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RESUME

Un partenariat innovant entre I'industrie et |'université favorise la transformation de la culture
d'entreprise, en assurant un enrichissement a long terme et en profondeur des compétences en
matiére de gestion de projet tout en proposant de nouvelles facons de comprendre et d'aborder
les projets réels. L'Université de Technologie de Sydney travaille avec le gouvernement et I'in-
dustrie pour donner, sur |e tas, des compétences accrues et des qualifications tertiaires transféra-
bles aux chefs de projet.

SUMMARY

An innovative partnership between industry and academia s supporting corporate culture chan-
ge, providing long term and in depth development of project management skills, while offering
new approachesto real projects. The University of Technology, Sydney isworking with govern-
ment and industry to provide project managers with enhanced skills and transportable tertiary
qualifications, on the job.

INTRODUCTION

Public and private organi sations are increasingly |ooking towards proje
cle for changing corporate culture [1]. As corporate restructuring nov
sations, the use of teans, and the adoption of a “project managenent
i ntroduced to support new corporate directions by developing the skills

In many cases the training is notional only - a one day short course whi
i ntroduce the bare framework and a few of the nore conmon tools. But p
not just a set of skills, tools and techniques - it is an approach and
in one day. A deeper form of |earning, nade possible by genuine comnmt
ci pants and managenent is necessary to achieve real individual and orga
proj ect managenent .

The Project Managenent team at the University of Technol ogy, Sydney (UT

program of partnership with organi sations to develop an effective proje
the wor kpl ace. The programincludes both training and educati on.
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The mai n conponent ofathenigs a series of short courses in which team
whi |l e focusing on projects taken fromtheir organi sation’s business p
These short courses, when taken by a critical mass of staff froman o
a common under st andi ng and application of project managenent term no

Theeducat i @onponent is a | onger term approach in which staff are spo
ni sation and enrolled in a subject in the UTS Master of Project Manac
to 6 nonth period these people work in teanms on real workplace proje
rages significant skill devel opnent and attitude change in partici par
going activities of the organisation. At the sane tine, particip
post graduate qualification and are encouraged to becone life long | ea
ponent of the UTS Industry Partnership programis the primary focus ¢

Wth devel opnent of project manager skills asihdevpduabepkl it Baoss,
ontasksas a basis for individual andeargamgsati ona

Figurel

BACKGROUND

The principles underlying the partnership program are essentially tt
probl em based | earning. Reg Revans, the founding father of action

| earning takes so long to describe because it is so sinple’ [2]. A
action learning, Mke Pedler, describes it as ‘an approach to the de\
ni sati ons which takes the task as the vehicle for learning. It is b
is no learning without action and no sober and deliberate action with
states that action learning inplies both self-devel opnent and organi s

‘Probl em based learning is a way of constructing and teachi ng courses
mul us and focus for student activity. It is not sinply the addition
to otherw se discipline-centred curricula, but a way of conceiving of
tred around key problenms in professional practice ‘(Boud and Feletti)

Revans [5] nakes an interesting distinction between ‘puzzles’ and ‘ pr
demi c settings, as students, we are presented with ‘puzzles', where tl
one right answer, which we have to find or identify. ‘Problens’, on
gle solution. Different people, in different circunstances will sugg
Probl ens present risk and uncertainty for team nenbers and academni cs
avoided in traditional |ecture-based education and training.

Al 'though there are strong sinilarities between action |earning and pr
marily the project, task or problemfocus - problem based | earning he
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demic institutions for undergraduate progranms in preparation for profe:
and architecture. Action learning, on the other hand, is nore w dely us
tion such as MBA prograns and outside acadenic institutions in nmanagene
wor kpl ace training prograns.

Weinstein [6] describes the main elenments of an action |earning progran

1. the set: ateam of people - five or six - who meet regularly, ideally once a month for a day;

2. the projects or tasks that each person works on during the program

3. the processes that the team adopts when working, which differ in many ways from the way we
normally work in other teams or groups

4. a set adviser who helpsthe group as it works and learns

5. the duration of the program - normally from three to six months

THE UTSINDUSTRY PARTNERSHIP PROGRAM

The UTS Industry Partnership Programincludes the five elenents of an a
as described by Winstein, although it does not use the term ‘set’, re
teans’. The primary feature which distinguishes the UTS program from
grams used in industry training and MBA programs, is that it enphasises
| opment and use of project nmanagenent principles, tools and techniques

1. Theproject teams: Each program involves between three and four teams of five - atotal of
between 15 and 20 people. To date each program has comprised people from only one orga-
nisation although discussions are taking place with four Local Government Councilswho are
each considering sponsorship of ateam of five people as ameans of developing their project
management skillswhile improving the networking and relationships between the councils.

2. The projects or tasks: The sponsoring organisation identifies a project for each team. The
project is one which is drawn from the business plan of the organisation. These are projects
which the organisation must carry out and for which a consultant may need to be engaged if
it were not tackled in the context of the partnership program. The sponsoring organisation
provides aclient, asteering committee and a brief for each project. The project teams report
regularly to the client and steering committee both formally through reports and presenta-
tions within the program, and informally.

Project teams are required to manage their project, including making an estimate of the time
commitment required, and any other costs, as a basis for project costing.

As an example of the types of project selected, a program conducted in the second half of
1995 had as the four team projects:

* An Implementation Plan for introduction of Scheduling Software

* Recommendation and implementation plan for a Cost Control System

» Development of a Uniform Reporting System

» Development of a Safety Plan

3. Theprocesses: A project management approach, tools and techniques must be used by the
teams as they carry out their project. A total of 300 hoursincluding both contact time, inde-
pendent and project work is expected.

In an introductory 2 day residential workshop participants are introduced to:

* Learning styles (Honey and Mumford)[ 7]

* Team roles (Belbin) [8]

* Project Management Life Cycle

* Basic project management tools and techniques: eg Needs Analysis, Project Appraisal;
*Work Breakdown Structure, Bar Charts, Critical Path Method

* The nine Units of the Australian National Competency Standards in Project Management
[9] and PMI(USA) Project Management Body of Knowledge [10]: Project Integration, Sco-
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pe, Time, Cost, Risk, Quality, Procurement, Communications and Human Resource Mana-
gement
The balance of the program has four main process components:
1. Team work on projects
2. Project presentations and reports (to the client and Steering Committee)
3. Workshops / lectures / discussions on aspects of project management (see Refs. [9] and
[10]) selected by participants
4. Progressive development of areflective journal
4. Ateamadviser: Theequivalent of the“set adviser” in action learning isateam adviser. The
Program Director for the UTS Project Management Program is the principal team adviser.
Project Management practitionerswho areinvolved as Associates of the UTS academic pro-
gram are closely involved with the teamsto act as mentors, and aresource for theteams. The
role taken by the Project Management Program Director and the Associatesis similar to that
of the Director of afirm of consultants - not doing the work for the teams, but supporting the
teamsin their work, providing guidance as necessary, ensuring that project management pro-
cesses are applied effectively and that client needs are identified and met
5. Theduration of the program: asfor action learning, the programsare usually conducted over
a six month period. One organisation has supported participants through two x six month
programs and is continuing to sponsor them as they complete full post graduate qualifica-
tions in project management
A distinctive feature is that participants in the programare enrolle
of Technol ogy, Sydney, and on successful conpletion receive an offici
versity and credit points which can be used towards the University’'s
fications or other acadenic prograns such as the Masters in Business

Specific and tangi bl e outcones fromthe programare therefore:
For the sponsoring organisation: a conpleted project

For the individual participants: a certificate of conpletion plus an
used to further both their qualifications and their careers

An extract froma letter received fromthe Director of one of the spo

des evidence of some of the | ess tangible but potentially nore inport

gram [11]:

e development of improved project management skills for staff, an area needing to be
strengthened following the introduction of new structuresin the organisation

e the personal development of staff involved is already apparent for several participants

¢ improved communication between disparate groups in the organisation - the choice of pro-
ject has assisted, as solutionsinvolve a range of disciplines and interests

e dtaff new to the organisation and selected for the program have developed a wider unders-
tanding of organisational issues much more quickly

¢ thelesstangible but significant cultural change of valuing in the organisation the need for
continuing education and increased skills

e confidence for staff that the organisation is serious in equipping staff to respond to the chal-
lenges of competition

e improved individual communication and presentation skills

¢ an enhanced capacity to work cooperatively in teams

To give sone idea of the participant’s view, the follow ng are obser
participants in the programreferred to in the Director’s comments al
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a)

b)

0)

d)

What | wanted to achieve:

« expand ny technical expertise

e devel op better comunication skills

« be noticed by people who affect nmy anbitions as sonmeone who has-po
val ue to the organi sation

e satisfy an anbition of being up to a University standard of educat

What | actually achieved

e« gained a good know edge of how to work in a group and how to rel)
relied on

e inproved ny ability to dissem nate relevant information froma mas
e gained confidence in being around tal ented peopl e

e did not inprove comunication skills but did face up to a reality
bition I rmust inprove this part of mny perceived tal ent

« acknow edged by the Director as soneone who has a changed attitude
of the (organisational) restructure

What | could do better
e join “Toastmasters” to inprove public speaking skills, and volunte
presentations in the next round of the programto gain nore confid

e take on nore responsibility during the next round of the program

e increase learning skills to appreciate the theoretical side of pr
skills will certainly increase ny standing in the organi sation

I's the program worth pursuing?

e halfway through the program | would have said no - however, after
of talented people can achieve | decided that | needed to lift ny
equal basis

e | suppose | could sunmarise ny aspirations when entering this progt
don’t succeed, |ower your expectations”. However, after six nmonth
out of that apathetic view and stinulated enough to want to achi e\
programas a neans to that end

« | feel very privileged to be associated with this group. | |earnt
forward to further association.

The comments given here are typical of the response from both program
pants.

Weinstein [13], having interviewed 69 participants in 16 action | earnin
cipal gains fromaction learning identified by these participants:

S wWNPE

learning amore ‘disciplined’ way of working

learning to network

learning to relate to, and communicate with, others more effectively
gaining increased self-confidence

gaining increased awareness

gaining increased readiness to take responsibility and initiative

These gains are clearly shared by the participant in the UTS I ndustry Pa
above.
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FURTHER OUTCOMESAND OBSERVATIONS

The nature of the learning clearly varies according to the individua
and the nature of the project being undertaken as part of the progran
servations that can be nade fromthe point of view of the acadenic Di
vi ng observed prograns involving different organi sations.

Devel opnent of lifelong | earners

A common concern of participants is how they will cope with returnir
years away froman acadenmic institution. One of the advantages of th
participants are enrolled University students, the “study”, because
wor kpl ace project, and is undertaken al ongsi de workpl ace col | eagues,
turning to study alone. |Industry sponsorship of the programal so cle
on continui ng education and qualifications by the organi sation

An outcone of this, for one of the sponsoring organisations, is that
but failed to gain entry to the industry sponsored program have enr
Masters in Project Managenment. O 30 people who entered one sponsore
taki ng advantage of their course credits and enrolling directly in a
nagerment and rel ated areas.

The program provi des an excellent transition and encouragenent for ft
Partici pants | earn from one anot her

‘Learning with and from others sinmlarly engaged is one of the bas
ning. [14]. This can clearly be seen occurring in the prograns. To
peer learning it is inportant to select participants froma range of

ri ence.

One sponsoring organi sati on has conducted three prograns. Half of t
two prograns are veterans of a previous program They are therefore &
gram at the | evel of achievement at which the |ast program fini shed.
and new participants quickly learn and achi eve the standards expected
pmrent in the expectations and achi evenents of participants is both e

Participants learn that there is no single right answer

By westling with a real project, participants quickly realise that t
project is really much harder than inplenmentation. As Winstein [15
useful where there is no one way forward, no single answer; where th
ci rcunst ances, people, on history, on what is to be achieved - on a
forces. Likew se, action learning is hel pful where change of any sort
brings in its wake, uncertainties, doubts, fears and hence ‘ probl ens’

The comments of one of the action learning participants interviewed b
peri ence of UTS Industry Partnership participants at the start of th
|"d expected to solve ny ‘problens’ in a ‘straight-line’ approach -

solution - but it's not like that. You begin to work on whether whe
problemreally is the problem... and that's when the real work of ac

In the UTS program teans have on several occasions conpletely redefi
ned full support and the appreciation of their clients in doing so.
Participants learn that all projects are part of |arger projects

Anot her inportant |earning outconme for participants is the fact that
Al'l projects have sub projects and are thensel ves part of |arger proje
or project interfaces are often overl ooked but they nust be nanaged tc
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One of the UTS progranms conprised three project teans - a total of[eigh
was working on part of an overall project - an inprovenent plan for a pu
proj ect had been broken down into three sub projects by the client - a
an ongoi ng asset nmmnagenent project and a tenancy participation project
program the three teans decided to anal gamate and work together on the
pl an as one project. Acadenic staff, the sponsoring organi sation and tl
were anazed at the quality of the end product and at how successfully
wor k together on one project.

Clients learn

An interesting by product of the programis the | earning experienced by
ring organi sati on who are not direct participants in the program They
bers of the Steering Committee. They learn by observing the chant
participants. They learn by involvenment with program participants as

interviews within the organisation as part of the stakehol der anal ysi s
| earn as they read the reports produced by program participants and as |
tations.

As Weinstein [17] says, action learning “changes the way people work,
other....... As such, it may be deeply disturbing for those who fear ch:
status and beliefs”. The |earning and change which results froma progr
wel | beyond the i medi ate parti ci pants.

Second order | earning

From observation of participants over tw consecutive prograns, each of
that there is a major leap in learning in the second program Partici |
cone used to the nature of the |earning experiences, to working in tea
nagerent principles, learning fromtheir peers. To begin with they are
and this can inpede the |earning process. Having successfully survive
pants enter the second with a much higher |evel of confidence. They ha
and are ready to enbrace the experience and extract as much as they carn
cond six nonth period that real changes and devel opnent can be seen.

The val ue of |onger term educational and training experiences is clearl

LESSONS FOR FUTURE PROGRAMS
We nust all learn fromboth our successes and our nistakes. Experience
I ndustry Partnership programgives rise to the follow ng points for fut

e A minimum two day residential workshop at the start of the program which establishes the
teams and provides a project management framework is essential

e Participants must want to be part of the program - they must not be drafted

e articipants must decide, with alittle help and guidance from academic staff, what input and
assistance they require and what topics they need, if any, to be covered by lectures, works-
hops and other educational activities. It isimportant that the program is not fully predeter-
mined and that there is flexibility to respond to the changing needs of teams and individuals
as the program and the team projects progress

e Participants must decide, with alittle help and guidance from academic staff, how they will
be assessed.

« Areflective journal is an essential part of the assessment for the program. It is an effective
medium for encouraging participants to observe their own learning experiences and those of
others.
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¢ Real workplace projects, whereteams are reporting to clientsand a Steering Committee from
their place of work take a considerable amount of time. Participants are under pressure to
perform and deliver an excellent outcome from the project as their performance may impact
on their future within the organisation. This can cause considerable stress and may detract
from the opportunities for learning. Some participants complain that because they have a
real client they are just doing what they always do and not exploring and experimenting with
different roles, approaches, tools and techniques. Nevertheless, both the organisations and
the participants confirm that the value of using real projects outweighs potential difficulties.
It isimportant for academic supervisors to ensure that the program and the projects have the
full support of the sponsoring organisations, that the workload of participants is monitored
and that the projects are tackled as experimentally and adventurously as possible.

CONCLUSION

The UTS I ndustry Partnership programincorporates action |earning pri|
process for devel oping the project managenent skills of individuals
been used successfully to support organi sations which have adopted a
proach as a neans of changi ng corporate cul ture.

The program involves a strong and productive partnership between inc
institution. A key feature which distinguishes the programis that g
jects with outconmes of value to their organi sation, while individuall
dits towards academ c qualifications.
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