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SYNOPSIS 
 This paper examines a case study from my practice, which clearly outlines the conflict between the aspirations for improved educational outcomes (from an educator’s point of view) vs. running the educational institution simply as a business  (from a manager’s point of view). In their attempt to save money, managers are cutting back on essential practical technical training, which gradually have eroded the quality of delivery over the years. Yet, at the end of the day, everyone points the finger to lecturers. The paper examines my endevours to bring change in this practice, which process is still ongoing. It raises the awareness that the manner in which the educational institution is run has direct impact on the qualify of delivery. Since managers are responsible for the allocation of funds, their decisions ultimately determine the level of practical training for students. The paper concludes that managers should assume full responsibility for any such problems in the section.  

INTRODUCTION 
   Vocational Education and Training is a specialised area of teaching, which requires particular attention to some key elements of delivery. First and foremost are the practical aspects of training. This makes VET institutions quite different from universities. For some disciplines, the latter may teach just by employing the method of reflection on pure abstract thinking concepts. VET on the other hand, is bound to impart practical, hands-on skills and abilities. Thus, for the successful delivery of a VET program, it is crucial to have extensive, practical, training facilities. In addition to this, having a strong technical support for lecturing staff is absolutely imperative. These points are especially valid in the engineering courses. For many units of competency the only way to achieve the desired underpinning skills and knowledge is exclusively through systematic and rigorous practical training. 
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Unfortunately, a high level of technical support and sophisticated training facilities also means higher costs to deliver those subjects. In their desire to cut costs, managers of VET institutions often either drastically reduce the amount of funding allocated for students’ practical training, or cut the funding for lecturers’ technical support. Sometimes they do both. What’s worse is that in some cases, the official documents that entice students to enrol in a particular engineering course may portray one picture, while in reality, once enrolled, they are faced with an entirely different situation. Sometimes, the program manager of an engineering division holds a generic MBA qualification, but does not have any specialised technical expertise. Also, it is also very rare for middle management to have teaching qualifications. When all these factors are combined, the situation changes from bad to worse. Since the late 1990s the policy has been to place TAFE appointed administrators, called ‘program managers’ (usually MBA graduates) in charge of sections. This practice is still thriving, although research shows that it probably shouldn’t (Eacott, 2011; Heinz-Dieter, 2002; O’Brien & Down, 2002). The old ‘welfarism’ was replaced with the new ‘managerialism’ (Gewirtz & Ball, 2000).  The effect upon students’ learning is devastating. In order to cut costs, they are given very little practical training and most of their delivery is done just on theory. I know that I am just a common lecturer. However from 2009 till 2012 I led a lot of initiatives in order to improve this situation, as much as I could. This quest is still ongoing. 
BACKGROUND 

My career as a lecturer with, then Challenger TAFE, began on the 4th of May 2004. Initially I was employed on a casual basis and it was not before the 25th of March 2008 when I was offered a permanent contract. The legality of keeping someone for four years as a causal lecturer without offering him a contact is questionable. However, back then I was happy to do what I was doing. Challenger TAFE was not the only company I was working for. I travelled a lot, which prevented me to take up permanency anyway. Being an electrical engineer with a Masters’ degree, I quickly became a valuable asset to the electrical engineering section. Over the years I thought nearly the entire range of subjects in 
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the Advanced Diploma in Electrotechnology course, including mathematics, calculus, DC and AC Fundamentals, Digital Techniques, Process Control, Transducers, Industrial Installation Systems, SCADA, Amplifiers, and many others… The list is very extensive indeed. Undoubtedly, teaching is a very difficult profession. However, it is more arduous for those of us who have to be both very good educators and content specialists. Even more so, if the content of the delivered subjects encompasses a vast area of specialised scientific knowledge. Finally, it becomes exceptionally demanding, if an entire range of engineering subjects is constantly being updated, restructured and revised.      Anyway, back in those days I did not pay attention to those burdens too much, as I was offered considerable support. The unit descriptors were very specific. This made the identification of content easier. The electrical engineering section employed two technicians, whose job was to provide the lecturers with sufficient technical support. Both of them were very knowledgeable and experienced. They offered partial supervision of the class during practical exercises. They were also fixing technical malfunctions and made sure that training equipment worked properly. They photocopied laboratory exercises and distributed them among the students. They made sure that complex practical equipment is kept in good working order at all times. Back then we had a ‘fluid lab’ with several complex laboratory stands, where a flow of water and air was measured by various means. It was the technicians’ job to check and maintain this equipment. Complex electrical machines and equipment were tested and certified on a regular basis, so they were ready for lecturers and students when needed. Also ASL1 and ASL2 lecturers offered support to new lecturers. Mr. Stephen Lay in particular, an experienced ASL2 lecturer dedicated a considerable amount of his time to offer me personal mentoring. He showed me where the unit descriptors are kept, how to fill in the necessary paperwork, and was offering generous advice and assistance every time, when I needed it. Since those days, the advanced skill lecturers have had much more administrative functions placed on them.  This makes personal mentoring harder. It is increasingly more difficult for them nowadays to juggle between admin work and lecturing duties (Black, 2009).  
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When I first started at TAFE, the program manager was a qualified mechanic and had some good understanding about the technical aspects of delivery. He was helpful in many respects, because he knew the simple truth that without practical training, the delivery in TAFE is meaningless. On several occasions when I asked him for support, he has been nothing but helpful to me. Once I asked him to purchase some specialised technical manuals for the section. I needed them for my delivery, but their price was prohibitive for students. This was hindering the teaching process. He, then, purchased enough of those books and placed them as ‘special reserve’ in the library. After that a considerable number of students were able to access those resources over the years. They are able to borrow those books for the duration of the semester. They were required to return them back upon completion of their course. We even continue this practice today, long after he is gone.  On another occasion, in his capacity as a qualified mechanic, the then, Program Manager provided personal support to a student, who was then able to win a gold medal on the prestigious international event WorldSkills (see Apendix 1). … last year before the international competition, Howard Wilson, program manager of [the] automotive industries and electrical trades at Challenger TAFE, was asked to help Dale who needed financial assistance to get the equipment he needed to train on. With his strong industry links and networks, Howard managed to source and purchase a Nissan diesel engine and Nissan automatic transmission funded by Challenger TAFE for Dale to practise stripping and assembling techniques in record time. Howard and industry consultant Peter Hard of Contract Automotive Management Services were also proactive in arranging with the service managers at Prestige Honda and Magic Nissan-Platinum for Dale to visit their workshops and learn the latest technologies firsthand. A qualified mechanic himself, Howard said it was important for him as program manager to build a strong relationship between TAFEWA and local industry, and that the benefits of those links had paid off for Dale ("Dale Mops Up a WorldSkills Gold," 2008).  
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To summarise my initial experience as a lecturer at Challenger TAFE, I can identify the following important provisions, which supported lecturers in their delivery: 
• Technical Support Personnel 
• Technical Equipment 
• Administrative Support 
• Supportive Management These are the main pillars upon which a successful VET and technician education rests upon (Hermann, Richardson, & Woodburne, 1976). There are others as well, such as lecturer’s abilities. Also, in recent years a lot has been written about Professional Learning Communities. The research conclusively demonstrates that when lecturers are given more autonomy over the micro-management of their sections, their work becomes “more transparent to public” (Wood, 2007, p. 699) and it can be linked to better student performance(Visscher & Witziers, 2004, p. 798). We are going to elaborate on this concept later on. However, for now we are going to continue with the narrative of the story, in order to obtain the full picture first. 

‘NEW MANAGERIALISM’ IN PRACTICE 
The situation in my workplace started to change around 2007. A new program manager was appointed. He was in possession of a MBA degree, but he did not have technical background or any qualifications in education. This case is not isolated. It represents a definite trend that the VET sector is run as a business model, which started about a decade ago.   The history of TAFE shows that technical education has undergone two major reforms in its history. The building blocks of the TAFE system were established in 1974 by the Kangan report (Australian Committee on Technical Further Education, 1974). It was extremely important, because it put TAFE on national agenda for the first time. It outlined all important areas of future TAFE developments, training of staff specialists, counselling services, curriculum research and development, grants to develop facilities and so on.  
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Then the second big shift occurred in 1996, when the National Training Framework (NTF) was implemented. It consisted of three major components: an industry driven system, the development of Training Packages and the Australian Recognition Framework. This gave an impetus to the second major overhaul of the TAFE system, which commenced in July 1998 with the release of the report “Today’s Training, Tomorrow’s Skills” (Goozee, 2001, p. 99).  Basically, the new line of TAFE management envisaged that those institutions can be run by a new cast of public servants and administrators (usually MBA graduates). It was believed that there is no need for them to be wedded to any specific industry or professional sector. They were expected to apply generic management skills to run any type of business, say a factory, a department store or a teaching institution. Gerwirtz & Ball (2000) describe this phenomenon with the term ‘new managerialism’. This topic is explored in a greater depth in my paper “The Relationship Between TAFE and Its Lecturers’ Community: An Attempt to See the Future”(Tchervenkov, 2012b).  There is overwhelming evidence in academic literature that this model is prone to failure and that it has a disastrous effect on the teaching and learning process. For example, Heinz-Dieter (2002) argues that managers in schools and universities cannot succeed if they simply “imitate” the practices of their peers in business and that a qualification in the field of education is imperative for success. A local Perth study, conducted by O’Brien & Down (2002) identifies at least 14 serious problems arising from the current ‘managerial’ system. Among them are: the inappropriateness of corporatisation of the public sector, burying teachers in administrative paperwork, increased levels of stress and little accountability for managers.  Dennison & Shenton (1990) classify schools as ‘professional bureaucracies’, where both roles of ‘leading professionals’ and ‘chief executives’ should be amalgamated into one.  In the context of the case study which I am describing here, the new program manager adhering to the true spirit of the new ‘managerialism’ showed very little appreciation about all the important premises, supporting practical training mentioned before.  In his desire to ‘cut costs’ and make the section ‘more effective’, he gradually undermined all provisions, which previously supported effective delivery in the classrooms and the laboratories.  
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INITIATING CHANGE 
At first, it was difficult for me to figure out that the era of the ‘new managerialism’ (Gewirtz & Ball, 2000) had arrived in our division. The change was subtle and gradual. Additionally, it was difficult to figure out the exact motives of the new manager. He is a well behaved man and has the manner of speaking beautifully and candidly, so at first he appeared to be a really ‘good guy’. It took couple of years, before everybody realised that his words do not match his actions.  By March 2009 I have noticed that the continuous lack of technical support has impacted very negatively on my delivery and I have decided to take decisive action about it. It took me two years to figure out that speaking to the program manager was totally unproductive. Every time he admitted that there were problems that need fixing and promised to do something about it, but in reality he never did. By that time, one of our technicians retired and was replaced with another one. It seemed like the new technician was not provided with proper training, neither was he given clear instructions about his duties. Instead of providing technical support to lecturers, he resorted into more administrative work, OHS duties and accomplishing special tasks, that were given to him by the management.  Gradually each lecturer was left on his own to cope with both academic and practical delivery. Also, the training equipment was in a dire need to be replaced, but the program manager was not doing anything about it. Early in 2009 I tried to obtain the support not only from Stephen Lay, but from some of the others ASL2 lecturers in order to change the status quo. Something that springs to mind are the (at least 25 years old) digital trainers, which need replacing. They are getting beyond repair and are also very dated (G.C. personal communication, 24 March 2009).  On the 9 September 2009 I wrote an email to all the lecturers, trying to raise their awareness about the importance of technical support in our section: 
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We need to prioritise. My understanding is that the first priority of the technician is lab support. I think we all agree that the primary task of TAFE is delivery. If we are not able to deliver, then we have to shut down the college. Anything else is auxiliary. A technician should be available on standby when labs are going on. Sometimes, certain equipment problems should be addressed immediately. We cannot make a group of 20 students or so stay idle, while the equipment malfunctions … This is how things were set up few years ago … I am sure that if technicians and lecturers all work together on this issue, the quality of delivery will greatly improve (Tchervenkov L. personal communication, 9 September 2009).  Unfortunately, the fear factor prevented all lecturers to be united around this idea. The reply came back from the same ASL2 lecturer, mentioned previously: “You need to address the main issue/s here to the management, who can coordinate/consult the way the section operates” (G.C. personal communication, 9 September 2009).  The lecturers in our section did not stand united, which allowed the ‘managerialism’ and the associated with it lack of technical support to escalate even further.    Later on this year, the technician introduced a repair docket system (see Appendix 2), requiring lecturers to “provide some relevant, accurate information, on any fault condition before placing the equipment in the office of the appropriate technician, to aid in its repair” (D.G. personal communication, 25 November 2009). Essentially this meant the end of any technical support for several units of delivery. It was ludicrous to fill in a docket for each job and wait days for assistance. A lot of those things could be performed in a matter of a few minutes.  As the problem escalated, the program manager called a meeting on the 2 December 2009 in order to resolve ‘technician issues’. On this meeting I wrote and distributed to all staff, present at the meeting a three page document, addressing the lack of technical support and my vision of what procedures we must put in place in order to rectify the issue. This letter is enclosed in Appendix 3. In it I write:  
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The bottom line is that we, lecturers, need adequate technical support. It seems that we do not have such at the moment. Every time that we require even some very minor technical job to be done, (such as replacing a fuse, for example) we are faced with a major opposition. Either we have to complete two pages of paperwork per faulty meter, or we have to give explanations and justifications why students blew the fuses in the first place. Without adequate technical support, we are not able to deliver quality practical training according to the AQTF [Australian Quality Training Framework] procedures. This seriously impairs the quality of delivery in our section and leads to all sorts of auxiliary problems (Tchervenkov L. personal communication, 2 December 2009).  Unfortunately, back then I did not succeed to obtain enough support from the other lecturers, more specifically those in the ASL1 and ASL2 positions. The entire issue was presented as a personal clash between me and the technician. However, I did not believe then and I do not believe now, that this was the case. I believe that something much deeper was happening here. The old system of ‘welfarism’ was being replaced by the new ‘managerialism’ and we were bearing its first fruits. Those were lack of technical support, lack of unity among the lecturers and unwillingness from the management to replace the out-dated training equipment. A technically competent manager was replaced by a TAFE appointed administrator. The latter was determining the section priorities from a ‘managerial’ point of view. He was running the section, entirely as a business unit. In his desire to cut costs, he was undermining the very foundation of our operation: the practical, technical training.  Then I was called in the program manager’s office and I was told in a private conversation that if I continue to talk publicly about the lack of technical support I may lose my job. Clayton, Fisher, & Hughes (2005) assert that “knowledge loss” is becoming a major concern for the VET sector, especially due to the changing demographics of lecturers. However, this didn’t seem to concern our program manager. “TAFE institutes greatly depend on the vocational competency of their teachers—their technical competency and currency, comprehensive industry know-how, networks and high-level teaching skills—to maintain and 
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build their credibility”(Clayton et al., 2005, p. 9). I was newly appointed to my position as a permanent lecturer, so I decided to back up. From that moment onwards neither the technician ever offered his support, nor did I ever ask for it.  I knew it was wrong, as the technician’s job description form explicitly states otherwise. It clearly states that among the other duties, he has to “set up equipment for laboratory classes and demonstrations and supervises its use for groups of students, who are under the direction of lecturers. Assists the lecturer, where necessary, in the description of operation of test equipment” (Job Description Form for Senior Technician Electrical Engineering, level 3, see Appendix 4).  Unfortunately, it took several years before all the lecturers began to see clearly what is actually happening. By that time, however, the new ‘managerialism’ has entrenched itself deep in the structure of our division. The program manager’s methods of operation were often very obscure and it required a lot of critical thinking to get to its main purposes.  For example, two lecturers came to work for our section at the same time. They both studied at the same university and obtained the same engineering degrees at the same time. They knew each other for many years and were good friends. After working for a while on a causal basis, the program manager placed one of them on a full-time contract, while he offered the other one only a 0.8 FTE (full-time equivalent) position.   The explanation was that there was not enough work for both of them. In such a way he ingrained a deep division between those two colleagues and friends. Those ‘managerial’ techniques are consistent with the findings of Shorne (2008) in her theses “A Study of the Lives of Casual TAFE Lecturers in Metropolitan Perth”.  If it was really true that there was not enough work, why weren’t both lecturers placed on 0.9 FTE each?  At the end, the second lecturer felt underappreciated and after some time he left. He could not tolerate being subjected to such preferential treatment any more. He is now working for the industry. Challenger Institute lost a valuable specialist. This example illustrates that it is difficult to initiate change among workers, who are fearful for their job security. The ancient 
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Roman postulate “Divide and conquer” is still successfully implemented in reality by the new ‘managerialism’. So, I have partially accepted the fact that there is no technical support and no managerial support for my classes, but at least I wanted to fix the issue with the remarkably old equipment, which I was forced to use for my delivery. I reminded the program manager at every opportunity that this equipment needs to be replaced. I asked a group of my students to conduct a research, as part of one of their units. Their task was to establish approximately how much it would cost to replace the old equipment. There was overwhelming evidence that the budget would not exceed $5,000. I showed my program manager this research and asked him for his assistance. Yet, time was passing by and as usual he did not take any action. An opportune moment appeared on the 24th of March 2011. The director called a meeting in regards to the proposed new budget for the section. The total amount of money allocated for equipment upgrade in the division was very large. However, even in those circumstances the program manager blocked the spending of a mere 1 or 2 % of the allocated budget for my classroom. In a letter to him from 29 March 2011 I write: In regards to the meeting from the 24th of March 2011 and the proposed package for new equipment, I have to say that the requirements for the practical delivery of my subjects are NOT met. As you are aware the practical equipment in UL 05 is manufactured in the 70s and the 80s. The labels attached to it clearly indicate that the last time it has been calibrated by our technicians was back in 2006. Also the power supplies/function generators that we currently use, pose a real danger of electrocuting a student who is not careful enough. The output of these machines can be increased to the dangerous level of 200 V. I always make sure that I warn the students not to use this option. However, I work with large groups and ever since Terry Leitch left TAFE I have never been assisted by another person when conducting the labs.   Therefore, I cannot physically supervise all the students at every single moment of time. In my view this is a potential disaster waiting to happen. For this reason I have been 
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insisting for several years that we totally replace all the equipment in UL05 (Tchervenkov, L. personal communication, 29 March 2011).   My letter was simply ignored, as many others. According to Gasskov (2006) all governments wish that their VET institutions operate flexibly, cost-efficiently and respond quickly to the changes of the labour market. However he points out that such responsiveness depends on large extent on the competence of their managerial staff.  Also, there is an excellent conceptual model for accountability developed by the Department of Education and Training (2008). There is conclusive research, which shows that teachers make a difference in classrooms (Hattie, 2003).   However, what is often overlooked is that managers (especially middle level managers) can make a significant contribution towards uplifting or dropping school performance. Barber & Mourshed  (2009) draw an exponential curve depicting the relationship between effective  leadership (including administrative) and student’s performance. This graph is reproduced in Appendix 6. Thus, they conclude that “maintaining an orderly environment, budgeting, and support functions” are extremely important (Barber & Mourshed, 2009, p. 28). Finally, I decided personally to inform the CEO of the college and stress the need for new equipment. One day she passed down the corridor next to my teaching room, together with some delegation. I rushed out and invited her to come and have a look at the lab herself. In the 5 min, which I had to talk to her, I managed to convince her that replacing our equipment is very important to our section. So, finally thanks to her personal involvement several months later the new equipment was delivered in my teaching room.  However, this was not a happy ending. Even though the section had new training equipment, the program manager managed to twist the outcome once more. The selected apparatus was different from the one, which specified based on my students’ research. The total cost was $ 18,000 instead of the projected $ 5,000. It was unclear who made the decision to change the technical parameters of the equipment, which I ordered and what engineering 
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credentials those people had (if any) to make such a decision. Later on the equipment was removed altogether from my teaching room and placed somewhere else.   All this clearly indicates that the program manager in our section is either incapable, or unwilling to assist delivery by providing adequate technical and managerial support. His actions sometimes are, quite sadly, defeating the real purpose of training and delivery. Alas, middle level managers are accountable to only a few people. They are usually their immediate superiors, and this is how middle level managers often escape accountability. One of the key findings of O’Brien & Down  (2002) show that “Accountability is a one-way process, where teachers do not have the opportunity to make their views heard” (p. 129). Most data used in academic research is also taken by interviews with middle management. In such a way they can hide their own poor performance behind the overall data (Misko & Halliday-Wynes, 2009; Normore, 2004). My efforts to initiate change, however, did not remain unnoticed. Other lecturers started to see the situation more clearly and became more organised.  On the 24th of November 2011 as part of my ‘lead for change’ initiative, I gathered most lecturers to come with me to one of our labs, in order to identify obsolete equipment. The problem with it was that it was obstructing access to useful equipment. Also, its mere presence made the management reluctant to purchase new training aids. In the eyes of non-specialists, it looked like we have a lot of gear. The truth was that most of it was totally useless junk from the 60s and from the 70s. Apart from its sentimental worth and probable use for some museum, it did not hold much other value. This equipment was long overdue for decommissioning and there was dire need to be modernised.   The lecturers collectively identified what equipment was not needed any more. 55 pictures were taken and were then emailed to every lecture in the division. Some of the images were disturbing. There were obvious OHS issues, and a long standing neglect was apparent throughout the store. Some equipment was locked in cupboards by the program manager. The date on it read 26 February 2010. In the book “Good Practice in Vocational Education and Training” it is written:  
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 Change and responsiveness are a function of the incentive structures. A key issue is what those in charge (in system management or in the training center) gain or lose. In the majority of cases, inertia carries a prize, and change brings trouble to whoever promotes it. Therefore, getting the incentives right is fundamental to reform and to the execution of investments (Asian Development Bank, 2009, p. 67).   On the 14 November 2011 I emailed the most disturbing photographs to the Director of the Defence and Resources, with copies to the Program Manager and to all lecturers. Collaboratively, all lecturers made propositions concerning the better operation of the division. In particular there were suggestions concerning the optimal sharing of resources, technical equipment, teaching rooms and laboratories. Then on one of the staff meetings with the CEO of the college, I had again another 5 minutes opportunity to talk to her and make her aware of the underutilisation of some of the current rooms. She seemed to be very understanding and indeed some action was taken after this. Some of the stores were immediately cleaned out, some of the labs were improved, we gained access to one additional room and improved the unitisation of the existing rooms.  However, after that ‘incident’, I was called personally by both the program manager and the program director on a ‘private discussion’ with them. No other staff members were allowed to attend this meeting. I was reprimanded not to take such initiatives any more. The entire situation was absurd. I was criticized for talking to the CEO of the college on an informal staff meeting, the entire purpose of which was that she hears the opinions of the staff. It clearly indicated that the middle management was doing everything possible to stop any initiative and creative thinking that originated at lecturers’ level to reach the upper echelon of management.   This practice directly contradicts the four paradigm model developed by Dr. John Mitchell (2007), which resides at the core of the Challenger Institute’s mode of operation. In fact, the entire process of lecturer progression towards the ASL1 (Advanced Skills Lecturer) position is based on Dr. Mitchell’s model about the ‘advanced VET practitioner’ (Mitchell, 2009).  According to it, lecturer’s characteristics should foster the development of four 
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paradigms. These are lecture centered (1st paradigm), learner centered (2nd paradigm), training embedded within an enterprise (3rd paradigm) and industry-wide workforce planning (4th paradigm).   “A related findings is that the boundaries between the paradigms are fluid, not fixed, porous not water tight. Advanced practitioners find it easy to jump in and out of different paradigms” (John Mitchell & Associates, 2011, p. 10). According to Mitchell (2007), the lecturer adhering to paradigm 2 should be able to apply “training needs analysis services to implement workplace training and assessment strategies". According to paradigm 3, he should be able to demonstrate “teamwork capacity, resilience and initiative”. According to paradigm 4 the lecturer should “exercise a high degree of professional judgement” and have “leadership capability” (Mitchell, 2007).    And yet, as it was clearly demonstrated in my case, the practices of both my program manager and my program director directly contradicted this model. The executive team of Challenger must be warned that the honest attempts of lecturers to adhere to the four paradigm model are being discouraged and discontinued by middle level management. Maybe, the reason for this is that in this particular case both the program manager and the program director are neither qualified engineers, nor do they possess any teaching qualifications. This topic is fully explored in my paper “Essential, Desirable and ‘Would be Excellent to Have’ Qualifications for VET Lecturers, Managers and Directors”  (Tchervenkov, 2012a).  In his book “The Fourth Way of Finland”, the world renowned educator and Director General of CIMO (Centre for International Mobility and Cooperation) Pasi Sahlberg writes:  … all too often, those who speak truth to power come to regret it. The way I see it, our time to speak out is now. Andy Hargreaves has eloquently mentioned that just as much as there are cornerstones for any grand ideas, we need corner stores for alternatives. I remain one faithful client to be met there (Sahlberg, 2011, p. 184).   
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So, following his inspiring example I decided to continue my initiative, which is aiming for the improvement of our section. I initiated the draft of a letter, which was subsequently signed by all the lecturers in the Electrotechnology division. They all collaborated in writing it. The letter is called “Lack of Technicians and Increased Lecturers Workloads in the Electrical Engineering Department at Fremantle Campus” and it is reproduced in Appendix 5. All lecturers expressed their concerns in regards to the way our section is managed. This letter was written in a truly democratic fashion. Everyone contributed to it. It was a marvellous example that our section can function as a professional learning community. As Wood (2007) puts it:   …successful LCs [learning communities] foster teacher collaboration and make practice public. At a deeper level, however, this type of professional development depends on teachers taking more control over their work, realising tacit knowledge and expertise, developing critical judgement, and taking fuller responsibility for student learning. Such a construction of teacher’s roles and responsibilities sometimes collides with entrenched norms in school cultures (p. 699).    As outlined by Thompson, Gregg, & Niska (2004) there is a link between professional learning communities and leadership. However, as pointed out by Buck (2008), Hord (1997) and Vescio, Ross & Adams (2006), in order to flourish, the professional learning communities model should be supported by the management. However, in the VET sector, thanks to the new ‘managerialism’ which has been instilled for years, changing the methods of administration is not going to be an easy task. The middle level managers have been given too many rights and entitlements. It is only natural for them to try to preserve the status quo, although their practices may be against the best interest of the students and the quality of delivery. And this is where the clash occurs. On three pages the lecturers list event by event what led to the current dysfunctions in our section. Most of them can be attributed to the practice of new ‘managerialism’.  This should not come as a surprise when highly capable professionals are managed by TAFE appointed bureaucrats. Some of the lecturer’s recommendations, (endorsed by the union) are: 
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• Decisions at a managerial level, concerning technical issues should be made with a prior consultation with lecturers. They are specialists in this area, not managers. 
• Lecturers should be fully informed about the management’s decisions, rather than finding about it via the rumour mill. 
• OHS issues are becoming a concern, without properly trained technical staff and support, resulting to non-functioning equipment. Lecturers are not necessarily trained for technician’s duties. 
• Technicians must collaborate very closely with lecturers. 
• Better inventory of equipment is to be maintained at all times.  There is a striking similarity between our own recommendations and those made by Rice (2004, pp. 9-10) in her research. This letter was not officially submitted to the program manager, however the issues in it have been communicated to him personally on many occasions in private conversations by all of us on numerous occasions. I went on 6 months leave to finish my Master of Education degree and this project remained unfinished. As Lashway  (1996) reminds us, ethical leadership requires us to sometimes make some difficult choices. “How can the evolving modus operandi of business in schools (the ‘business of education’ – structural and cost efficiency, quality assurance, income generation, performance indicators, accountability …) be prevented from surprising the ‘ethics of care’, i.e. the schools’ caring role and duty of care” (Burke, 2000, p. 20). So, the quest for initiating change is ongoing… 

CONCEPTUAL MAP 
My original idea was to draw a square, labelled “Vocational Education and Training”, which is ‘supported’ on several other vertical rectangles. In such a way it could be graphically represented what provisions are supporting this specialised type of training. However, the notion of drawing squares or circles to depict education did not appeal to me. I have always 
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envisaged that education should be depicted as a temple. Back in antiquity, education was a privilege, not a right. It was typically imparted to selected disciples in closed (often religious) organisations.  Since science originated in ancient Greece, I imagined that modern ‘Vocational Education and Training’ should be depicted as a Greek temple. The writing would be on its pediment, while the columns will support the pediment and distribute its weight equally. The essential columns of VET education are teacher abilities, technical support, administration support, professional learning communities, supportive management and adequate technical equipment.  However, as it was outlined in my report, in order to save costs, the new ‘managerialism’ essentially cut all the supporting columns. At the moment only one of them is still there, although it is cracked all over. The last column is essentially the teachers. Some of them put a heroic effort to support the entire vocational education and training from collapsing. From students’ point of view, this is in fact the only ‘column’, which they observe directly. They don’t see the enormous bureaucratic apparatus, which is hidden behind the facade. However, the middle management, in their attempts to ‘cut costs,’ try to undermine even this last column. If this happens, a disaster may strike the vocational education and training.  Australia’s technical and further education (TAFE) institutes have an ageing teaching workforce, whose impending departure endangers the institutes’ skill base … TAFE institutes greatly depend on the vocational competency of their teachers—their technical competency and currency, comprehensive industry know-how, networks and high-level teaching skills—to maintain and build their credibility. Retaining, developing and renewing TAFE institutes’ organisational capability involves planned recruitment … Such approaches need to be properly resourced, and supported by funding bodies, policy-makers, TAFE management and teachers (Clayton et al., 2005, p. 9).  So, all this led me to depict the present situation of the VET sector ‘how it is’ and ‘how it should be’ on the following two diagrams. Please refer to table 1 and 2. 
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CONCEPTUAL MAP: VET - HOW IT IS 
 

  Diagram 1. Vocational Education and Training – How It Is. This conceptual diagram depicts the 

present situation of the VET sector, pertaining to our case study. There is no adequate technical, 

administrative and managerial support to lecturers, the technical equipment is out-dated and the 

ASL1 and ASL2 lecturers are buried in administrative work. All these factors combined, result in 

delivery which is solely vested in the personal capabilities of the lecturers. Such a model is 

extremely inefficient. The entire structure may collapse at any moment, as it is only supported by 

the heroic efforts of individual lecturers.   
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CONCEPTUAL MAP: HOW IT SHOULD BE 

Diagram 2. Vocational Education and Training – How It Should Be. This conceptual diagram 

depicts how the VET sector should look like. In this ideal model the weight of the delivery is 

supported by several important pillars. In addition to teacher’s professional and educational 

capabilities, there is strong technical support, which is combined with modern technical 

equipment. Lecturers are organised in professional learning communities. The administrative 

personnel are supportive and are taking some of the admin burden away from the ASL 1 & 2 

lecturers. Management is professional, qualified, competent and supportive. 
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Looking at a temple of knowledge lying down in ruins is not an easy task, especially for those who love the teaching profession. However, we must realise that we are all partially to blame. Our complacence with the system allowed the current ‘managerialism’ to rise and rule the teaching profession. Afraid to speak up, we all became entrenched and conditioned to a system, which is going against the grain with what we, educators, really are. Fink (2010) summarises it beautifully like this:  It is “about time” we focused on learning and not on all the artefacts of learning that tend to dehumanize children by reducing them to aggregated and disaggregated numbers; and “about time” we gave students, teachers, and school leaders the time to focus on what the job is all about; and “about time” we began to actively seek, develop, select and sustain “leaders of learning” rather than just “managers of things” in all of our schools and school districts. At the heart of the succession challenge is the reluctance on the part of many dedicated educators to risk their personal security and professional ethics in the pursuit of policies that are at odds with the reasons they became teachers in the first place (p.22).    
ANALYSIS 

Based on everything what we said so far, we can identify the following main objectives, of the initiated change. Those are pretty much concurrent with the six columns, depicted in the second conceptual map. In this paper I did not write much about my personal professional development as a lecturer, neither I touched a lot on the administrative support. Those topics remained outside the scope of this work and may become a subject of future writings. In other words, what I was primarily trying to achieve was: 
• Achieve better technical support for our section. 
• Obtain better practical training equipment for our section.  
• Organise the lecturers in our section into a kind of a professional learning community. 
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• Get more managerial support for the above causes. In some of those causes I succeeded, in some I didn’t. For example, I managed to obtain more practical training equipment and I brought certain awareness to the lecturers’ community that they have to be more organised and attentive to the problems in our section. Initially most of them believed that all the problems in the section should be resolved on a managerial level. Now many of them believe that lecturers are quite capable to self-manage a lot of aspects of our daily tasks by ourselves, provided that we are given greater autonomy and a small budget. I could not succeed to obtain more technical support. The existing technician still dedicates a lot of his time to fulfil tasks which have nothing to do with the delivery in our section. When he is not busy with those tasks, he is not particularly helpful. The position of the second technician is still not filled. It has also not been advertised and has been vacant for more than a year now. Also, I could not persuade the manager to effect some positive changes. It seems that lecturers and managers have sometimes diametrically opposing agendas. However, without the managerial active involvement, the existing technician will continue to shirk his responsibilities. We, as lecturers, do not have the authority to direct him and we cannot enforce that he fulfils the obligations of his position. The strengths and weaknesses of the discussed initiative for change are as follows:  Strengths: 
• Strong conceptual understanding of the occurring processes. 
• Very good analytical skills. 
• Good writing skills. 
• The ability to persuade, initiate and motivate others. Weaknesses: 
• Need for more decisive actions. 
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• Need to develop more tolerance towards others. 
• Need to understand the situation also from the managerial point of view. 
• Limited capacity to initiate and sustain change due to the limitations of my current position as a common lecturer. The only way to overcome the problems with the inadequate technical support is to obtain more managerial support. The strong hierarchical structure of the college demands that certain procedures are followed. It will be very difficult, if not impossible, to obtain change from below without the support of the middle management. Even if the executive team of the college takes decisive action and parachutes one or two improvements for our delivery, a long term sustainable change will not be possible. A radical change in the middle management is needed.  The problem is rooted not so much in the particular people, who occupy the middle management positions, but rather in the managerial model, upon which our college operates. Some of the current responsibilities of the program manager should be distributed to the lecturers. The section can be successfully micromanaged by the ASL1 and ASL2 lecturers. They should be given some time off lecturing, so that they can do some of the associated administrative work (O’Brien & Down, 2002).  All lecturers should be organised in professional learning communities (Hord & William M. Sommers, 2008). They should meet every week for brief professional meetings. The middle management should be supportive of such an initiative. Some sort of limited budget (say up to $5,000 per semester) should be given to the section. The lecturers are professionals and they can decide among themselves how to direct the expenditure of that money (O’Brien & Down, 2002). This will allow them to purchase relatively inexpensive equipment quickly, without the necessity to wait for years for bureaucratic approvals. This money can be used to buy some inexpensive demonstration equipment or some trivial things for the section, such as new desks and chairs, or even coffee and tea or a new kettle. Those small gestures of good will may help to alleviate the presiding current negativism among lecturers towards management. Lecturers 
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will feel more valued, more independent and more appreciated. Ultimately this will motivate them and it will give them an incentive to perform better (O’Brien & Down, 2002). Unfortunately, one limitation of my initiative is, of course, the very limited power which is in my disposal to officially change the status quo. The decision to shift some of responsibility for the daily running of the section from middle management to professional learning communities has to be done probably on executive level.  The middle management will never instigate such a change, without pressure from ‘above’. Also, the executive management has to be sure that the middle level management is really supportive of such initiative, as it is very easy to quietly sabotage it.  Lecturers should have more say about how the technical support is running in the section. For example, if issues are identified on the weekly lecturers’ meetings, the technicians should act straight away. As it is per their job description, they should liaise and collaborate predominantly with the lecturers and not so much with the program manager. Lecturers who operate as professional learning communities share resources. Therefore, it would be excellent if they are encouraged to digitise most of their delivery. In such a way most of their resources can be made easily distributable from lecturer to lecturer. They can be encouraged to take 5% extra pay in order to develop online resources, which could then be shared with the rest of the community. Overhead projectors and paper printouts should be discontinued. Most subjects should have an online component. Blackboard is one viable option. If I was a program manager I would definitely look at all those alternatives and many more. 
CONCLUSION 

The new ‘managerialism’ has had a devastating effect upon the students’ education, especially in the paraprofessional engineering education. The model to manage the VET sector with business managers is old and ineffective. We need a new breed of professionals, who cross disciplines and are educated simultaneously in several fields, such as engineering, education and business. These will be the new leaders and managers (Simon & Bonnici, 2011, p. 10). They 
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will be able to incorporate support on all levels: technical, administrative and educational, thus restoring the value of our technical college.  Managing educational institutions simply as a business is a recipe for disaster. The diplomas that every educational institution issue hold their value only if others place their trust in them. The process is similar to printing money. The value of the paper on which the bank notes are printed is minimal. What makes them valuable is the public trust, that they can be exchanged anywhere for exactly the same value, which is printed on them. Besides, the value of the printed banknotes is inversely proportional to their number in circulation. The more money is printed, the less value they hold. This process is called inflation. Similarly, educational institutions are bound to print diplomas only when the statement printed on the paper is true and correct. That means that the bearer of the diploma is really competent in some particular field and he or she holds a practical skills ‘value’. Then, the skills, printed in the diploma can be exchanged for employment and remuneration. Also, the teaching institutions should print only a limited amount of diplomas. Otherwise their value will dramatically decrease. The diplomas issued by the VET sector are only valuable, if the public and the prospective employers have the trust that the bearer is thoroughly instructed, tested and made truly competent.  The current ‘managerial’ system produces an extremely high educational ‘inflation’ of the issued diplomas. This is because managers (and especially middle level managers) are only interested in short term profits. Our Advanced Diploma courses, for example, have been shortened with one semester. Instead of being delivered over two and a half years, they are now delivered in two years.  This means that our Advanced Diplomas already have lost 20% of their value. This is because lecturers now have 20% less time to teach the same qualification. Inevitably some of the previously imparted knowledge and skills have now to be dropped. This is nothing else, but an educational ‘inflation’. The diplomas produces in such a manner hold less value than the ones, issued previously. The managers and bureaucrats can justify this the way they want, but we know the truth! In a similar fashion, the governments can try to persuade us in their sound 
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financial practices and yet, when they print too much money, the inflation rises and the bond markets show the difference.  The managers cut costs to save on technical support and new equipment. They are predominantly occupied with achieving financial targets, instead of focusing on education. Unfortunately they forget that the main ‘product’ of their ‘business’ is in fact ‘education’. Middle level managers are predominantly MBA graduates. As such they should have learnt at university that if a business is offering a low quality ‘product’ it usually goes bust.  Some teaching institutions concentrate on the value of education and this is the reason why they thrive so well in an increasing global competition on the educational market. Places like Harvard, Oxford, MIT or Cambridge still hold a very high value of the diplomas they issue. At the same time some other places issue diplomas to just about anyone, who is eager to pay them. Thus, their diplomas become extremely hyper-inflated and hold very little value. Challenger Institute of Technology has some important decisions to make about the direction in which it wishes to go in the future. In the words of Prof. Andy Hargreaves (2009) “Now is our moment of choice”(p.36). If nothing is done now a time may come when the actual paper, which our diplomas are printed on, will cost more than the qualification itself.          
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 APPENDIX 1 
 

Appendix 1. Dale Mcmullen wins the title “Best Mechanic in the World” on the 39th WorldSkills 

International Competition in Japan in November 2007. Behind him are some of his biggest 

supporters – dad Graeme McMullen and Challenger TAFE Program Manager Howard Wilson 

("Dale Mops Up a WorldSkills Gold," 2008).  
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 APPENDIX 2 
                  Appendix 2. A repair docket system was introduced by our technician on 25 November 2009. This 

essentially meant that most lecturers did not resort to his ‘help’ anymore, as the efforts around the 

paperwork involved were greater than fixing the issue themselves. 
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 APPENDIX 3 
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                   Appendix 3. Letter written by me and addressed to all staff members, present on the meeting on 2 

December 2009 in regards to lack of technical support in our division.  
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 APPENDIX 4 
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                   Appendix 4. Job Description Form for the position of a Technician in the Electrotechnology 

Section of Challenger Institute of Technology, which explicitly lists the duties associated with it. 
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 APPENDIX 5 
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                  Appendix 5. A letter addressed to the Program Manager and signed by all lecturers in the 

Electrotechnology section. The signatures of the lecturers are not reproduced here to protect their 

identity.  
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 APPENDIX 6 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Appendix 6. A graphical representation of the importance of effective school leadership, based on 

a large quantitative study (Barber & Mourshed, 2009, p. 28).  
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