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Developing civil service leaders:Perspectives from Australia
Peter Allen
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the Australia and New Zealand

School of Government

Developing civil service leaders:

Perspectives from Australia

Setting the Scene

¢« Australia (and New Zealand): "Westminster” style
democracies

« Civil service leaders are responsible for;
o providing advice to elected politicians

o designing and delivering programs of the elected
government

o ensuring that their agencies operate efficiently and
effecrively.

- "-TT" =

I. - ‘
\_l."fﬂr.u.ll.l:vJ!_].rdl.l.nl.l L o Bl o Fink il
. School of Government

18




The 2014

International Conference on Human Resource Development in the Public Sector

Prospective Training & Leadership Trends

Australia's Civil Service Workforce
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Trends in Australian Public Service (APS) employment

1999 2014
APS 1-6 80,704 102,424
EL1-2 18,721 39,384
SES 1-3 1,619 2,556

Source: AFS State of the Service KReports.
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In Australia, historic leadership development pathways
were disrupted by:
e increased outsourcing of operational functions

e increased use of consultants for investigative and
review work

« substantial reduction in generic middle
management

« expectations that Government should operate in a
more business-like & efficient way.

-_'. Fee
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To address these pressures, Australian and New
Zealand governments & universities established

the Australia & New Zealand School of Government
(ANZSOG)

ANZSOG now delivers:

+ an Executive Master of Public Administration

a 2 week mid-career leadership development

program

a 3 week Executive Fellows Program

built for purpose forums for CEO’s
executive short courses
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The ANZSOG Executive Master of Public Administration

Delivered over £ years part-time, to up to 120 emerging leaders
identified & sponsored by their governments. Subjects are:

plus 3 elective subjects.

Delivering public value

Managing public sector organisations

Covernmenlin a markel economy

Designing public peolicies and programs

Decision making under uncertainty

Governing by the rules

Leading public sector change

Work-based research
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The ANZSOG Towards Strategic Leadership Program:

- designed for managers transitioning into senior
leadership roles

» utilises a reflective learning approach drawing on
real world situations & experiences

« builds capacity to address current & future public
sector challenges

» creates professional networks of practitioner &
peers for lifelong learning.
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Towards Strategic Leadership - program themes

cleadership - self, system & role

vshared, distributed & collaborative leadership
chard, soft & smart power strategies
otechnical versus adaptive leadership work
cleadership in times of crisis

ca live case study: 2014 focus on Family Violence response
system.
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The Executive Fellows Program (EFP) is designed to:

« broaden participants understanding of the ‘public value' they
create

* develop deep insights into the operating environment of the
public service

= explore alternative models of service

= enhance capability to lead in an environment characterised
by volatility, uncertainty and complexity

* increase capability to read & shape organisational culture
= develop a greater sense of self as a leader
» broaden & deepen professional connections

= inspire participants to take their leadership to the next level.

= ...‘.‘--'.'-'l
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Distinguishing features of the EFP

+ designed for & delivered to a cohort of participants selected
by sponsoring governments

+ challenges facing program participants is the principal
program focus

= governments play an active, on-going role in the design and
delivery of the program.
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Learning approach of the EFP

+ action learning where participants work through current
challenges

= interactive lectures that showcase practical frameworks &
methods around particular topics

= facilitated panel discussions to explore multiple perspectives on
topics

« immersive learning where participants engaqge directly with
practitioners to tackle a live challenge

= peer-to-peer feedback
« nformed junisdiction discussions
« sell reflection.
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Changing mix of leadership, management and technical

capabilities in the Australian Public Service leadership
model

Increased comple=xity of role

AFS L eaclerslup 8odlef
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ANZS0G programs have graduated

« 1200 from the Executive Masters of Public
Administration

* 185 from Towards Strategic Leadership
« 780 from the Executive Fellows Program.
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Training top civil servants: comparative research tells us:

organisational arrangements & structures vary considerably
« funding arrangements range from baseline funding to market driven
« significant variation in focus on foreign participants

« content of traiming varies sigmificantly. generic management themes
more prominent in "Anglo’ countries

« interactive teaching (case studies, workshops, simulations) used
across all countnes

- satisfaction measures & participant comments are main evaluation
measures

« limited evidence of long term impact of training.

Spurce Traa.r.ung Top Civil Servants a comparative analysis. Christopher
u‘e Jeeck. Leuven Catholic University 2010,
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Training top civil servants: trends

Professor Pollitt’s observations:
* increased acceptance of formal training in management

+ top officials are encouraged to develop capability to work
across organisational boundaries

* recognition that training elites should inculcate collective
values & ethical sensibilities

+ interactive learning, case studies & placements widely used

* but no convergence on “one best way” to train top officials.

W, an oo, o, i ol i P
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Training top civil servants: differences remain

divergence in models for training top civil servants reflect (in
part) different interfaces with elected politicians

curriculum in ‘Anglo’ countries more heavily influenced by
business school themes & concepts

some key concepts underpinning training remain contested

there are no systematic evaluations of outcomes.
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Return on investment for government : what do we know?

» "Strong leadership development 15 core to a high performing 215

century public sector. The research is compelling - there 15 a clear
link between developing people and improving business
performance”.  Rosemary Hannali-Farr, Clief Executive of the New
Zealand L earning Development Centre.

“The bulk of the productivity improvements available tor
organisational effectiveness relate to people & how skilled,
motivated, well managed & led they are. With benefits difficult to
quantify there 15 a nsk of underinvestment in human capital,
especially when resources are strained”. Awustralian Public Service,
State of The Service Report 2012-1 3.

Careful selection of participants is a critical first step, with New
Zealand now demonstrating the benefits of post-program return on
investment.
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Identifying future leaders:

« readiness

+ aspiration

* commitment & engagement
+ ability

= |eadership promise,

Source Victorian L eadership Development Cenire.
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The work of public leadership...

aims to address social issues and problems needing collective
action

Political Leadership

o constructs identities

o forges & selects public policies
Administrative Leadership

o directs & adapts public organisations

o makes government work at the front line

o balances responsivensss & professionalism
Civic Leadership

o challenges & exhorts politicians & administrators

o holds government accountable

o provides meaningful community services.

Sowrce Paul 't Hart. Understanding public leadersfup, Palgrave Macrillan
) : Tee

b tg g e e
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The tools of publicleadership

» attention

* commitment

+ conflict management
* rhetoric & performance

* patience & timing.

Source. Paul °t Hart: Understanding public leadership. Palgrave
Macruflan 2014
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