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Introduction

The Alliance of Onkaparinga and South East Institutes of TAFE covers almost 50,000 square kilometres of southern South Australia and serves over 21,000 learners each year. Geographically it embraces the fast growing southern metropolitan fringe, the Adelaide Hills, Fleurieu Peninsula, the isolated community on Kangaroo Island, the remote regions within the Murray Mallee and Upper South East and the Lower South East including the regional city of Mount Gambier.  In all, the Alliance delivers through eight major campuses and six Learning Centres. 
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It services thin markets, regional areas with a population density of 0.3 persons per square kilometre and provides the most diverse range of programs of any Institute of TAFE within South Australia. Programs offered include:

Horticulture and Agriculture

Tourism and Hospitality

Hair and Beauty

Engineering

Building and Furnishing

Clothing and Textiles

Vocational Preparation

Community Services and Health

Aboriginal Education

Business Services

Expressive and Visual Arts

Printing and Graphic Art

Information Technology

Transport Engineering

Accordingly, the institutes have identified the need to focus effort and resources towards flexible learning to increase services to learners and reduce barriers to learning.  

Flexible learning has been an organisational priority since 1997.  All faculties have formally trialled and evaluated at least one approach to the delivery of flexible learning. These have included: 

distance education

online learning 

videoconferencing

workplace training

self paced packages using either print, CD-ROM, audio tapes, video or online

mixed mode using a combination of the above.

Across all work teams, some staff have been adapting less traditional approaches to better cater for the needs of the learner and to enhance their educational programs through less rigid approaches to delivery.

The implementation of training packages has encouraged an increase in assessment in the workplace and reduced time for off job training.  Study at home programs have been supported and an extensive network of learning centres has been established to support flexible learning; however, there has been limited adoption of flexible learning strategies in many work teams. 

A recent analysis of our service provision across the geographic regions reveals that we are achieving only 9% participation in the population of 15 to 65 year olds against the national average of 11.4%.  Service provision is closely related to the location of staff and resources.  The data indicates that most of the rural regions associated with the smaller campuses may well be under serviced.  This is not surprising given the high cost of servicing thin markets conventionally and limited range of flexible learning programs available.

Both Institutes have recognised the need to create a more formalised approach to flexible learning and to embed associated practices across the work teams.  

The formation of an Alliance across Onkaparinga and South East Institutes of TAFE relies on strong partnerships and collaboration.  The two Institutes have a common vision and many similar issues requiring leadership and vision, planning and action.  As Vocational Education and Training is the core business of both Institutes the move toward an organisational approach to flexible learning is a cornerstone of the strategic directions of the Alliance. 

Flexible Learning Fellowship objective

The prime aim of this ANTA Fellowship was to provide an opportunity to implement a sustainable and strategic change management plan to achieve a Flexible Learning ethos across the Onkaparinga / South East Institute Alliance.  Specifically, the Fellowship provided the opportunity to research, plan, implement and evaluate flexible learning in a skills based training environment.  This was achieved through:

· The development of Wendy Burns and Stephen Conway as Directors of the two Institutes.  As the Key leaders of the Alliance they need to have the most contemporary thinking, reflective practice and strategic insight into what is required to reform the organisation.

· The identification and implementation of the most appropriate methodologies, technologies and support systems. 

· The gaining of collective ownership of the change processes by all involved, staff, students and industry.

The research undertaken during this ANTA project has increased our understanding of our own organisational barriers and opportunities.  The opportunity to benchmark progress with an international audience has highlighted other motivating strategies.

The challenges for our Alliance

Through considering issues in flexible learning development in other organisations we have taken a fresh look at our own organisation and the factors that might be impeding our own development.

The Alliance comprises two institutes of TAFE that were in previous times mergers of eight Colleges of TAFE.  The presidents of each Institute council recognised the potential benefits to both organisations of working closely together, in such a way that the resources of both could be used to advantage in better servicing their regional communities.  In addition, it would support the development of the organisation’s capability to operate in a competitive training market and in the context of government policy promoting commercialisation.

As might be expected when steps are made to bring together two organisations of significantly different size and culture, considerable attention has focussed in recent times on organisational structures and processes and concerns about power and influence in decision making.  In particular the changes to management roles and re-organisation of work teams has challenged the skills and abilities of staff to operate in a larger and geographically dispersed organisation.  That distraction has tended to take attention away from the core business of delivery and certainly from innovation.

The financial position of the two institutes has been difficult over the past 3 years and resource issues provide a major concern for most Faculty Managers.  In a climate where the base funding provided is directed to training delivery, the capacity to invest in development of resources would appear to be limited.  The ability to provide adequate staff training and release time for staff to develop and implement new approaches to educational delivery or the support systems that surround these methodologies requires investment capital.  The lack of time and money is perceived as the prime barrier to progress.  The organisational culture, driven by the lack of resources and a consequent degree of competition between work units for a share of what there is, subliminally does not encourage or promote risk taking.

The conventional public sector organisational structure, not uncommon to TAFE Institutes, has tended to vertically segment many key aspects of activity including the five key faculty areas, corporate support services, student services, commercial activity and marketing.  This restricts collaboration and dialogue.  It limits cross fertilisation, sharing of facilities and resources and encourages competition at the expense of collaboration.  Where partnerships are considered there is a tendency to look outside the organisation rather than consider existing resources and units as partner services.  

Whilst both Institutes have previously operated multi media units to assist development of resources, they have not been used to advantage by work units and have generated their activity though outside contract work.  Given that they generally had to be self funding this is hardly surprising.  Unless work units understand business planning and resourcing strategies for development projects, they would not feel they had the resources to purchase assistance from the specialist units.  Where there has been a degree of innovative development, individuals involved have been very resourceful and usually sourced external funds to add to their considerable good will, dedication and effort applied on top of existing work loads.

The matrix model of operation adopted in the formation of the organisation is designed to encourage cooperation and support between specialist teams.  The Alliance review has endorsed the model as most appropriate for the nature of the organisation and its mission in serving a widely dispersed community from multiple sites in the context of current VET operation.  It is however recognised that given that the experience of most staff, including a portion of the management group, is limited to traditional hierarchical organisational models, additional effort is required to develop confidence and competence of staff to operate effectively in the matrix model. 

For a majority of lecturing staff, flexible learning is perceived to be complex.  It challenges their identity, as it requires new skills, different approaches to educational delivery, new or revised resources and logistical support not readily available in teams given the downsizing and restructuring of the work force.  The new role of the lecturer as a facillitator may be daunting to some of the current staff, many of whom have been in the system for a considerable period. The challenges brought by training packages have often severely tested staff time and patience.  In some work teams a pro-active approach to sourcing “Framing the Future Funds’ has enabled some aspects of training package implementation to be addressed.  The major concerns have related to assessment of competence, assessment tools and maintenance of standards perhaps rather more than flexible learning development.  

The pedagogical issues that separate teaching from learning have not really been addressed to take advantage of a focus on strategies to enable the learner to achieve competence rather than strategies for teachers to teach curriculum.

There is a view in some sectors that the separation of On Line learning development from core business may not support development within the Institutes.  Within South Australia, TAFE Institutes have resourced a central unit to provide specialist support to the development of On-line learning.  This unit provides a centralised resource, staff training and is the main point of contact for all developers of on-line materials.  It has attracted expertise from the Institutes to the central unit, but in doing so may have removed an important change component from individual Institutes themselves.  While it manages all course development, codes and on-line modules, all staff and learner password access and provides training and support to lecturing staff, our two Institutes have not really taken full advantage of the resource.  That separation may in some respects distance on-line technology as a tool that our staff could be using in developing their own flexible response to servicing our dispersed training market. 

Finally, the limits of the current infrastructure within our organisation will have to be addressed if we seriously want to be able to use current and emerging technologies to provide options for supporting flexible learning.  The historical basis of funding for TAFE does not always recognising that our communication and information technology requirements are not just about maintaining and even upgrading the existing facilities.  It needs to recognise the way in which technology and its application has grown and entered all aspects of administration, curriculum, training delivery and the work place for which we are preparing students.

The overseas experience

Flexible Learning in the UK

The Educational Institutions visited were all able to clearly articulate an educational vision and philosophy.  The Educational Managers and staff, in general, spoke in harmony with their organisational vision.  There is a culture of inspections and accreditations across the UK to the extent that staff and organisations were quite used to the idea of having annual external checks and balances applied to them.  This process provided a quality assurance framework to the educational outputs and in the majority of cases emphasised the importance of the learner and their needs in terms of planning of educational systems.

A range of flexible delivery methodologies, useful resources and considerable innovative practice to support learners in theoretical based modules were noted.  However there are limited resources and models that could be classified as good practice for flexible learning in the development and assessment of practical or skill based competencies.  This confirmed that the direction that we were taking in exploring more flexible approaches in these areas was going to be beneficial. 

All Colleges were seeking to adopt new practices that enable learning and assessment through mixed mode delivery that is customer focussed and results in effective and efficient delivery from their organisation perspective.  There was ample evidence that information technology (IT) was the prime tool being used to facilitate this change.

Their support for the Flexible Learning project was gratifying and we have been offered:

collaborative input to the vision for the Alliance’s educational delivery

dialogue for academic debate on education and pedagogy

networks for leaders, managers and lecturers

indicators for best practice and an international benchmark for using IT in education

shared approaches to alternative models and approaches for teaching and learning

advice and guidance on customer profiles and requirements

a planned approach to change management.

In the UK, Australian TAFE Institutes enjoy a reputation as being world leaders in terms of application of flexible delivery methodologies and learning support.  

In conjunction with Canada, Australians are seen to be at the forefront of the use of technology to support pedagogical activity.  This reputation is in one regard an affirmation that in Australia we have found solutions to service isolated populations, extreme distances between centres and regional communities suffering from Government and large organisation centralisation to major cities. In sharing information about the geographical locations of our major campuses across the Alliance and the achievements we had already made most people were impressed and wanted to know more about our educational operational issues.

Change Management

The Colleges visited were all amalgams of several much smaller Colleges which had come together over the last decade or so to increase their ability to respond to learner’s needs.   In this regard there were many parallels to the barriers to change that we face across the Alliance.  For us considerable tension exists in relation to the strategic alliance leading to an external review, undertaken in mid 2001. In the UK Colleges had faced the similar circumstances.  This has manifested itself through resistance to change through shear exhaustion brought on by the pace of change.  For the Alliance this is significant in some areas and so any project, which adds to the demands being placed on staff, is fraught with difficulties and must be taken into consideration. The external review was useful in the sense that it re-affirmed the Alliance and provided the two institutes with an impetus to shift the focus back on to educational issues.

The UK Colleges had clear strategic directions framed within their financial resource base.  The budget position of all organisations had a direct bearing upon their change management approach.  Resource issues provide a major concern for most managers.  The ability to fund staff training and release time to develop and implement new approaches to educational was very limited.  The lack of time and money is perceived as the prime barrier to progress.

Other barriers include an internal rather than external focus, largely caused by the two issues highlighted above.  Overall the internal focus tends to reduce the staff’s ability to be customer focussed.  The day to day operational issues have outweighed the real need to be responsive to a new marketplace.  Clear leadership and vision is necessary to enable staff to see beyond the here and now.

College organisational structures has tended to define activity using a silo mentality, which separates and segments.  This restricts collaboration and dialogue.  It limits cross fertilisation, sharing of facilities and resources and encourages competition.  The potential for partnerships is frequently sought outside the organisation rather than within.

As we have observed in Australia, flexible learning is sometimes viewed by teaching staff as rather daunting.  It requires new skills, different approaches to educational delivery, new or revised resources and a support base that is not readily available.   The aging nature of the professional workforce also has implications about how staff perceive change and how well they can adapt to new technologies.  The client group, students particularly x and y generation, are far more likely to be accepting and even have grater expectations about IT use than staff.

In meetings with Principals, Managers, Educators and Industry people, the topic of change management was seen as the most fundamental challenge to organisations today.  Many models were discussed,  most had the components of John Kotter’s “Leading Change” 1996.

The use of institutional intranets by staff to support service provision in the UK was particularly impressive.  All systems are integrated, enabling student tracking at the desk top from inquiry, enrolment, participation, and support to completion

It was not possible to visit as many Institutions as occurred in a short space of time and gain an in depth wisdom and understanding of their cultures, management structures and evaluation of their educational performance.  However observation of their operations provided an insight into their directions and sense of mission towards their students.

The key learnings from the visit can be summarised as follows;

· Flexible Learning is not an adjunct to our education processes, it must be a holistic and cultural approach to the way in which we engage with students, develop as an organisation and remain relevant to our communities.

· Executive Leadership is most effective when allowed to focus on strategic directions of the organisation, customer needs and promoting the vision for growth.

· Organisations are only complex if the internal structures take precedence over an external customer focus.

· Alliance has a range of products, services and staff expertise that are marketable across the World and we can facilitate our own development through global collaboration.

The United States

The opportunity to visit a number of colleges and participate in the Innovations 2001 conference provided considerable insight into issues in flexible learning development and change management strategies.  It was valuable to be able to share experiences with a wide range of staff within the college system and their openness and interest was greatly appreciated.

Without a doubt, the high cost of development of flexible training, particularly involving IT is well recognised and seen as perhaps the major barrier, even in the US.  With their focus very much traditionally focussed on teacher delivery the dual barriers of pedagogical debate and IT skills required for development have proven daunting for most institutions.  

The Australian Vet system is seen to be considerably advantaged in moving to flexible learning in two respects, a national system and competency based training.  The nationally recognised VET qualifications framework in Australia removes the barriers to interstate collaboration and delivery into viable markets.  Secondly the competency based approach shifts the focus to the learner’s achievement rather than the teachers control and delivery of curriculum.  It was noted that in many institutions, competency based flexible training appears more frequently in non-accredited customised workforce training programs rather than the mainstream service provision.

Despite these issues the level of collaboration between independent institutions and with private companies in development of flexible learning was particularly interesting.   Many arrangements involved shared development and delivery or agreements for delivery through each institution’s infrastructure.  The emergence of many IT companies to provide software, templates, IT support to staff for development and for students and even brokering arrangements for use of certified training eg CISCO were in evidence.  The emergence of these companies is also breaking the ice on using existing resources advantageously.

Advice from teaching staff in the main suggested that particularly for on line delivery, support and development for teaching staff needed to focus on pedagogical issues first.  The shift to focussing on the learner, the outcomes required and the selection of strategies for facilitation and support is critical to effective development.  Too early exposure to IT has tended to shift the focus to IT skills and limit thinking and design to the use of the technology rather than the broader learning issues.  Most of the development has focussed on knowledge components of the learning and many practices still reflect the transfer of current teaching approaches into a different medium rather than a re-think of the nature of competency development and opportunities for supporting learning.  

Exceptions noted include extensive resource development in the Health sector where there are a range of CD-ROM programs available making use of visual imagery and interactive simulations rather more than text.  The health sector also has improved access and sharing of current information from a range of sources through use of the Internet. 

In reflection, the tendency for initiatives to largely approach flexible learning through the conversion of standard classroom practice to other medium was also evident to a significant degree in the late 80’s focus on the development of print-based learning materials.  

The experience of some change agents has been that leading teaching staff into flexibility by working from what they are comfortably familiar with brings slow developmental change but improves access to services.  Relatively new software applications have enabled easier use of video recorded sessions or clips integrated into the on line environment.  Making it easier for teachers to record their traditional sessions has removed some of the barriers of time and place, even if not necessarily enhancing the learning experience.  The bandwidth issue, which is also a serious limitation in the US, has renewed interest in CDRom as a resource tool, with e-mail as a means of two-way communication and student support.  

Whilst WEBCT and Blackboard appeared to be the preferred software for on-line programs, few staff expressed any confidence that the use of chat forums available with most on line applications was beneficial or required by students.  Staff found the effort required in setting up sessions particularly time consuming.  The issue of dealing with the volume of e-mail has also placed differing demands on staff time, but there is evidence of increasing use of bulletin boards to post frequently asked questions and solutions rather than reply in detail to every query.

Programs deemed successful appear to be those involving collaboration between faculty, IT and student support staff and where the learner has local support available or is involved in well managed pilots.  Usually situations involving partnering with other organisations, access to facilities and other services were underpinned by formal agreements.  These arrangements tend to occur in organisations where the leadership has provided the support, direction and imperative to undertake the initiatives.

Quality learning

Highlighted in good practice overseas, was the integration of continuous improvement strategies to ensure the quality and ongoing commitment to educational excellence.  Our quality processes will need to recognise the quality of flexible learning strategies and student support.  Not only are strategies required to collect appropriate qualitative and quantitative information but that we must close the loop on opportunities for improvement. This approach must be overhauled to ensure that qualitative data is captured and analysed to inform staff of the direction that improvements must take.

A commitment to research and development of international trends is important and is required to inform educational practice. While this can occur at an individual or team level, it is more valuable if this is established as a priority for the organisation as a whole. Strategies for sharing the advice are critical to supporting on going learning for staff and for new initiatives.  

The expertise in research existing within our learning resource centres should be used to advantage. The involvement of these staff in development projects will make effective use of their skills not only in supporting development teams but also in ensuring the building in of information services for learners in course design.

Implementing change for Flexible Learning in the Alliance 

So how do we move forward?

John Kotter's 'Leading Change' (Harvard Business School Press, 1996) is one of a number of foundational texts on change.  It proposes an eight-step process for change, namely: 

Establishing a sense of urgency 

Developing a guiding coalition 

Developing a vision and strategy 

Communicating the change vision 

Empowering broad-based action 

Generating short-term wins 

Consolidating gains and producing more change 

Anchoring new approaches in the culture 

We propose to adopt this model as a foundation for our strategic approach. The action plan outlined in this document provides an emphasis upon the first six elements, the remaining two are dealt with however not to the same depth. This should provide an appropriate degree of flexibility. This particular strategy also has been taken delibrately to ensure that consolidation and anchoring new approaches are dealt with at the mid – point of a change cycle rather than the end.

The focus on flexible learning will occur within the context of the organisation’s strategic development.  We want flexibility in learning to be adopted as a consequence of the organisation’s shift in culture to one that fosters innovation and focuses on getting it right for the customer.  This will require attention to;

recognition of what our core business is about, 

a common understanding and response to the expectations and requirements of our training market,

establishing a sound financial approach to how we invest our resources,

building the capability of our staff to operate effectively in that context.

The Flexible Learning Plan is designed to impact on the organisation through the direct influencing of staff, the application of limited resources to optimise outcomes in a number of carefully selected projects and the development of a diverse range of approaches to educational practice.

Establishing a sense of urgency

It is recognised that many factors have influenced the current organisational culture. It is understood that the unspoken tenants of the culture impact on the day to day operations in a very real manner.  It is therefore essential that the preferred mode of operation be strongly established in the thinking, attitudes and behaviour of the staff and practices within the organisation.

To support the change in culture, thinking, attitudes, behaviour and practices, deliberate strategies are required to encourage the desired development.  It will not happen by accident. It must apply to the whole organisation and includes staff in all awards to generate an appreciation of the new context for vocational education and training. 

With this principle in mind, the development of flexible learning will be associated with the Alliance’s efforts to develop its capabilities to operate in a commercial environment.

Hence, built into the Alliance/s three year strategic plan, titled Partners in Progress are clear goals and strategies that present Flexible Learning as a core part of providing customer focused services, improved provision to our regional communities and growing our business.

The Alliance vision, to be Leaders in Quality Learning, is underpinned by values of professionalism, customer focus, ethics, sustainability and prudence and is reiterated in the following statements:

We continuously develop the professional educational and industry-specific skills of our staff to provide leadership in the learning environment.

We maintain the highest standards in education practice.
We employ sound business principles and ethical practices ensuring access of our communities to responsive vocational education and training services. 

We understand the diverse needs of our customers and endeavour to meet and deliver quality, responsive and relevant services.

Onkaparinga’s mission is especially relevant here:

Onkaparinga Institute of TAFE supplies contemporary vocational education & training services to meet individual, industry and community needs. To achieve this the Institute provides an environment that assists learning to reach their potential, embraces technology and innovation in educational delivery.

The South East Institute’s mission commits the Institute to underpin the social and economic activities of the region, by creating and providing learning, training and employment opportunities.  

Partners in Progress 2001-2004, sets out the Alliance strategic directions and states:

Our core business function is education and training in a vocational education and training environment, delivering study pathways across a large and diverse region involving a range of rural and urban communities.

Ensuring customer focus culture and approach to the delivery of our products and services while providing flexibility in how and when we deliver are important issues in meeting the market place education and training needs. Being responsive and providing a flexible dynamic approach to the industry, community and the learners needs, will be paramount in recognising and servicing our communities, and in particular regional, rural communities whilst operating in non-commercial, thin markets. …  Placing education back into VET while being customer focused is an important aspect of the organisation's delivery.

Technology is an integral part of the operations and future developments of the Alliance. Having appropriate and effective systems, infrastructure and skills across the organisation are key issues that confront the Alliance. It will be essential that the organisation has the ability to undertake electronic learning and transactions as part of its future business activities.

To advance the skills and understanding of staff, 3% of the Alliance budget has been set aside to support development through a program promoted as Partners in Progress in Action.  

[image: image2.jpg]PEOPLE DEVELOPMENT




As an Alliance we have produced our strategic framework “Partners in Progress” to guide the development of the Alliance in the period 2001 to 2004.  

Within this framework, there are a significant number of challenges that we must face if we are to be successful.  These challenges have been summarised as:

Achieving Future Growth,

Building Business Capacity

Collaborative Leadership, 

Delivering Flexible Learning.  

In order to help the Alliance to meet these challenges, a team has been established to assist us to put Partners in Progress into practice.  This team includes senior Alliance staff and some external strategic partners.  Members of this team will work with individual staff, work teams, other teams of staff and the Alliance Management to assist in the implementation of the key strategies from Partners in Progress.

Achieving Future Growth 
In order to prosper all business organisations continuously encourage their potential customers to buy their services; they achieve this as efficiently as possible.  This is the purpose of marketing and thus it is not confined to advertising and sales but covers everything related to providing the right service, at the right price, and at the right time.

Achieving Future Growth is a unique, tailored program designed to support the implementation of Partners in Progress – In Practice.  The program specifically seeks to develop the marketing and sales structures and strategies whilst supporting the implementation of a marketing philosophy across The Alliance.   Commencing in February and concluding in December 2001, the program has a detailed schedule.

This program aims to:

Develop a coordinated marketing strategy

Improve business performance through the introduction of a marketing philosophy

Strengthen relationships with key customer groups 

Establish a marketing support structure that is leading in the application of marketing technologies and responsive to the needs of service delivery units 

Enhance the skills, motivation, awareness and attitude of Senior Managers 

Influence the development of new services 
Building Business Capacity 

There are several aspects of a business approach which are important.  It is not just about raising revenue; it is about looking at the business in a way that places greater focus on client demand and the benefits of our products to them.  

It should not be seen as an after thought or as an activity considered in isolation.  It is an essential part of everybody’s role to think in a commercial manner about what they do.  It is not about privatisation, that is a quite separate governance issue.

To this end the Onkaparinga and South East Institute Councils have funded two separate, three Day Building Business Capacity Workshops.  These will be conducted by the Technology Commercialisation Group, who have wide experience in developing commercialisation training, support and mentoring with Universities and research organisations.

The Courses are very practical and involve applying key principles and course material to develop business opportunities identified by the participants.  The result is a strategy for each opportunity identified.  So staff will be invited to consider their ideas for business opportunities.  These aren’t just new products but may be revamped products to new markets; different markets for existing products, activities which we could offer in a different, more productive way; or areas that perhaps we should get out of altogether. 

Collaborative Leadership

Recent results of the Alliance employee surveys have highlighted the need to address a number of key issues affecting upon people within the two institutes, and these include:

Staff understanding about the Alliance

Involvement in change processes

Workload management, 

Expectations upon managers

Performance management 

Staff development

The Collaborative Leadership Project is about ensuring that the Alliance has managers now and in the future that are confident and competent to lead and develop the organisation and staff to full potential.  The program will involve working with managers / potential managers to provide tools and techniques to support them in performing their roles effectively through Coaching, Training, Networking

Flexible Learning

The Alliance is an organisation that takes regional / community responsibilities to heart.  It has a commitment to facilitate the lifelong learning needs of individuals either through direct delivery of vocational education and training services or through partnerships and brokering processes.
The flexible learning component of the Partners in Progress plan will focus on the organisation’s core business.  It will link directly to the other three major components as previously outlined.  The two Institute Directors will act as joint project managers with project support provided through the Educational Technology Centre.  

We accept the ANTA definition for flexible learning.  However for us as an organisation to sell the need for change we require establishment of our own vision and mission for flexible learning as it relates to our organisation, that will be our selling point to staff.

Developing a guiding coalition

This will be approached at two levels.  The Partners in Progress in Action group will ensure leadership and co-ordination of the key change projects.  The Flexible Learning component, will operate on the basis that the issues of commercialisation, leadership development and focus on the customer, essential components on the pathway to innovation and flexible learning development, are being progressed concurrently.  The links to associated activity will be incorporated in the Flexible Learning plan.

For Flexible learning, the two directors will also work with a dedicated experienced senior officer with expertise in flexible learning development to expand the number of staff capable of leading action learning teams on Flexible learning projects.  The enhanced role of the Alliance’s specialist Educational Technology Centre (ETC) will provide the expert support to development.  The Alliance’s Professional Development Officers will also be co-opted to support the co-ordination of activities and assist work teams in the preparation of funding submissions.

A specialist technology support unit-ETC

The original ETC was established in Onkaparinga Institute to assist with the implementation of flexible learning across Onkaparinga and provide support, staff training and specialist expertise and to develop interactive multimedia products for use within educational settings.  It has to be admitted that the expertise of this service has not been as well utilised by the organisation as it could have been.  Part of the problem has been that its original establishment base was predicated on generating its own income to cover all its operating costs.   This meant that work teams had to find the resources to use the service.  

From 2001 the ETC’s base funding will be increased to cover more of its operating costs as an Alliance service.  Additional funding and relevant experience will be gained through activities like producing marketing materials formally purchased externally.  Whilst the unit is still expected to source external funding and business activity, it will be formally recognised as a key support unit to the Alliance Flexible Learning development.

ETC has already supported Alliance development through its involvement in submissions for Reframing the Future and Learnscope and the success in obtaining a Flexible Learning Leaders scholarship for its substantive Principal Lecturer. The  professional development goal of this officer is to review design principles and explore the capabilities of new media and advanced learning technologies to optimise learning in skills based training. In addition the Centre has successfully attracted Learnscope, Framing the Future and TAFE Corporate Staff Development funds. By increasing awareness and the capacity of institute staff to provide flexible approaches to educational delivery, we increase the options, accessibility and quality of the products and services provided by the Institutes.

ETC has four major functions all of which are directly linked to the flexible learning goals of the Alliance: 

People Development 

Research and Development 

Product Development

Infrastructure Support and Advice 

People Development

Planned activities to build the knowledge and skills of staff in particular areas. ETC will provide input into all faculties through a commitment to supporting the specific training needs of individuals and small groups in relation to their understanding of flexible learning, the application of new media to the educational setting and the adoption of learning technologies. 

The linking of the ETC to delivery teams through attendance at team meetings, planning days and in discussions with managers or individual staff have heightened awareness and created a vision for staff. An extra 0.5 Principal Lecturer position is envisaged to provide facilitation 

Vision to Action breakfasts will become a regular part of the Alliance’s calendar from 2002 and these forums will facilitate staff involvement in the flexible learning change process.

Research and Development
Research and development will involves ETC staff in:

searching out the most suitable hardware and software to complete specific tasks

evaluating other products of a similar nature

keeping abreast of international trends in the use of new media

establishing banks of graphics and sample learning materials

searching for resources applicable to specific programs or requests

analyzing practices and processes and benchmarking where applicable.

To ensure that this research function is carried out as efficiently and effectively as possible strategic links between the ETC and the Learning Resource Centres for the Alliance will be established. 

Educational practice is an individual matter, however models of practice are valuable tools to enhance the choices staff have in applying the new media and educational technologies now available. While the emphasis of our approaches to educational delivery demand flexibility and responsiveness, the ITT infrastructure within the region served is developing and it does not allow for a heavy reliance on IT at present.

A range of sample resources, checklists and support materials will need to be made available to staff to encourage their ongoing development and increase their options. Once again considerable research and development must be a feature of this support role.

Product development

The ETC will work with Alliance flexible learning project teams to provide expertise in the development of the leaning resources and systems.

The unit is expected to provide specialist support to delivery teams in developing CD-ROM based materials and on-line developments; video, websites, communication hubs and print-based learning and promotional materials to suit the required flexible learning strategies.

Infrastructure Support and Guidance

ETC’s brief is also to ensure that the educational infrastructure provided across the Alliance is compatible with the Flexible Learning strategy.

The Principal Lecturer in the ETC will sit on the Academic Board and the Information Technology Advisory Group (ITAG). The intent of this membership is to provide strategic advise to both of these key groups. In addition the ETC will provide advise and support to the Regional Managers in their role of continuously improving the learning options available through the 6 Learning Centres.

ITAG has developed a strategic Information Communications Technology Strategic Plan 2001 – 2004. This plan will enable the appropriate ICT framework for flexible learning across the Alliance.

Developing a vision and strategy 

The vision for the change is the Alliance’s vision. For the benefit of the change management plan this has been extended to include the mission which places an Alliance definition on flexible learning.

The Alliance’s  flexible learning mission is to provide a pedagogical approach to vocational education and training that:

1. focuses on the learner and quality of learning (Quality)

recognizes the learner’s environment

is customized

acknowledges the learning style and the ability of the learner

supports the relational needs of the learner.

2. expands our markets (Quantity)

reduces the barriers of time/place/pace

provides a regional service

enables us to move beyond geographical boundaries

increases student satisfaction and provides return business.

The dual approach to quality and quantity is critical as the Alliance strives for its vision of being “Leaders in Quality Learning”. Our strategy to achieve this vision is to support the reflective practice of several action learning groups which will focus on gaps in our current learning methodologies.

Communicating the change vision 

Communication strategies must be developed that are in themselves flexible and model the vision. For the change to have the desired impact the communication strategies will have to be predicated upon realistic and achievable goals. It seems that it is the educational Managers who will take up a key role in this regard and will work closely with members of each action learning set through regular interactions.

The change must be driven by committed Educational Managers, who themselves understand and model the imperatives of the new agenda and practices. To this end, Managers will be required to incorporate into their planning processes and performance agreements, practical ways of underpinning the new directions and implementing the changes demanded by the pressures that exist within the environment. Targets for increased flexibility will be established and reported on.  Innovative ways of conducting business will be promoted widely and rewarded. Specific projects, which build our ability to use flexible approaches to educational delivery, will also be funded to provide not only models but opportunities for the experience required to enable staff to embrace the required challenges, including new ways of relating to learners.

Empowering broad-based action 

Calling for submissions for projects- business plans, viability, teamwork willingness to work collaborative, mix of new and existing, include stakeholders.

The Collaborative leadership model previously described will also facilitate this empowerment. Leaders recruited and supported by our ANTA FFF Action learning program

Action learning is our preferred strategy for up-skilling staff because it is acceptable to most adult learners, has been a successful methodology over the past 3-5 years, is credible and frequently uses cross-functional teams.  Additionally it reinforces lifelong learning and is outcomes based.

It is recognised that additional facillitators are required to extend this practice beyond the occasional project and specific professional development activities. By building this base skill into the organisation, we increase the opportunity for extending the influencing even more widely than is currently the case. 

In the current context of TAFE funding, where all funding is tied to direct delivery of services and the supporting infrastructure, we can no longer expect to find adequate resources internally to redirect to the necessary effort required for flexible learning. Given the recognised high cost of development of new products, the organisation will need to determine its areas for investment in line with emerging market opportunities and its core business directions.   This will require the development of skills in business to support development of ideas partnerships identification and use of existing resources. The project teams should be made fully aware of the resourcing issues and empowered to make decisions within that framework.

Generating short-term wins 

The communication strategy devised by the action learning sets will ensure they promote achievements and models from the projects.

Arranging use of existing resources in a partnering relationship as a focus in some projects rather than development. Lecturing staff will have as special needs to assist them with their new roles. It is necessary for them to shift their thinking from the traditional supply push model to the new demand pull environment in which vocational education and training now exists. Every move along this continuum needs to be acknowledged as positive progress. 

Mix of short term and longer term projects.

Developing resourcing strategies in next annual planing  and budget process for 2002

Consolidating gains and producing more change 

Evaluation of projects Second round of activities

New group of leaders

Performance measures- growth and client satisfaction.

Anchoring new approaches in the culture 

Process established in the organisation for planning, establishing priorities, resourcing strategies, framework for partnerships, 

Summary of plan

Stage
Goal
Strategy
Action
Time frame
Leadership

Establish a sense of urgency
Embed Flexible Learning development in the Strategic Plan.

Review products and services in relation to the current and emerging training markets

Identify issues, barriers and opportunities for re-positioning the organisation’s business

Recognise the role flexible learning can play in achieving the organisations goals.
Mainstream approach, recognition of strategic advantage and customer focus, service to regional communities.

Marketing workshops for managers to review products and services and market issues.

Review current regional activity

Identify potential to develop global markets

Develop capability in business planning

Define Flexible Learning in the context of the Alliance goals and promote
Included in the Alliance Strategic Plan and the subsequent annual work group plans with attention to appropriate performance indicators.

Marketing Consultancy.

Performance analysis  on 2000 data provide to all staff. 

Business planning workshops for self nominated teams. Commercial Development consultancy in first instance.

Definition of Flexible Learning.

Promotion / Communication strategy.
Semester 1 2001
Institute Directors

Partners in Progress in Action team.

Organisational Development Unit



Form a powerful guiding coalition
Establish a change focussed Executive

Empower the champions

Facilitate leadership growth

Develop the team

Cascade the synergy
Develop a Partners in Progress in Action team.

Allocate 3% of budget to resource change processes.

Clarify ETC role.
Select and resource action team.

Use money allocated to allow projects to be developed.

Work with members of ETC to develop 2002 business and education action plan.
November 2001
Alliance Executive

Create a vision and strategy
Establish the vision

Embed the vision

Develop strategies to achieve the goals
Prepare a promotional campaign.

Build into Alliance performance measures at organisational and work group level.

Utilise holistic approach.
Use information from Fellowship research and contextualise it for Alliance.

Circulate information to all work teams.

Planning and analysis unit to ensure each performance agreement is supported by annual plan based upon vision.
November 2001
Alliance Executive

Communicate the vision
Develop a communication strategy

Utilise all mediums

Communicate the vision and strategy

Models new behaviors

Reinforce new behavior
Consultants to support process.

Utilise Flexible Learning mediums to promote.

Leaders to speak to staff and students about vision.

Promote exemplars.

Acknowledge and value the people adopting.
Use consultants reports to help clarify meaning for change.

Conduct a series of vision to Action forums.

Each Director to visit Alliance Campuses with prepared presentation.

Work Teams to take research information and “workshop” learnings for their own situation.


December 2001 – January 2002


Alliance Executive

ETC

Faculty Managers

Lecturing Staff

Empower others to act on the vision
Remove obstacles to change

Adapt systems and processes 

Encourage risk taking
Implement action learning change teams.

Shift focus from curriculum to client.

Involving intern / ext stakeholders.

Ensure that support have ownership.

Promote resourcing strategies and business planning.

Using performance measures.
Conduct action learning workshops.

Promote flexibility with Training Packages.

Conduct Campus – based workshops on Flexible Learning.

Develop Key Performance Indicators.
December 2001
Alliance Managers

Plan for and create short term wins


Plan for performance improvements

Create the improvements

Recognise and reward employees

Use gained credibility to change systems

Adapt structures and policies

Develop staff who will can achieve the vision

Reinvigorate the process

Use champions to create change agents
Implementation process that closes CI loop

Implement ISO 9001

Survey staff and students to inform best practices

Celebrate achievements throughout process

Use enhanced perform to create more change imperatives

Review core systems

Develop Training Plan.

Implement mentoring and coaching process

Gain endorsement from clients

Extend client partnerships

Team leaders to set up sub action learning teams
Undertake external audit with Lloyds Register.

Collect anecdotal evidence regarding successful Flexible Learning outcomes.

Highlight successes through Flexible Learning show cases.

Align Managers and Lecturing staff with Coach / Mentors.

Conduct focus groups with students to ascertain their impressions, needs and outcomes from Flexible Learning.

Utilise the sub action learning teams to develop pragmatic approaches to increase Flexible Learning uptake.
March 2002
Alliance Executive

Action learning change teams.

Consolidate improvements and produce  more changes
Revitalise the change cycle.

Articulate the link between new processes and org success

Develop leadership and succession plans

Create a learning cycle
Review and evaluate performance in regions.

Produce qualitative and quantitative outcomes.

Capture data on Flexible Learning students.

Embed new methodology with org’s planning, design etc of product development.

Produce leadership framework.

Maintain organisational learning.
Adapt Student Management System to track Flexible Learning students.

Implement Leadership Training through Action Learning.

Highlight  outcomes across each Campus / Region.

Promote case studies.

Evaluate and review Action Learning change teams’ progress against their plan.

Re-focus the change management plan.
May 2002
Alliance Executive

ETC

Faculty Managers

Institutionalise new approaches
Enshrine Flexible Learning in all activities.
Embed Flexible Learning activities across the Alliance.

Move eight stage change cycle into second phase. 
Review activities and resource the revised change management approach.
Semester 2 2001
Alliance Executive

Alliance Staff
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