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We are pleased to forward you our report on the evaluation of local learning 
and employment networks. 
 
This report presents the conclusions from the consultation and research process 
undertaken and outlines suggestions that should be considered to enhance the 
further development of LLEN. 
 
The purpose of the project was to analyse and identify options for action with an 
emphasis on strategy or policy to take LLEN to the next phase of development, 
rather than a detailed audit of LLEN. Our objective was to assess the LLEN in a way 
that informed the Victorian Government’s policy and programs and stimulated 
complementary initiatives by stakeholders and promoted sound, robust relationships 
between the Department, LLEN and other stakeholders.  
 
We would like to acknowledge the invaluable input from our respondents who gave 
generously of their valuable time, from a commitment to improving outcomes for 
young Victorians. Thanks also to the Working Party which provided a reality check 
and was a source of direction for which we are grateful. 
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EXECUTIVE SUMMARY 
 

‘Social capital is fated to wither away if it is not renewed and reproduced’ 

       Pierre Bourdieu, 1998 

 

LLEN Endorsed 
Local Learning and Employment Networks (LLEN) are an innovation of the 
Victorian Government aimed at (1) reinvigorating local co-operative 
approaches to planning, community renewal and effective service delivery; 
and (2) supporting and building shared responsibility and ownership for 
post compulsory education and training, especially for 15-19 year olds.  

This evaluation has revealed that there is widespread support for this innovation. The 
importance of community-building and supporting education and employment 
outcomes for young people is almost universally accepted. The principles 
underpinning LLEN are seen to be a good idea. Working for youth is a simple but 
powerful message that is rallying diverse groups and people. As a result new 
conversations are beginning, sectional interests are being set aside and strategic 
action and careful decision-making are leading to beneficial outcomes. 

Implementation Is Complex 

There is also widespread recognition that implementation of the LLEN 
initiative is a more complex process. LLEN are being inserted into an 
existing field of agencies each with established relationships and 
networks. LLEN are having to develop new ways of working between 
these agencies, levels of government, and different community interests – 
ways of working that do not always fit conventional practice either within 
the agencies or government. LLEN also face considerable diversity in 
terms of their contexts. Some LLEN have been formed where established 
networks around youth already exist; elsewhere they must build these 
networks from scratch. LLEN operate in communities that vary in their 
social capital resources, and in their economic and cultural resources. 
Some face intractable problems of economic decline and high 
unemployment, while others have been able to bring community resources 
together to extend opportunities for youth. 

LLEN Need Time……. 

Overwhelming, the message received in the course of this evaluation was 
that LLEN needed time to grow. The LLEN are still at a development 
phase. Only one or two have been in operation for a full year. They 
recognise that they are still learning how to do their business, build 
relationships with particular groups and agencies, and extend their 
community building into practical outcomes for youth. Beyond the LLEN 
themselves, the message is similar. Agencies and various parts of 
government are becoming more familiar with LLEN, recognising their 
implications and learning to work with them. Across the board, 
understanding of the LLEN concept and recognition of what LLEN are 
doing, and might do in the future, is growing.  
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….and Support 

Our evaluation confirms that time is a critical ingredient for LLEN but 
additional steps can be taken to facilitate and support the development of 
LLEN and to ensure their sustainability in the longer term. These steps are 
elaborated in the body of this report with due regard to the critical 
significance of context and conceptualisation. It is absolutely clear that 
‘one-size-fits-all’ approaches are inappropriate when LLEN are operating 
in very diverse contexts and are emerging from local co-operative planning 
processes which inevitably see and understand things from different local 
perspectives. Failure to acknowledge and respect this diversity will 
undercut LLEN. 

Conclusion 

We conclude that LLEN should be endorsed, affirmed and supported. 
They are an important innovation in education and training, and in the 
wider social and economic development of Victoria. In particular, the 
community building role of LLEN must be acknowledged as the critical 
lynchpin in this innovation and the feature that makes LLEN different to 
other agencies.  

The LLEN have demonstrated that they are able to : 

▪ Build relationships and open up dialogue between agencies and 
people that traditionally have not interacted with one another or even 
worked outside their own institutional parameters; 

▪ Create shared understandings and a sense of community 
responsibility in relation to education and employment for 15-19 year 
olds that have mobilised community resources and good will to make 
things happen; and 

▪ Play the role of local broker in community building and demonstrated a 
capacity to enhance networks that not only benefit young people but 
also support regional development based on more comprehensive 
models of joined-up government. 

Key Recommendations 

This community building role is of first importance because it provides a 
way of renewing and reproducing social capital in communities which all, 
in one way or another, face change and uncertainty. In our view, good 
education and employment outcomes for young people emerge from 
healthy communities; they are not the precursor.  Accordingly, we 
recommend that: 

1. 1.   The community building role of LLEN be affirmed as the core 
contribution of LLEN and, within this agenda, special priority be given 
to supporting young people make the transition from school to work. 
The implication of this recommendation is that: 

▪ The contribution of LLEN to brokering relationships within 
communities should be recognised and whole-heartedly backed 
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▪ LLEN should not be loaded up by government with additional 
responsibilities relating to program delivery and management, 
funding disbursements and other activities that will compromise 
the LLEN role as honest broker; and 

▪  As LLEN develop, they should be encouraged to extend their 
relationship building role beyond education, training and 
employment to interface with emerging networks around regional 
development and more mature joined-up government in order to 
harness community, interagency and governmental resources for 
the benefit of young people. 

2. The contractual framework within which LLEN operate should be 
disaggregated so that there are three clear and distinct agreements 
between LLEN, VLESC and government in relation to LLEN goals and 
objectives, ways of working, and accountability and reporting. 
Specifically, we recommend that: 

2.1   Each LLEN develop a charter which defines the goals and objectives of the 
LLEN, the rationale for this work and what counts as ‘success’ within that LLEN and 
that this charter be agreed and endorsed by the LLEN, VLESC and the Department.  

2.2   A negotiated agreement be established between VLESC, DE&T 
and each LLEN which: 

▪ Establishes a modus operandi for each party that sustains 
two-way communication, deliberative regulation and 
procedures for managing changes in circumstances; and 

▪ Defines dispute resolution processes. 

 2.3  The contract defining funding and accountability arrangements 
specify reporting arrangements that meet minimum audit 
requirements and identifies a small number of appropriate 
performance indicators to monitor LLEN progress. 

3. Capacity-building initiatives be established to facilitate LLEN and 
their further development. The purpose of these developments is to 
build capacity within the LLEN network. While the Department should 
initiate these capacity-building initiatives, their design, ownership and 
operations should lie with the LLEN network, including each LLEN, 
VLESC, LLEN field officers, associated agencies and individuals 
across the Department with responsibility for LLEN. We recommend 
that the following capacity-building initiatives should be developed: 

3.1   A marketing strategy be developed to: 

▪ Promote the concept of LLEN and their contribution to 
learning and Victoria 

▪ Profile initiatives that LLEN have orchestrated 

▪ Disseminate experience and tacit knowledge about ways of 
working in LLEN and in interagency contexts; and  

▪ Open up dialogue between agencies about the contribution 
of LLEN and other agencies within the network. 
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3.1 3.2  A professional development program be established, 
with LLEN in the primary design role, supported by relevant 
experts to: 

▪ Provide workshops that enable LLEN to support LLEN, share 
experience and insight between LLEN, and ensure two way 
policy advice flows between LLEN, VLESC and DE&T 

▪ Create opportunities for skill development and skill sharing 

▪ Consolidate tacit knowledge as accessible understandings, 
routines and procedures within and around the LLEN (eg. 
within the DE&T field officers, with other agencies) 

▪ Support resource development based on LLEN experience 
for LLEN and other agencies; and 

▪ Support induction processes and succession planning. 

3.3   A strategic support unit be formed with the assistance of LLEN 
and DE&T field officers, and drawing on outside expertise, in 
order to provide a highly mobile and adaptable ‘on request’ 
source of support to LLEN in relation to: 

▪ Brokering relationships, especially interagency relationships 

▪ Identifying and serving as a repository for resources, 
including materials, professional development supports, 
knowledge of funding sources 

▪ Action research activities; and 

▪ Troubleshooting and change management. 

Consideration should be given to creating economies of scale in 
relation to this support unit by joining-up with other agencies pursuing 
regional and community development agenda, such as Learning 
Towns, Precincts, and other youth support programs. 

4   A post-compulsory policy be prepared with input by all parts of the 
Department and LLEN to ensure that  

▪ There are clear understandings about the intention of the post-
compulsory learning agenda in Victoria across all education and 
training sectors 

▪ Agency and departmental roles, responsibilities and authority are 
clearly defined and reflected in agency and personnel 
profiles/reporting requirements; and 

▪ Scope for interagency activities are mapped and endorsed. 

5.  A departmental network within DE&T be established which 
parallels the LLEN network outside the Department. This network 
should include LLEN, VLESC and DE&T personnel. It should provide 
contexts for effective cross-sectoral dialogue and joint strategy making 
processes. 

6.   Further research be undertaken to: 
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▪ Properly map the emerging interagency networks concerned with 
social capital at every level of government, their agenda and 
resource priorities, the character of their interfaces with one 
another, and the infrastructure required to support regional social 
and economic development which, directly or indirectly, sustains 
learning and employment outcomes for youth 

▪ Investigate current strategies for regulating public activities that 
are being developed internationally and in fields beyond 
education and training in order to determine a regulatory matrix 
which provides appropriate guarantees in relation to probity but 
which also encourages responsiveness and innovation within 
LLEN. 
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Introduction 
 

Following recommendations of the Ministerial Review of Post Compulsory 
Education and Training Pathways in Victoria, the Victorian Government 
introduced Local Learning and Employment Networks (LLENs), local 
planning networks consisting of education and training providers, industry 
and other agencies. The LLENs are responsible for developing a local 
cooperative approach to planning including community renewal and 
strengthening, minimising duplication and wasteful competition in service 
provision, and acknowledging community and industry shared 
responsibility and ownership of post compulsory education and training. 

Whilst acknowledging that the program was in its infancy, the Victorian 
Learning and Employment Skills Commission (VLESC) initiated an 
evaluation of the LLENs to provide intelligence for the further development 
of the program, particularly in terms of their contribution to community 
building; the extent and quality of interactions of LLEN with key 
stakeholders; and the LLEN concept and system as a means of achieving 
better education and employment outcomes for young people in the post 
compulsory years.  The evaluation was to concentrate on LLENs in Phase 
One. 

Project context 

The Ministerial Review urged action on the part of government, education 
and training systems and the broader community if the young people in 
Victoria were to realise better and more secure futures. They noted that: 

▪ the fruits of economic growth have not been equally shared by young 
people or within them as a group 

▪ education to work transition has become more complex and 
unpredictable 

▪ the pathways between education and training, and employment for 
young people are uncertain, unequal and poorly signposted. 

The Review expressed concern that Victoria's and Australia's education 
and training for young people is mediocre by international standards, with: 

▪ poor participation levels 

▪ outcomes too strongly skewed against certain groups and regions.  

Linkages between education and training, employment and industry, and 
other support and safety net resources needed strengthening as did 
coordination between the parts of the education and training system. 

At the same time, the Review noted the commitment and inventiveness of 
schools and other providers, and other agencies at a local level to 
supporting young people, the large number of programs designed to 
provide education and training programs and link young people with 
industry and work.  
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The LLENs’ purpose is to build on these developments to help achieve the 
overall goals for educational outcomes by developing a commitment to 
account for all young people in a region. 

Methodology 

The brief required the evaluation to 

▪ Investigate ways in which LLENs are fulfilling the roles envisaged for 
them 

▪ Identify the strategies being used in fulfilling their roles with an 
analysis on the effectiveness of these to provide feedback to all 
stakeholders 

▪ Capture the range of activities and relationships contributing to the 
community building role of LLENs 

▪ Analyse the mechanisms which support the LLENs, including the role 
of DEET officers 

▪ Provide advice to the VLESC, DEET and LLENs themselves on ways 
in which LLENs are contributing to improved outcomes for young 
people in the post compulsory years. 

It was understood at the outset that because of the relatively early stages 
of the program, there would be an element of feeling the way. Little ‘hard’ 
data is yet available. Perceptions and ‘political’ considerations are still 
important in the development of the program. Moreover, LLENs operate in 
a complex, emerging environment with overlapping purposes between 
various regional programs which is still shaped by legacies of 
competitiveness that can inhibit collaboration and foster suspicion. This 
environment can create difficulties in establishing direct cause and effect 
relationships.  

LLENs are also at different stages of development. We have tried to reflect 
the need for each initiative to effectively situate itself within its own local 
community, and education and industry needs but have also been mindful 
of the need to draw general conclusions.  

Moreover, because of the program’s relative infancy and the shifting LLEN 
context, our approach has been to focus on areas of likely tension since 
this is where strategy needs to focus. It is understood that: 

▪ Relationships between partners are complex. Partnerships link up a 
range of established and new interests. They require each party to 
develop new ways of working. These developments confront interests 
and can lead to unexpected alignments as well as reluctance to 
participate.  

▪ Relationships between central government and local agencies are 
often ambiguous.  

▪ Community-building is understood in different ways. 
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Given that changing circumstances in industry, community and education 
are continuing, once and for all answers to issues will be elusive. To 
enrich our understanding our Model for the evaluation examined: 

▪ The conditions that existed in the local areas before the LLEN 
implementation, seeking information for example about what kinds of 
education and employment provisions existed; what kinds of relations 
characterised the interactions between the local providers of education 
and employment provisions; and in what ways did local community 
action associated with education and employment program decision-
making occur, prior to the implementation of the LLEN  

▪ The procedures used to establish the LLEN including the relations and 
interactions among the stake holders 

▪ The resulting relations, interactions, local decision-making, improved 
education and employment outcomes seeking information for example 
on ways community building has occurred; ways that local decision-
making is being undertaken and its products enacted; in what ways is 
there a developing capacity for local community-based processes and 
capacities to address educational and employment focussed goals; 
and what changes have occurred in the quality of education and 
employment outcomes, or in the prospects for improvement.  

Data was gathered primarily through interviews with Phase 1 LLENs, 
DE&T officers and management, a number of group discussions with 
LLEN and Department people, focus groups, a strategy workshop and 
meeting with the VLESC Working Party. 

Interim Report 

At the request of the Working Party we provided an Interim Report of 
the findings from the first round of LLEN and Department interviews and 
discussions on the 26 June1. In the context of the likely points of 
tension cited above, the main observations were: 

▪ All believe that local action can make a significant difference, but is 
limited by the extent of LLEN influence and credibility, which 
ultimately depends on the Department and Government responding 
to issues raised and their support for LLEN especially in the short to 
medium term. 

▪ The principle of involving the community through LLEN membership 
and Committees is endorsed, though there are practical difficulties 
in obtaining representation from some groups. Some groups’ 
participation may also be premised on guarding their own interests. 

▪ In general, the model structure and rules were experienced as not 
perfect but acceptable. The tension for Committees is between 

 
1  See Interim Report of the Evaluation of Local Learning and Employment Networks. June 2002 for 

more detail on these and other issues. 
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having representatives of community interests and people who are 
personally active. Committees have sometimes struggled to ensure 
that members see themselves as representatives with the 
responsibility that implies. 

▪ Governance is highly dependent upon voluntary effort. This may 
lead to high turnover and exhaustion. Evidence for both exists. 
Chairs all estimate devoting one day per week to the LLEN and 
other members also make considerable contributions. This is 
probably not sustainable. There is considerable variation in the 
extent to which LLEN have built on existing processes or networks. 
LLEN tend to be either forced marriages, arranged marriages or 
marriages of convenience. LLEN boundaries rarely coincide with 
established networks and community relationships and some areas 
have poor histories of collaboration. There is a cost even where 
networks exist because of disruption or even abandonment. Where 
networks existed the LLEN add value by providing a context and 
process for more focused inter-agency discussions.  

▪ The active components of LLEN, essentially Committees and 
‘working parties’, primarily consist of professionals (teachers, 
welfare workers, community / economic development workers) 
exploiting and extending their personal networks. For lasting 
change LLEN may need to adopt a more strategic approach to 
network development to include organisation and processes 
targeted for their capacity to help achieve outcomes. 

▪ LLEN strategic planning aided ‘bonding’ and the group coming 
together around agreed issues and priorities. The extent of 
agreement is surprising and it remains to be seen whether it can be 
sustained. There was considerable dependence on the program’s a 
priori purposes in determining priorities, which also accounted for 
the ready consensus.  

▪ There is considerable convergence of views about the role of LLEN 
as a ‘facilitator’, ‘broker’ and similar analogies and not a program 
deliverer. However, the real test of the consensus around role, 
strategy and priority will come with tougher challenges. This role 
may not be sufficient to sustain the LLEN in the longer term unless 
it is able to be exercised through localised planning and provides 
gains which are transparent to local stakeholders and seen to be 
having an impact. 

▪ LLEN have initiated activities to varying degrees although they are 
all in relative infancy. Committees have accepted a need for getting 
their thinking right and have resisted getting into action mode 
prematurely. This has led to occasional instances of tension with 
DE&T although mutual understanding has improved. Systematic 
consultation and research is perhaps less evident in the activities 
that are underway than networking (non-systematic consultation). 
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▪ In monitoring and sharing responsibility for outcomes the results are 
patchy. Some LLEN have invested first in establishing good 
relations and links with schools with an  emphasis on developing 
collective responsibility, rather than risk blurring responsibility and 
causing tension. In most cases, schools are providing any data 
required although tensions arise and LLEN need Department or 
Region support on occasion.  

▪ Much of what LLEN do can be said to contribute to ‘community 
building’ in some way. Many LLEN have an explicit view of 
encouraging the spawning of activities between members, without 
the LLEN direct involvement beyond providing the initial context for 
brining them together. However, LLEN community building role 
needs clearer goals and consideration of processes of achieving 
those goals by LLEN and DE&T. 

▪ Relationships, communications and responsiveness between LLEN 
and VLESC / DE&T were seen as critically important and with some 
areas of concern. Apart from the occasional tensions and ‘growing 
pains’ between LLEN and DE&T, LLEN either didn’t have a realistic 
view of VLESC’s role or were concerned about VLESC and DE&T’s 
capacity to respond to policy issues appropriately. 

▪ Working for youth is a simple but powerful message that rallies 
diverse groups and people, allows conversations to begin, allows 
vested interests to retreat, encourages strategic action and make 
careful decisions. If this message becomes diluted, with additional 
duties for example, the LLEN will likely falter. Also, those who work 
together to assist youth are not motivated by the same purposes. 
So being open about these and their acknowledgement needs to 
encouraged. Also, , any hint of bureaucratic constraints, silos, 
programs etc will  alienate the few business people involved and 
undermine efforts to get more. 

Report Structure  

This report: 

 suggests how best LLEN might be viewed, their role and 
functioning 

 identifies the many valuable types of activity which are underway or 
in the pipeline  

 identifies factors which unless addressed may inhibit LLEN in 
fulfilling their proper function, what needs to happen to get to the 
next level. 

NOT JUST A PROGRAM BUT A MOVEMENT 

With love and care the spiderweb weaves its spider 
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African proverb 

The almost universal feeling, especially amongst the ‘old hands’ is that 
LLEN offer a novel and unique opportunity to confront problems of youth 
education, training and employment. We would concur. For the first time, 
all sectors and stakeholders are brought together in a workable process, 
under the Government’s umbrella. Previous attempts to grapple with these 
issues have been limited by the absence of one or more key stakeholder 
or sector, and the lack of connection to overall government policy setting 
processes. 

Concern for youth more than with other social issues, seems to motivate 
people and may also lead them to set aside their sectional or personal 
interests and collaborate with others in finding ways to improve outcomes.  

LLEN are based on a representative model mandated by the Government 
bringing with it the values of political process, and relationships between 
local agencies or interests which are more like strategic alliances. This is a 
potential source of strength but also a source of tension. 

The LLEN concept is currently and fundamentally based on relationship 
building. It has grown around the connection of people who have come to 
see common interests around working for youth. From relationships flow 
concrete outcomes. The outcomes of these connections have included 
new knowledge and insight into young people in a region and the 
education provision available and a willingness to reorient their 
organisational priorities around addressing gaps in provision. 

LLEN influence to bring change will come from: 

▪ Co-ordinating inputs to planning and strategy making at local and 
statewide levels including: 

- the development and testing of new ideas with service providers 
with adroit use of funds 

- conducting on-going research into needs and monitoring 
outcomes 

- incorporating into planning the ‘street smarts’, intuition, creativity 
and innovativeness which people involved in LLEN bring to their 
work  

▪ Advising local and departmental policy makers on priorities  

▪ Adding value through developing and managing creative relationships, 
networking, collaboration, brokerage, dispute resolution and like roles 

▪ Central agencies responding to issues raised by LLEN and supporting 
the role of LLEN. 

Part of the strength in the idea of LLEN is that they are not players in the 
competition for funding nor directly involved in resource allocation 
decisions. Their role is advisory. LLEN would find functioning difficult if 
they were in direct competition with their own members for funds or held 



LLEN Evaluation Final Report 

 

17/05/22 7 

members fate in their hands. The exception may be when regional or area 
wide initiatives are to be addressed. 

LOCATING LLEN 

It is important to remember that LLEN have been established by 
government and inserted into a field of already well established 
relationships, networks and communication channels. Schools have over 
100 years experience in communicating with the Department. Schools and 
the Department can source and feedback intelligence through familiar 
contacts and informants. There is no practical necessity for them to work 
through LLEN. The same applies for TAFE Institutes and ACE providers 
which have distinctive histories of working with the Department and with 
their own communities.  

This insertion of LLEN into an existing relational field creates what might 
be termed the ‘floating LLEN’. It is represented in Figure 1.   

 
 
 
 
Figure 1: The “Floating” LLEN  

 

 
The institution of the floating LLEN presents certain challenges to all 
parties.  

For LLEN, the immediate challenge is to build interest amongst local 
agencies, to be able to offer something distinctive that will encourage the 
established education and training agencies, and the Department, to 
interface with them rather than simply using their familiar and routine 
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networks. Some LLEN have experienced this as a top-down process. 
They see themselves implementing policy determined elsewhere.  Other 
LLEN have resisted this view of the LLEN as mere implementers of policy 
and have actively engaged in determining their own directions and 
agenda, and engaging in local policy setting. 

For Schools, the LLEN is an add-on to their existing activities. Involvement 
requires additional work with uncertain returns and without additional 
resources. Within the Schools sector some concern was expressed that 
the endorsement of LLEN as an agency supporting 15-19 year olds 
downplayed the role of Schools as the site where most of this age cohort 
was located. There was also some recognition that the endorsement of 
LLEN could be taken as a criticism of Schools and a challenge for Schools 
to step out of their familiar frames of reference. Equally, Schools have 
recognised that the LLEN have capacities for networking and interagency 
working which extends their own resources. They potentially provide 
opportunities for Schools to extend their provision into pathways which 
extend beyond Schools themselves and to track students as they move 
beyond the Schools. LLEN also have some financial resources which can 
be used to support cross-sectoral and pathway initiatives. 

Among TAFE Institutes and ACE providers engagement with the LLEN 
seems more patchy. Some LLEN have active involvement of these 
education and training providers. Others do not. The focus on 15-19 year 
olds has lead some ACE stakeholders to feel marginalised. Yet equally, 
the LLEN has provided a forum in which ACE can interact with other 
stakeholders in education and training. This has revealed that 
disengagement from School is not just a problem for 15-19 year olds but 
also for 10-14 year olds. It has encouraged attention to middle years 
schooling, as well as to later years learning and employment outcomes. 

Other agencies, such as Local Government, other Government agencies 
(eg. Centrelink), Employers and Unions relate to LLEN from outside 
established education and training. This means that there are cultural 
differences in relation to LLEN which are starker than in the education and 
training sectors. These more distant relationships are reflected in variable 
experiences with the LLEN. Local Government has become actively 
involved in some LLEN, although this has not occurred in all LLEN. 
Relations with Centrelink have commonly been difficult. Tensions exist 
around the common employment focus, leading to some evidence of 
demarcation issues and competitiveness between LLEN and Centrelink. 
Unions report marginalisation and an ambivalence about how to connect 
and engage with LLEN. All the LLEN recognise that building relationships 
with employers is important but it requires distinct strategies. It is well 
known that employers get frustrated with too much talk, too much 
committee work and not enough action. Using a range of strategies, the 
LLEN are developing relationships with employers but often small 
business is more responsive than large business. Their engagement is 
often project-specific, even individual-specific. There are important 
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instances of employers taking on particular ‘at risk’ young people as a 
result of direct intervention and relationship building by the LLEN 

The Department of Education and Training’s relationship with LLEN is 
complex. Current education policy endorses LLEN and so Departmental 
officers support LLEN in principle. In practice, things are messier. There 
are mixed understandings about the role of LLEN and VLESC, and how 
they fit into Departmental structures and authority relations. Information 
flows and communication is fractured by the division of the Department 
into Offices and other agencies. People know that the LLEN exist but in a 
rather ‘academic’ way. LLEN happens ‘over there’. The implications of 
LLEN for practice are not immediately recognised. The recognition that the 
Centre’s policy development process will be paralleled by local policy 
development through LLEN seems to come as something of a surprise.  

The Regions also acknowledge LLEN’s endorsement in policy but 
Regional officers recognise the potential overlap that exists between LLEN 
and Regional structures. Within the ACE sector, some Regions see LLEN 
as a threat, a possible alternative structure. In the Schools sector, Regions 
do not doubt their own durability but commonly approach LLEN with a 
‘wait and see’ attitude and only slowly become more involved with LLEN. 
In a few cases, Regions have moved rapidly to integrate LLEN into 
existing School-based networks, encouraging Principals to become active 
in LLEN and in contributing to the LLEN agenda. The insertion of the 
LLEN into a field of established relationships confronts existing 
arrangements and creates new relationships. Many tensions around LLEN 
are a consequence of this insertion, They have a structural basis in the 
way LLEN have complicated life for many agencies and stakeholders. 
Despite recognition of these complications and accompanying tensions, 
there was widespread acknowledgement that the LLEN principle is a good 
one – it provides an opportunity. The challenge lay in implementation and 
learning to work with LLEN. 

DIFFERENT STANDPOINTS 

Learning to work with LLEN presents obvious challenges – a new agency, 
doing things differently, with some resources but a governance structure 
which shared decision making between agencies rather than 
concentrating authority with traditional providers.  

These challenges are compounded, firstly, by cultural differences. Within 
the LLEN, different agencies talk different languages and have different 
expectations. Negotiating these interests and expectations is a critical step 
in LLEN development. Finding ways of working across these different 
communities necessitates different kinds of strategies. Education people 
work in committees, employers get bored. The Department wants tangible 
outcomes, community development experts want to pin down structures 
and process. Working across these cultural differences means 
acknowledging differences while also creating a productive patchwork 
which uses different expertise and ways of working to get things done. 
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A further constraint in the development of this productive patchwork lies in 
people’s location within the LLEN network and their inability to imagine 
what it is like in another location. A person located in the Department sees 
a very different landscape to a person located in a LLEN. This is 
represented in Figure 2 below.  

The person in the Department commonly sees LLEN as a single agency at 
the end of a decision-making process. They probably do not see the range 
of agencies outside of education and training, even outside of their sector 
of education and training, which impinge on LLEN. They may glimpse 
Local Government but may not see other State and Commonwealth 
agencies which relate to LLEN because of their agenda for regional 
development, industry improvement or youth programs outside the field of 
education and training. They may focus on education and employment 
initiatives but not recognise the significance that initiatives for seniors, for 
environmental sustainability, for social and economic development have 
for learning and social capital development.  

 
Figure 2:  The landscape from different locations 
 

 
By contrast, the person in the LLEN is face to face with all these different 
agencies, all speaking a slightly different language, with different agenda 
and resources. There is considerable opportunity within this scenario. An 
enterprising LLEN could easily become a local broker working between 
these different agencies building relationships and mobilising resources for 
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local communities, but this may take them away from a specific 15-19 year 
old education and employment focus. Equally, this scenario presents 
scope for dissipation of effort, for sectional conflict, for co-option of LLEN 
to particular agenda. While LLEN are the invention of the education and 
training sector, a narrow focus on 15-19 year olds learning and earning 
could be seen as a particular co-option of community capacity that takes 
human resources away from wider agenda relating to regional 
development which encompass education and training. 

WHAT IS GOING WELL 

Despite their relative infancy, and relatively short  period of development, 
the LLEN are making significant inroads to their task of engagement 
community involvement in decision-making in matters of employment and 
education for young people.  The following illustrations provide an 
indication of the range, energy and inventiveness of the LLEN.  

One LLEN describes its positive experience in building effective 
relationships in the community: 

The LLEN committee of management (COM) is well networked, an incestuous 

bunch, it would be a surprise if a new person turned up that they didn’t know. 

The Kennett period sparked competition and now they are trying to break it 

down at the COM level. The first six months was spent extinguishing fires 

among the agendas. Now they can say it was that period. There is the same 

dynamic now among the membership and the broader community. 
 

The principals were new to this and NGOs and had felt out of the reform 

process and the region. Now they have found collegial support. Local 

Government has been impacted too – the municipality has developed a youth 

strategy and youth officer as a result of the local government reps role on the 

COM. 

 
In the beginning, all these people were on the LLEN because they had ‘a 

watching brief’, they were watching each other and the LLEN. All feared ‘an 

education take-over’. All have now become energised. We have 6 working 

parties. All are chaired by COM members. Participation in the LLEN has 

increased. Now people want to be involved. 

In other LLEN pre-existing relationships and, sometimes, forced marriages 
across geographic areas have made LLEN development more difficult.  In 
some LLEN, sub-committee structures have been used to ensure that 
geographic sub-communities within the LLEN maintain their identities and 
also to contain undue dominance by particular networks.  

There is some recognition that there may be a kind of life cycle for LLEN. 
It begins with the ‘watching brief’ noted in the first example when all the 
partners are new and do not know each other. As they engage with one 
another, differences emerge but, with careful management, the partner 
can build on these differences to know and respect one another, and 
develop more trusting relationships. As trust develops within LLEN, people 
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become more confident in reaching out to new partners, building dialogue 
with other agencies and pursuing projects and initiatives.  

Few LLEN have moved beyond these three phases yet. However, there 
are some indications that committee turn-over may be an issue as LLEN 
mature. The workload is heavy, especially for the chair and executive 
officer, and the LLEN environment also provides a valuable professional 
development context where people can learn the skills of networking, 
relationship-building and change management which are highly valued 
and rewarded in other employment contexts. And given the notion of a 
LLEN life cycle, there is a logical possibility of LLEN flowering followed by 
decline, even ‘death’. One of the challenges will be to monitor the 
environmental changes that bring LLEN to a sustainable maturity or 
hasten them towards breakdown, and to provide supports to maximise 
their life and efficacy. 

Most LLEN talked about the challenges of building relationships with 
employers. They were developing a range of strategies for tackling this. 
Some only approached employers when there was a specific initiative 
underway that needed employer participation. Breakfasts have also been 
another way of encouraging employer participation. They have been 
popular with the employers because they offer good networking 
opportunities and with the LLEN because they encourage communication 
without being too resource intensive  One LLEN executive officer targeted 
a particular industry sector and phoned all the employers. Having a chat 
about the LLEN and about young people in the area was enough to bring 
a lot of these employers into the LLEN processes. Some were willing to 
employ a young person at risk. Others participated in larger scale projects 
and network activities.  In one country town a special partnership has been 
forged with one of the larger companies. The company was having 
problems recruiting apprentices. The LLEN suggested that the company 
might participate in a VCAL pilot as a way of encouraging young people to 
take up the apprenticeships. A memorandum of understanding is being 
signed off which will allow three cohorts of young people – unskilled, 
apprentices and tertiary – to do part of their training at the company.  

LLEN are also developing different strategies for working with young 
people themselves. One LLEN has appointed a number of young people 
to act as liaison officers, building relationships with youth in schools and 
TAFE, in jobs and on the street. In another LLEN a Youth Advisory Panel 
has been established. The executive officer noted: 

This made educationists sit up. Schools nominated 1-2 students to be involved 

in leadership training. They were not established leaders but ordinary kids who 

might beneft or have potential. Some were high functioning kids, others were 

illiterate. We organised a one week training program then invited kids to form 

the Youth Advisory Panel. A couple have fallen out but 17 kids are still in. We 

have invited them to nominate issues and establish working parties to work on 

issues. School - work issues were not significant. They wanted to work on 

drugs and teachers. They are preparing a brochure on what works with kids in 

relation to drugs. They want to do survey of drug use. They feel they don’t get 
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enough real information on drug use in the area. They are getting the police to 

talk with them. Its quite confronting having kids doing a survey of drug use in 

schools. Its threatening for schools. While the school is anonymous, its still 

controversial. But we can’t set up the panel and ask them to work on issues and 

then say its not appropriate to work on that issue. This has been a huge 

achievement. 

Overwhelmingly, the LLEN have talked about the value of building 
relationships between agencies and individuals who previously never 
talked with one another. This isn’t always a simple process. It involves 
quite risky work, meeting up with new people, trying to find someone in an 
organisation who is willing to engage with the LLEN and be enthusiastic 
and motivated even if their job description or performance indicators do 
not recognise this activity, and finding ways of talking to one another when 
the lexicon is slightly different to what one is used to. It requires the person 
building the relationship to be confident, willing to take risks, able to speak 
across institutional cultures, and be able to make mistakes and learn from 
them. The capacities of the executive officer and chair are critical. They 
cannot be disengaged but they must safeguard their independence. They 
cannot afford to be ‘captured’ by any particular interest group.  

But the benefits of this work are obvious. LLEN committee members talked 
about the value of extending their professional networks, of the challenges 
in tackling intractable problems facing young people. As a result of the 
dialogue unrecognised problems came to light and could be addressed – 
like the realisation that disengagement is not only a problem for some 15-
19 year olds but also for some children between 10 and 14. In other 
cases, dialogue opened up different ways of understanding existing 
problems. For instance, in one LLEN retention was not good. As the 
executive officer observed:  

Something like 38 % boys will drop out of school by year 11. They won’t do 

year 12. We probably have amongst highest level of disengagement from 

school in state. This is an area that behaves like a regional area, not a 

metropolitan area. Yet it is treated like a metropolitan area, even though the 

metropolitan transport stops at the north of the area. Once the transport stops 

it doesn’t matter whether you are 5 or 500 km away. 

 
This issue of public transport provided another way of thinking about 
young people’s disengagement from education and training, and provided 
insights into alternative solutions, as a committee member describes: 

Public transport is a big issue. It stops them accessing education and training. 

But I wouldn’t have know about that if I hadn’t been in the LLEN. Transport is 

aspirational. The kids don’t think beyond what they can do on public transport. 

So now we are thinking about having 1st year TAFE and Uni subjects delivered 

locally to get round problems of transport. We wouldn’t have done that without 

the LLEN helping us to see the issue. 

While LLEN are in their early days, they have: 
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▪ effectively harnessed the considerable local energy directed towards 
self help and are helping to address  the problems of youth transition 
from schooling to work 

▪ brought together local partners and interest groups whom would 
otherwise not be meeting to discuss and plan for enhanced 
employment and education outcomes for young people in the area 

▪ commenced collaborative and focused activities with local partners 
who would otherwise have competing interests in identifying strategies 
directed at greater inclusion of and meeting the needs of local youth 

▪ provided a platform for engagement in localised planning and 
decision-making 

▪ succeeded in making arrangements (e.g. localised commitment by 
enterprises to employ disadvantaged and “at risk” young people) that 
would be unlikely to be achieved through top-down dictates; 

▪ proposed to DE&T means by which the LLEN role might best be 
conducted in order to achieve the goals of government 

▪ commenced the process of dismantling an unnecessarily competitive 
employment and education environment, and 

▪ brought community representatives together possibly for the fist time 
to direct their collective energies to assist problems that impact heavily 
upon those communities. 

WHAT IS TO BE DONE ? 

The Focus for Strategy 

Strategies for the further development of LLEN need to focus on those 
factors which present the greatest risk to success. 

In our assessment, these high risk areas range from ‘big’ policy issues to 
small but critical ones. They include: 

 The willingness and capacity of the Department as a whole to position 
itself at sufficient distance from LLEN, yet to be responsive to their 
policy advice. A major challenge for the Department and Government 
is tolerate differences and to accept occasional failures and mistakes. 
There is a risk of over prescription by the Department and through a 
tendency often found in bureaucracy, for ‘tidy’ arrangements and ‘one 
size fits all’ philosophies.  

 The adequacy of conceptual frameworks, locally and centrally, 
regarding LLEN purposes and methods, to sustain and develop LLEN 
over time, rather than limit or undermine them. This will require 
constant attention and modification in the light of experience and as 
the LLEN context changes. There should be no thought that LLEN 
policy and strategy has been set once and for all, and now its time to 
get on with implementation. It has been remarked by many people we 
have consulted in and outside DE&T and at various levels, that there  
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is an urgent need for policy and strategy relating to post-compulsory 
education in schools, and between schools and the other sectors, in 
effect in between the Ministerial Review (Kirby) and day to day 
operations. The absence of policy affects matters such as cross-sector 
coordination and the mandating of certain activities which impact on 
LLEN and pathways. 

 The capacity for the LLEN and Department to learn, to increase their 
knowledge and understanding, to build capacity. The Department 
already risks impatience with, and overburdening, LLEN, and some 
LLEN have an inadequate understanding of the government policy 
environment.  

 A need for mechanisms to utilise and respond to the advice provided 
by the LLEN. Having set up these independent bodies as providers of 
advice, the Department need to find ways of accepting, evaluating and 
responding to that advice.  

 The level and nature of the skills and knowledge available to LLEN 
and the Department.  

 The management of Committee and staff succession and attaining 
self-sustainability of LLEN. 

The Proposals below are directed in the first instance at minimising these 
risk factors. 

The LLEN Concept and Governance  

The novel dimension of LLEN is that they bring together community 
interests and the different levels and agencies of government to work on 
youth employment and education issues at a local level.  

This brave idea has inherent tensions and a balance has to be struck 
between garnering and exercising power locally [community building] and 
system-wide change [government policy]. It is not difficult to envisage 
conflicts between different local interests, and between local and system 
wide interests. The way these tensions are resolved will be a key test for 
the LLEN idea and the LLENs themselves. 

Proposals:  

1.   More attention should be paid within LLEN and between LLEN, 
VLESC and DE&T about processes for resolving differences. A 
starting point would be a ‘contract’ between DE&T and LLEN about 
what the LLEN will do, what DE&T will do, how the two-way 
communication process will proceed, how disputes will be resolved, 
how decisions will be taken, how boundaries will be managed, how 
changes in circumstances will be accommodated, and how feedback 
will be given. This would provide the ‘bottom line’ for the development 
of an approach where advice and planning input,  and outcomes for 
youth are sought through partnership. 
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For LLEN to be robust, that is survive as an independent and productive 
voice, they need to increase their roots in the local communities that are 
not part of the structure of government. This has several dimensions 
including involving otherwise marginalised sectors but more importantly 
adopting a ‘community building’ approach. It also means that LLEN need 
autonomy from government. The LLEN must have a role that the 
community can be see as being exercised in their interests. Sustaining the 
voluntary effort that underpins the LLEN will become increasingly difficult if 
there is no evidence of the LLENs’ impact on outcomes. 

The LLEN have been variously described metaphorically as a ‘policy 
initiative’, a ‘program’, a ‘system’, and by one Committee person at least, 
as a ‘movement’.
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Proposals: 

2.1 A ‘metaphor’ or model for the system as a whole is needed which 
captures the role of DE&T and LLEN to ensure minimal interference 
and maximum responsiveness. No precise analogue comes to mind 
but aspects of the Landcare model may be worth considering, 
because of the way in which local and central interests are balanced. 
However, LLEN have a key role in providing advice to VLESC and to 
impact on the behaviour of education agencies, unlike Landcare. 

2.2 Community building has to follow where communities exist or 
emerge, not arbitrary boundaries. Considerable flexibility should be 
tolerated in ways of approaching activity, building on communities 
and needs and not the boundaries.  

2.3 LLEN and DE&T need to reflect more on what constitutes 
‘community building’ and strategic networking. Reliance on ‘usual 
suspect’ personal networks of education and welfare professionals 
will not cement processes independently of government/DE&T.  

The desire to cover the whole State over a short period has produced 
anomalies: 

▪ Many if not most Regional boundaries do not reflect natural or 
historical practice of communities, economies or networks. Some 
LLEN cover areas that are so diverse in their communities’ 
composition as to render the formation of some community 
partnerships highly problematic. 

▪ The administrative apparatus for LLEN may not work equally well in all 
areas. It should be possible for example to have involving community 
processes without having a full Committee or a Committee at all, if 
maintaining a committee proves too costly in time and effort or just 
isn’t possible. The Department needs a response should the current 
arrangements prove nonviable in some areas? 

▪ The rules of incorporation may, if administered inflexibly, inhibit local 
developments. 

Proposals: 

3.1 Obvious anomalies in boundaries should be removed through 
discussion/ negotiation 

3.2 Individual LLEN activity should not cease at the boundary fence. 
Methods for facilitating collaboration across areas where it 
contributes to the LLEN objectives should be developed 

3.3 LLEN need some degree of autonomy in determining committee 
structures and processes – which are only means to an end anyway. 
It would be a mistake to allow arbitrary rules of association etc to 
dictate processes and therefore outcomes. 

3.4 However, the current rules should not be changed until the LLEN 
have ‘bedded down’, in particular not until: 
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The purpose is to illuminate, to gain insight, not to uncover ‘truth’. 

"It's always night, that's why we have light."  

Thelonious Monk, jazz pianist 
 

▪ A significant proportion have been through at least one full 
annual cycle 

▪ Ideas on purpose, direction and process are further developed. 

Perhaps the greatest challenge for LLEN and the program as a whole is to 
manage a successful transition to the second (or in some respects third) 
generation of Committee members and staff. There is a likelihood that 
many of the current crop are ‘pioneers’. It is inevitable that some will drop 
out through exhaustion, frustration or boredom. A number of Chairs have 
indicated that they spend one day a week on LLEN business. The test will 
be to maintain the momentum and knowledge, as voluntary effort is 
exhausted. 

Proposals: 

4.1  Consideration should be given to providing Committee Chairs an 
honorarium to compensate for their time  

4.2  Committees and EOs need to develop methods of formalising and 
documenting their tacit knowledge and learning for the benefit of 
reducing the risk associated with people departing 

4.3  Committees need to ensure in an ongoing way that there are 
‘reserves’ available and prepared to nominate when vacancies occur  

Plan for Post Compulsory Education and Training Provision and 
Support Focussed on the Needs of the Individual 

Most of the planning effort by LLEN has been most useful for forming a 
group identity and bonding. Plans on the other hand stem from the a priori 
objectives and purposes of the LLEN policy and they are more or less 
interchangeable because the local context is not yet fully explored nor 
strategy developed. At this stage such an outcome is not surprising and 
there has been a decided benefit in forming the LLEN. In the medium to 
longer term, a different approach to strategy formation and planning will be 
necessary, built on a distinction between planning as a dynamic process 
of strategy formation and a document used for control and accountability. 

Current requirements or expectations for LLEN emphasise planning and 
conducting environmental scans as the basis for future action, determining 
priorities and so on. This follows an essentially rational planning model 
There is widespread recognition that LLEN do not live in a rational, linear 
world but nonetheless formal thinking about planning implies that they do. 
Actual LLEN activity is more guided by strategic thinking rather than the 



LLEN Evaluation Final Report 

 

17/05/22 19 

planning process which is used for control and accountability, within the 
LLEN and between the LLEN and the Department. 2  

There are significant constraints to forging an effective collaboration 
between LLEN, VLESC and DE&T on strategy formation and planning. 
There are many LLEN, and VLESC and DE&T have demanding 
responsibilities that extend way beyond LLEN. However, it is vital for the 
success of LLEN that an effective dialogue on policy and strategy occurs 
between the parties. Dialogue cannot be truly effective without some 
personal contact and discussion. 

In discussions across the Department, it emerged that issues of effective 
collaboration, information sharing and coordination occurred across the 
post-compulsory spectrum and efforts are required to establish 
mechanisms which can effectively accomplish this inside and outside the 
Department. 

As a consequence of these factors which together bring considerable 
uncertainty, strategy formation and planning by LLEN must emphasise 
processes. Planning processes need to capture LLEN strategy. 

Proposals: 

5.2  Strategy making and planning at all levels should be built around 
four key ideas: 

i. Engagement with the future   

ii. Exploring and understanding the LLEN context  

iii. Seeing the whole system  

iv. Understanding mental models and culture.  

5.3 Planning and strategy making by LLEN guided by these 
perspectives, should try to incorporate the ‘street smarts’, intuition, 
creativity and innovativeness which people involved in LLEN bring to 
their work now, and not be separate. Real strategies are rarely made 
in conference rooms but are more likely to be cooked up informally  
and often in real time—in hallway conversations, casual working 
groups, or quiet moments of reflection on the drive home from work. 

5.4 LLEN, DE&T and VLESC should participate in regular joint strategy 
making processes. For example, VLESC members, representatives 
of all LLEN and DE&T personnel should jointly participate in a 
structured and properly planned, prepared and facilitated annual 
future search and strategy conference. Opportunities for individual or 

 
2  Typically, the rational planning model includes the following discrete steps: 

i determine vision, mission, driving forces – ‘why we are in business 
ii determine organisational values – ‘how we do business’ 
iii Gap analysis usually built around SWOT – ‘where are we, where do we want to be, how can we 

get there.’ [SWOT analysis is essentially list compilation in its methodology and can actually 
lead to concentration on the less important at the expense of the vital.] 

iv Outcome measures, reports, coordination, milestones, budgets – ‘how will we know when we 
get there.’ 
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groups of LLEN to present advice, research or experience to VLESC 
in person should be provided from time to time. . Arrangements 
should recognise the various areas across the Department with a 
stake in post-compulsory education and pathways. 

Some more detailed arguments and suggestions for approaches to 
strategy formation and planning by LLEN, DE&T and VLESC are in the 
Appendix – Strategy Formation and Planning. 

A number of LLEN have commissioned environmental scans of their areas 
to help identify issues that need to be addressed. We have examined a 
number of these scans and have two responses to them. Firstly, they 
represent an extremely useful aggregation and analysis of mainly 
statistical data that is available bearing on the role of LLEN and more 
generally of the geographic region covered by the LLEN. For many LLEN 
members much of this data will be new and will provide them with further 
insight into the nature of the issues and problems. It will also add power to 
the LLEN in its task of persuasion and development. At the same time, the 
scans indicate important gaps in data which need to be addressed.  

The second observation is that so much of the LLEN task is strategic and 
at the margin of change, such that much official data, either from the ABS, 
the Department or elsewhere, will never be up to date enough or precise 
enough for planning, implementing or monitoring.  Other approaches will 
be necessary to obtain information to supplement scans and official 
statistics.  

Proposals: 

6.1  The Department in consultation with LLEN need to identify data gaps 
from all the environmental scans and take steps to develop new data 
sets including modifying Departmental collections and approaching 
the ABS 

6.2 LLEN from within current funding and/or with additional funding, need 
to conduct quantitative and qualitative research and monitoring. Of 
necessity much of this will have to be ‘quick and dirty’ and perhaps 
rely on broader standards of proof, say akin to market research 

6.3 As an adjunct to scanning and as an input to strategy formation and 
action, LLEN should consider developing a ‘network map’ of their 
area identifying community resources, key stakeholder groups, key 
movers and shakers who may be part of, or targets of strategy. 

Link Post Compulsory Education and Training Providers with each 
other and with Industry  

LLEN were formed in large part because of a perceived failure of 
coordination and planning between agencies charged with responsibility of 
providing education, training and employment opportunities for youth. 
Many of the issues were well known but appeared intractable because of 
territorial/demarcation issues. LLEN provide a means of cutting through all 
this, by putting stakeholders around the table and working on a person to 
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person basis. This is now beginning to show real benefits. 

We believe that within the Department there was insufficient initial 
understanding of the effort required by LLEN to establish and maintain 
effective links between agencies and people and to translate them into 
meaningful activity. This situation appears to have improved at least within 
the Post Compulsory Pathways and Projects Division. 

Our observation is that by and large LLEN links are as good as the 
networks of those who are centrally involved, although they are using a 
range of strategies to broaden their base, promote pathways issues and 
extend their influence, often in partnership with others such as service 
clubs, schools or local government. Work is required to embed LLEN 
activities beyond personal relationships important as those are. LLEN 
need conceptual frameworks and strategic tools and processes to 
approach the task of linkage development or networking. There needs to 
be strategic targeting and a holistic view. For example, there is 
widespread recognition of the apparent paradox of employers claiming 
that they can’t get recruits and kids dropping out of school or leaving the 
area to work. Most the attention is being placed on better informing kids 
and employers about each other. However, it is most likely that better 
outcomes will require in part changes in structures on both sides of the 
labour supply/demand ledger. Information will overcome some issues but 
changes may also be required in say the structure of work and recruitment 
strategies. 

LLEN find it a challenge to develop sustainable links with industry and 
indigenous communities. There are a variety of reasons for this which by 
and large are well understood by LLEN. However, the expertise and 
resources to be applied are diffuse and measures are required on a 
system-wide basis to increase capacity. 

LLEN often find relationships with government departments and agencies 
outside the state education and training area more of a struggle. LLEN 
seem not relevant to these agencies and they are not located in a way 
which makes them accessible, often a problem outside Melbourne. There 
is room for improvement in the co-ordination between State and 
Commonwealth employment and training programs for example e.g. MIPS 
and JPP. DE&T has a particular role to play here in ensuring a whole of 
government approach to youth education, training and employment 
issues.  

Because of the difficulties in effective networking and linkage 
development, there is a question of how the learning arising from these 
activities is to be translated to other sites and settings. LLEN need to 
develop ways to consolidate knowledge gained and to diffuse innovation. 

Proposals: 

7.1 Professional development in networking and relationship development 
in the specific context of LLEN is required for LLEN and DE&T staff 

7.2 Arrangements be planned that provide partners with perspectives of 
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the issues that other partners face. For instance, twinning 
arrangement could be encouraged in which partners spend time with 
each other during their work roles to understand the other’s needs. 
So for instance, a community member might spend time in a 
business, the employer spend sometime in a school environment to 
learn about young peoples’ aspirations and needs, etc. 

7.3 Ways need to be found to encourage interactions and partnerships in 
schools and VET. For instance, the formation of or engagement in 
VET in schools networks might be encouraged. Performance 
indicators should be instituted as a means of doing this only as a 
measure of last resort. 

7.4 A policy review should identify barriers to pathways, identify effective 
pathway models and incorporate these in policy. 

7.5 Expertise from within LLEN networks (Committees, Executive 
Officers, working parties), and DE&T needs to be harnessed for 
example through regular workshops to share knowledge and 
translate tacit knowledge into explicit knowledge in relation to 
indigenous issues and industry relationships. 

Monitor Pathways and Outcomes and Ensuring Collective 
Responsibility for Outcomes  

LLEN have a delicate balance to maintain in monitoring outcomes 
because they are dependent to a considerable degree on schools and 
others for data and other information. Schools are cooperating more with 
LLEN in this matter but are sometimes wary about access to information 
by all stakeholders in the LLEN apart from paid staff and Committees. 
There are a number of possible reasons for this -fear of retribution from 
DE&T, territoriality, concern about uninformed criticism, unwillingness to 
expose oneself to competitors. As suggested above there are areas where 
data does not exist or is inadequate for monitoring. 

Proposals: 

8.1 DE&T will have to support LLEN if these barriers are to be overcome 
and change is to be accomplished 

8.2 System wide effort is required to ensure that the required data is 
available. 

Accountability and Reporting  

Accountability 

The public sector places significant emphasis on accountability [or 
compliance] in its management arrangements, particularly under 
outsourcing arrangements. This is typically expressed in performance 
agreements or contracts between the ‘purchaser’ and ‘provider’ who are 
distinguished from each other, specifying outputs and budgets and 
reporting requirements.  
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The literature3 indicates that these arrangements work best when there 
are several potential suppliers for the contract; transaction costs are low, 
for example there are no significant client transaction costs involved if the 
supplier (LLEN in this case) changes; and there is certainty about 
government funding levels, client or service needs or technology in the 
future. This model requires a complete specification of the desired service 
which realistically can occur only under conditions of certainty. 

The approach tends to be decontextualised, impersonal, rule driven and 
sometimes adversarial – losing sight of goals and failing to take advantage 
of expertise. It can fail to acknowledge the role of all stakeholders and the 
complexity they introduce into service provision.  

It is clearly the intention of those directly involved in developing LLEN to 
avoid the problems associated with this approach. Nevertheless, there are 
indications of tension around this issue and signs of ambiguity in 
Departmental thinking (see below). Moreover, there will be on-going 
difficulties in trying to adopt another approach in a context where the 
approach more generally, including that of the Department of Treasury 
and Finance, is based on compliance and performance measures. 

Perhaps the main reason for seeking an alternative is the impossibility of 
specifying LLEN outputs with any certainty, nor the methods by which their 
outputs will be achieved. DE&T is more likely to achieve its overall aims 
when there is a high degree of shared purpose between partners and 
robust, professional relationships exist based on respect, confidence and 
trust that each can and will do what has been mutually agreed.  

There is growing interest in alternative approaches to regulation and 
accountability that build on trust and individual’s sense of social 
responsibility. These approaches work with practices of mutal obligation in 
ways that contribute to social capital formation, rather than resorting to 
punitive disciplinary tactics or low trust compliance strategies. Such 
approaches are increasingly evident in global regulatory contexts where 
sovereign nations come together to negotiate regulatory regimes based on 
trust and mutual obligation (eg. EU policy, the World Trade Policy Review 
mechanism). They are also being investigated by the Australian Tax Office 

 

3 See for example: 

Alford, J. (2002), ‘The necessity and difficulty of trust in partnerships between government and non-
government organisations’  presented to the International Conference on ‘Knowledge, Networks, and 
Joined Up Government” International Political Science Association, Research Committee on the 
Structure and Organisation of Government, University of Melbourne, 3-5 June 2002. 
Donohue, John D., The Privatisation Decision – Public Ends, Private Means, Basic Books, New York 
1989. 
Hoogland Dehoog, Ruth, Competition, Negotiation, or Cooperation: Three Models for Service 
Contracting, Administration and Society Vol 22 No.3 November 1990. 
Hughes, O. E. Public Management & Administration, Basingstoke: Macmillan. 1998. 
Strathern, M., “Abstraction and decontextualisation: an anthropological comment or: e for 
ethnography”, Virtual Society? (http://virtualsociety.sbs.ox.ac.uk/GRpapers/strathern.htm) 
Outsourcing in Government: The Path to Transformation, Accenture, February 2002. 
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and being used at local levels to support and rehabilitate young offenders4. 
These approaches are worthy of further investigation so that their 
applicability to LLEN can be assessed. 

Reporting  

The role of reporting, the relationship represented in the reporting and the 
focuses of reporting are all key issues for the role of the LLENs and their 
continuity.  

The LLENs have been established as relatively autonomous decision-
making bodies whose management of and provision of advice for planning 
employment and education initiatives requires reciprocity in reporting. That 
is, to exercise their intended role, the LLENs need to ‘report about needs 
for planning’ as well as report on their activities. The reporting should 
reflect the two-way relations that are inherent in the LLENs roles, and 
expectation that they will contribute to an “outwards looking policy 
frameworks, greater collaboration and integration, stronger linkages” 5 
among providers and the community. This quality of reporting is also 
central to the LLENs maintaining their relationships with their local 
stakeholders, who are at the centre of this transformation of policy 
approach.  

The failure of LLENs to engage in reciprocal reporting and some 
acknowledgement and outcomes of their provision of advice could render 
them inoperable. In particular, a perception of advice ignored may  result 
in the dissipation of the ‘good will’ of volunteers and that of other partners 
such as the educational partners. Volunteers will likely exhaust quicker 
and partners cease their contributions, if they feel that their contributions 
are failing to be heard through arrangements that have been established, 
in part, for those processes.  

Without, reciprocal reporting arrangements, the LLENs could be seen as 
being yet another program working ‘for’ rather than ‘with’ DE&T and 
VLESC. The focus of reporting should reflect the key goals of the LLENs’ 
capacity to engage in, inform, be informed and decisions about education 
and employment related issues. Moreover, reporting arrangements 
beyond those between the LLENs and DE&T also need to be considered. 
Reporting between LLENs and its stakeholders, also by schools and 
providers about how they interact with the LLENs will likely assist in 
inducing greater collaboration. 

This reciprocal arrangement is premised on reporting arrangements that: 

▪ best address the kinds of activities that the LLENs conduct and 
processes that they use; and  

▪ best informs about and supports the kinds of local decision-making 
they have been established to conduct. 

Here, the issue of reporting is discussed under three headings: 

 
4  Eg. Braithwaite, J. 2002 Restorative Justice and Responsive Regulation Oxford, OUP. 
5  A Guide for Local Learning and Employment Networks p 2 
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▪ DE&T and VLSEC reporting approaches 

▪ LLENs reporting to DE&T and VLSEC, and stakeholders 

▪ Reporting elsewhere 

DE&T and VLSEC reporting approaches 

The current reporting requirements emphasise tangible outcomes -
measures of performance - rather than the kinds of outcomes the LLENS 
are being asked to secure. The essential work of LLENs is all about 
building confidence, forming partnerships, building trust, engaging with 
partners, overcoming an inherently competitive environment. However, 
these processes do not easily lend themselves to being measured except 
in superficially (e.g. how many individuals and from what groups of 
stakeholders attended meeting). The verbs used to delineate the role of 
the LLENs are plan, collaborate, facilitate, link, facilitate and support, 
strengthen and enhance, monitor and provide advice.6 These activities are 
not best evaluated by quantitative measures. 

LLENs claim to be getting little feedback on their reports to DE&T/VLESC. 
Reporting is seen as a one-way street, about compliance rather than a 
reciprocal process of shared information with the explicit acknowledge-
ment of the LLENS’ contributions.  

A greater need for explicitly engaging in a two-way process of reporting is 
required for LLENs to fulfil their role of localised sourcing and enacting 
decision-making in employment and education-related activities. 

Performance Indicators need to reflect the kinds of work the LLENs are 
doing. That is, accounts of the processes that LLENs are engaging in to 
secure collaborative relations with local partners should be more important 
than measures of performance. This is particularly appropriate in start up 
phases of the LLENs, which are all about engaging with local 
stakeholders. 

Lack of feedback and acknowledgement from DE&T may assist in 
exhausting the voluntary and collaborative efforts that underpin the 
LLENs. How long will individuals be willing to donate time and 
organisations continue to collaborate when there is little in the way of 
feedback and acknowledgement of their contributions? 

It remains unclear to some LLEN what obligations VLSEC and DE&T have 
towards the LLENs in governance processes that are currently in place, 
despite the a key objective being to “provide local input and be informed 
by statewide policy and planning.”7  

LLENs reporting to DE&T, VLSEC and stakeholders  

Reporting is an important and an essential part of the LLENs’ role. LLENs 
understand the salience of reporting politically useful achievements, but 
they are difficult to provide, particularly in the start-up phase. However, the 

 
6 Ibid p  4 
7  Ibid p 4 
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diversity of reporting styles suggests more than diversity of approaches, it 
reflects quite different understandings of reporting requirements and also 
astuteness in reporting to DE&T.  

LLENs want feedback on their reports. A measure of how much the LLENs 
are being listened is taken as the amount of feedback they get from DE&T 
and VLESC. This measure is commonly reported as being unfulfilled.  

Providing the kinds of compliance data that is required is difficult. Instead, 
there is a need to secure participation data from stakeholders who might 
be reluctant to release it. This reluctance and the capacity of LLENs to 
work with, around or overcome this reluctance is a measure of the kinds 
processes that need to be reported as they are essential to the continuity 
of the LLENs. 

The focus on compliance led to concerns about being asked to provide 
responses out of the usual and then problems when these are provided as 
they do not fit into performance compliance measures. However, for some 
LLENs advising VLSEC is not a major priority.  

There was typically a desire for closer a conversation between LLENs and 
DE&T. There is a widespread concern that DE&T is not really listening 
enough.  

LLENs have adopted diverse strategies for reporting to stakeholders. 
Often these reflect the kinds of outreach strategies they adopted. 
However, the effectiveness of reporting to stakeholders often remains 
under-developed.  

Reporting elsewhere 

‘Schools are not rewarded for collaboration.’ 

To ease the task of collaboration among stakeholders, including a range of 
government-funded agencies, appropriate performances might be adopted 
for these agencies. So there is a need for government-funded agencies to 
have PIs that encourage and provide incentives for working with LLENs. It 
seems unreasonable to burden LLENs with performance based indicators 
(PIs), while not having measures to encourage other funded agencies to 
collaborate. It was suggested that TAFE institutes may withdraw from 
LLENs committees as these activities are not required as part of their 
governance measures. So there seems to be a need for PIs for schools 
and TAFE to focus them on collaboration. 

Proposals: 

9 Formal accountability arrangements should be re-structured along 
the following lines: 

▪ Performance indicators and tasks should be broad and limited in 
number. They should meet audit requirements.  

▪ The possibility of introducing forms of responsive regulation 
which build on and affirm mutuality and trust should be 
investigated. 
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▪ The type of reporting will be dependent on the tasks involved in 
LLEN but include qualitative assessments and a demonstrated 
contribution to the Government’s priorities and directions 

▪ VLESC/DE&T and LLEN should ‘contract’ what the LLEN will do, 
what VLESC/DE&T will do, how disputes will be resolved, how 
decisions will be taken, how boundaries will be managed, how 
changes in circumstances will be accommodated, and how 
feedback will be given. This would provide the ‘bottom line’ for 
the development of an approach where outcomes were sought 
through partnership 

▪ DE&T should seek input from LLEN in relation to relevant policy 
development to utilise their expertise and to develop their 
understanding of the policy context  

▪ VLESC/DE&T, LLEN and other stakeholders should participate in 
regular, facilitated ‘workshops’ to share information, resolve 
issues, reflect on, plan and co-ordinate activities. One of these at 
appropriate intervals should focus on possible, plausible futures. 

Activities and Relationships Contributing to Community Building  

LLEN believe that their activities and processes contribute to community 
building and so they do. However, the implication is that community 
building, at least at this stage, is a byproduct of LLEN activity focussed on 
youth pathways. This approach is understandable and acceptable while 
the current opportunities available to or created by the LLEN are exploited. 
We make two observations. To an extent these opportunities are ‘low 
hanging fruit’ and over time the task may become more difficult, requiring 
a broader based approach to find and implement solutions. In the same 
way as DE&T should foster independent LLEN, LLEN should foster 
independent processes embedded in their community. Some LLEN 
already are encountering problems in the extent their community can 
effectively sustain a LLEN process. In these cases a different strategy may 
be necessary if progress is to be made. 

Proposal: 

10. Resources for community development need to be available, 
probably under the auspice and control of LLEN themselves. There 
are considerable written resources available and there is also a need 
for skill development. Possibilities for providing this include funding a 
resource / P.D. centre or offering retainers to skilled external or 
internal consultancies. 

[also see Proposals 2 above] 

 

CONCLUSION AND RECOMMENDATIONS 

Local Learning and Employment Networks (LLEN) are an innovation of the 
Victorian Government aimed at (1) reinvigorating local co-operative 
approaches to planning, community renewal and effective service delivery; 
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and (2) supporting and building shared responsibility and ownership for 
post compulsory education and training, especially for 15-19 year olds.  

This evaluation has revealed that there is widespread support for this 
innovation. The importance of community-building and supporting 
education and employment outcomes for young people is almost 
universally accepted. However, there is recognition that implementation of 
the LLEN initiative is a more complex process.  

Throughout the evaluation, people from across agencies and levels of 
government affirmed the need for time to let the LLEN grow. We agree 
that time is a critical ingredient for LLEN but additional steps can also be 
taken to facilitate and support the development of LLEN and to ensure 
their sustainability in the longer term.  

Our primary conclusion is that LLEN should be endorsed, affirmed and 
supported. They are an important innovation in education and training, and 
in the wider social and economic development of Victoria.  

Secondly we stress that it is the community building role of LLEN which is 
the critical lynchpin in this innovation and the feature that makes LLEN 
different to other agencies. LLEN have been able to engage in productive 
relationship-building and it is this work which is beginning to return 
benefits to young people, to regional communities and to the participants 
in LLEN. This community building role provides a way of renewing and 
reproducing social capital in communities. It helps to build healthy and 
adaptable communities which are the context for good education and 
employment outcomes.  

Accordingly, we recommend that: 

1. The community building role of LLEN be affirmed as the core 
contribution of LLEN and, within this agenda, special priority be given 
to supporting young people make the transition from school to work. 
The implication of this recommendation is that: 

▪ The contribution of LLEN to brokering relationships within 
communities should be recognised and whole-heartedly backed;  

▪ LLEN should not be loaded up by government with additional 
responsibilities relating to program delivery and management, 
funding disbursements and other activities that will compromise 
the LLEN role as honest broker; and 

▪ As LLEN develop, they should be encouraged to extend their 
relationship building role beyond education, training and 
employment to interface with emerging networks around regional 
development and more mature joined-up government in order to 
harness community, interagency and governmental resources for 
the benefit of young people.  

2. The contractual framework within which LLEN operate be 
disaggregated so that there are three clear and distinct agreements 
between LLEN, VLESC and government in relation to LLEN goals and 
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objectives, ways of working, and accountability and reporting. 
Specifically, we recommend that: 

2.1  Each LLEN develop a charter which defines its goals and 
objectives, the rationale for this work and what counts as ‘success’ 
within that LLEN and that this charter be agreed and endorsed by 
the LLEN, VLESC and the Department. 

2.2  A negotiated agreement be established between VLESC, DE&T 
and each LLEN which: 

▪ Establishes a modus operandi for each party that sustains 
two-way communication, deliberative regulation and 
procedures for managing changes in circumstances; and 

▪ Defines dispute resolution processes. 

3.  The contract defining funding and accountability arrangements specify 
reporting arrangements that meet minimum audit requirements and 
identifies a small number of appropriate performance indicators to 
monitor LLEN progress. 

4. Capacity-building initiatives be established to facilitate LLEN and 
their further development. The purpose of these developments is to 
build capacity within the LLEN network. While the Department should 
initiate these capacity-building initiatives, their design, ownership and 
operations should lie with the LLEN network, including each LLEN, 
VLESC, LLEN field officers, associated agencies and individuals 
across the Department with responsibility for LLEN. We recommend 
that the following capacity-building initiatives should be developed: 

4.1 A marketing strategy be developed to: 

▪ Promote the concept of LLEN and their contribution to learning 
and Victoria 

▪ Profile initiatives that LLEN have orchestrated;  

▪ Disseminate experience and tacit knowledge about ways of 
working in LLEN and in interagency contexts; and 

▪ Open up dialogue between agencies about the contribution of 
LLEN and other agencies within the network. 

4.2  A professional development program be established, with 
LLEN in the primary design role, supported by relevant experts to: 

▪ Provide workshops that enable LLEN to support LLEN, share 
experience and insight between LLEN, and ensure two way 
policy advice flows between LLEN, VLESC and DE&T; 

▪ Create opportunities for skill development and skill sharing; 

▪ Consolidate tacit knowledge as accessible understandings, 
routines and procedures within and around the LLEN (eg. 
within the DE&T field officers, with other agencies);  
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▪ Support resource development based on LLEN experience for 
LLEN and other agencies; and 

▪ Support induction processes and succession planning. 

4.3  A strategic support unit be formed with the assistance of LLEN 
and DE&T field officers, and drawing on outside expertise, in order 
to provide a highly mobile and adaptable ‘on request’ source of 
support to LLEN in relation to: 

▪ Brokering relationships, especially interagency relationships; 

▪ Identifying and serving as a repository for resources, including 
materials, professional development supports, knowledge of 
funding sources; 

▪ Action research activities; and 

▪ Troubleshooting and change management. 

Consideration should be given to creating economies of scale in 
relation to this support unit by joining-up with other agencies 
pursuing regional and community development agenda, such as 
Learning Towns, Precincts, and other youth support programs. 

5 A post-compulsory policy be prepared with input by all parts of the 
Department and LLEN to ensure that  

▪ There are clear understandings about the intention of the post-
compulsory learning agenda in Victoria across all education and 
training sectors; 

▪ Agency and departmental roles, responsibilities and authority are 
clearly defined and reflected in agency and personnel 
profiles/reporting requirements; and 

▪ Scope for interagency activities are mapped and endorsed. 

6. A departmental network within DE&T be established which parallels 
the LLEN network outside the Department. This network should 
include LLEN, VLESC and DE&T personnel. It should provide contexts 
for effective cross-sectoral dialogue and joint strategy making 
processes. 

7.   Further research be undertaken to: 

▪ Properly map the emerging interagency networks concerned with 
social capital at every level of government, their agenda and 
resource priorities, the character of their interfaces with one 
another, and the infrastructure required to support regional social 
and economic development which, directly or indirectly, sustains 
learning and employment outcomes for youth; 

▪ Investigate current strategies for regulating public activities that 
are being developed internationally and in fields beyond education 
and training in order to determine a regulatory matrix which 
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provides appropriate guarantees in relation to probity but which 
also encourages responsiveness and innovation within LLEN. 
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Appendix: Strategy Formation and Planning for LLEN, DE&T 
and VLESC 

 “Far better an approximate answer to the right question, which is often vague, than an exact 

answer to the wrong question, which can always be made precise.” 

John W. Tukey, American statistician 

 

Introduction 

Planning and strategy making are central to the success of the LLEN. But what 
do planning and strategy mean in the LLEN context? What purposes are they 
meant to serve? 

Set out below are: 

1. Ideas about the LLEN context and its implications for planning and 
strategy.  

2. Suggestions on concepts, methods and processes which might be 
considered. 

LLEN Context 

The task of LLEN involves: 

▪ Changing the behaviour of agencies and people at a local level to ensure 
better education and employment outcomes for youth 

▪ Advising the VLESC and DE&T on planning and policy 

LLEN are incorporated bodies separate from government but dependent on 
government for policy direction, support and funds. They also depend on 
considerable ‘volunteer’ effort from within their communities, some of which is 
also government funded indirectly.  

LLEN do not have the monopoly power, scale or budget to ensure that people 
and agencies come to them automatically. They depend on adding value and 
being creative.  

LLEN currently enjoy goodwill while there are benefits from participation and 
membership. However, the task is in front of them to build influence.  

For success, DE&T and VLESC need to provide support to LLEN and allow 
them to increase their knowledge and skill. A key component of the support is 
that DE&T and VLESC are responsive to LLEN advice. At the same time LLEN 
need to understand the whole policy environment and their role in it. For this to 
occur most effectively and efficiently implies that LLEN, VLESC and DE&T 
need to engage with each directly in developing policy, strategy and planning. 

Principles for Strategy Formation and Planning 

In turbulent times organisations have a strategic choice - to try to 
increase control or to try to focus on the ‘big picture’. The former seems 
to offer certainty, the latter less so. But in turbulent times organisations 
are increasingly vulnerable to forces over which they have little or no 
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control. The turbulence defies prediction and attempts to control events 
and outcomes are futile and illusory. 

Successful high quality, long-term strategies for LLEN depend on: 

▪ creating and maintaining a real and meaningful long-term and distinct 
identity in the minds of local stakeholders by having a few basic 
sources of intellectual or service strength 

▪ concentrating effort on these critical activities and competencies and 
knowing most about how they affect local stakeholders and 
‘customers’ 

▪ avoiding over-dependence on any one partner by developing multiple 
networks and sources or controlling key processes. 

 An approach to planning is required across the LLEN system which: 

▪ encourages and values openness and reflectivity 

▪ accepts error and uncertainty as inevitable in turbulent environments, 
although obviously seeks to minimise it. (As a corollary, people 
making ‘honest’ errors are not punished) 

▪ encourages an approach to the analysis and solution of complex 
problems that recognises the importance of exploring different 
viewpoints 

▪ sees the importance of inquiry-driven action 

▪ recognises that directions will emerge from ongoing processes, and 
avoids imposing set ways of doing things 

▪ intervenes only when necessary (then gets out of the way) and 
creates organisational structures and processes that help implement 
the above. 

The Limits of Rationality in Planning and Strategy Formation 

Planning is not the same as strategic thinking8. It often spoils it. 
Prediction is not possible, the future is unknowable. There are dangers 
in trying to separate thought and action. Strategy making is a learning 
process, not always following rational, formal steps and may be 
discontinuous. Mistakes will be made. Particularly in a context of 
determining and implementing policy concerning human services, 
rational planning is limited because: full information is unobtainable and 
‘gut’ feelings supplement it; it is often difficult to achieve consensus on 
goals; people who are supposedly beneficiaries of services (students, 

 

8 See for example Henry Mintzberg 1994 (1) The Rise and Fall of Strategic Planning Prentice 
Hall 
Henry Mintzberg, Bruce Ahlstrand, Joseph Lampel, 1998 Strategy Safari – a guided tour 
through the wilds of strategic management, Free Press  
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employers, communities), often behave ‘irrationally’, i.e. they refuse to 
conform to our preconceptions about how they should behave; people 
interpret policy how they will; and, in any case rationality can’t resolve 
conflicting values. 

The Four Things for Successful Strategy Making and Planning 

Four principles to guide strategy making and planning were identified in 
the body of the report. They are: 

i Engagement with the future - to be involved in an ongoing way, in 
thinking about the future and its implications. The focus of LLEN 
strategy and planning processes has to be on the important and 
uncertain factors which lie ahead 

ii Exploring and understanding the LLEN context because of its 
significant influence on the behaviour of people, systems, 
organisations and communities. Understanding changing contexts 
helps understand the changes that affect us most. The context is 
what distinguishes one strategy or plan from another. Current LLEN 
plans generally are weak in this respect. Scans are an important step 
in understanding the context but more needs to be done 

iii Seeing the whole system of interacting, interdependent elements of 
which LLEN (and agencies of government) are just a part. It is this 
system that gives rise to the events and trends that are happening. 
The meaning of events is derived from its connection to the whole.  

iv Understanding mental models and culture. People’s behaviour is 
governed by their assumptions, their preconceptions, their mental 
model, organisations and communities by their culture. Our 
expectations of others’ behaviour is also determined by our mental 
model. The purpose of strategy is to change peoples’ behaviour for 
which some understanding of their mental models and culture is 
necessary.  

From the context outlined above it follows that strategy formation and 
planning by LLEN should: 

▪ Be visionary 

▪ Be inclusive of all stakeholders and integrative 

▪ Incorporate the intuition, creativity and innovativeness which people 
involved in LLEN bring to their work and not be a separate, discrete 
activity 

▪ Be dynamic and ongoing, not a once-off episodic activity, but 
conducted as a ‘strategic conversation’. 

▪ Be informed [developing opportunities, changing client needs, 
emerging competition, impending services, future demographics and 
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likely developments in social, economic and political conditions; 
client satisfaction, LLEN and DE&T capability and performance, 
outcomes and the value of previous planning activity.] 

Tools for Strategy Formation and Planning 

The methods and approaches for developing strategy and for planning 
need to be appropriate for the specific context in which they are to be 
applied. In this case they need to be expeditious and inexpensive, and 
they need to be owned by key stakeholders. 

The following tools, methods and approaches associated with different 
stages or purposes within a planning process are offered as suggestions 
for consideration.  

Visionary 

Future Search Scenarios  
Search Conference External and Internal 

Environmental Scanning 
Mind Mapping Importance/Uncertainty Matrix 

Inclusive 

Actor/Stakeholder Mapping Organisational Scanning 
Search Conference Round Table 
Future Search Focus Group 
Workshop Survey/Questionnaire 
Working Parties Open Space Technology 
Forecasting Systems thinking 

Informed 

Surveys Questionnaires 
Interviews Focus Groups 
External and Internal 
Environmental Scanning  

Secondary Data Analysis 

Forecasting Situation Analysis 
Competitor Analysis Market Research 
Product/Innovation Research Formal Networking/Alliance 

Building 
Informal Networking/Alliance 
Building 

Staff Intelligence 

Systems thinking Influence Map 

Integrative 

SWOT Analysis Organisational Scanning 
Scenario planning Coordinated Priority Setting 
Force Field Analysis Importance/uncertainty matrix 
Systems thinking Contingency Analysis 
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Stakeholder Option Matrix Influence Map 

Flexible, creating, dynamic  

Setting Clear Objectives and 
Measurable Outcomes 

Constant Reflection and Review 

Foster Emergent Strategies Scenario Planning 
Mind Mapping Open Space Technology 
Process Mapping Critical Path Analysis 
Risk Assessment Systems thinking 

Resourced and efficient 

Process Planning Cost Benefit Analysis 
Budgeting for Planning Clear, Simple Documentation 

Data Gathering Methods 

▪ Market research: local, regional, State, national 
▪ Market segmentation 
▪ Analysing future (not past) trends 
▪ Knowing the clients: identifying needs, working with them to 

develop the best ways to meet needs, measuring satisfaction 
▪ Scanning the external environment: Political (and legal) forces, 

Economic forces, Sociocultural forces, and Technological 
forces - PEST.  

▪ Knowing your region, internal scanning : core business, 
values, capabilities, ‘business idea’ 

▪ Influence mapping 
▪ Assessing resource needs 
▪ Networking, building alliances 
▪ Knowing best practice 

 


