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Executive Summary

No serious business analyst or commentator would contest that world-class leadership and management
capability is critical to the future success 0 f A u sréil industry -aahdscentral to this theme is how managers
and leaders are trained or developed. Reassuringly, every organisation in the world faces the same challenge, the
playing field is level and ongoing research studies remain plentiful — sometimes appearing to generate new
discoveries and explanations faster than our ability to keep up. Part of this energy stems from the relentless
impact of globalisation, the information age, and radical socio-economic developments, all of which expose the
strengths and weaknesses of an organisation’s management simultaneously.

This report is the first step of what will undoubtedly become a major area of research interest in the rail industry
over the coming years. Drawing relevant evidence from global research and a selection of Australian rail
organisations, the report seeks to clarify the emerging issues in leadership and management and what needs to
be done as the rail industry faces substantial challenges to both its strategies and operations on human resource
management. Drawing focus from the Australasian Rail As s 0 ¢ i (ARA 2008hpubdication, A Rail Revolution,
this scoping report explores how leaders at all levels are currently being developed in the skills of people
management — traditionally viewed as an area of poor reputation and low capability. Although the sample size
was limited, there was solid evidence to show that rail organisation leaders recognised the role of management
development and were investing continuously in a wide-range of training programs. The area of greatest need
and critical mass appeared to be at the front-line level, among work group leaders and team managers, who
routinely dealt with operational resource problems as they worked to keep the rail network functioning.
Secondly, organisations recognised and made provision for, the attainment of management qualifications, but
this was voluntary in most cases and not universally applied across all levels. Many of these qualifications offered
external recognition and value across the rail sector, especially when the associated learning had particular
relevance to the industry.

However, this scoping project revealed a number of areas where further collaborative research would help the
industry. Firstly, it would be beneficial to identify and map the cluster of generic and specific competencies
required of managers in the rail industry. From this information it would be possible to develop a rail-based
competence framework for comparison with other similar models. Secondly, the development of an industry
framework would provide a comparative benchmark, enabling rail executives to assess both the development and
performance of managers in relation to their contemporaries in other transport sectors or the international rail
sector. Third, there is a need to assemble a pool of reliable evaluative information to clarify if the investments in
management development are paying off. This problem is not unique to the rail sector, but quality evaluative
information is vital to inform strategic choices on future training decisions. Therefore, it would be helpful to
review further the evaluation processes used on current management development programs.

Finally, the organisations surveyed for this report did not appear to be making use of international standards of
excellence (such as Investor in People and Business Excellence) to drive their strategies on organisational
development. Given the long-term success and history of these international frameworks overseas, and the
centrality of leadership in the concept models, the rail industry could be overlooking a major opportunity, so it
would be helpful to evaluate the feasibility of using such models.

We acknowledge the valuable contribution of the rail organisations involved in this scoping report and thank
them for their insight, support and willingness to share information. We look forward to continuing to work with
them in further research on this crucial area in the Australian rail industry.

CRC for Rail Innovation Page iv



Scoping rail specific leadership and management development

List of Figures and Tables

Table 1.1 Distinguishing between leadership and management

Table 4.1 Two approaches to the stratification of leadership and management development
Table 5.1 Frontline Management Initiative

Table 9.1 Comparative analysis based on a selection of interview data

CRC for Rail Innovation Page v



Scoping rail specific leadership and management development

Abbreviations and Acronyms

ABS
AlM
ARA
ANTA
AQTF
CIPD
CMA
FMI
HRD
liP
IRSMI
IR
MCI
NCVER
NVQ
NZIM
OECD
RSSC
TLISC
uIC
WFD

Australian Bureau of Statistics

Australian Institute of Management

Australasian Railway Association

Australian National Training Authority

Australian Qualification Training Framework

Chartered Institute of Personnel and Development (UK)
Chartered Management Institute (UK)

Frontline Management Initiative

Human resource development

Investor in People

International Railways Strategic Management Institute
Indian Railways

Management Charter Initiative (UK)

National Centre for Vocational Education Research
National Vocational Qualification (UK)

New Zealand Institute of Management

Organisation for Economic Co-operation and Development
Rail Skills and Career Council

Transport and Logistics Industry Skills Council

Union of International Railways

Workforce development

CRC for Rail Innovation

Page vi



Scoping rail specific leadership and management development

1. Introduction

1.1 The case for leadership and management development

Despite an increase in the number of managers with degree level qualifications over the last ten years,
there has been a long-standing view that the quality and quantity of leadership and management
development (L&MD) in many organisations around the world is deficient: a view formed, in part, from
numerous studies carried out during the late 1980s through to the present day. Australia, in particular,
does not appear to adopt a systematic approach to developing managers (Tamkin 2007). Equally, the
linkages between leadership, management effectiveness and organisational performance are well-
documented in major reports (Karpin 1995; Barratt-Pugh and Soutar 2002; Deloitte 2007; D'Netto, Bakas
and Bordia 2008) and the increasingly turbulent economy puts an even greater emphasis on the
importance of L&MD across all sectors (Tamkin, Hillage and Willison 2002; Holbeche 2008).

Importantly for the Australian rail industry, the need for better management practices is not limited
exclusively to the corporate world, as improved levels of performance become a relentless imperative in
the public and non-for-profit sectors — where knowledge and service workers (Drucker 1992) are
frequently required to achieve more with less (Tamkin 2007). Nor is the problem of poor quality L&MD
restricted to Australia. At the macro-economic level, a deficiency in L&MD represents a major threat to
the strategic capability and competitive advantage of all organisations (Hamel and Prahalad 1994) as they
struggle to innovate, win new business and deal with rapid changes in an increasingly globalised
environment. In the UK, after almost two decades of concerted effort by governments and major
professional bodies such as the Management Charter Initiative (MCI), recent reports are continuing to
indicate that managers remain significantly underqualified compared with other professional operations
(Wilson, Woodman and Essex 2007). A major report for the World Federation of Personnel Management
Associations indicates that leadership and change management are among the top three issues facing
organisations in the foreseeable future (PricewaterhouseCoopers 2005), especially developing the soft
skills usually associated with building human capability such as attracting and retaining talent and
focusing on the development needs of individuals (AIM 2003). There is a great deal of literature on L&MD
and many organisations both adopt and adapt strategies from the research to create bespoke programs
for their respective enterprises.

This project was initiated to address an articulated desire within the industry to cooperate, share and
promote a national approach to the challenges associated with the development of staff capability in the
rail industry — in this case, leadership and management. The following report includes findings on global
trends in L&MD, a snapshot of emerging issues as well as local information obtained from a selection of
Australian rail organisations.

1.2 Project methodology

Data were collected from two sources. First, a review of literature was conducted in the field of
leadership and management development to identify a range of contemporary issues and extend the
discussion beyond what is commonly known from the huge body of information available on these topics.
The aim was to identify new insights and emerging approaches to L&MD in other rail industries, sectors
and nations with similar economies to Australia. The review included data from several international
reports published by professional institutions in the field of L&MD. Second, specific information was
collected from a range of rail companies operating in three Australian states.

Using a semi-structured questionnaire, approved by the human research ethics committee of the
University of South Australia, face-to-face and telephone interviews were held with three occupational
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groups. These were: (1) senior managers who approved expenditure on L&MD, (2) human resource
practitioners who were responsible for arranging L&MD and (3) a manager who had recently taken part in
L&MD. It was thought that a diverse range of stakeholders would add richness to the information
obtained. Using a mixture of thematic and comparative analysis, this report aims to present a summary of
the current approaches to L&MD, describe broadly what each rail organisation is doing currently to
address any issues and suggest areas for further research which might benefit all organisations associated
with the rail sector.

1.3 Scope of report and definitions of leadership and management

It is important to set boundaries for this report by clarifying which aspects of L&MD are included and
define what is meant by the terms leadership and management. Firstly, rail reports repeatedly make
reference to those elements of leadership and management commonly associated with the area of
people skills such as engaging employees, improving levels of participation, recognising the role of
learning and motivating staff through improvements in communications and interpersonal skills.
However, evidence from several rail organisations highlighted the tradition of managers achieving their
positions of leadership through accumulated technical competence, thereby finding the people
management issues either difficult or unnecessary. Therefore, this report does not focus specifically on
the areas of technical, operational or project management — although it is recognised some courses or
qualification pathways include modules on the ‘softer’ skills associated with leadership and management.

Secondly, in recent years, much has been written to suggest a significant difference between the terms
management and leadership. The following examples exemplify this point. Accordingly, several
management development programs include leadership as a specific topic of study.

Table 1.1 Distinguishing between leadership and management

Leadership Management

Sets the direction Plans the work

Has followers Delegates to subordinates
Follows a vision Sets objectives

Long-term strategy Short-term actions
Facilitates decisions Makes decisions

Sells Tells

Transformational Transactional

Concern for what is right Concern and being right
Passion Control

Source: http://changingminds.org/disciplines/leadership/articles/managers leaders
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2. Leadership and management development in the rail industry

Although the issue of quality L&MD is affecting most Australian transport sectors, and
supervisory/management training in particular is targeted by the Transport and Logistics Industry Skills
Council (TLISC) for priority action (KordaMentha 2005; TLISC 2008), a review of several international rail
association websites, such as the Rail Safety and Standards Board (UK), Association of American Railways,
Korean Railroad Research Institute and the Railway Association of Canada, indicates a shortage of specific
research interest in L&MD. Oddly, it appears to be a low priority, although evidence can be found of an
awareness of the human resource issues facing the rail industry and the adoption of generic management
development programs. Where management development does feature, the emphasis is directed largely
towards technical, risk management, project management and safety operational issues rather than
leadership competence and people management. Notwithstanding this finding, the Australian rail
industry has recognised the need for major improvements in leadership competence and one component
in the Australasian Railway A& & 2 OA I G A 2y Qa diNImiit&idciedde the fublity of peopiey
management across the industry.

2.1 The challenges ahead

Reports indicate several major issues facing the rail sector in the years ahead, and these include a number

of special needs such as: dealing with a forecasted shortage of managers; attracting younger managers

and supervisors from inside/outside of the industry; sharing services among rail organisations; developing
attractive career paths by improving qualification pathways with tertiary institutions; and improving

internal relationships (PricewaterhouseCoopers 2006; Mahendran, Dockery and Affleck 2007).
Importantly, the Rail { T Af £ & FyR [/ I NBSNJ / addayfiesiab Opdiority, the goal df (1 NI (
providing good management practices and to be an employer who cares for employees. This strategy will

involve developing customised programs to build management capability, improve communication

systems and introduce coaching or mentoring for managers.

More recently, the global financial crisis and talk of widespread job losses across all sectors has
destabilised the all-important but delicate balance in workplace relations. Unionised public sector
organisations are more vulnerable to the harmful effects of a breakdown in relationships during
retrenchment projects and managers will need to demonstrate considerable leadership skills when
informing and consulting with employees about forthcoming changes. Unlike the baby boomer-
generation of managers, it is thought that Generation X and emerging Generation Y managers are ill-
equipped to deal with retrenchment projects (Aziz 2008; CIPD 2008).

In the UK, two leading rail sector organisations have already begun to address these needs by investing in
purpose-built centres of excellence to provide high quality venues for learning and development
programs. First, Virgin Trains has opened a new Talent Academy in Crewe (a town with historical rail
industry connections). The centre expected to deliver approximately 2,300 days of diverse training in
2008, part of which included L&MD. Second, Network Rail took a significant step forward by opening the
Westwood Leadership Development Centre in 2005, a management training facility which is located close
to the prestigious Warwick Business School. Programs are facilitated by a wide range of preferred training
partners including experts fr oimanifatioml EXdefience, avdrld- i
class business available for the different management roles and often residential, allowing time away
from the office environment to build collegial relationships and focus on learning. In 2007/2008over 3,000
people from all parts of the network attended a leadership development program focusing specifically on
the management of performance.

—
<
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Network Rail issues can be complex and technical, and the company wanted to avoid a situation where

there was rapid turnover of employees with huge corporate memory, leaving us with no option but to

use expensive, time-c onsumi ng recruitment processes .. Our ch:
Rail's talent and succession planning; and to ensure a talent pool for the future. We worked with the

University of Warwick and the Centre for High Performance Development to devise a process to

identify, select, assess, develop and manage talent across the company. We then established a world-

class leadership centre to run development centres, training and education programs, strategy planning

and functional events. University-accredited leadership programs included assignments on real business

issues that were relevant to Network Rail, and this enabled us to build a substantial talent pool, ready to

take the next step up. (Peter Bennett, HR Director Network Rail)

At Westwood, Network Rail managers can engage in a wide range of post graduate and/or professional
development programs such as the University of Warwick’ deadership development program.
Alternatively they can attend other leading institutions such as the Sheffield Hallam University Foundation
Degree in Railway Engineering. Additionally, [who has developed] an on-line Leadership Toolkit to support
the ongoing learning away from the scheduled courses.

Other management development initiatives in North America include a four-week certificate course

of fered by the Michigan State Uni vedcsursd hgs’bsen Rai
developed by RMP with input from Class | and Class Il railroad education and training directors as well as

the Association of American Railroads, American Short Line & Regional Association and Federal Railroad
Administration (Vantuono 2007). The program is taught by a combination of academics and industry
practitioners. Designed for railroaders with two or moreye ar s’ service who shov
and management capability”, week four of the pr
specifically on managerial issues and leadership development. Subjects include: reading and
understanding financial reports; network analysis; car management; scheduling crews and equipment and

other resources; comparative railway systems and operations; and an understanding of the issues that

affect the future of the industry.

In a technically and operationally complex industry like railroading, experience and longevity count for a

l ot , so retaining good people is perhaps more im
society, where frequent job and career changes are a rule rather than the exception, this has become

quite challenging for the railroads [in America]. (Vantuono 2007, p.3)

I ndian Railways (I R), the world’'s | argest empl
continual improvement in L&MD for over 15y e ar s . Part of |l R s strategi
management in t her ' s a-f teditonally left behind other investment priorities such as
engineering and technology. Following extensive consultation with a number of European rail operators,

IR recognised an urgent need for L&MD, especially the development of people skills and self-development

at the senior levels (Analoui 1995). Working in collaboration with the Indian Institute of Management, the

Railway Staff College and Manchester Business School, IR ran successful development programs of eight

weeks for senior and mid-career middle managers throughout the late 1990s and later extended this

training to early career managers (Verghese 2000).

In 2005, IR responded further by setting-up the International Railway Strategic Management Institute
(IRSMI) as a collaborative project with the Union of International Railways (UIC). Located on a 30,000 sq
metre complex in Chanakyapuri, New Delhi, the institute provides a semi-rail sector MBA for India and
training modules are prepared in consultation with leading global business schools including HEC Business
School in Paris and UIC. The setting up of the IRSMI was approved by the UIC which felt there was an
urgent need for an international railway management institute, exclusively for rail sector management. IR
contributed EUR 2.5 million to the IRSMI and other funding comes from fee earning opportunities.
Ultimately, the centre delivers three levels of program for senior/leading executives, middle management
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and workshop seminars on specific areas of interest; supplementing the six other centralised training
institutes spread across India.

At present, no such central management development centre exists for the Australian rail sector.

2.2

The research findings

Based on the findings of this scoping project, it is possible to identify that:

Rail operator and infrastructure organisations were acutely aware of the challenges facing their
industry and were committed to funding and developing a range of training programs for developing
managers and leaders, although it was not always seen as a priority.

The breadth and depth of training available depended on the size of organisation and presence of
senior human resources practitioners — who advocated L&MD and framed the benefits in context to
the wider business success.

In each of the organisations there was no explicit policy on L&MD, but senior managers included the
cost of training programs into the annual business planning cycle.

In all cases, training was stratified according to managerial level (i.e. senior manager, middle
manager, team manager and team leader).

Many in-house development programs offered transition opportunities to more formal academic
gualifications pathways, but this was not compulsory.

Commitment to L&MD was continuing despite the tough economic conditions though, in some
business areas, technical subjects attracted more support from senior engineering managers than
soft-skills training.

Front-line or supervisory management development was seen as the major priority at the present
time. At the professional level, where between 50 and 80 per cent of appointees may come from the
external market, people management skills were assessed as part of a recruitment strategy or
performance review processes.

Some L&MD programs were available to employees who showed potential — based on a
recommendation from a sponsoring manager. This was seen as a useful tool to enhance prospects
and develop career pathways — helping to retain talented people.

Support for a national centre of leadership excellence would have to be seen as an economically
viable proposition.

Having a stable senior management team was thought to add commitment to L&MD programs.

3. The leadership and management development agenda

CRC for Rail Innovation Page 5



Scoping rail specific leadership and management development

3.1 A changing role for managers

We know from many sources of text that leadership and management activities will be fast-changing,
complex, dynamic and accountable in the years ahead (Drucker 1992; Karpin 1995; Callan 2001).
Coll aborative working arrangements and increase
management practices wil!/ be no ,lresutigganra ngedpfprr opr
continual improvements in both training curriculum and practice. Modern management is increasingly
conceptualised as a process of debate and consultation rather than as a process of instruction (Hardy and

Palmer 1999) and this brings new challenges to the management agenda. Managers are also recognised

as having a ‘key role t o [Btataiy2006,n.103) iactuding plahnimgandn g w
maintaining a positive work environment. Moreover, there are strong linkages between structural change
programs (such as business re-organisation) and the need for management development, especially
learning that enables managers to deal with ambiguity, complexity, cultural diversity and paradox
(Holbeche 2008). There is an emerging argument to include the development of political skills in
contemporary management programs. Political skills have been descri bed as the
management selection, training and development (Hartley and Branicki 2006, p.8). Part of this suggestion
calls for management tr ai nhe ctogextt 0 aedichte @ahageps todben a b
guided by their moral compass —sometimes referred to as adopting an authentic approach to leadership.

For example: being able to understand the interests and values of a wide range of stakeholders; behaving
altruistically; demonstrating integrity; and providing a sense of meaning and purpose that includes and
engages all parties (Cashman 1997; Englert, Seymour and Johnstone 2006; Hartley and Branicki 2006;

Overall 2008). More recently, the impact of the economic downturn has re-ignited and increased
employment relations disputes, such as personal grievances and tribunal cases. This development has
created an urgent need for line managers to share the responsibility for dealing with human resource

(HR) issues — as HR departments become distracted with risk management projects and struggle to cope

with the higher workload (Logan 2008).

3.2 Leadership and the management of change

Research from North America indicates an increasingly interdisciplinary approach to developing L&MD
curriculum. This includes higher educational institutions working in partnership with organisations to
develop programs based on an integration of communication studies, organisational behaviour,
organisational development and psychology (Easley, McMaster and Tate 2003). Reports from the
Australian rail industry call for L&MD to be positioned at the centre of strategic change management,
recognising both the need f or anceltcaemlgaee itdnned a réf)h e i
Since change management initiatives are normally perceived by employees as a threat, any further
development of the rail industry would require managers and leaders to incorporate the lessons they had
learned from the past. In the future, rail industry managers will need to devote much more effort to
improving communication systems, promoting employee participation, encouraging involvement in
decisions and providing rewards. Research shows clearly that communication is a first-order strategy for
successfully implementing organisational change and that employee participation reduces the fear and
associated resistance (Hellriegel and Slocum 1995; McShane and Glinow 2000). In particular, first-line
managers are the conduits in achieving change and share responsibility for downstream improvements in
performance. Evidence from the New Zealand manufacturing sector found that managers could get away
with almost anything as long as they are perceived as being fair.

One research parti ci pan jthesemployees are Wilfing to do whatsis asked i
of t hem, W (Shiott 2008, pr2A)a ®hie dorhment suggests perceptions of fairness were an

—_
aO)
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important factor in the level of employee lenience on potentially contentious issues and reinforced the
notion of psychological contracting during change management programs. This may include work
reorganisation or the imposition of rules. In other words, when managers demonstrated a belief in their
people, employees responded with unobstructed consent on most initiatives, and people were happy to
go beyond the limits — as long as they considered the process was fair.

33 The duality of leading a transitional and new generation of rail workers

Another fast-growing area of interest, and somewhat connected with the context of age, calls for
management development programs to reflect the desires and aspirations of younger managers, who are
keen to embrace new technology, take responsibility for their own learning and development, but require
more support, communication and recognition from their line managers. Younger managers value career
building, the opportunity to acquire transferable skills, and they are quick to take-on the organisation
values such as engaging with the emerging notion of authentic leadership (MacLeod 2008).

Of equal importance to L&MD is the issue of dealing with an ageing workforce, and the challenges of
leading people who may have considerable experience to offer, want to retire, but are financially
dependant upon remaining in employment for the foreseeable future. The problems of demography are
well documented in rail reports (ANTA 2008a) but the recent downturn in global economic performance
and stock market crisis has significantly cut into superannuation funding arrangements, so the trend of
early retirement among baby boomers in the 1980s has given way to a financial need for people to stay in
work longer. This means the earlier projections of a future skills deficit may be replaced with an, as yet,
unpredictable surplus of older, disgruntled and overworked employees who are less skilled. According to
research carried out for the former Australian National Training Authority, transport and storage industry
workers are among the oldest in all sectors at 41.6 years. From this group, 57.8 per cent of those over the
aged of 45 years had no post-secondary education and 47.6 per cent worked more than 40 hours per
week (ANTA 2008a). This situation poses several issues for the L&MD agenda.

First, the informationage means that today’' s employees are a
downturn poses — and therefore more apprehensive than their bosses may realise. In particular, longer
serving employees will have vivid recollections of the 1980s. Therefore, after several years of economic
growth, emerging L&MD curriculum will need to draw from the past experiences of working in a
depressed economy (during the 1980s), develop new training and development modules, but set the
l earning i n cworkflaee xHallengeo (Azit Z0@BRA Gne example of this draws from UK
research where 85 per cent of executives reported a management over-use of email and less focus on
face-to-face meetings with the team. Managers will need to learn, or re-learn, how to deliver bad news
and then motivate the team to achieve challenging performance goals. Secondly, L&MD curriculum will
need to reflect the important role of training in helping older workers align with their work environment.
Retraining a competent older worker may be a better option than trying to find new recruits, but the
manager will need to be familiar with techniques and skills more associated with the human resource,
education and training professions (AVTA 2008b). Finally, Generation X and Y managers will require new
skills and a degree of humility not so evident in previous generations. According to Reh (2008, p.1), )

workers know who the boss is, they grew up in a hierarchical society, most of them may have been bosses
at some point and they donrit daésp’ wasBmpngssi ink

ol de

34 The research findings

Based on the findings of this scoping activity, it is possible to confirm that:
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4,

Historically, the management agendas have been driven by operational or technical issues rather than
building human capability and workforce development. Through on-going processes of internal
communications (such as briefing systems and professional discussions), managers were slowly
coming to realise their role as people managers.

The rail organisations involved in this scoping project included culture development workshops or
modules in induction programs to raise awareness of the need to lead a committed, collaborative and
high performing culture.

Managers were frequently caught-up in the day-to-day operations of their respective businesses and
an environment of ongoing problem-solving and fire-fighting got in the way of managing people. One
respondent s aerydbyvious id this industry ib jobe ase not completed on time and this
generates a task-centred culture - neglecting the longer-term focus on leadership’. As such, leaders
need to be comfortable dealing with multiple tasks.

In one organisation, leaders were reported to be having some difficulty in communicating with their
staff, especially about performance and the identification of learning gaps. Normally, career decisions
form part of the professional development process, but they were not done well.

During periods of major change, organisations found it hard to coordinate L&MD projects; short-term
compliance training became the main focus as other development projects competed against each
other for the same resources.

People were becoming very weary of constant change in their organisations.
Uncoordinated L&MD can divide the momentum, purpose and overall consistency.
In rail, the high level of bureaucracy can inhibit leadership and individual empowerment.

Working in the public eye, rail sector leaders need to be aware of their responsibilities for commercial
and business acumen such as the need to be financially accountable.

In organisations with business unit operating structures, a reported lack of a top-down policy on
L&MD meant that less willing managers could get away with doing very little leadership development.
In these scenarios, more enlightened managers took the initiative to organise their own development
programs, but this made it harder for centralised HRD professionals to coordinate the learning events
and gain economies of scale or uniformity from the investments.

Provision of management qualifications

4.1

Academic versus competence-based pathways
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The impact of good management skills on productivity is well-understood, but there is a growing body of
evidence in the UK to demonstrate that management qualifications also have a positive effect. A report
compiled for the Chartered Management Institute (CMI) discovered that managers who are qualified are
more likely to invest in qualifications across their workforce and drive up the level of skill (Wilson,
Woodman and Essex 2007). To support this finding, Australian research indicates that people with a
Bachelors Degree qualification or above, are more likely to participate in formal and informal learning
(ABS 2008). In terms of improving productivity, UK employers most valued the MBA (74 per cent) and
Diploma (70 per cent), but two-thirds of employers also valued competence-based qualifications as
drivers of productivity — such as those based on the NVQ, AQTF and NZQA unit standard frameworks. UK
research shows that while the incidence of levels 3 and 4 competence-based qualifications has been rising
steadily in recent decades, the uptake of higher level 5 programs, especially in management, has
diminished concurrent with a sharp rise in MBAs (Tamkin, Hillage and Willison 2002).

For Generation Y managers (those currently under the age of 30), professional and formal academic
management qualifications were found to be the most effective method of learning and development as
they provided evidence of transferable skills and were portable across different roles (MacLeod 2008).
However, the 2008 Adult Learning Survey (ABS 2008) revealed that as learning becomes more structured,
there is a sharp decline in participation. Moreover, this result becomes more exaggerated with age and
those adults over the age of 50 are less likely to participate in any form of formal or informal learning.

4.2 Organisations offering leadership and management development

In recent years, due to the development of knowledge workers and the information age, the provision of
management qualifications has grown to become a diverse and lucrative market — affected by highly
competitive commercial interests, but the extent to which this level of competition enables or harms the
cause is relatively unknown. The traditional home of management development (i.e. university business
schools and former institutes of technology) has been upstaged progressively by a substantial rise in
private (or registered) training organisations, some with connections to professional bodies (such as the
Australian Institute of Management (AIM), Chartered Management Institute (CMI) and New Zealand
Institute of Management (NZIM); others linked to international franchises (such as the Australian
Leadership Development Centre). The remainder are stand-alone consulting or not-for-profit
organisations (such as the Australian Leadership Foundation). At the undergraduate level of management
skills development, such as the Australian Frontline Management Initiative (FMI), organisations such as
TAFE have been responsible for the delivery and assessment of programs across the nation. Currently, the
range of choices for both individual participants and organisational purchasers of L&MD (such as training
managers) is immense and there is a need for serious evaluation of the many programs on offer to ensure
both candidates and organisations are getting what they need. This is especially true when
management and leadership development has to be set in context to the industry requirements. It has
been pointed out (Bosworth and Wilson, 2002, cited in Tamkin, Hillage et al. 2002, p.7) that the context
within which management operates is very influential.

In recent years, the intense interest in developing leadership capability has led to the creation of many
interest groups. For example, research analysts in Canada have experienced confusion over the
jurisdictional responsibilities of management education and training provision. They argue that the public
are not always sure about which level of government department, agencies or institution provides which
service, but acknowledge the difficulty of demonstrating cohesion on a topic so diverse (OECD 2002). In a
similar vein, other complementary research from overseas supports this issue. In a UK survey, 65 per cent
of respondents reported there wereat t‘otohenadiyf ft &
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wer e C 0 (WflsehsWooadgndn and Essex 2007, p.17) and in New Zealand the Tertiary Education
Strategy 2007-12 recognises the need to monitor the quality and quantity of tertiary education
organisations (MOE 2007).

4.3 Approaches to delivery

Equally, the debate on L&MD needs to consider the approach used to deliver learning. We know from
earlier research that: (1) the completion of a given level of education does not guarantee the existence of
any particular competence; (2) classroom training is least likely to work for prime aged men and older
workers with low levels of initial education; (3) the training of displaced or re-organised workers after an
industrial downturn has no long-term benefits; and (4) general programs do not always meet the specific
needs of participants (OECD 2002). Other research has indicated that the type of management
development has a bearing on the chosen method of learning. Typically, but not always, group corporate
L&MD is provided by professional bodies or registered training organisations and professional
development for individual qualifications falls to the university graduate/postgraduate programs (Painter
2008), although there are exceptions to these findings as business schools commercialise their expertise
by setting-up entrepreneurial centres of excellence (such as the University of Warwick).

One common finding from research conducted in New Zealand showed that the highest returns from

training were gained from those with lower educational achievements and social status, supporting the

theory of diminishing returns from training. However, these people received the least amount of training,
reflecting a view that those who were already well-educated and trained received more development

than those who were not (Pells, Steel and Cox 2004). Equally, people with higher educational attainment

were more likely to participate in training. It was findings such as these that, in part, led to the
devel opment of entry l evel ‘“certificate gual i
Management Initiative is a good example.

4.4 The research findings
The organisations in this scoping reported:

e Using a variety of public sector institutions and private registered training providers to design and
deliver their L&MD programs, relying on proven relationships with reputable suppliers. Larger
organisations were RTOs in their own right and employed dedicated teams of human resources
professionals to design bespoke programs, with the help of external training providers. Smaller
companies, with limited human resource professionals, outsourced all L&MD to known providers and
took more advice on the training content.

e Some uncertainty among planners of L&MD in rail organisations about the merits of generic
development versus the targeted approach towards individually negotiated learning pathways.

e The critical mass of L&MD (1,000 people in one organisation) was being directed towards work group
leader and team manager levels. This was considered the area of greatest need and where the
highest numbers of leaders were deployed as the outward face of management to the organisation.

e With the exception of the AIM, which was offering short-courses on L&MD in a number of states,
there was no obvious pattern to the choice of training provider across the sector, other than a known
reputation, previous good relationship and the ability to offer in-house delivery where possible.
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e In recent years, there had been a move away from enforced alighment of L&MD with competence-
based qualifications, although options were still available for AQF assessment if employees sought a
Certificate IV or Diploma V in business management.

e One organisation estimated the current uptake among work group leaders and managers for AQF
qualifications was only one percent.

e A diverse array of external training organisations and human resource consultants were used to
custom design training course content. Sometimes, training courses came off-the-shelf and were
contextualised to an organisation’s requirements, at other times, the content was developed from
scratch. Where the programs had been contextualised, there remained some doubt on the extent of
this development.

e The introduction of performance management and professional development discussions was leading
organisations away from the generic' shdeéep’ approach to L&MD and
need or gap analysis. However, these processes were evolving slowly and not currently available to all
levels of the management hierarchy - slowly extending to the work group leader level.

e By and large, attendance on L&MD courses was not compulsory, but the organisations expected new
managers or team leaders to take part.

e Entry level management qualifications were based on the TAFE system, middle level courses used
external consultants or reputable professional institutions and senior level courses offered some
alliance with post-graduate university programs.

e At the senior management level, one rail organisation was offering an advanced development
program based on five modules from a university MBA course. Each module of the program is based
on a combination of pre-course work, intense four-day residential workshops and an assessment
process. If successful, the credits can be accredited as recognition of prior learning (RPL) towards the
full MBA. The modules are:

- Leadership and management

- Managing people, relationships and performance
- Creating strategy

- Implementing strategy

- Finance

Although this program was relatively new (since June 2007), managers were expected to complete
the modules in approximately two years.

e It was hard to ascertain the full extent of executive L&MD development within the scope of this
survey, but one organisation was considering a program of development with a niche international
business school. The rationale for this decision came from a desire from the CEO for the senior
executives to have global awareness of strategic issues and be able to build relationships with other
executives from leading organisations.

e One emerging challenge for larger organisations was to ensure a consistency of delivery, opportunity
and evaluation of L&MD within business groups. Some business groups may have sophisticated
learning and development plans to engage employees in L&MD, while other groups could be less
advantaged.
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e Table 4.1 shows how two organisations stratified their approach to leadership and management
training across the different tiers of management and supported the learning with on-job
development programs such as coaching and mentoring. In each case, a performance management or
appraisal review system enabled individual learning needs to be identified as part of an agreed
planning process.

Table 4.1: Two approaches to the stratification of leadership and management development

Job level(s)

Training

First-line management

Middle management

Senior management

Executive*

Development

Ongoing on-job coaching , mentoring and specific training opportunities which may come from a PDP

Support . Performance Training needs analysis

Annual review Performance agreement
processes development and PDP
Job level (s) 6 5 4 3 2
Training Work Group Leader Team Leader Middle Manager Senior Manager Executive*

Development

from the PDP

Ongoing on-job coaching, work shadowing, mentoring and specific training opportunities which may come

Support
processes

Business planning

Performance discussion

Capability assessment

Development planning

*Indicates the unknown/tenuous/informalnature L&MDat theselevels

5. The Frontline Management Initiative

5.1

What is the Frontline Management Initiative?
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The Frontline Management Initiative (FMI) is a major program of management and leadership
development that was developed by the Australian National Training Authority (ANTA) for Australian
managers following the Karpin Report in 1995. Designed to support workplace and organisational learning
and based, in part, on the British model constructed by the Management Charter Initiative (MCI) in the
1990s, the FMI program offers a national program of competency-based management development at
Certificate levels 3 and 4 and Diploma on the Australian Qualifications Training Framework (AQTF). The
FMI program is based on eleven units:

Table 5.1: Frontline Management Initiative

Core units (5) Elective units (6)
Managing work priorities Building teams
Leadership Managing information
Managing people Managing customer service
Managing operations Continuous quality improvement
Managing safety Managing change and innovation

Developing people

Certificate Il Certificate VI Diploma
Core units 4 5 5
Elective units 2 3 6

5.2 Features of the Frontline Management Initiative

The FMI is a learning framework, not a curriculum, able to be adapted to different management roles and
contexts, although it recognises that the target candidates are likely to be first-line managers and team
leaders. FMI moves away from restricted training to workplace learning and knowledge construction and
is reported to be a catalyst for organisational development/culture change, while improving the
manager's capability to embrace change and i nnc
for Vocational Education Research (NCVER) (Barratt-Pugh and Soutar 2002) suggests there is some
evidence that FMI acts as a catalyst to professional development with  participants  taking-up  other
forms of higher qualification as a result of their FMI experience. As a competence-based program, FMI is
adaptive and can accommodate a flexible approach to delivery and assessment within organisations.
However, FMI is reported to be most suited to medium-large organisations where training managers act
as an i mport ant in‘prenvoénptheaiptakemfaFMI! It seenas that whert human resource
practitioners are at the vanguard of FMI implementation, the program is sustained. At the time of the
NCVER report, FMI had received very little criticism, probably because of the extensive consultation and
road-testing before final implementation. However, the uptake of FMI within rail sector organisations
and its impact on management performance is dispersed and unknown at this stage.

5.3 The research findings

Organisations reported:
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e The Frontline Management Initiative program at Certificate IV was popular in organisations that
outsourced L&MD for work group leaders and team managers — using proven suppliers, such as the
Australian Institute of Management, consultants or equivalent TAFE organisations.

e One organisation had withdrawn from Certificate IV training, claiming that the program provided
qualified managers that could not do their jobs. This has been replaced with an internally designed
range of short three-day courses catering for the different classifications of first-line manager and
their respective levels of literacy and numeracy. These were tiered into five clusters:

- Foundation awareness (role specific awareness of leadership)

- Positive leadership (communications, briefing groups, performance and coaching)

- Safety

- Delivering business results (customer service, project management)

- Personal effectiveness (business writing, conflict resolution, time management, stress)

e Programs were delivered locally on site (subject to sufficient numbers) or externally at centralised
training centres in each state. In remote areas, an on-line option of course delivery was available and
this was also helpful for fast-track or slower learning styles. Program completion varied between six
to 18 months.

e Work group leaders were more likely to be recruited from within the ranks (estimated up to 80 per
cent) and be new to the challenges of managing people, although some had experience of leadership
from other jobs. They did not have the same experience as people who were recruited into middle or
senior management roles.

e Employees were made aware of L&MD opportunities through discussions with their immediate line
managers, company induction programs, performance review processes or on the intranet.

e On-line options also included an option for supervising managers to engage in the course progress by
coaching or mentoring the learners.

e Many of the frontline courses were relatively new (less than three years), so there was little
evaluative data to indicate what impact the training was having on business performance.

e No payment was attached to gaining a management qualification.
e Courses offered as part of an AQF qualification pathway were assessed by external agencies.

e The cost of providing Certificate Level IV frontline management development was lower in some parts
of Australia due to special funding arrangements available exclusively to state agencies. This was
considered a disadvantage to private organisations, unable to access the funding.

e One manager questioned if the FMI was too ambitiousf o r ganger s’ who h
of management development. He suggested an interim or introductory program might be more
appropriate as a first step.

6. Approaches to implementing leadership and management development

6.1 Learning styles and the value of e-learning

CRC for Rail Innovation Page 14



Scoping rail specific leadership and management development

Research from the UK indicates that action learning, 360-degree feedback, coaching and mentoring
programs are among the most effective methods of leadership development. The IRS Leadership
Development Survey of 84 organisations covering a workforce of 476,000 people showed that, despite
widespread uptake, e-learning was regarded as the least effective method by one quarter (n=23) of the
organisations polled. Other learning methods reported to be less effective, or not make the grade,
included conferences, classroom-based learning and interactive/drama based learning (Williams 2008). In
other research, the high reported use and effectiveness of computer-based management resources,
structured e-learning programs were rated as the least effective method of learning by 59 per cent of 862
respondents, all under the age of 35. They believed the program rigidity and lack of support was an
unrewarding and demotivating way of learning (MacLeod 2008). Other reports claim employees prefer an
equal contribution of formal and informal learning activities as the tools of management development
(AIM 2003), a concept kno wn as ‘ bl e (Spdreow 2004)e Howener, thig) dpproach to training
delivery can be a complex task as the different elements of learning need to be analysed to determine
which is most suitable for on-line application. Evidence shows that e-learning is helpful when employers
need to distribute generic knowledge to large numbers of employees in a cost effective way, such as
health and safety or compliance training, but that unsupported e-learning may be unsuitable for soft skill
topics such as management and leadership development (Scott-Jackson, Edney and Rushent 2007).

There are also suggestions that e-learning is perceived as second-class and may not cater for different
learning styles, restricting the social dimension of adult learning. Interactivity with other learners, critical
discussion and group feedback have long been recognised as important aspects of how adults learn
(Knowles, Holton and Swanson 2005). Australia has a long history of delivering learning solutions to
remote locations, but e-learning is relatively new to the rail industry, so more needs to be known about
the perceptions of rail managers towards on-line options and the availability of computer resources.
Furthermore, the CMI research indicated unless organisations invest in high-quality and interactive on-
line learning programs, Generation Y managers (with more recent experience of sophisticated internet
game technology) will not be impressed by corporate e-learning and not engage.

6.2 The research findings
The research findings indicated that:

e The respondents were unanimous in their belief that a combination of approaches provided the best
learning, but this also depended on the learning style, subject-matter and personal circumstances of
the individual. Blended learning often included a range of learning strategies such as formal group
training workshops, coaching/mentoring, external advancement or on-job work experience and
higher education postgraduate courses for those who sought professional career development.

e Not only was e-learning helpful in remote locations, but it was thought to reduce travel costs and
forced managers to embrace new technology.

e e-learning was most useful as a supporting tool to complement taught or group learning.

e At the senior levels of management development, conference attendance and participation was
thought to stimulate learning and provide networking opportunities.

Leadership and management competencies

7.1 Competence and capability
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The terms competency and competence-based training have grown to become a common language
among education and training professionals who use competencies to define, measure and enhance the
performance of leaders and managers. Sincethe | ate 1980s, a spirit
economies has underpinned the widespread introduction of workplace competencies as a central
component of human resource development (Bullock, Stallybrass and Trombley 1977; Usher, Bryant and
Johnson 1997). Government-led initiatives aimed at stimulating economic growth (such as the creation of
AQTF, NVQ and NZQA) have allocated substantial funding for research and development into
competence-based frameworks and learning programs — which include L&MD.

There are many approaches to utilising leadership and management competencies. Some organisations
choose to adopt a bundle of generic competencies, such as those developed by Lominger International
(www.lominger.com) or Development Dimensions International www.ddiworld.com), while others have
opted for ‘“industry specific’ competencies
professional qualifications, such as those offered by AIM, NZIM and CMI, use clusters of generic and
elective competencies as learning pathways.

The pro-competency movement claims to offer a more applied approach to L& MD than traditional
gualification pathways and focuses on what
However, the educational debate implied in this argument is strong and politically divides those who
favour competence-based L&MD and those who value more academic pathways. In recent years, more
pragmatic approaches to L&MD have taken a complementary viewpoint rather than a one-over-the-other
approach and, despite the ongoing debate, there remains a view that using competency frameworks as
the focus of L&MD serves a dual purpose of facilitating the identification of learning needs and ensuring
that learning is aligned with business needs (Garavan and McGuire 2001). In Australia, and other
countries such as the UK, New Zealand and South Africa, management competencies are an integral part
of the national qualifications framework and owned by Innovation and Business Australia (an Industry
Skills Council). The emergence of capability frameworks has grown in parallel with competency
development and while the latter has adopted a national perspective, capability models have emerged
from applied research in specific sectors such as those developed by Callan (2001) and the APSC (2003).
Whether rail industry organisations could adopt or adapt any of these capability frameworks and apply
them generically is currently unknown, but the notion offers good potential for further exploration.

7.2 The research findings

e At this stage, as a scoping project, we do not know the full extent to which current programs in L&MD
within rail organisations align with national competencies or capability frameworks, nor have we
evaluated the downstream benefits of achieving this alignment. However, what we can say with some
certainty is that L&MD capability frameworks exist in some of the larger rail organisations and that
elements of in-house training programs are aligned with national standards of competence.
Additionally, capability frameworks and competence-based assessments are increasingly woven into
elaborate performance management and career succession planning systems.

e There appeared to be some connection between the qualifications/experience of internal human
resource professionals and the use of competence-based assessment models such as 360 degree
feedback tools and/or Human Synergistic™behavioural measurement tools. Where the residing HR
professional had external accreditation to facilitate these models, they featured as part of a
sophisticated process of L&MD, but when the HR team relied on external provision, the tools were
less popular, possibly due to the high upfront and ongoing costs. It follows that there is likely to be a
higher level of complexity when implementing L&MD in larger organisations.
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e There was evidence to suggest that larger organisations were more likely to use boutique training
interventions where the tangible benefits were much harder to evaluate, such as drama based
learning. Smaller organisations tended to stay with the less expensive, tried-and-tested approaches.

e Based on this relatively small sample, there appeared to be a pattern to how L&MD was deployed:
- Senior managers interviewed were not taking part in the L&MD programs they supported.
- Executive managers did other training that nobody knew very much about.

- With a few exceptions, HRD managers were involved in course design, arranged enrolments
and facilitating mentoring, but did not take part in the actual programs.

8. Organisational commitment to leadership and management development

8.1 Executive buy-in
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It is well-acknowledged that chief executive officers and senior managers have a significant part to play in
creating an organisational culture that supports L&MD and they usually define the criteria for success. In
Canada, a successful country with similar political, social and economic structures to Australia, the Adult
Education and Training Survey (AETS) conducted in 1997 revealed that professional and managerial
employees, who worked for large companies in the public utilities and administration sectors, enjoyed
more opportunities to participate in education and training programs than other groups such as
construction, trade and blue collar operations. Yet, the IRS Leadership Development Survey of 84
organisations in the UK revealed almost 12 per cent of the respondents (n=10) did not provide leadership
development due to a lack of buy-in and funding from senior managers. Major barriers to participation
were situational and included a shortage of time, work responsibilities, convenience of location and other
resource-based issues (OECD 2002; Williams 2008).

Part of this problem stems from an uncertainty of knowing if L&MD actually generates a return on
investment. Historically, poor evaluation of trainingpr oj ect s has contri but
among S eni dShort B3NP )gneaking training projects the first casualty of budget cuts (CIPD
2005). Almost half of the 84 organisations surveyed in the IRS Leadership Development Survey failed to
achieve a return on investment (Williams 2008). Other research suggests organisations might gain more
from their L&MD projects if they let managers apply the knowledge back in the workplace (Painter 2008),
but sometimes this opportunity is not present. Tamkin (2007) found that having the infrastructure in
place to support management development (like policy, appraisal and evaluation mechanisms) was
helpful to the uptake of L&MD but success was sustainable only when managers perceived the
development as credible. Moreover, how L&MD is planned into annual budgets may be significant to the
uptake and sustainability of programs, as investments in L&MD can be expensive. Australian research
indicated one in two organisations reported the sources of management development funding as a
combination of corporate and business unit/divisional budgets (AIM 2003). Many larger firms tend to be
subsidiaries of multinational companies and secure investment for L&MD from overseas budgets,
although local autonomy may be lost on the learning content, as program objectives are directed towards
corporate outcomes. One successful approach to harnessing senior management commitment towards a
systematic delivery and evaluation of human resource development has been the Investor in People
Standard (see 8.3).

8.2 Quality standards and management development

In recent years, international quality standards such as I1SO9001, Baldridge Criteria, the EFQM framework
and Investors in People have been used extensively by organisations to promote Total Quality
Management and Business Excellence concepts (Oakland 2004). In these frameworks, management
practices and leadership form part of the overall evaluative criteria and this is helpful to an assessment of
management capability. However, one of the difficulties in improving leadership and management
capability has been the absence of any rigorous data (Tamkin, Hillage and Willison 2002) and in Australia,
sufficient, relevant and comprehensive information is hard to find — indicating a need for more
information to be gathered. Of these international frameworks, Investors in People offers an interesting
prospect for organisational development in the rail industry; in 2007, Virgin Trains became the first
company of the Virgin Group to be officially recognised as an Investor in People.

8.3 Investor in People

Investor in People (liP) is a Standard and quality assurance framework of organisational development that
was created in the United Kingdom in 1990 to address the urgent need for much improved levels of

CRC for Rail Innovation Page 18



Scoping rail specific leadership and management development

9.

learning and development in organisations. Research, sponsored by the UK Government during the mid
1980s had revealed that: world-class organisations, and successful economies, invested in their people on
a sustained basis; managers in successful organisations displayed an unrelenting commitment to people
development and training projects were evaluated against the business benefits. Since 1990, the uptake
of liP in the UK has been substantial and presently 17,000 organisations have been accredited and/or re-
accredited on a two-yearly audit cycle. This means approximately 33 percent o f t he UK's
population are employed by an liP organisation. In a 2006 survey of 1,166 organisations across all UK
sectors (commissioned by |iP), 73 per cent said that working with the |iP Standard had strengthened
leadership and management within their organisations (MSC 2007).

Throughout the period 1990-1995, British organisations of all sizes were encouraged to register for IiP,
with substantial financial assistance from central government. Additionally, a substantial marketing
campaign ensured a high level of stakeholder awareness. In recent years, the Standard has survived on its
record of success and longitudinal research (undertaken by the Institute of Employment Studies) has
shown a wide range of impressive benefits for participating organisations such as: reduced staff turnover,
improved recruitment and retention, lower absence, a reduction in industrial conflicts and improved
employee relations.

Investor in People made a transition to the international markets in the mid 1990s, with accredited
outlets emerging in 14 countries, including Australia, New Zealand and India. Today, it is estimated that
40,000 organisations around the world are working with the Standard, However, success in the Australian
and New Zealand markets has been mixed and operators of the accredited centres have struggled to gain
the same volume of take-up as the UK. Much of the reluctance has focussed around the applicability of an
English-derived Standard to different cultures and contexts. In 1995, liP began pilot groups in Australia
with the support of the Commonwealth Department of Employment, Education and Training (later the
Department of Employment, Education, Workplace Relations) and the Australian Institute of
Management (AIM) developed and adapted the Standard for Australia and re-launched the revised
version on 1996.

8.4 The research findings

e The breadth of opportunities for L&MD indicated a strong commitment by rail executives, but this
project within its scoping brief could not ascertain the full extent to which these investments in L&MD
were evaluated for effectiveness and/or business return. The organisations involved in this study
were going through periods of change, and this transformation presented an internal complexity that
clouded the evaluative picture.

e Knowledge of organisational development frameworks, such as Investors in People and Business
Excellence models, was not apparent in all of the rail organisations surveyed, nor was there an
internal awareness of how these models could help solve some of the strategic issues within the rail
industry. It was unclear if this low level of awareness among those interviewed reflected a poor level
of knowledge/experience of these concepts, was considered inappropriate for the Australians rail
sector or that senior managers had made a conscious decision against the uptake of these ideas.

Summary and recommendations for further research
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Table 9.1: Comparative analysis based on a selection of interview data

Feature

Organisation 1

Organisation 2

Organisation 3

Size of organisation

Medium

Larger

Smaller

Do all managers have the
opportunity to take part in
leadership development?

Yes, the opportunities are
extensive, but approval is
required from the line
manager.

Yes, on application as part of
a wider professional
development discussion.

Yes, all have the opportunity,
but middle and senior
managers can ask following a
performance review.

Is the training on
leadership and
management development
compulsory?

No, but team leaders are
expected to take part.

Some basic programs are
compulsory at the blue collar
level, but otherwise the
development is optional

No, business units organise
their own training with help
from internal L&D/HRD
professionals.

Additional salary for
completing training

No

No

No

Is the training aligned with
AQF qualifications?

Yes, we use the Cert IV
standards are used for front
line work group leaders and
team managers.

Yes, some training modules
can be assessed and
accredited on the AQTF
framework, on request.

Yes, but only for the front-
line managers at Cert IV
level.

Is the training carried our
in-house or external?

Largely, external provision
using a number of known
consultants and RTOs.

As a RTO, they use a range of
consulting providers but they
deliver in the organisation

Externally, by a locally
known RTO/Consulting
organisation.

Is leadership capability
discussed as part of an
appraisal process?

Yes

Yes, but the system is
currently being refined to
incorporate gap analysis.

Yes, but not explicitly

Is the training on
leadership and
management linked to
academic qualifications?

Yes, the senior management
program aligns with modules
taken from a MBA.

No, but managers can take
part in ra ran
speci fic’ ma s

No, unless the manager
decides to pursue a formal
qualification as individual
development.

Do you have an
organisational policy on
leadership and
management?

No, but the executive team is
committed to management
development as part of the
strategic planning.

No, but there are draft
policies on higher education,
external development and
leadership.

No, but there is a policy on
learning and development.

What are the current
issues on leadership and
management development

A need to make training
more specific to individual
need and less generic.

Opportunities are linked to
our strategy for growth and
may diminish over time.

Historically, these topics
have not been seen as a
priority.

A need to find ways of
making sure pre and post-
training evaluations happen.

Make the trai
focussed and less generic

We could promote the topic
earlier

I't's all abou
knowing how much to do.

This scoping project revealed a number of areas for both cross-sectional quantitative and longitudinal qualitative

research:
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Management capability

Given that many rail organisations are already investing in L&MD, and using a wide selection of training
providers to design and deliver their programs, there is a need to:

- Identify and evaluate precisely what the L&MD courses are trying to achieve. Most of those
interviewed recognisedt he i mpor t an esep eclievblopment, butgwe heedaoiexplore
what this means, how the interpretations vary across the training providers and if generic programs
would be sufficient.

- ldentify the competency or capability outcomes required of managers in the rail industry. This
information would construct into a framework for benchmark comparison with other similar models
and enable rail executives to assess the approach in relation to their contemporaries in other
transport sectors and/or the international rail sector.

- Ascertain the extent to which a common approach to curriculum design and learning content could
be adopted by the training providers. This would build on the ARA strategic goal of rationalisation and
partnership, paving the way for a potential reduction in the development or delivery costs.

- Establish the place and value of management qualifications in the rail sector.

Evaluation of L&MD

Whilst this scoping project made it possible to determine that rail industry organisations engaged in a
wide range of management development initiatives, some of the programs were relatively new. As a
consequence, it was too early to evaluate if the program was satisfactory. There was a lack of reliable
evaluative information to clarify if the investments in management development were paying off. This
problem is not unique to the rail sector, but good quality evaluative information is vital to informing
strategic choices on future training decisions. Therefore, in the near future, it will become necessary to
understand how the development programs are improving management performance or satisfying the
organisations’ strategic needs and generating a return on investment. Furthermore, it would be helpful to
evaluate the processes used to identify business needs, individual learning needs, design curriculum and
deliver the training/learning content.

Utilisation of excellence models

Organisations surveyed for this report did not appear to be making use of international standards of
excellence (such as Investor in People and Business Excellence) to drive their strategies on organisational
development. Given the long-term success and history of these international frameworks overseas, and
the centrality of leadership in such models, the rail industry could be overlooking a major opportunity, so
it would be helpful to evaluate the feasibility of using such models.
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