
Cardigans to Corporatism: some thoughts from research in progress

This paper constitutes some reflections and a beginning analysis of a research project on the
impact that award restructuring and corporatism is having on day-to-day life in three TAFE
Queensland colleges.  In the process some comparisons will eventually be made to colleges
in New South Wales, South Australia and Victoria.  At the start of the study, my methods
were mainly "ethnographic" -- intensive interviewing and participation where possible -- to
be around when something of importance happened or was discussed.  As the study
progresses I am finding, not surprisingly, that what is occurring can only be fully interpreted
by what Sartre (1967) calls the progressive regressive method.  This is done by taking steps
from the present situation, into past ones and then locating what different groups and
individuals view as future possibilities.  Thus, much of this paper will dwell on the strategies
of policy formulation and implementation  and very briefly on the interview materials which
are still being gathered and are only in a beginning state of analysis.  

Theoretically, the data and analysis in progress and in this paper derive from my reading of
the works of Ball (1991), Connell (1987), Pusey (1990), and Foucault as represented in
Martin, Gutman and Hutton's (1988) reproduction of Foucault's seminar on Technologies of
the Self.  As such my leaning is towards research that considers relations between power in
institutions and the formation of self.  My experience of a trade, of teaching and
administration positions in primary schools and in TAFE colleges and work in head office
also influences what I find and how it is reported.  

The paper contains three sections each of which is derived from Connell's (1987) suggestions
of levels of analysis suited to gaining what he terms a structural inventory of shifting powerrelations in an 
organisation.  These levels relate to the division of labour, relations of power
and cathexis or the emotional attachment individuals have to the first two levels.

Division of Labour
The division of labour in the Australian TAFE system and its colleges is very new in
comparison with those in education departments and in higher education.  Taking the 1974
Kangan report as a benchmark most (if not all) positions are not twenty years old.  Many are
as recent as those created for the mid 1980s under the participation and equity initiatives. 
Two broad layers which developed prior to the beginnings of corporate restructuring in 1988
are now identified.  The first layer of staff are sometimes referred to as old TAFE or, the
"cardigan set".  The second I will refer to "new TAFE" staff.  This being done, I will present
an analysis of how corporate management has altered TAFE's division of labour.
   
Cardigans
The "cardigan set" is a said to be entrenched layer in the TAFE workforce. This group's
emergence is due to the recruitment of a teaching force matured in mostly traditional trade,
business and clerical areas.  These initial recruits had little or no teacher training.  As often
as not they saw themselves as different from "chalkies", they saw themselves as tradespeople
-- primarily tradesmen -- who were giving their bit back to the trade by passing their
knowledge and expertise on to next generation, the apprentices.  If they chose to take up
study, they preferred certificates and diplomas in areas such as engineering to degrees in arts
and education.  To teach was, however, a career step in social mobility.  A percentage of
these teachers advanced  in the organisation mostly to become senior and head senior
technical teachers, the equivalent of leading hands and foremen and women in the workforce. 
In Queensland, these people came to be seen as "old style" TAFE teachers and seniors. In

New South Wales and other states they became known as the "cardigan set" due to their
carrying through a preferred fashion from one generation to the next, just as groups of school
teachers can be identified by their wearing shorts and long socks.  

New TAFE
Like many groups of these school teachers, old style TAFE teachers were affected by the
expansion of teacher education programs which changed the division of labour in terms of
seniority and promotion prospects.  Younger, more educationally qualified staff gained
increased pay increases and chances for promotion in colleges and in head office.  Traditional
course offerings also altered.  With apprentice numbers fluctuating and unemployment rising,
teachers faced new student groups -- school leavers in prevocational classes and trainees who
were not part of the industry and might not particularly want to be there.  Add to this access
and equity students, an expansion of offerings to include areas such as electronics, computing,
health and recreation, fashion, child studies and welfare and it can be seen that the division
of labour both increased and diversified.  The composition of the teaching and senior staff
altered, head office positions grew to serve these areas.  Promotion opportunities became
more competitive and probably favoured the more ambitious and qualified staff making their
moves in the early to the mid 1980s.  Thus there were a larger percentage of senior and head
office staff in this category which could be called for want of a better term, "new TAFE" --
those caught up in some manner with policies developed on educational premises and for the
purposes of equity.  

This brief sketch suggests something of two main cultures and subcultures operating in



colleges and head office and also of staffing policies of the time preceding the introduction
of corporate management approaches in the late 1980s.

Corporatism
Though there was an expected amount of power plays, cynicism and other factors which
caused movements through and out of the system's division of labour, both of the above
mentioned groups identified with the TAFE system in a sort of Taylorist versus an open
participative middle management style of the 1970s. The first expected a type of firm
patriarchal structure which let you know where you stood but gave space to work the system
a bit; "to do some foreign orders" in factory jargon.  The second group would defend the
system for the opportunities given to gain knowledge carry out important and responsible
tasks and duties such as implement new courses, participate in policy formulation.  The main
criticisms arose over individuals and groups being thwarted in institutional power plays. 
Corporatism brought some irreversible changes to this situation.

In 1988 Queensland TAFE began a series of changes to its administration which mirrored
Canberra's corporate federalism policies.  To some extent, they also parallel TAFE
restructures in other states particularly New South Wales and Victoria. Similar accounts of
the process are available about other public sector organisations.  Generally speaking, the
restructuring went through four phases in four years with the two main strategies. These are
listed as follows:

(A) Corporate excellence and corporate culture commitment 
(Stage 1) breaking up of the "old" TAFE head office culture through appointing a
chief executive from outside the organisation and recruiting staff with corporate
experience and qualifications and bringing in "Mexicans" (people from southern states)
with these qualifications;

(Stage 2) instituting a cultural corporate model of central strategic planning and
devolution of autonomy and responsibility to college and other delivery point level;
(B) Micro economic and labour market reform agendas
(Stage 3) a replacement of the chief executive and a review of the cultural corporate
model which determines the ultimate restructuring of college positions and duties

(Stage 4) pay rises and the negotiation of a new award in order to rationalise staffing
policies bringing them into line with a micro economic reform agenda.

What was involved at all points was a change in the relationships between the state (through
federal policies) about how the TAFE system should be administered.  Thus, TAFE moved
from being a Division of the Queensland Department of Education to becoming DEVET (the
department of employment, vocational education and training).  Most of the DEET
(employment and training) personnel and functions were integrated with those of the Division
of TAFE.  The strategy began a new corporate culture effected through a series of "fills and
spills" (readvertising existing positions with new functions and responsibilities). These
changes were mainly directed at senior and middle level public service positions but, in an
unprecedented move all of the state's thirty principals acted in their positions for nearly a year
later when twelve did not gain the new position of "Director's of colleges".  Not long after
DEVET was amalgamated with the Department of Industrial Relations to form DEVETIR. 

The shift to a micro economic agenda accompanied the change in Queensland government
and its election promises to fully implement staffing policies recommended by the PSMC
(public sector management committee).  From this point staffing of TAFE colleges, head
office and newly instituted regions is not only taken into what could be seen as a "superdepartment" but, it is 
also held up for view across an entire public service seeking tactics for
change in a time of non expansion.  It is in this milieu that the relations of power are shifting
between head office and colleges and between college administration and staff.
In considering these shifts I will begin with the head office position where policy and practice
is reflecting a micro economic agenda.
 
Relations of Power: as micro economic reform
Micro economic reform probably was, as Pusey (1991) argues, a long term aim of senior
policy executives in Canberra since at least 1985.  The strategy for putting the policy into
place in Queensland was outlined above.  It was to break the existing head office and college
cultures through a series of restructures and "spill and fills" of positions to ensure that more
of the "right" people were in decision-making places both at the policy and the delivery points
of the organisation.  Accompanying this strategy were sporadic attempts to gain extra finances
through what became known as "corporate services"; mainly the selling of courses and staff
expertise to local and overseas companies and individuals.  The chances of TAFE raising the
revenues to make it a self-sufficient corporation were always going to be slim and still remain
so.  Therefore a corporate-like business competitiveness would have to come from doing more
for less with the largest part of the organisation's budget, its salaries.  On this point, the
Queensland situation reflects micro economic rationalism in its true form.  This can now be
discussed more fully.



Head Office Strategies
In a situation of ceilings on numbers of public service positions, TAFE head office sections
who orchestrate the positioning of teachers and college directors who have to fit as many
teaching hours as possible within their budgets are placed in a dilemma that is an issue not

of corporate mission but of staffing. They have to provide historically accepted services to
the public and also work towards the implementation of  current economic assumptions about
labour market reform.  The Queensland approach to an increasing efficiency and labour
productivity began with the award restructure of March 1991.  The award covered some
standard industrial matters.  For example, unit labour costs were negotiated down by having 
uniform teaching for any tasks done outside of specified hours.  Thus, the use of overtime as
a percentage of one's range on the salary scale was replaced with all extra teaching hours
being paid at casual teaching rates.  A similar tactic was used in New South Wales by
abolishing pay and time allowances to teachers teaching night classes.  By far the most
striking micro economic strategy was that of gaining agreement to take higher salaries if all
middle management supervisory positions were abolished.  

This is a high risk strategy.  Labour unit costs were being raised in the short term so that they
would be lowered in the medium to long term.  Its success largely depended on how staff
would organise themselves to take on the duties once performed by their seniors.  That is, the
award had to be accepted more as an agreed-upon change to conditions and responsibilities
and less as a payrise.  This a crucial point.  Second, the success of the strategy depended on
the extent to which a subclause about the introduction of tutors could be extended and used
to lower cost per student hour of teaching.  

Thus, all senior teaching staff positions (senior teacher, head senior etc.) were cut and in the
new conditions teachers took on the resultant administrative and managerial duties.  In
replacement, a career path to Principal (or advance skills) teacher was instituted.  The old
supervisory model was replaced with the model of self managed teaming.  In the changeover,
all people occupying the existing senior teaching positions automatically moved to thePrincipal Teacher scale.  
So too did any teacher possessing the agreed upon years of service
and qualifications. As mentioned above, the union (Professional Officers Association) agreed
to the introduction of the position of tutor.  These final two points are crucial to an
understanding of the situation.

Moving a significant number of staff through the pay scale at the one time is a costly tactic
if the overall strategy of increased productivity and if reduced unit costs of labour are to be
achieved in the long term.  Thus in Queensland the reward structure more and more favours
college directors who increase the number of hours teachers spend in front of classes and
decrease the cost per student in the delivery.  These approaches with fine tuning could not
be expected to reduce labour costs greatly for a number of reasons.  First, teacher turnover
is very low and even the most disgruntled of outed seniors and other staff are not opting
either to retire early or "return to industry" in the present economic climate.  Second, the
staffing policies of the growth years has meant that in some areas of low demand not all staff
can be placed on full teaching loads.  Some, mainly the larger colleges, are getting around
the use of self managed teams by keeping old senior staff on full administrative loads.  In
other cases new principal teachers are working on reduced loads.  Even in cases where staff
are working to the spirit of the award, reduced hours have to be given to those involved in
time consuming administrative duties.  

To this point then, it can be seen that the main strategy for power between head office and
colleges has been to use micro economic measures to increase productivity and to reduce unit
labour costs.  The above analysis suggests that the impact of the award conditions has been
uneven, especially in the acceptance of teaming as a means to increase productivity.  Hanging
in the background are two classic micro economic backup strategies which will probably be

drawn upon in the near future.  In industry, management can reduce labour costs by sacking
workers, by hiring less expensive labour, and by replacing full-time staff with part-timers to
reduce overheads. Sacking of teachers is on the large scale too costly a proposition.  That the
Goss government has agreed to employ 500 tutors for the 1993 year suggests that the PSMC
and senior public servants view tutors on $20 000 as a less expensive option than qualified
teachers.  The replacing of full time with part time teachers opens up the real possibility of
enterprise bargaining being floated as a real future option.  How these relations of power are
worked through depends on which cards are placed on the table.  At the moment head office
holds the main ones.  Reasons why this is so are taken up in the next section.

Cathexis
This section deals with some of the shifts in emotional allegience staff are experiencing as
a consequence to the TAFE's alterations to middle management and the new levels of power
plays which are being worked out as a consequence.  This level of analysis, termed as
"cathexis" earlier, is one where staff are reassessing their loyalties to their work and also
seeking some respect for their previous work and future direction.  One teacher's comments



and questions at a forum one year after the award provides a summation of the purpose of
this section.  He said; "we will dress in the corporate uniform, salute the corporate flag and
even sing the corporate song; but what do we have to do differently on Monday than we did
last Friday?".  
College Responses
The administration of colleges prior to the award restructure reflected an intermingling of
"old" and "new" cultures built from the expansionary Kangan to the Federal Government
policies on participation and equity.  Over four years corporate, rationalist and micro
economic policies have been implemented so that the administration of Queensland TAFEreflects national trends.  
Within colleges though, staff are still trying to fit the changes they
see as forced on them into their established teaching practices.  The perception of being
forced to change rather than acquiesce with the award runs counter to what those framing the
award expected.  While some areas of some colleges are perceiving self management as a
challenge, a majority are critical and this response brings with it the problem Connell (1987)
terms "cathexis"; that is the way people create emotional links between each other and the
daily conduct of their emotional relationships.  

A lot of staff are vocal and resentful about the changes.  The following quote provides a more
positive example of many staff perceptions.  It is from a principal teacher who is generally
in favour of the spirit of the changes.
... TAFE is a great organisation with plenty of potential.  I am concerned to see it
being stuffed around by people with no concept of what it is like to operate in a
teaching environment.  They are not at all concerned about ascertaining the culture of
their organisation so as to develop a culture that will support the things they want to
bring about ...

The key issues which are behind much of the disenchantment are a perceived lack of concern
and support and a failure to build a culture based on an empathetic understanding of the
nature of teaching.  One fairly standard response by teaching staff is that too much has been
done too soon and without preparation.  For example, the award was brought down at the
same time that new curriculum formats of competency based training (CBT) were being
introduced.  CBT alters and often challenges teachers' accepted modes of planning,
assessment and delivery and its implementation is causing some teacher friction and anxiety. 
The introduction of self-managed teams compounds the situation as groups do their own
timetabling, budgeting, administration ("form filling"), hiring of part-time staff, ordering of
materials and student enrolments.  So much time is seen as being devoted to "meetings and
paperwork" that not enough time is left for lesson preparation.  With the absence of seniors,

a lot of frustration becomes directed to the new associate directors.  Many had been acting
in that management capacity for at least seven months while the positions were determined,
advertised and appointed.  Others had been newly appointed and came in with an expectation
that things would get better once they arrived on the scene. 

It was argued earlier that self-management is one aspect of a micro economic reform strategy. 
Its purpose is to do more with less, to increase productivity.  At the level of personal
interaction it cannot be sold as such.  In the main, the new associate directors saw their role
not so much as getting more out of staff, but of working more closely "as professional" with
teams who would be empowered through the devolvement of responsibility to them.  Their
positions were to manage drawing on concepts from the human relations and human resource
models favoured in corporate management literature.  Something of the extent of the
expectations that directors and senior head office personnel held for these newly appointed
associate directors can be seen in an extract from one of the many glossy fliers advertising
self-managing work teams which are doing the rounds.  This "structured training conference"
sucks around $1 100 per person from a company's commitment to the training guarantee act. 
It promises:
... the latest developments ... in High Performance Team Building Concepts
Perfected by IBM, and institutionalised by the Japanese -- Today's Fast Track
to Fast-Track to Guaranteed Performance Improvement ...

The first session concerns:

... Total Employee Involvement - The First Steps to High Performance with
High Commitment - The 110% Solution ...

The management facilitating talents put forward as ideal are:

* Re-inventing the organisation - the first base for new working relationships
* Creating an environment of trust 
* how to get your team committed, involved and highly productive.

I am, to an extent, parodying the discourse of these types of pamphlets but with a purpose. 
Such approaches may and often have the desired effect in large corporations but they are not



likely to be received that well into an organisation in which only its centralised head offices
have recently taken on the corporate message and mission.  Many of the new associate
directors were introduced into colleges where staff were much more concerned with what the
organisation was doing to them than with corporate issues. In the lead up to the new TAFE
teacher award and the months after it, ex-senior teachers and those deposed from acting
associate director roles experienced most problems with cathexis; or their emotional
commitment to TAFE.  Losing a senior position is one matter, having to then move out of
an office and "back" into a staffroom brings with it questions of lost face and status and
emotional problems that go with them.

It does not take a great deal of insight to realise that self-managing work teams would not be
a joy for the new associate directors, the displaced staff and the other staff who worked with
them.  The "110% solution" to self-managing teams quoted above and the rules applying to
its success --  re-inventing the organisation and creating an environment of trust for new
working relationships to get your team committed, involved and highly productive -- would
not often be met with a warm reception.  Displaced staff are wary of placing their trust again
in the hands of those they consider to have taken it away.  Teachers who looked to the
organisation to take administration away so that they could teach are going to take time to
adjust to new superiors, ambassadors of the re-invented organisation who push paperwork
towards them, create more committees and call more meetings. In hindsight, perhaps some
of the problem comes down to a naive trust that after the award restructure, TAFE would
remain the same because it was still the TAFE into which teachers were recruited; "we were all aware, but the 
incentive of dollar had everyone on side".  I will examine this point further
in the conclusions.

Conclusions 
The purpose of this paper has been to examine how the work of TAFE teachers is being
altered as a result of the implementation of federal policies of corporate restructuring.
Particular emphasis has been given to the situation in TAFE in Queensland where the
traditionally accepted middle management positions of senior and head technical teachers have
been removed as a result of the award restructure in March 1991. 

With the award, some semblance of a corporate culture was in place, at least in terms of
senior head office bureaucrats and college directors but not as much with their associate
directors who would not be officially appointed for another seven months. As head office
turned to the practicalities of micro economic reform, many associate directors and the
majority of college staff were still dealing with the issues of the award as they applied to
individuals and their sections.  The implications are that TAFE teachers are more often than
not dealing with policy issues a number of steps behind their head office counterparts.  Head
office is not nescessarily smarter than the college staff, rather they work in different sets of
conditions with differing practices.  Teachers develop their theories of the organisation in their
interactions with students and other staff.  Their preference is to occupy their time with
matters related to teaching.  Social and free time is not often used to read and analyse head
office fliers unless they refer to some issue of importance such as new courses and pay
increases.  Hence, the final point of the last section -- all were aware, but they went for the
money, is an oversimplification.  Head office staff do not pore over curriculum documents
and teaching resources in their work and free time unless this forms part of their present

tasks.  They certainly flock to the gazette, as we all would, to see where their position lies
in the salary scale of a restructure.  Interms of being able devise strategy to further their own
interests of power in micro economic reform head office is metaphorically streets ahead but
not always to their own or the organisation's best interests.  Head office can, at the policy
level, define the parameters of micro economics involved and how it can and should work
(e.g. through self-managed teams).  But, in terms of an understanding of the conditions which
such teaming would face in the various cultures in its colleges they missed too many key
issues to bring it about, at least in the short term.  Here lies the two issues that are at the core
of the problem.

The relationships and discrepancies between the two sets of practices remain under-explored. 
What is largely ignored from a bureaucratic perspective are aspects of college structures and
substructures. When they are considered, there is an overall assumption that colleges will be
receptive to change, given the use of the right change agents.  Much is to be learnt then, from
identifying the nature of these component structures and substructures, as they are practised,
described and discussed in actual situations.  A time of change, now being experienced in
vocational education and training as well as many other public sector organisations, is in the
absence of existing studies, the most appropriate moment to begin.  Major policy initiatives
will lurch into power struggles and cause emotional disengagement and dissonance while they
remain in this state.

A final note
One final point should be raised.  If self-managing teams are to become an option for teachers
then, some positive aspects and instances should be cited.  Successful teaming, from the
research done this far seems to occur where people's area of previous work and teachingexperience did not 
involve a hierarchy built on line supervision.  Child studies teachers who



were ex-child care directors deal with self management in a different manner than do ex-metal
industry employees for instance.  Teachers who deal closely with access groups -- the
unemployed, women returning to work or entering trades, teachers of prevocational
communications subjects, migrant, literacy and outreach teachers, appear to view the
"administrivia" of self-management as an unpleasant side issue to care for students.  Business
groups in contrast seek efficiency in procedures and quick and authoritative decision making
to interminable meetings where decisions are seldom made.
These are not generalisable points but directions for further analysis.  They alter depending
on the size and the composition of the staff in a college.  Newer colleges and annexes without
entrenched heirarchies take to the change in a manner much different to staff in larger
established colleges and so on.
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