
identified as part of a performance management approach. 

 
b. Responses to collective as well as individual needs but often based on current gaps 

and deficiencies. 
  

c. Development may be linked to succession planning, workforce planning or other 
significant human resource management processes driven by HR professionals. 

 
d. Annual reviews of needs, planned budgeting and consistent sourcing of 

development. 
 

e. Limited funding. 
 

Drivers tend to be: 
 

1. Performance management processes or collective deficiencies in current management 
performance. 

 
2. Individual needs and aspirations as in the Ad Hoc approach. 

 
 
6.3 (C) Strategically focused processes  

 
Characterised by:  
 

a. A good integration between future strategic capability requirements and aligned 
human resource management strategies. 
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b. Strong links to succession planning and work force planning with business 

developers working closely with HR professionals. 
  

c. Consistent focus and emphasis from the organisation’s executive management 
group to achieve outcomes. 

 
Drivers tend to be: 
 
1. Strategic capability requirements for organisation growth in specialised markets. 
  
2. Size and complexity of organisation. 

 
3. Management demographics and succession planning. 

 

6.4 (D) Full integration for strategic and culture change  
 

Characterised by:  
 

a. Leadership capabilities that are developed within a systemic or holistic approach to 
organisation development and linked to strategy, structure, capability and culture 
change. 

 
b. A planned approach committed to by the management team and key stakeholders. 

 
c. Leadership capabilities development with strong emphasis on vision and strategic 

direction, organisation change and core business development. 
 

d. As in (c) strong linkages between business plan and aligned human resource 
management strategies. 

 
Drivers tend to be: 
 
1. Major organisational growth and development pressures that require an integrated 

approach. 
  
2. Strong senior executive interest and commitment to transformational change and 

culture shaping. 
 
 
7.0 Emerging propositions for consideration  
 

The findings of the project suggests a number of propositions for the sector to consider. 
They are as follows: 
 
1. There are thirteen key capabilities that are widely viewed as critical for TAFE leaders, 

both now and in the future. They comprise both generic, universal capabilities as well as 
specific contextual capabilities. 
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2. There is an opportunity for the proposed TAFE Development Centre to support a broad 
and developmental framework for sector-wide use. This could meet the level of interest 
and need encountered in this project, if such a developmental framework remained 
flexible and was also adaptable to significant local customisation. 

3. Leadership development will continue to be driven both by the need to respond to the 
short term operational needs represented by current capability gaps, as well as the 
need for building or rebuilding capabilities for effective succession planning and the 
identification of future leaders and leadership. 

4. While all levels of TAFE organizational leadership are seen as requiring these 
capabilities, it is possible to distinguish certain capabilities having greater relevance at 
different leadership levels within the individual TAFE organisation.  

5. This has implications for the type of professional development offered to the different 
TAFE leadership groups and levels within an Institute/Division, and a due emphasis 
given to each of the capabilities in such development processes. 

6. The distinction between TAFE organisational and educational leadership is a useful one 
and leaders and managers need to have mastery of both to succeed in the sector. The 
project has found that the TAFE sector finds the definition of educational leadership to 
be contested ground partly because of different understandings as to what this term 
means. For any professional development process to be provided, the term first needs 
to be more clearly defined and a workable understanding agreed.  

7. Importantly, there are also some clear signals that middle management leadership 
development needs further analysis because it reportedly represents the neediest area 
for improving leadership practices. Leadership development initiatives may provide a 
solution although the caveat is that there may be other contributing causal issues 
involved, including structural, cultural and resourcing factors that will also need to be 
addressed.  

8. Addressing leadership development in a systemic manner requires the TAFE sector to 
adopt a more strategic and corporate approach to organisational development and 
human resource management. The evidence suggests that there is not a consistent, 
strategic approach that actually connects leadership development to the broader and 
wider strategic planning, strategic human resource management and organization 
development initiatives and culture shaping activities of TAFE organization.  

9. Instead, the approach adopted varies significantly from Institute to Institute and without 
any coherent framework for conducting meaningful discussion of leadership between 
the separate TAFE entities or at the sector level. Similar issues limit dialogue and action 
within the national VET system.  

10. The framework advocated by this project is a provisional one and represents a draft that 
needs to be carried forward in order to assist the Victorian TAFE sector to overcome the 
fragmented, and sometimes polarised, views of leadership and leadership development 
that were encountered in this project. 

11. The high level of interest and enthusiasm for re-addressing leadership and leadership 
development was nevertheless very evident in this project and provides a very positive 
backdrop to further work. 
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APPENDIX A: Project participation 
 
The following people and organisational groups were interviewed as part of this project. We extend 
our thanks and appreciation for their time and energy in assisting us throughout the different 
consultation stages. 
 
Research Stage: 
The following individuals and organisations were contacted: 
 

 Richard King, Victorian TAFE Association 
 Dr. Marg Malloch, Australian Capability Network, Victoria University 
 Dr. James Sarros, Monash University, Caulfield Campus 

 
Organisational representatives of: 

 CSC 
 Mayne Pharma 
 Toyota 
 AMES 
 Adacel  
 City of Melbourne 
 Siemens  
 Clayton Utz  
 General Electric 
 Australia Post  
 Coles Myer  
 Woolworths  
 Australian Public Service 
 Shell 
 Holden 

 
Consultation Stage: 
 
The following interviews were conducted: 

 Janet Bourke and Garni Ozturk, NTEU 
 Zoya Griffiths, Victoria University (TAFE) 
 Ross Furness, Sunraysia Institute of TAFE 
 Paul Leary, Chisholm Institute of TAFE 
 Sara Rowley, South West Institute of TAFE 
 Peter Christie, Northern Melbourne Institute of TAFE 
 Chris Horton, Wodonga Institute of TAFE 
 Geoff Mackay, Kangan Batman Institute of TAFE 
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 Belinda McLennan, Victoria University (TAFE) 
 Angela Hutson, East Gippsland Institute of TAFE  
 Russell Francis, Goulburn Ovens Institute of TAFE 
 Win Scott, William Angliss Institute of TAFE 
 Robert Smillie, Bendigo Institute of TAFE 
 David Riley, William Angliss Institute of TAFE 
 Virginia Simmons, Chisholm Institute of TAFE 
 David Williams, Victorian TAFE Association 
 Jacquie Watts, VISTA 

 
The following 13 TAFE Institute/Division focus groups were conducted: 

 Wodonga Institute of TAFE 
 Chisholm Institute of TAFE 
 Holmesglen Institute of TAFE 
 University of Ballarat (TAFE) 
 Swinburne University (TAFE) 
 William Angliss TAFE 
 Central Gippsland Institute of TAFE 
 East Gippsland Institute of TAFE 
 Bendigo Institute of TAFE 
 Gordon Institute of TAFE 
 Kangan Batman Institute of TAFE 
 Victoria University (TAFE) 
 RMIT (TAFE) group meeting  

 
In addition, separate discussion occurred with the following: 
 VISTA Executive  
 Victorian TAFE Staff Development Network 

 
Validation Stage: 

 Ross Barker, Wodonga Institute of TAFE 
 Nita Schulz, Central Gippsland Institute of TAFE 
 Sheila Fitzgerald, TAFE Frontiers 
 Mr. Eric Lund 
 Annette Chappell, University of Ballarat (TAFE) 
 Victorian TAFE Association  Human Resources Conference 
 Belinda McLennan, Victoria University (TAFE) 

 

35

Office of Training and Tertiary Education  



“A Draft Leadership Capability Framework to Assist Leadership Development in the Victorian TAFE Sector” 
 

 
APPENDIX B: Initial consultation process question guide 
 
The following advice was sent to all focus group participants to explain the consultation process 
and the focus of the discussions. The question sets formed the basis of the topic guide used by the 
facilitator. 
 

“OFFICE OF TRAINING AND TERTIARY EDUCATION 
 

Victorian Department of Education and Training 
 
 
Background to the project 
 
Jane Foley and Laurie Conole of the Wheeler Strobel Consulting Group are undertaking the project 
for OTTE and to assist the Ministerial Advisory Committee on the TAFE Development Centre. 
 
The project’s aim is to design and develop a distinctive TAFE Capability Framework to assist the 
implementation and management of leadership development within the Victorian TAFE workforce.   
 
Leadership development in the Victorian TAFE sector is a high priority for the State Government. 
“Growing Leadership” in TAFE is one of four priority areas identified by the TAFE Institute 
Workforce Working Party’s Three Year Workforce Development Strategy (2002-5).  
 
In the Statement on Knowledge and Skills for the Innovation Economy (2002) the Minister for 
Education and Training announced that a Centre would be established to promote the professional 
standing of the whole Victorian TAFE Institute workforce.  Supporting leadership development is 
part of this agenda.  
 
The proposed Leadership Capability Framework is intended to support and complement the 
diversity of leadership development activities conducted by individual Victorian TAFE 
organisations. It is expected that the framework will be used by the proposed TAFE Development 
Centre to support current leadership development activity across the industry and further expand 
state-wide support for this industry effort.  
 
A Discussion Paper has been distributed to support the first round of Institute consultation. It 
provides an overview of relevant work in leadership capability frameworks and how they can assist 
educational and organisational leadership development within the Victorian TAFE sector, as well 
as raising a number of TAFE specific matters for consideration. 
 
This event 
 
We are conducting consultative activities with all the Institutes in Victoria and other key 
stakeholders to get a wide ranging, inclusive and representative set of views of the above. 
 
Interviews with CEOs and other key Institute representatives are being held as well as focus 
groups comprising a cross section of Institute leaders. 
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The focus groups comprise between 12 – 16 Institute participants for 1 – 2 hours. The topics to be 
covered are outlined below and reflect broadly the key issues raised in the Discussion Paper as 
well as any other points that individuals wish to raise. All information is treated in confidence; the 
data will be themed for further discussion purposes. 
 
Areas to be discussed 
 

1. Consultant, project and process introduction 
 

2. What is a leadership capability framework? 
 What do you mean be leadership? 
 What framework model is appropriate? 
 Is it useful for the sector? 
 How might it be used? 

 
3. Where is leadership located in Institutes? 

 Formal versus informal? 
 Teaching and organisational?  
 What levels of leadership should be included in the framework? 

 
4. What key leadership capabilities do leaders in TAFE require in the future? 

 What are the strategic challenges? 
 What sort of culture is needed? 
 What behaviours are associated with these? 
 Are there unique TAFE capabilities? 
 Are there specific capabilities required for educational and organisational leadership 

roles?  
 Is leadership capability innate or learnt? 

 
5. How is leadership development currently practised in TAFE? 

 Is there a framework? 
 What are its capabilities? 
 Who does it apply to? 
 Are there unique capability needs in your TAFE? 
 How is it used? 
 What is driving the need for leadership development? 

 
Other questions?”  
 
 

 

37

Office of Training and Tertiary Education  



“A Draft Leadership Capability Framework to Assist Leadership Development in the Victorian TAFE Sector” 
 

APPENDIX C:  
 

 
 
 
 
 
 
 
 
 

Discussion Paper for a 
TAFE Leadership Development 

Capabilities Framework. 
 
 
 
 
 

Commissioned by the Office of Training and Tertiary Education 
 

Victorian Department of Education and Training 
 
 
 
 

Wheeler Strobel Consulting Group 
 
 

February 2003 

 

38

Office of Training and Tertiary Education  



Leadership Development Frameworks in the Victorian TAFE Sector 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
About this project 
 
Wheeler Strobel Consulting Group is very 
pleased to have been commissioned by 
the Office of Training and Tertiary 
Education of the Department of Education 
and Training to design and develop a 
leadership capability framework for 
consideration by TAFE Institutes in 
Victoria. 
 
This will be a sector- wide developmental 
framework that could assist Institutes, 
where the need exists, in the 
implementation and management of 
leadership development for their staff.   
 
Leadership development is viewed as a 
critical challenge for TAFE because of 
anticipated demographic, organisation and 
work-related changes within the next five 
years. 
 
A framework will be proposed to assist 
Institutes to address these issues in the 
context of flexible leadership development 
requirements.  
 
Jane Foley and Laurie Conole of the 
Wheeler Strobel Consulting Group are 
undertaking this project. 
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Introduction 

 
Jane Foley and Laurie Conole of the Wheeler Strobel Consulting Group are undertaking the project 
for OTTE and to assist the Ministerial Advisory Committee on the TAFE Development Centre. Project 

background  
The project’s aim is to design and develop a distinctive TAFE Capability Framework to assist the 
implementation and management of leadership development within the Victorian TAFE workforce.   
 
Leadership development in the Victorian TAFE sector is a high priority for the State Government. 
“Growing Leadership” in TAFE is one of four priority areas identified by the TAFE Institute Workforce 
Working Party’s Three Year Workforce Development Strategy (2002-5).  
 
In the Statement on Knowledge and Skills for the Innovation Economy (2002) the Minister for 
Education and Training announced that a Centre would be established to promote the professional 
standing of the whole Victorian TAFE Institute workforce.  Supporting leadership development is part 
of this agenda.  
 
The proposed Leadership Capability Framework is intended to support and complement the diversity 
of leadership development activities conducted by individual Victorian TAFE organisations. It is 
expected that the framework will be used by the proposed TAFE Development Centre to support 
current leadership development activity across the industry and further expand statewide support for 
this industry effort.  
 
This Discussion Paper provides an overview of relevant work in leadership capability frameworks 
and how they can assist educational and organisational leadership development within the Victorian 
TAFE sector, as well as raising a number of TAFE specific matters for consideration. It addresses 
the following frequently asked questions:  

Discussion 
Paper purpose 

 
 What are leadership capability frameworks? 
 What do they comprise?  
 How are they used within an organisation or industry? 

 
The paper is being forwarded to all relevant stakeholders as a resource to assist the project’s 
consultative process. 

 
Methodology 

 
This paper has drawn upon internet based references, recent and current related research, contact 
with selected industry and government representatives, interviews with experts in the field of 
leadership development, as well as interviews and research into public and private sector 
organisations and their capability frameworks.  

A mix of 
interviews, 
literature and 
internet search  

 
We extend our appreciation to those organisations and their representatives for their time and 
interest, and where indicated, their permission to quote or present their frameworks. 
 
We hope to continue to gather further information from interviews and other sources as we progress 
the consultative phase of this project. Additional findings and references will be included in a revised 
discussion paper as part of the final report to OTTE. 
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Leadership development as an emerging industry issue 

 
It is known that effective organizational change requires leadership “by doing” and by example and 
this necessarily involves many more people to exercise leadership than in the past. Leadership 

literature 
 
Leadership development has been recognized as a critical Victorian TAFE sector wide issue for a 
number of years. Various factors have contributed to this: anticipated demographic impacts 
associated with an ageing workforce; the need for leadership excellence at various levels of an 
Institute and not solely as an executive’s responsibility; and the recognition that industry leadership 
covers both generic organisational leadership capabilities (required of any leader within an 
organisational setting), as well as the industry specific educational leadership capabilities that ensure 
excellent learning outcomes.  
  
There is an exhaustive range of literature that explores leadership and management capabilities. 
The Karpin Report (1995), its recommendations and the supporting research undertaken by the 
Industry Task Force on Leadership and Management Skills focused Australian industry, corporate 
and public sectors, on the nature of management and leadership skills required by the Australian 
workforce of the future. Its primary recommendation was the need for transformational leadership 
across all sectors. 
 
The collective work of acknowledged thinkers in the field such as Stephen Covey (1989), John Kotter 
(1996), Kouzes & Posner (1987), and more recently Goleman (1998) has penetrated and 
underpinned much of modern organisational thinking on leadership development.  
 
At the Australian level, the work of Sarros & Butchatsky (1996), and Parry (1996) has informed 
recent debate on this topic. The current three - year AIM sponsored research, “Australian Business 
Leaders Survey” into leadership styles and culture continues this trend.  

Related 
industry 
research 

 
The specific challenges and capability needs facing educational leadership have received 
considerable attention in recent years. Scott’s (1999) examination of educational leaders of change 
spoke to this issue. Both state and national governments have emphasised the importance of 
investing in leadership capability in TAFE to assist the transformation of the sector. A recent OTTE 
audit (2002) of TAFE leadership development activities also confirms the importance that all 
Institutes now attribute to different forms of leadership development. 
 
Three related national research efforts, currently in progress, also focus on leadership capability in 
the sector.  
 
The ANTA funded TAFE Directors Australia (TDA) national research on leadership in TAFE focuses 
on a future management model for Australian VET middle managers. The National Centre for 
Vocational Education and Research (NCVER) has also commissioned two VET leadership research 
projects. Dr. Dianne Mulcahy of the University of Melbourne is seeking to determine the knowledge 
and expertise requirements in management and leadership within VET providers and how these 
requirements might best be met. Assoc. Prof. Ian Falk, University of Tasmania, is investigating the 
contexts in which VET providers and managers operate and the leadership roles and responsibilities 
of public and private providers within these contexts. 

Associated 
research and 
projects 

 
A major contribution to this field in recent times has been the national framework developed by 
Callan’s VET Leadership and Capability Framework (NCVER: 2001). This provides an extensive and 
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excellent overview of the various considerations of leadership and its definition and proposes a VET 
Leadership and Capability Framework applicable at senior management and executive levels. 
 
The OTTE funded report on Developing Future Leaders Among Education and Training Providers for 
the Victorian TAFE Association (2000) identified an emphasis on both entrepreneurial leadership 
and educational leadership requirements within the sector. One of its key recommendations made 
then was the development of appropriate leadership capability profiles for senior and middle level 
TAFE managers. 
 
This project acknowledges and complements past and current related research into the field of 
leadership capability frameworks generally and leadership development within the TAFE industry. It 
now seeks to extend the earlier work into a more inclusive educational and managerial leadership 
framework for the sector as a whole. 
 
Some key considerations for this project 

 
Pertinent to this project are a number of key considerations. They are:  
 
 In what ways is TAFE leadership the same or different to leadership elsewhere? Are there 

specific TAFE capabilities that need to be identified and included in the framework that are 
different to the generic leadership capabilities required in most organisations and 
industries? 

 
Unique 
TAFE 
leadership 
capabilities 

Fundamental to this project is the question of whether leadership in the TAFE sector is the same as 
leadership in other industries? Or are there unique TAFE capabilities that the framework needs to 
identify? Does TAFE’s current and future strategic context, its complex network of stakeholders, its 
responsiveness to both government and market demands, and all the other complexities of the 
TAFE environment, require unique capabilities from its leaders?  

  
 What type of leadership and organisational culture are appropriate for TAFE Institutes and 

their workforces in the future? What models of leadership development should this 
framework reflect? How should the framework represent the different leadership models 
that appear to co-exist in the industry?  

 
Preferred 
leadership 
models 

The Ministerial Statement on Knowledge and Skills for the Innovation Economy has acknowledged 
the increased emphasis on knowledge work for TAFE. The knowledge based economy, based on 
professional work being increasingly self - organising, more highly devolved and no longer 
dependent on traditional hierarchical controls, means that such groups demand inclusion in new 
forms of decision-making, leadership and leadership development.  
 
This emerging context has major implications for broadening concepts about leadership style, 
capabilities and organisational culture in TAFE. 
 
This raises the question of the range of capabilities that the sector will require going forward: a blend 
of the more traditional forms of leadership and management capabilities together with models that 
emphasise collegial and team based leadership approaches.  
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 What levels of leadership within the TAFE Institute should be included in the framework? 
Where is leadership located within your Institute?  

 
Levels of 
leadership  

This issue reflects the current thinking on leadership as a function no longer viewed solely as the 
domain of executive management, but rather points to the need for leadership to be displayed at 
many levels, and in many roles, within the organization.   

 
As quoted by Smith in his article, Developing the Adult Leader, “the reality is that while the CEO is a 
crucial player, it isn’t just the top leadership that is important. The companies that win consistently 
have lots of strong leaders, and they have them at all levels of the organisation.”   
 
Smith also cites Schein’s belief that “the most salient aspect of future leadership will be that the 
desirable characteristics will not be present in a few people all the time, but rather will be present in 
many people some of the time”.  
 
Based on the above, TAFE Institute leadership is present across the total organisation, from the 
facilitative role Institute Councils play in the leadership development of Directors, through to the 
educational leadership of teachers and the managerial leadership of general staff.  
 
The role of informal leadership within TAFE, where the individual may have no positional power but 
nevertheless exerts strong leadership influences, needs to be considered as well.  
 
This raises a number of questions: should these different forms of leadership fall within this 
framework and if so, do they share core capabilities or are there unique capabilities associated with 
each leadership function? 

 
 How should the framework reflect the balance needed between the generic leadership 

and management focus of running an Institute and the delivery of the Institutes’ core 
business of delivering educational and learning services?  

 
This raises the issue of the leadership requirements of teaching professionals engaged in areas of 
innovative teaching and learning in line with the recent Ministerial Statement and the balance 
between general roles and teaching roles and their leadership development needs.  
 

Educational 
and 
organisational 
leadership 
balance 
For example, if TAFE has more than one distinctive professional culture, for example i.e. an 
organizational culture and a professional educator culture, then the framework will need to span both 
in order to be relevant to the sector as a whole. 
 
Typical organisational leadership capability frameworks frequently incorporate generic organisational 
capabilities required for running an organisation. Given the increasingly self - funded nature of the 
sector and entrepreneurial characteristics, these capabilities are critical.  
 
But if the framework encompasses leadership capabilities of TAFE teachers and other groups such 
as PACCT staff, then it raises the issues of teacher leadership and what particular capabilities are 
associated with this. 
 
The General Teaching Council for England (GTC) has recently researched teacher leadership, in 
partnership with the National College for School Leadership and the National Union of Teachers. It 
defined teacher leadership as “primarily concerned with developing high quality learning and 
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teaching in schools. It has as its core a focus upon improving learning and is a mode of leadership 
premised upon the principles of professional collaboration, development and growth.  
 
Teacher leadership is not a formal role, responsibility or set of tasks, it is more a form of agency 
where teachers are empowered to lead developmental work that impacts directly upon the quality of 
teaching and learning.” It incorporates 3 main areas of activity:  
 
 The leadership of other teachers through coaching, mentoring, leading working groups 
 The leadership of developmental tasks that are central to improved learning and teaching 
 The leadership of pedagogy through the development and modelling of effective forms of 

teaching.” (www.gtce.org.uk/research/teachleader.asp) 
 

 
What are leadership capability frameworks? 

 
Working 
definitions 

A leadership capability framework is a set of agreed capabilities (with varying levels of explanatory 
detail) that have been identified as requisite for leaders at an organisation or industry level.  
 
Underpinning this project are the definitions of “capability” and “leadership”.  
 
Stephenson (1992) defined individual capability as “an all round human quality, an integration of 
knowledge, skills, personal qualities and understanding used appropriately and effectively – not just 
in familiar and highly focused specialist contexts but in response to new and changing 
circumstances”.  
 
There is an on going debate regarding the definition of leadership and the distinction between 
leadership and management. The latter tends to define management as being in the present and 
dealing with the day-to-day operational focus of an organisation, whereas leadership focuses on the 
future and developing vision and strategy to move the organisation forward. (Kotter, Tamkin et al.) 
This project will attempt to accommodate both perspectives. 

 
What do leadership capability frameworks comprise? 
 
There are different ways of representing capabilities within a framework. While each option 
comprises a set of identified core capabilities, the level of supporting detail differs. The latter can 
include: 

Framework 
models 

 A simple description of the capability 
 A simple description of the capability, plus a cluster of capability elements that further defines 

the capability in indicative behavioural terms 
 A simple description of the capability, plus a cluster of capability elements that further defines 

the capability in terms of effective through to ineffective behaviours 
 A simple description of the capability, plus a cluster of capability elements that further defines 

the capability in terms of indicative behaviours required at different levels of leadership within the 
organisation. 

 
Examples of the various options are outlined in Appendix 1. 
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There are a number of developmental guidelines in shaping leadership capability frameworks.  

 
 The range of capabilities developed for an organisation or industry needs to be specific and 

customized and expressive of that sector. A “one size fits all” is inappropriate as is any direct 
imitation from others because growing a framework is part of the larger process whereby a 
sector grows its own leaders. For that reason, replicating lists of capability sets has limited use 
but some examples and in particular education related organisations, are included in Appendix 2 
for information. (The elements of capability that support each capability are not included). 

 The capabilities need to be considered within the industry or organisational strategic context. 
Their selection needs to be informed by anticipated future challenges as well as the current 
demands on leaders 

 The capabilities need to be expressed in language that is appropriate for the organisation or 
industry 

 The framework needs to be clear and comprehensive without being voluminous and overly 
prescriptive 

 The framework needs to be able to be grafted on to good practice operating within the 
organisation or industry. 

 
Key questions for consideration: 
 
 Are the proposed definitions acceptable? 
 Which framework model and level of detail is most useful for TAFE? 
 What are the core TAFE capabilities that our framework should include? 
 Which capabilities have applicability to all Institutes and which are better regarded as 

likely to be Institute specific? 
 

How are leadership capability frameworks used within an 
organisation or industry? 

 
There are a number of reasons why organisations and industries invest in and develop and promote 
leadership capability frameworks.  

 

Possible 
benefits for 
TAFE 

 A leadership development capability framework potentially provides a unifying influence 
across a sector 

 It encourages cross Institute efforts and thus reduces the effort, resources and time required 
at the individual Institute level  

 Consistency of industry leadership standards and developmental approaches are encouraged, 
enabling a more coherent profile to be constructed of actual TAFE defined leadership 
development activity  

 There is greater likelihood of new employers recognizing developmental activities undertaken 
in other Institutes so that employee mobility is facilitated 

 It sends a strong message to the TAFE workforce of the sector’s commitment to leadership 
development and serves to attract and retain talent within the sector. 

 
Leadership capability frameworks offer a number of applications at an organisational and industry 
level. Its application is best leveraged where leadership is part of a systemic approach to 
organisational development and where there is a strategic human resource management strategy 
and processes in place.  

Part of a 
strategic HR 
framework 
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 “A totally integrated and systemic approach, linked to HR systems and tied to succession, 

career development, performance management with centralized databases on individual 
capability profiles” – Toyota. 

 
Discussions with leading Australian organisations and the review of available literature note the use 
of leadership frameworks in supporting the following organisational activities: 

Organisational 
application 

 
 Increased definition and understanding of the individual’s role 
 Selection and promotion of individuals 
 Performance management of individuals 
 Leadership development activities 
 Succession planning activities 
 Organisational effectiveness activities. 

 
Appendix 3 outlines these areas of application in greater detail. 
 
Key questions for consideration: 
 
 How ready is TAFE in Victoria for its own framework? 
 How could Institutes best utilize the framework? 
 What are the main uses that you can anticipate for the framework in your Institute? 
 Are there other applications of the framework within the Institutes and sector, which are 

additional to the above? 
 

The next step 
 

The next  
stage  

Following the distribution of this discussion paper to key stakeholders within the Victorian TAFE 
sector, you will be invited to participate in a series of consultative activities in the coming weeks. The 
consultative process will provide you with an opportunity to discuss the development of an industry 
wide leadership capability framework, your views on this project, the content of this paper and the 
key questions raised above. An invitation to attend, detailing dates and locations, will be forwarded 
to you shortly. You are also invited to make any private submission to the consultants or the OTTE 
project manager at any stage up to the completion of the project in late April 2003. 

 
Contact details  
Should you require further information regarding this project, please contact: Further 

information  
Ian Gribble 
Senior Project Manager, Strategic Workforce Development Branch 
Design & Development Division, Office of Training and Tertiary Education 
Department of Education and Training 
Level 3, 2 Treasury Place, East Melbourne VIC 3002 
Phone: 03 9637 2698  gribble.ian.a@edumail.vic.gov.au 

 
Jane Foley and Laurie Conole 
Wheeler Strobel Consulting Group 
Level 2, 21 Burwood Road,  
Hawthorn, VIC 3122 
Phone: 03 9819 5850 jgfoley@wheelerstrobel.com.au 

lconole@wheelerstrobel.com.au 
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Appendix 1: Various leadership capability framework formats 
 

Below are examples of the different ways in which capabilities can be represented in leadership capability 
frameworks. 

 
1. A suite of capabilities, with each specified capability supported by a description of the capability 

 
Example: 
“Builds shared vision (Capability) 
Builds a coherent set of long term goals for the organisation and is able through a range of 
communication channels to engage and inspire others to adopt and deliver the goals” 
(Description) 

Reference: The Shell Leadership Framework, 2000 
 

2. A suite of capabilities, with each specified capability supported by a description of the capability, and a 
cluster of capability elements defined in behavioural terms 

 
Example: 
“Initiative (Capability) 
An employee who displays initiative is self-confident, takes ownership and acts proactively to 
make things happen in the organisation (Description of capability) 

 Sets one’s own goals and commits to achieving them 
 Strives to take over new tasks 
 Continuously and successfully draws a roadmap towards the achievement of one’s 

own goals  
 Independently acquires new knowledge, skills, or new assignments and projects 
 Shows readiness to work and compete …” (Capability elements defined in 

behavioural terms) 

Reference: Siemens Competency Model, 2001 
 
3. A suite of capabilities, with each specified capability supported by a description of the capability, together 

with a cluster of capability elements defined in behavioural terms that reflect effective through to 
ineffective demonstration of this capability element 

 
Example: 
“Impact and Influence (Capability) 
Presenting self positively. Acting to have an impact on others to influence or persuade them to 
take forward objectives using a variety of techniques. Operating effectively at individual, group 
(meetings) and organisational level and externally with the wider community. (Description of 
capability) 
 

Highly effective Good Room for 
improvement 

Unsatisfactory 

Creates and prepares 
strategies for 
influencing others … 

Presents self 
positively to others 
… 

Presents viewpoint 
tentatively … 

Presents a 
negative first 
impression … 

Reference: Leeds City Council, UK (1999)    (Range of behaviours) 
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4. A suite of capabilities, with each specified capability supported by a description of the capability, together 
with a cluster of capability elements defined in behavioural terms as they apply to different leadership 
levels in the organisation (“role families”) 

 
Example: 
“Business Acumen (Capability) 
Sound decision-making; calculated risk taking; identifying and exploiting opportunities 
(Elements of the capability) 
 

Behaviours across various leadership levels 
 

BUSINESS 
ACUMEN 

Meaning in 
action 

CEO GM Unit and 
Regional 
managers 

Site and 
operational 
leaders 

Sound 
decision 
making 

Exercising 
balanced 
judgment and 
energetic 
wisdom to 
find pathways 
that consider 
the internal 
and external 
environments 
… 

Views the 
business 
within a 
strategic 
timeframe 
that 
encompasses 
an 
organisational 
wide scope… 

Manages the 
financial 
analysis and 
business 
impact on the 
bottom line … 

Makes and 
applies 
strategic and 
operational 
decisions 
consistently in 
line with 
directions, 
KPIs, policies 
and 
processes … 

Makes 
tactical 
decisions that 
are applied 
consistently 
and 
appropriately 
… 

Calculated 
risk taking 

     

 
Reference: Adult Multicultural Education Services, Melbourne 2002 

 
 
In addition, some frameworks include performance criteria for each, knowledge requirements, and evidence 
requirements. 
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Appendix 2: Various leadership capability framework contents 
 

The following are examples of leadership capability frameworks. 
 
Callan VET model (2001)  

Framework 
examples 

 Corporate vision and direction 
 Focuses strategically 
 Achieves outcomes 
 Develops and manages resources 
 Change leadership 
 Interpersonal relationships 
 Personal development and mastery 
 Business and entrepreneurial skills 
 Develops and empowers people. 

 
The Commonwealth Senior Executive Leadership Capability Framework (1998)  
 Shapes strategic thinking 
 Achieves results 
 Cultivates productive working relationships 
 Exemplifies personal drive and integrity 
 Communicates with influence. 

 
West Australia Public Service Senior Executive Competency Framework (1995)  
 Leading in the work environment 
 Facilitating workforce effectiveness 
 Resourcing the work environment 
 Initiating policy and strategic development 
 Building and maintaining relationships 
 Achieving quality outcomes. 

 
The UK Management Charter Initiative (1998)  
 Managing activities 
 Managing resources 
 Managing people 
 Managing information 
 Managing energy 
 Managing quality 
 Managing projects 
 Managing environmental performance. 

 
FENTO National Occupational Standards for Management in Further Education (2000)  
 Develop strategic practice 
 Develop and sustain learning and the learning environment 
 Lead teams and individuals 
 Manage resources. 
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Australian Principals Associations Professional Development Council Inc. in “Leaders and their 
Learning – National Framework of Competencies for School Leaders (2000)”  
 Educational leadership 
 Organisational leadership 
 Educational management 
 Organisational management 
 Cultural leadership 
 Political leadership 
 Reflective leadership. 

 
ACT Public Service Executive Capabilities (2002) 
 Management acumen 
 Strategic vision 
 Leadership and integrity 
 Community and service focus 
 Environmental and organisational astuteness. 

 
National Health System (UK) Leadership Qualities Framework (2002) 
 Setting Direction (broad scanning; intellectual flexibility; seizing the future; political astuteness; 

drive for results) 
 Personal qualities (self belief; self awareness; self management; drive for improvement; 

personal integrity) 
 Delivering the service (leading change through people; holding to account; empowering 

others; effective and strategic influencing; collaborative working). 
 
Australian Principals Centre Leadership Framework (date unknown) 
 Code of ethics 
 Leadership dimensions (educational; values and ethics; personal and interpersonal 

relationships, strategic or management) 
 Leadership competencies. 

 
ACT Department of Education, Youth and Family Services (2000) 
 Strategic management 
 Self management 
 Leading people 
 Organisational management 
 Communication. 

 
AMES (2002) 
 Business acumen 
 Capacity to deliver 
 Working collaboratively 
 Managing customer and stakeholder relations 
 People management 
 Managing self as leader. 

 
Siemens (2001) 
 Drive 
 Focus 
 Impact 
 Guide. 
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Appendix 3: Organisational applications of leadership capability frameworks 
 
Discussions with leading Australian organisations and the review of available literature regarding 
the application of leadership frameworks highlight the following uses: 
 
1. Supporting increased definition and understanding of the individual’s role, through 
 Incorporation of capabilities in job descriptions and induction material Individual 

role clarity  Serving as the basis for the development of individual role’s key performance indicators  
 
2. Supporting selection and promotion of individuals, through 
 Guidance in the use of executive search consultancies selection for fast track schemes 

Selection and 
promotion 
purposes 

 Incorporation in selection and appointment processes and supporting documentation 
 Content focus for graduate schemes and induction programs 
 Employee deployment for development purposes; secondments, special projects, 

developmental involvement with strategic levels of organisation, industry rotation and 
placements  

 Serving as criteria for promotional decisions  
 
3. Supporting the performance management of individuals, by serving as the basis for  
 Performance review models  

Performance 
management 

 Performance management systems  
 Feed back mechanisms such as 360° feed back diagnostic tools and processes  
 Identification of individual capability gaps and the development of professional development 

plans for individual employees  
 
4. Supporting leadership development activities, in particular 

Professional 
development  Basis for the design and delivery of leadership development programs 

 Focus for professional development forums, learning set discussions and personal learning 
contracts 

 Basis for mentoring and coaching activities 
 Focus of leadership team development activities and interventions 
 Career development plans and career mapping  
 Broader organisation development activities to facilitate developmental progression between 

different leadership levels (frontline management and supervisory to senior executive and 
director levels) 

 
5. Supporting succession planning activities 

Succession 
planning 

 Identification and development of individuals as part of succession planning strategy 
 Developing processes to increase representation of particular underrepresented groups ie. 

Women into management leadership roles  
 The development of the cohort for senior management feeder group employees 

 
6. Supporting organisational effectiveness activities 

Organisational 
effectiveness 

 Bringing about organizational change by developing leaders who are adept at leading change  
 Establishing the “right people” for the sector (i.e. culture building to enhance the specific 

organizational and educational strengths of TAFE).  
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Appendix 4: International best practice in TAFE sector leadership development  
 
It should be noted that the development of a leadership capability framework alone does not 
guarantee effective leadership. It needs to be supported by practical and appropriate developmental 
opportunities for leaders to become practised in their leadership skills. 
 
Overseas VET leadership approaches may contain relevant and useful approaches for TAFE in 
Victoria. Overarching bodies such as FEDA UK and similar organisations in Canada and the USA 
develop and operate leadership development opportunities across the sector. In addition to the 
generic leadership and management components, many overseas leadership processes focus on 
governance issues, political lobbying and other non VET specific capabilities that focus on the 
Directorship levels as well as the next level leadership roles. In addition, overseas industry 
organisations include a dedicated leadership component to their work.  

 
For example, the Further Education Development Agency (FEDA) has developed a Further 
Education Senior Leadership Program that prepares senior managers in Further Education Colleges 
for principalship.  It has also developed a range of innovative processes including: 
 Quality Improvement Teams to work alongside existing staff to improve under performing 

colleges, including self assessment, action planning and target setting, twinning with leading 
edge colleges 

 Development of benchmarking data 
 Development projects through action research 
 Leadership and governance programs for college leaders with specially developed modules that 

give professional accreditation and career progression routes: Leadership Network; College 
Leadership Program; Leadership in Management; Leading the Team  

 Best practice networks and research. 
 

In America, the League for Innovation in the Community College is prominent in this area with the 
following programs: 
 Executive Leadership Institute: develop community college leaders to review their abilities and 

interests, refine skills and participate in discussions in leadership issues with community leaders. 
Its program covers such topics as: applying for the presidency (ie, directorship); interviewing for 
the presidency; shaping the presidency; establishing the presidency; the external role; on the 
job; more on the job; community leadership; Board / CEO relations; the leadership team; the 
internal role; mission, values and vision; living the presidency. 

 Expanding Leadership Diversity project: Mid management or faculty leadership positions 
developed through mentoring and participation in leadership and community problem solving 
experiences. While now ended, it had a number of key features including: mentoring 
relationships, professional development plans, seminars, community issue project, and an 
internship. (http://www.league.org/eld.htm) 

 
The Association of Canadian Community Colleges emphasises the importance of mentoring for 
future leaders, especially for women and that this should be a formal process overseen by colleges. 
This is demonstrated by the range of activities it sponsors such as Women in College Leadership 
Symposium. (http://www.accc.ca/english/forum/events/womensymposium.tm) 

 
 Source: Wheeler Strobel Consulting Group, Developing Future Leaders Among Education 
 And Training Providers. Report to the Victorian TAFE Association (2000). 
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