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THE FEDERAL BUDGET:

Trade, Immigration and University Funding Systems.

The Australian Government’'s 2003 Federal Budget flags
significant changes for the higher education system. While
increased fees for students have grabbed the headlines, other
changes will have a marked effect on our activities, yet these
have received scant attention. As part of the Budget, Treasurer
Peter Costello announced measures to boost education
export earnings and described these as a “very big part”

of the budget. Australian educational institutions are further
encouraged to teach in foreign countries, and overseas
students are offered incentives to study in Australia. A new
class of visa, the Professional Development Visa, is being
developed. Education is not often viewed as an “export” but
in Australia that is exactly what it is. Our history is instructive.

As Europe formed a common market and single union through
the 1970s and 1980s, Australia was increasingly cut out of
important trade markets. In response, Australia economically
and openly positioned itself as part of the Asian market.

Trade was by no means conceived as limited to traditional
manufacturing, or to services such as tourism. Education

was developed as a product that could be
sold in these new markets.

Government treatment of education as “trade”
is long standing. A policy decision made
around 1987 by the Australian Government
offered the incentive to allow universities to
charge full fees for degrees and courses

“Australia has
become the
destination of
choice for many

degree program is not studying in Australia, but off-shore. This
approach has partly been driven by difficulties in getting visas
for international students and partly by the cost savings for
students not having to travel to Australia for their educational
requirements.

The MBA degree is an important aspect of this trade. All 39
Australian universities offer the MBA program. The domestic
market for MBA degrees in Australia has by no means dried
up, but the pool of potential students is limited. Increasingly,
antipodean business schools are focusing on recruitment in
Asia, and with some considerable success. Approximately
one-third of these international students are enrolled in post-
graduate courses, and there are more than 8,100 international
students enrolled in MBA programs in Australia. Of these,
around 7,100 are from Asia. Australia has become the
destination of choice for many international students, driven by
the perceived high quality of the education, the comparatively
low price of degrees, and the prospect of settlement in
Australia following successful completion of studies.

For a country with a small population, the
extraordinary success Australia has had

in exporting education is remarkable. The
percentage of international MBA students in
Australian universities from the Asian region
for the year 2001 was 88 percent, with China
accounting for 20.5 percent of all international

for. |nter.nat|ona\ students, ajd to a.IIow the 1nternat10nal MBA st_udgnts. This su§cess has supplemented
university concerned to retain the income, N university incomes, which Government has
albeit subject to certain restrictions. Other Students, .o declined (or been unable) to increase in line

countries by then had also allowed universities

to charge full fees for international students but had “clawed
back” such income, leaving little incentive at that time to
expand international markets.

In Australia the new policy had a demonstrable effect

of offering a lucrative stream of income to supplement
Government funding. Universities across Australia reacted
with different degrees of speed in embracing this new found
opportunity, but overall they worked to position themselves so
as to attract international students. Education in Australia is
now big business.

Demand for places in Australian universities outstrips supply,
and Government funding per student place has not increased
since 1996. Universities are under serious financial strain, with,
on average, less than half of each dollar spent at a university
coming from the public purse. In 1981, Commonwealth and
State Government funding provided 90 percent of total
university operating revenue. By 2001, this figure had

dropped to 45.6 percent.

Alternative sources of income have had to be found, and one
of those sources is the international student market. Education
has become one of the top five export earners with receipts

in excess of AUD4.2 billion in 2002. International students
account for one in every five students enrolled at an Australian
university. It is claimed, “Australia now has the largest
proportion of international tertiary students per head of
university student population (12.6 percent) of any of the
major providers of international education in the world”".

Australian universities have not simply recruited students to
their Australian campus sites, but also they have embraced the
notion of teaching students “off-shore” in their home countries.
One in three international students enrolled in an Australian

1 See http://www.austrade/gov/au “Education Capability Overview”"

with expenditure requirements.

As indicated earlier, one in three international students is
studying off-shore. The benefits not only accrue through the
value of the product sold off-shore, but through the potential
to attract students on-shore. In the case of La Trobe University,
for example, we have 14 active MBA tripartite partnerships

in China, all of which for successful completion of the MBA
qualification require a minimum number of subjects to be
completed on-shore in Australia. Further, we are working

to offer our MBA program in Hanoi, Singapore, Auckland

and Mongolia.

The new Professional Development Visa appears to be an
attractive incentive. It will enable MBA students to be more
easily recruited and attracted into Australia. It is a move long
awaited by some universities, including La Trobe, and will
significantly enhance our market
opportunities to sell professional
education.

While these changes have seen
little press to date, they will
make major changes to the way
education at our universities
takes place. The challenge, as
always, will be to ensure that the
grab for the dollar is balanced
by ensuring the product offered
is one of quality. That's our aim.

Professor Raymond Harbridge
Head of School

Email: r.harbridge@Iatrobe.edu.au
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EXECUTIVE EDUCATION
PROGRAMS

HUMAN RESOURCE
MANAGEMENT
WORKSHQOPS

The GSM and Optimum Performance Human
Resource Consultants offered programs from
January to June and July to December. They were
all presented at the John Scott Meeting House.
Some of the modules offered were: Selling Human
Resource Products, Enterprise Bargaining,
Performance Management and Succession Planning
and Human Resources Policies and Procedures.
Presenters included; Stephen Moore, Managing
Director, Optimum Performance, Mark Diserio,
Partner, Lander and Rogers and Thea O’Connor,
Senior Partner, Corporeal. Numbers varied according
to the topics presented.

2002 Two Day Conference

The popular Two Day Public Conference - Human
Resources Best Practice ‘Examining Contemporary
Issues in Leading Organisations’ was held on 26
and 27 June 2002 at the Graduate School of
Management attracting 35 participants from around
Australia. Guest speakers included Chris Williams,
Learning Systems Program Manager, NASA and
Jean Tully, Change Manager Business Customer
Organisation IT, Hewlett-Packard.

KNOWLEDGE
MANAGEMENT
SEMINAR

As part of its free research seminar series, the
Graduate School of Management was very pleased
with the attendance and spirited discussion that
followed the presentation provided by Waltraut Ritter,
the chairperson of the Hong Kong Knowledge
Management Society on 11 November 2002.

For more than 10 years, Ms Ritter has been
researching and advising companies on

managing knowledge and information in the
telecommunications, chemical, and financial services
industry, and in fact, her first study on information
and knowledge management was for the UNDP

(the United Nations Development Programme) in
New York and Geneva in 1989.

The management and protection of knowledge is
crucial to business success, yet most firms do not
manage what is generally regarded as their greatest
asset in today’s knowledge economy, i.e. the
knowledge and expertise of their people. Knowledge
is a resource that cannot be forced out of people,
which makes it very different to the other factors of
production (Kim and Mauborgen, 2003). Knowledge
management relies on the creation of an
organisational climate that encourages employees
to volunteer their creativity and expertise - an
environment of trust. This probably requires a

2003 TWO DAY PUBLIC CONFERENCE
THE 2003 TWO DAY PUBLIC CONFERENCE, “HUMAN RESOURCES BEST PRACTICE...
EXAMINING CONTEMPORARY ISSUES IN LEADING ORGANISATIONS’

Presented by Stephen Moore,
Optimum Performance Human
Resources Consultants, will be held
at Sheraton Towers on Monday 8
September and Tuesday 9 September.

The international guest speaker confirmed is Dan
Ault, Managing Director Human Resources, Western
Region, FedEx. Dan joined FedEx in 1986 as a
Senior Human Resources Representative where

he held a number of senior positions responsible

for delivering human resources services to
approximately 5,500 FedEx employees in the State of
California. In 2002 Dan was appointed to his current
position where he is now responsible for Human

Resources serving all FedEx employees in four
Western states of the USA. Other speakers include
Masele Siat'u, Oceania Nestle Australia; Simon
Thorne, GMHBA Limited; David Nicholson, BP
Australasia.

For further information
please contact Catherine McCarthy

Telephone: 03 9479 3114
Facsimile: 03 9479 3144
Email: c.mccarthy@latrobe.edu.au

Web: www.latrobe.edu.au/mba

different philosophy to HRM than the one that has
emerged over the last decade. Some firms have
tried to document and digitise everything, but as
Waltraut made clear in her presentation, knowledge
management is not something that can be driven by
IT professionals. This is an area where professionally
trained HR managers have a vital role to play.

Attendees were drawn from current students, GSM
Alumni and La Trobe University staff members.

Advice and consultancy services in this area are
available through the GSM by contacting Dr Lynne
Bennington on 94793140.

Dr Lynne Bennington and Waltraut Ritter
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CAN LEADERSHIP BE TAUGHT?

| developed a

leadership course using a combination of case studies, theory, and practical exercises borrowed from my time while
working with New Zealand Defence. | concluded from my observations that people could be taught facets of leadership

if they were willing to learn.

One of the approaches | used involved an exercise
taking groups of ten students through a caving
system. The students were given one snap light

per group, the chosen leader was given a set of
instructions, which he or she had to communicate
to the team, and then they were lowered into the
darkness. This cave system comprised a long
meandering sandstone tunnel with ice-cold water
rushing at varying depths against the studentsO
bodies. At one point the cave divided into two
passages, and the team must venture into a branch
that is completely submerged for approximately two
metres before once again opening into a larger
cavern. This is where members of the team often
demonstrate their reluctance to continue. They have
no idea of the waterOs depth, the length of the tunnel,
or the amount of time needed to hold their breath.
Real leadership skills are required to get the whole
team to complete this exercise.

The novelist Herman Hesse once argued that we
each have a thousand personalities hidden in a
mental closet. The circle of our consciousness
centres on one, but the others are in the darkness
waiting to come out. We have within us the
personalities of the whole of society, the bully, the
outcast, the nerd, the follower, the leader, and every
variation in between. Although we often change our
behaviours according to the circumstances in which
we find ourselves, we generally OallowO one of these
personalities to dominate over the others. When
confronted with a crisis situation, most people revert
to type. Their facades fall away, because it becomes
too difficult to sustain a personality based on an act.
The caving exercise usually reveals everyoneOs true
personalities within the first few minutes of entering
the caveOs cold, wet, and disorientating darkness.

Different leaders in the caving exercise demonstrate
different behaviours; Some try to bully their team into
moving forward, some attempt to negotiate although
this is difficult when slipping over rocks in freezing
darkness, with the noise of the rushing waters
overwhelming attempts at speech. Some teams
stand and argue rather than venture into the
unknown. Some leaders simply sit down and give up.
A few leaders send someone ahead to report back
on the conditions and this often convinces the team
to move forward. Information brings enlightenment,
once they know what lies ahead the team is less
reluctant to move forward. Generally, those leaders
who are autocratic decision-makers will simply go
forward alone expecting that everyone else will
follow. Unfortunately, once they take the snap light,
everyone else is left in total darkness. Have you ever
tried swimming fully submerged into onrushing,
freezing water in a pitch-black cave? These leaders
donOt make many friends!

| often use this caving example as a metaphor for
describing different organisational leadership
behaviours. How many managers dive into the
unknown, grasping the corporate vision (snap light),
expecting everyone else to blindly follow? It happens

all the time. Managers with leadership qualities will
attempt to communicate their vision and purpose,
ensuring that everyone knows where they are going
and what is expected of them. In the cave exercise
they will ensure that people are prepared and
informed, and they do this by passing the snap light
back and forth, communicating to the best of their
abilities what lies ahead, and by providing
encouragement and support.

It never ceased to amaze me how many of the

chosen team leaders left their teams behind in the
darkness while forging their solitary way ahead
(perhaps to prove that they were courageous

leaders? ThatOs another story), and how many then
showed disgust at their teamOs reluctance to follow
suit. How often have managers felt frustration at the
lack of OfollowershipO and the apparent lack of loyalty
being demonstrated by their subordinates? This is
often not due to an inability or unwillingness of
subordinates to follow or a reluctance to give their
loyalty. These subordinates have been left in the
Odark0, the Ocold®, and without a leader to guide and
direct them. Hardly surprising that such teams fail to
meet their objectives. ItOs not that they are afraid to
follow; the problem is that they donOt have a leader to
take them!

In the opening paragraph | suggested that
leadership could be taught ... if the student is willing
to learn. Each caving exercise (I also took the teams
up mountains) concluded with a feedback session.
The leader discussed his or her thoughts about the
exercise, the group spoke about their thoughts and

experiences, and finally | would give my review of
both the leader and the performance of the team as
a whole. Some people received the feedback on
their performance, accepting it as a learning
exercise, and if they felt inclined, made the
necessary adjustments. Their performance improved
significantly when required to lead the team through
another exercise (although | should add that this was
a complete form of organisational learning where the
teamOs overall performance also improved as they
absorbed more and more of the lessons, thus
making the leaderOs job easier).

Some people predictably didnOt receive their
feedback with the same amount of Ograce0, rejecting
all suggestions for improving their leadership style;
they attempted to justify their behaviour and made
excuses for their teamOs poor performance. Their
leadership styles didnOt alter throughout the

subsequent exercises, and not surprisingly, their

teams didnOt perform well under their continued and
unwavering Oguidance®. However, the teams did learn
to adjust to their particular type of leadership, mainly
by acting submissively and not participating in any
problem solving and decision making situations

when confronted with poor examples of leadership.

There is no one best way of leading, sometimes in a
crisis a shouted command is more appropriate than
calling a committee meeting: at other times making
the effort to reach a consensual agreement will
ensure that the team commits to the plan, even if it
has cost a little more time. What lessons can we
draw by observing leadership exercises such as the
one described here?

¥ As a leader never assume that your team knows
what to do. The goal must be clearly communicated.

¥ As a leader, donOt assume that your team lacks the
intellect or the ability to perform a task. They may
simply need more information and the opportunity to
discuss or think about their options.

¥ As the leader, donOt assume that you must have all
the answers. A leader should not be afraid to ask the
team for ideas and suggestions.

¥ As a leader, you must constantly reinforce your
vision and your objectives (passing the snap light
back and forth so that everyone can see where they
are going).

¥ As a leader, you must be flexible, changing styles

when required, and being tolerant of your followers®
occasional inability to OfindO the right path.

¥ As a leader, you must listen to your followers.
Sometimes you need to be in the midst of your
people rather than upfront Oshowing them how it
should be done®

¥ As a follower, you may find yourself in the dark on
occasions, as your leader®s enthusiasm and the
complexity of the task temporarily clouds his or her
vision. DonOt be afraid to ask for a slower pace and
OenlightenmentO.

¥ Everyone, be prepared to accept reasonable

feedback, learn from your mistakes, and always
search for
improvement.

In answer to the
question, can
leadership be taught?
It can be learned, and
lessons can be
structured to facilitate
such learning, but if
the student is not
willing to learn, then
leadership cannot be
taught.

Richard Pech
DipBusStud, MBA, PhD, Massey NZ

Email: r.pech@Ilatrobe.edu.au



