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Executive Summary
Few people realise the profound changes that a focus on professional
capabilities and resulting micro-credentials have made both to global
education and the recognition of individual expertise. This paper
outlines and examines the opportunities and results from a concerted
effort to effectively assess, recognise and credential human capability
across all workforces and all levels of work, life and cultural contexts.
The primary aim of this paper is to demystify the often jargonladen, heavily nuanced language surrounding terms such as
credentials and capabilities. It introduces the developments
and breakthroughs now being driven by DeakinCo., a wholly
owned subsidiary of Deakin University. This paper looks over
the horizon to predict some of the implications many may
have missed—implications that will be examined from the
perspective of how governments and society can respond to
changes in required skills when the workforce is continually
being reshaped by evolving business models, globalisation and
disruptions driven by technological change.
Credentials based on professional capability standards are a
solution to a problem many are still struggling to understand.
Digital disruption and globalisation has changed the landscape
of work and learning forever. This disruption is changing what
it means to acquire skills and knowledge. Tired models of
doing business and structuring work have resulted in many
businesses becoming non-competitive or fighting to hold
market share in rapidly shrinking markets. To help existing
businesses compete in the future and assist individual students
and existing employees to gain work and sustainable career
pathways, we need a viable, globally recognised credential
system. While many have recognised this need for more
than 25 years, the call to take decisive action has recently
eventuated as universities and governments have come to
acknowledge the commercial reality that disruptions are worst
where industries are the slowest to change. Crudely stated,
if universities don’t develop or use a credential model and
businesses across the globe demand a better way to buy and
consume qualifications, commercial interests and market
forces will come into play.
Taking the initiative, Deakin University has invested in and built
DeakinCo. to enhance not only its own educational offering and
ability to innovate, but also to support businesses, regions and
the nation in transition, enabling Australia to better compete
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in the digital age. For Deakin University, the logic of moving
towards credentials was compelling—they could effectively
augment their existing offering to better meet the future world
of work and learning while placing into the marketplace a
solution at the beginning of a new digital wave of change.
This paper confirms that with futures pointing toward profound
shifts in the structure of education and work, Professional
Practice Credentials will be the recognition and transportable
symbol of capabilities in action. As DeakinCo. is the first
‘market ready’ authorised credential agency in the world that is
backed by a major university, it is able to offer infinitely flexible
connections individuals and businesses can build between
capability-based credentialing and degree pathways.
An argument will also be advanced to show why non-formal
experience and capability developed through professional
practice is just as valuable as formal learning and has to
be recognised to meet the requirements for future work.
Professional Practice Credentials are the breakthrough
disruptive model sought by investors, businesses and
professional bodies to assure the acquisition of the capabilities
the modern workforce needs to transition to, and what the
next generation of career aspirants will require to secure work.
What credentials offer is a solution to the much hyped problems
surrounding how disruptive changes will profoundly impact the
employment landscape and world of work. Professional Practice
Credentials offer an effective mechanism to improve educational
offerings, employee engagement, build workforce capabilities
and increase productivity and competitiveness in this turbulent
environment. What DeakinCo. has created is a new currency for
capabilities that employers and employees recognise,
value and require to navigate the future world of work in
the digital age.

1

What are credentials?
Credentials are a formal guarantee that skills and knowledge
acquired through learning and experience have been
successfully completed to the agreed outcomes. Credentialing
formally acknowledges the attainment of skills, knowledge and
experience that can be applied to the professional standards of
practice at a level of proficiency (Ifenthaler et al 2016; Bowles
2014). The advantage of modern credentials is they:
•• use a neutral language focused on applied outcomes,
not just learning inputs
•• allow shorter more discrete packages of learning or
development to be undertaken and recognised
•• focus on authentic assessment and real outcomes
from the learning and development process
•• communicate and digitally record the skill, knowledge and
attributes obtained, allowing the holder to attach a digital
badge to their online and physical profile
•• allow micro-credentials to ‘stack’ into a macro-credential
(qualification) that recognise activities completed in the
workplace and/or professional settings outside the ‘walls’
of the traditional educational provider (e.g. universities or
technical, vocational education and training providers)
•• remove time restrictions and costs associated with
completing highly structured, inflexible degree
qualifications
•• are more affordable and encouraging of approaches
that embrace authentic assessment, peer-to-peer and
experiential or professional learning and development
(Oliver 2016; Ifenthaler et al 2016; Bowles 2014).

A Credential is formal recognition by an
authoritative, independent third party that has
assessed and judged that a person through
experience and workplace performance has
achieved a particular professional capability.
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The initial focus has shifted the debate to a very heavily
nuanced, but compelling view away from a sole focus on
macro-credentials represented by qualifications, to a focus on
micro-credentials. Credentials offer significant new value to
stakeholders, for example:
•• Individuals—can provide an independent, globally portable
way to communicate their current capability (as opposed
to just implied competency), and ongoing professional
development and potential. Credentials recognise success
earlier while tracking progress and providing greater
motivation to complete priority blocks of smaller, ‘bitesized’ learning and development activities that can provide
credit towards a known outcome.
•• Employers—can perceive far more authenticity in credentials
because they are tied to reputable assurance of professional
practice against a standard that is assessed through
independently verified evidence of skills, knowledge and
experience. If they are not the sponsor of the credential, the
employer can request the individual provide access to the
digital data supporting the credential and, potentially, items
such as the evidence collected, the standard, the workplace/
employer and even the assessors. Coupled with the focus on
applied competency, the credential model can assist with
audits, reports on the workforce capability in a consistent
language (taxonomy) and estimate both current and future
human capital value and potential productive capacity
(Bowles & Schoenheimer 2009).
•• Professional bodies—can confirm a ‘currency’ that is
consumable by members, employers, regulators and
educational providers across the globe. It stimulates interest
and creates a value in continuing professional development
(CPD) that assures demonstrated outcomes and professional
practice to the agreed standards. Moreover, it distinguishes
lifelong CPD from academic qualifications by ensuring
capable deployment of professional expertise in a
workplace to an agreed level of professional proficiency
(e.g. membership status or level). Furthermore, credentials
offer an alternative to more traditional mechanisms that
recognise CPD by hours, critical benchmark achievements
or a weighted points system.
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•• Career/employment agencies—can access a digital badge
and secure a digital record that offers an independent,
verified, portable record of a person’s professional
capabilities. These digital badges can help candidates be
found or match themselves to specific job prospects, career
pathways or future opportunities.
•• Governments—can extend their focus on education
as an input with long lead times to use credentials as a
means to prioritise learning and development, in all its
forms, achieving more immediate outcomes. This enables
a person, business, region or labour market segment to
acquire specific capabilities. In their disaggregated form,
credentials may offer more economic value by allowing
greater precision with regards to investment in required
skills, knowledge and experience. As such, governments
can use a standardised taxonomy to better predict regional
or industry jobs, isolate the most important capabilities,
and ensure individuals are prepared for emerging jobs and
industries. Targeting capabilities that can be assessed and
recognised using a credential model can drive immediate
employment, regional development, economic growth
and the ability of other stakeholders to improve their
competitiveness in the digital economy
(e.g. individuals, professions or businesses).
The breakthrough in credential assessment combined with
‘learning by doing’ augmentation systems enables (cloud
and other) platforms to permit dynamic and independent
assessment based on workplace evidence (Arrow 1962).  The
rigour of this process is sufficient enough that the pioneering
work by DeakinCo. now allows credentials to be formally
associated with and packaged into both undergraduate and
postgraduate qualifications. In addition to this profound
change, it triggers many other innovations for stakeholders.
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Credentials can provide a personalised, globally
portable way to communicate a person’s current
capability.
Companies, professional associations and vendors can establish
in-house and bespoke education, training and development
solutions that now, with agreed assessment and independent
verification of applied expertise to the standard of professional
practice, can be recognised by a co-branded micro-credential
that has a known status within a macro-credential (qualification).
Learning is no longer an input with outcomes stopping as a
student exits a learning provider—it can focus on the outcomes
achieved in the workplace. These outcomes could include
building capabilities linked to strategy, productivity, growth,
employment or enhanced human potential.
Credentials today are no longer just about the result of
learning. It may appear subtle, but the shift to an outcomes
focus—away from learning as an input—is a significant
breakthrough. Credentials independently verify and recognise
personal expertise against a standard reflecting requirements
at a level of work in an area of professional practice. As such
they emphasise authentic, contextual evidence of application
and experience that demonstrate the standard expected in
the area of practice. They now harness digital technologies
and systems—machine learning, metadata, data analytics,
digital badges—to ensure the assessment processes are not
only authentic, flexible, reliable and valid, but also allow data
being collected to be integrated in ways that inform priorities,
suggestions for richer evidence or to improve the
customer/student experience.
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What are capabilities?
Credentials recognise capabilities. Capabilities are neither
learning outcomes nor competences. So what are they?
The capability debate is one marked by heavily nuanced
language and terms that make it difficult for many people to
penetrate, and they glaze over in disinterest.  But the debate
is important, especially given that the search for this solution
actually began more than 25 years ago with business as the
driver. To understand just how profound the change will be
with credentials based on capabilities, we have to move the
discussion beyond the world of learning and back to the world
of work.
Capabilities didn’t originate as an educational construct, but
rather over centuries and out of necessity. The most recent
measure of capabilities arose in the early 1990s in response
to the need to move beyond skills. As nations began to roll
out competency-based technical and vocational training
systems, the prevailing focus shifted to industry needs and an
individual’s task-level performance. This resulted in supply side
approaches to advance in isolation from organisational needs,
reflecting on new ways of thinking and working (Redding &
Catalanello 1994; Roth 1996).  As the skills and competency
focus intensified, many Australian companies came to the
realisation that publicly funded tertiary level education
and training systems were actively mitigating against their
ability to remain competitive, more agile and strategically
transformative (Bowles 1997). As organisations became
aware that they would continue to operate in increasingly
turbulent and dynamic environments, the ability to respond
to these challenges strengthened the focus on developing
human capabilities in a systematic manner that raised the
organisation’s capability and agility (Teece 2007; Teece 2009;
McCann & Selsky 2012; Bowles & Schoenheimer 2009).
The development and deployment of capabilities reflects an
enduring desire to assure viable futures for organisations,
regions, industries and individuals by improving their
capacity to be more agile, flexible and responsive in macro-
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environments marked by digital disruption. It is about
developing both individual and workforce capabilities to
ensure they can deliver competent performances and a
cohesive culture while responding to future opportunities
quickly. Essentially, capabilities held by people shape how
well a business can achieve its strategic purpose and remain
competitive. As businesses raise their capability they enhance
their regional, industry and national competitiveness and
responsiveness.
What defined credentials can facilitate is independent validation
and recognition that a professional capability standard is
achieved to a required level of applied expertise. They are often
confirming capabilities that are hidden. In so doing, they release
the knowledge, skills and untapped potential that is inherent in
individuals and a workforce, allowing the human capital value
of an individual or workforce to be more accurately determined
and explicitly assessed. It does so using a capability taxonomy
that can apply across all locations, industries or businesses
irrespective of how they build job roles, skills or competency
frameworks or technology systems.
So while credentials recognise the attainment of a professional
capability standard, the credential is the tradable form by
which the underpinning currency, an individual’s independently
verified capability, may be exchanged in the global labour
market. It provides a consistent way to define and assess both
current expertise and future potential in a manner an employer
can understand and value.

Capabilities specify a standard expected in
professional practice. They represent a holistic
view of an individual’s ability to perform in a
range of contexts and their potential to improve.

Demystifying Credentials: Growing capabilities for the future – DeakinCo.

DeakinCo. credentials

T ICE

AC

T ICE

AC

DIGI
T

SS

T ICE

AC

AC

AC
T ICE

AC

DATAD

T ICE

T ICE

CONT

T ICE

AC

IO N A L PR

EATIVE
CR

E

AC

T ICE

DR I V E S

T ICE

D
L E A AN

AC

SS

PROF

IO N A L PR

IO N A L PR

MARKE
AL

VEN MAR
RI

TING
KE

SS

E

IO N A L PR

PROF

SULTS

E

AC

IO N A L PR

ATEGIC

RE

PROF

ADAP

E

SS

ING
ET

PROF

RS

IO N A L PR

TR

SS

T MARK
EN

HE

SS

E

IO N A L PR

PROF

ND CH
TA

GE
AN

E

SS

OP
PE L E

PROF

Demystifying Credentials: Growing capabilities for the future – DeakinCo.

E

With the accelerating pace of disruption
... Professional Practice Credentials equip
professionals and businesses ... to effectively
navigate the future of work.
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employers need and shortening the shelf life of employees’
existing skills (World Economic Forum 2016; Deloitte 2016),
credentials equip professionals and businesses with a
transferable currency for capabilities that enable them to
respond to and, as will be explained later, effectively navigate
the future of work.
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organisational performance and capability, today and into
the future. The framework includes both core professional
capability standards that global research continues to
confirm are essential components in all jobs of the future
(The Economist, 2015). The framework also includes specialist
professional expertise credentials that are developed in
conjunction with professional associations or organisations
with global expertise in the field of practice.
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success of individuals and organisations. Backed by Deakin
University, the credentials provide professionals with a
credible, consistent and independent recognition of their
current capabilities and future potential. This empowers
professionals to identify immediate development needs,
open career pathways and promote their potential and
value to employers across the globe.
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The credential model is underpinned by professional capability
standards that describe the skill and knowledge in action at
five levels of expertise. Depicted in Appendix A and B, the
five levels provide a universal benchmark aligning not only to
the Australian Qualification Framework (AQF) and thence all
other qualification frameworks in the world, but also to the
myriad ways professional bodies define levels of membership,
international skills frameworks define levels of competency, or
how organisations set job role levels and create career pathways.
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Source: Bowles 2016

The assessment process
Credential models have previously failed because they have
been unable to assure the standards being assessed satisfy
the same requirements expected in a qualification. DeakinCo.
has worked with Deakin University to ensure its assessment
process for core Professional Practice Credentials is aligned to
the Deakin University Graduate Learning Outcomes and meet
the Australian Qualification Framework requirements at each
level of proficiency.
DeakinCo. credentials confirm a candidate has been assessed
and that their professional practice has met the agreed
standard. When linked to a qualification, credentials:
•• are designed to guarantee learning is gained through
significant industry experience
•• are awarded based on assessments approved and
supervised by the University
•• are aligned with the AQF and, therefore, other qualification,
professional membership and recognised industry skills
frameworks deployed across the globe
•• may be integrated into courses offered by the University
•• may provide credit or entry into courses offered by
the University.
Assessment for credentials is evidence-based. This means
assessment is an ongoing process of gathering evidence to
determine what a candidate knows, can demonstrate and has
applied in the workplace. This informs a judgement about their
expertise in an applied context. The process for assessment
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We do not learn from experience we learn
from reflecting on experience.
John Dewey
can be customised for a specific context (e.g. workplace or
employer), area of professional practice (e.g. engineers, datadriven marketers, leaders) or a combination of both (Cisco
Sales Team Leaders).
For individuals, the process of evidencing their professional
practice is a transformational step that should not be
undervalued. The assessment process is about engaging
with purpose—as an individual stops and reflects on their
practice they are building their understanding of where they
are as a professional within their profession and how they can
continue to build on this and potentially shape their profession.
Philosopher and educator John Dewey said that ‘We do not learn
from experience … we learn from reflecting on experience.’
Assessment methods can vary, but only within the principles
of assessment and rules of evidence outlined in the approved
assessment strategy. Most importantly, the assessment
strategy recognises that some credentials may be clustered
or bundled. In such cases some evidence may span more than
one credential. However, a candidate for each credential must
still submit sufficient evidence that is valid, reliable and current
before it can be awarded.
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Using Credentials
Individuals
Outside the trades and apprenticeship career pathways,
a university qualification (e.g. Bachelor degree) has always
been seen as the benchmark for employers seeking individual
candidates for jobs in the recruitment process. But two problems
have emerged that have eroded confidence in the Bachelor
degree being the ‘gold standard’, or preferred prerequisite for
securing work. The first is the general failure of many universities
and private providers to keep pace with the requirements
of work in the digital age. As a result, degrees are no longer
assuring graduates they will secure employment in their chosen
fields. Secondly, the simple fact remains that qualifications are a
poor basis for judging if the graduate can usefully or, from many
employers’ perspectives, affordably and rapidly transfer their
learning into productive capability in a workplace context.
As a consequence, we are increasingly seeing applied experience
trumping learning for relevance and assurance that the
candidate can perform in a job (Havergal 2016).

Independently verify my
personal capability
Individuals will seek credentials if they raise their ability to
be employed and to navigate turbulent career pathways.
Credentials can be deconstructed to form ‘stackable’
capabilities that confirm an individual’s knowledge, skills and
applied expertise. Micro-credentials can stack into a broader
or macro-credential—a qualification. The attached digital
badge ensures the credential was not only authentic, but the
metadata can confirm requirements for the capability standard
at a level of expertise. It can link to the evidence supplied and
details of the independent assessors who verified and judged
the candidate as attaining the standard. The digital badge is the
personalised and globally portable symbol of an individual’s
current capabilities and their potential.

An individual can represent a coherent sense
of their current capability and future potential
using credentials.
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Provide the currency so my
human capital value and potential
can be measured
In a labour market the tradable value of a person lies in
verifying their capabilities: the skills, knowledge and personal
attributes they hold and can deploy. Some attributes are
tacit and hard to make explicit through an educational
assessment process. As a consequence, not all capabilities
can be developed or recognised through a qualification.
This is increasingly vital in a world of work where some
attributes an educator may consider enigmatic—personality
traits, courage, emotional judgement, experience, cultural
sensitivity, creativity—will help shape recruitment decisions
for certain employers. Where attained to the required
standard, credentials allow these attributes to be recognised.
Furthermore, learning, development and experiential activities
can be structured outside formal education processes to
achieve these highly personalised outcomes. As such, the true
human capital value of an individual can often be more closely
represented to an employment intermediary (e.g. LinkedIn,
employment agency, career service, etc.) using credentials
rather than a qualification.

Aggregate and recognise my
lifelong learning and experience
Individuals will be inclined to seek credentials if they allow
them to aggregate and recognise the capabilities acquired
through disparate experiences, educational providers, and
learning and development activities. Through independent
verification, an individual can represent a coherent sense
of their current capability and future potential. For many
individuals seeking the discrete skills and knowledge they
need to start their own enterprise or career choices,
recognition by a credential may be sufficient. They can even
‘cherry pick’ important parts of a degree or undertake study
such as massive open online courses (MOOCs) and still seek
formal recognition through a micro-credential. But if the
qualification is still the ‘currency’ of choice in the labour
market, individuals may seek micro-credentials that integrate
within or provide credit into a qualification.  
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For some employers and individuals, data confirming the
workplace, assessor and the capability standard or badge may
be a more tradable commodity than that of the university badge
or branding associated with a qualification. An educational
intuition confirming ‘credit’ or ‘advanced standing’ of an
individual or collective set of credentials against a qualification
is valuable when using the ‘old currency’ for recognising learning
excellence. However, many employers now profile jobs, recruit
and manage talent and workforce requirements using specific
capabilities that assure not only performance, but also future
potential. In this sense, recruiting by discrete credentials
provides a much tighter and more effective way for an individual
to convince employers they match and can perform in a job.

Businesses
Businesses seeking to be more agile and responsive to rapidly
changing markets and technological advances are establishing
new business models, completely new processes and more
flexible forms or ways to work. Finding workers who can not only
work productively, but also move rapidly to be productive in
redefined organisational structures and work is a major challenge.

Recognise our in-house and non-formal
learning and development
A discontinuity is increasingly emerging between the teaching
and learning supply side and the demand expressed by
employers in the labour market. This is not just a function
of funding mechanisms perpetuating the design, delivery and
completion of many qualifications tied to outmoded concepts
of occupations and disciplines. The primary problem is how and
where learning is consumed.
Much of this disconnect can be attributed to the language
being used, for example; the use of the word ‘learning’ by
universities when most businesses would call it ‘development’.
Employers mainly consider development as an outcomes-based
activity they are investing in to grow capability and capacity.
As such, ‘development’ will encompass activities that include
learning, training and education. Educational institutions,
however, mainly use ‘learning’ as the essence of their teaching
service and as an outcome they produce. To the employers
consuming learning from a university it is predominantly an
‘input’ or, at best, an ‘output’ resulting in the supply of an
individual that has been deemed competent but lacks the
necessary extensive experience.
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For employers seeking to invest in improved outcomes,
research and best practice suggest off-the-job education as a
development activity for existing employees has a low return
on investment.  While a vast array of development options
exist, they have increasingly been classified into three broad
categories. As an indicative guide it is suggested development
activities should be 70 per cent learning from experiences on the
job, 20 per cent learning from peers, and 10 per cent learning
from structured education (Kajewski & Madsen 2013). Different
categories of activities subsequently impact what development
options may be the most effective (See Appendix C).
Public and private companies using capability frameworks,
design learning and development to optimise how an individual
or group acquires the capability. To reduce costs, increase
effective development of human capability and embed the
desired culture, the 70:20:10 model suggests 90 per cent
of development activity should be designed to assure the
specific capability (skill, knowledge or experience) is secured
in a business setting. Credentials allow the conduct of these
activities to be recognised where evidence tied to the business
and individuals’ needs still satisfy the professional capability
standard as agreed with the credentialing agency. Because
credentials recognise the outcome and reward authentic
evidence, the methods used to acquire the capability for that
individual employee in their role and location is not being
assessed in the credentialing process.

Recognise and independently
verify our authentic workplace
development activities
The indicative 70:20:10 model suggests a business should
only expend 10 per cent of its effort (and potentially its
budget) on formal education in an off-the-job setting.
Some education providers have worked with employers to
embrace peer-to-peer learning (mentoring and coaching),
experiential development or the somewhat abstruse term,
‘work-integrated-learning’. But employers often do this in their
workplaces very effectively. At times, employers can become
frustrated when non-formal but nonetheless authentic learning
and development conducted in the workplace fails to gain
recognition within a university setting. When peer-to-peer
transfer of skills and knowledge (e.g. mentoring) and authentic
development activities (e.g. structured internships), are jointly
developed between the employer and the university, these
activities have often been able to credit into a qualification.
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High cost, low capability impact

Refine how we manage our capabilities
within a globally benchmarked system
Education
intervention
(stuctured
off the job)

Learning from
others
(coaching in
the workplace)

Learning from
experience
(development
on the job)

Low cost, high capability impact
Source: Working Futures 1999

The use of credentials by universities can create a model
whereby non-formal learning completed in the workplace can
seamlessly credit towards a qualification. This is important as
businesses can draw on the educational capacity of a university
not only to improve their employee value proposition, but to
reinforce positive relationships between educators, industry,
professions and the employee/student (Bowles 2013).

In-house or vendor-supplied leadership
development programs can secure evidence
that permit an individual to be credentialed.

Provide the taxonomy to
underpin our HR activities and
measure talent and human capital
Employers can use capabilities to profile jobs and undertake
critical human resource (HR) activities. Capabilities provide a
global, independent, validated and standardised taxonomy.
As depicted below, the HR lifecycle can harness capabilities
to shape jobs, recruit and select individuals, assess their
development needs, manage talent and performance, and link
attainment of credentials to more refined reward and benefit
systems. Credentials, if well assessed, can assure individuals that
development undertaken to their own and the organisation’s
specific contextual needs can be recognised and traded globally.
Business need
Workforce
planning &
job design

Reward &
benefits

Succession

CAPABILITIES &
CREDENTIALS

The use of credentials allows an organisation to integrate the
end-to-end (profiling-assessing-reporting-valuing) activities
that span multiple strategic HR functions. For instance, as
jobs and career pathways change in response to dynamic
operating environments, learning and development functions
and traditional competency frameworks struggle to show the
true contribution made at a systems level to organisational
level capabilities. This reinforces the organisations desire to
build workforce capability to their strategic needs and context.
While investment in development has benefit to the individual,
economists and education theorists have long agreed that
this has strategic benefit to both the organisation and society
(Arrow 1973; Becker 1993). This is because the sum of
workforce capabilities collectively working towards an agreed
purpose has far greater human capital value than the sum of
each individual’s capabilities.

Define talent
& potential

As an example, talent management and leadership
development are areas where credentials have had significant
early appeal. Initial interest has been stimulated because
in-house or vendor-supplied leadership development
programs can secure evidence that permit an individual to be
credentialed and work towards a qualification. Initial interest
shifts quickly to the realisation that credentials can be used as
a universal benchmark to confirm the talent and readiness of
an individual to transition through a leadership pipeline (see
Appendix D, Charan et al 2010).
Assuring global portability, while meeting business needs, is
addressed by being able to more flexibly cluster credentials
around the profession or organisation’s specific priorities
or program. As depicted below, a cluster of credentials can
be formed to encompass a program driving innovation and
change for a workplace leader. As conceived, this example
is for a large organisation harnessing its content and vendor
supplied change and innovation tools. Evidence can be tied
to real experience and business outcomes. The credentialing
agency (DeakinCo.) validates and confirms the evidence in
consultation with the business. This allows each participant to
be credentialed based on an activity directly wrapped around
the existing development model.

Selection &
recruitment

Performance
Learning &
development

Source: Bowles 2009
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Allow businesses, industries and regions
to grow workforces for Industry 4.01
The use of credentials will enable businesses and organisations
to recognise industry specific capabilities benchmarked against
globally recognised academic and industry standards. As an
example, DeakinCo. partnered with the Association for Datadriven Marketing and Advertising (ADMA) in order to develop a
marketing capabilities framework.
The framework defines the required capabilities and the
credentials provide recognition of the skills that are important
for businesses and individuals who wish to secure their future
success. Marketing continues to change at a rapid pace and the
future marketing workforce will need to have a mix of deep and
broad skills across core capabilities and specialist expertise. For
an industry that doesn’t have readily recognised qualifications
and professional development pathways, the credentials issued
by Deakin and ADMA create that pathway, enable identification
of industry specific capabilities and provide recognition of skills
that are important for businesses and individuals who wish to
secure their future success.

Qantas CMO Stephanie Tully noted:
Professional Marketing Credentials are what our industry has been
crying out for; a professionally audited measure for businesses
to know at first glance if an individual has met a certain level of
proficiency in a key area. As the marketing profession continues to
evolve, up to the minute knowledge and expertise are more likely
to be gained from hands on experience versus traditional tertiary
education and this is going to be an invaluable way to recognise
and recruit current and future marketing talent (BandT 2016).

Credentials will be essential for organisations to ensure they
recruit, develop and retain the best talent to build a marketing
team of the future.

Providers
As education costs rise and substantial groups of graduates
in certain disciplines or locations fail to gain full-time jobs or
career pathways, market forces kick in and both employers
and graduates (both new career entrants and those already
in employment) begin buying new forms of educational
and training products that offer greater expected value
and sustained benefit.  
In 2015, Australian employers reached the point where they
invested just as much on unrecognised, corporate in-house
and compliance training and development as the government
invested in the public university and vocational education and
training market.2 At the same time the compounded annual
growth rate from 2016 to 2020 suggested revenue from the
corporate education segment was predicted to grow at near
five times the pace of the publically funded tertiary education
segment of the Australian education market (Anning 2015;
Working Futures 2015).

Promote a more flexible response
to future work and learning
Tertiary educators rightly aspire to deliver young people into
a future that is broader than the world of work. The traditional
goal of higher education in the West has been one of broad,
independent intellectual pursuit and to provide the foundation
body of knowledge not just for a discipline (e.g. accounting,
management, nursing, graphic design, etc.), but also the socalled employability skills required to ensure the student can
work across professions, in multiple workplaces and make
a positive contribution as a member of society. Backed by
the humanist ideal, it is believed education should be a
positive influence on the individual and trigger endeavours
not previously imagined. As such, education is an investment
by society as well as the individual to prepare for work.
The traditional view of a university’s role in society is
being challenged. Governments as investors in the system,
and students and employers as recipients are imposing
commercial expectations on the direct relationship
between learning and work.  

	Industry 4.0 is the agenda addressing how the fourth industrial revolution or machine age. This includes consideration as to how workforces of the future will respond to
automation, new digital business models, data-driven decisions and such like.

1

	The spend reported was AUD $33 billion: DeakinCo. (May 2016), Internal report, market analysis using IBISWorld, 2016 Miscellaneous education reports for Australia and
Global.

2
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As rapidly as the world of work is changing, formal education
systems are being challenged to keep pace. Today’s universities
have a vested interest in breaking the Industrial Age mindset
that education is a volume-driven conveyer belt supplying
labour for well-defined jobs. Rather, we need to appreciate
the importance of education supplying individuals who are
motivated and prepared to work in different locations or
modalities, to move to jobs and careers that are emerging as
other disappear, and to become their own employer through
self-enterprise.
Students, graduates and those seeking to transition to new jobs
have to look for skills and knowledge beyond a qualification
locked into a discipline-based or vocational view of education
as a supplier in the labour market. Just as globalisation,
digitisation and personalisation have reshaped business
models, universities need new models for doing business
in the digital economy.

Design and value workbased
or discrete learning activities
For many—students, the parents of students and employers
in particular—the value of learning isn’t resident just in the
qualification but in the relevance of the component parts
(let’s call them units). In simple economic terms, value resides
in how the learning complements preparation for an applied,
highly valued productive outcome that employers seek to
harness and employ.
Imagine a candidate applying for a job in cybersecurity at
a bank, with a three-year computer science degree from a
leading university in Australia. The course involved 24 units,
which in total required the graduate to successfully navigate
22 exams and more than 110 individual assessments shaped
to deliver intended learning outcomes and aligned to graduate
employability skills as well as meeting the high quality
standards assured by the regulator.
Compare this with an applicant with no formal qualification,
but who completed a three-month course delivered and
certified by a vendor that supplies the latest cybersecurity
platform used by the bank. The candidate also presents a
set of micro-credentials verifying, through an independent
assessment process, that a leading authority on cybersecurity
confirms the course. An eight-month placement with a leading
technology employer also satisfies the professional expertise
credential and another assessor verifies the candidate has the
other essential capabilities being sought (problem-solving,
critical thinking, teamwork, professional ethics). All credentials
are confirmed at a ‘Developing’ level that fully aligns to the
bank’s team leader role.
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What does the employer value—the university confirmation
of learning acquisition and promise of productivity (input), or
another employer and its security platform vendor with an
independent assessment against global professional capability
standards that assesses applied expertise and the capacity to
deploy those skills and knowledge in a range of work contexts?

As professions are disrupted ... a new wave of
demand for an authentic and accelerated means
to transform and recognise new capabilities
will explode across the globe.

Better represent cross-disciplinary
and emerging professional capabilities
The reality is that both companies, the resulting job designs
and the labour market will become more dynamic and
responsive to specific business or regional needs. Agility has
necessitated previously discrete occupational skill, and bodies
of knowledge become parts of jobs that span many disciplines.
Important capabilities such as leadership, innovation, risk
management, data analytics, creativity and entrepreneurial
thinking are a few examples that no longer reside in the
domain of one profession or a single university faculty.
As disruption increases these capabilities need to be grafted
onto existing workers. This has to be done in smaller, nimbler
experiences, or learning and development activities that can
then be recognised using credentials.
This will not be the case for all disciplines or professions.
Some professionals have regulatory protection to ensure
others cannot deploy their body of knowledge. Degrees are
often the only way to acquire this knowledge and how this
is done is codified into regulations and law (e.g. physicians,
accountants, nurses, lawyers, teachers). But this doesn’t mean
these professions are impervious to technological disruption.
We are starting to see older, traditional professions being
challenged by emerging technologies (Susskind & Susskind
2015). As professional expertise and the prevailing body of
knowledge become disrupted, professionals start to lose their
jobs and companies offering professional services lose their
competitiveness (e.g. consulting companies, insurance brokers
and health diagnostic companies), a new wave of demand
for an authentic and accelerated means to transform and
recognise new capabilities will explode across the globe.
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Core

Professional
expertise

Leadership

Lead the organisation

LEVEL OF INFLUENCE

Lead the business/function
Lead operations
Lead others
Lead self

MIX OF CAPABILITIES

Source: Bowles 2009

Governments
Governments appreciate that education is a major factor
in social wellbeing and economic development at all levels:
enterprise, regional, industry and national. But the most vexing
question has to be how do governments continue to generate
benefit from their significant investment in education?
While outside the reach of this short paper, two immediate
benefits appear apparent in how governments could harness
credentials. The first is to better predict jobs of the future and
proactively target improved learning solutions. The second is
to assess whether the total economic and community value is
judged as greater for the parts, than the sum of the component
parts available in existing qualifications.

Better forecast future jobs and learning
Evolving business needs, technological advances and new work
structures are defining what are considered to be valuable
skills for the future (The Economist 2015). As the nature of work
changes and digital disruption alters how work is performed
and where workers are located, a realisation has emerged that
the core capabilities of many occupations and discrete work
roles have remained consistent. Further, there is consistency
in the mix of specialist professional expertise capabilities with
core capabilities required in a field of practice.
While the future of work may be subject to a dizzying array
of predictions, micro-credentials and the underpinning
professional capability standards form a ‘currency’ that is able
to predict and recognise the core capabilities and specialist
expertise required in future jobs. Broad use of this currency is
a powerful asset for policy makers, especially when it can be
done at scale. As with businesses and professional associations,
professional capability standards that can be credentialed

12

While the future of work may be subject to a
dizzying array of predictions, micro-credentials
… can form a ‘currency’ that is able to predict and
recognise future jobs.
help governments predict the component parts to a future
job. This data can be aggregated to inform skill strategies for
future industries and to predict with greater precision the
capabilities required in a region or industry. Having done this
work, governments at local, regional and national levels can
more accurately:
•• confirm the mismatch between the existing human
capability (workforce/labour market) supply as defined
by a specific capability or cluster of capabilities
•• match regions to industries using workforce capability data
•• personalise capability development to an individual’s need
(e.g. promote entrepreneurial or self-enterprise skills)
•• proactively target the precise education interventions
required to deliver the required skills, knowledge and/or
experience
•• audit and filter available human capability and prioritise
development activities
•• identify and collaboratively plan education and business
education solutions
•• measure, track and gain insights into the readiness of a
profession, business, region or industry to meet the needs
of new and emerging industries.
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Modify policy to acknowledge in
the digital economy the educational
component part (micro-credential)
may be more valuable than the whole
(macro-credential)3
Credentials offer a means to reinforce the economic value of
the component parts of a qualification.  In the pure economic
theory of breaking consumption into characteristics that
consumers really demand (Lancaster 1966), students and
employers have a mutual interest in raising a graduate’s
ability to be employed. Despite significant effort to address
graduate learning outcomes or employability attributes, the
reality is many students exit with a qualification that doesn’t
prepare them for work. Public press and reports narrate
how the employer derides the lack of ‘real world’ skills, or
qualifications packaged into disciplines that no longer exist or
are inappropriate for how work is structured.  

The value of a qualification may be eroding in some disciplines,
but the ability to credential components and create a
personalised portfolio of an individual’s capabilities promotes
the opportunity for improved digital exchanges that the
internet excels at promoting. This provides the opportunity
to increase value as consumption and demand change, with
personalised, flexible and discrete packaging that can still be
formally recognised. In so doing, micro-credentials and the
component parts may be personalised, commoditised and
tradable at a higher value in the digital economy than many
macro-credentials (qualifications).
This is not only an issue of economic growth and activity. It
is about governments stimulating and facilitating innovative
approaches through how they invest in and reward universities
that respond to market demand in the digital age.

When taken in aggregate, a discontinuity exists when the
qualification is used to select candidates against an advertised
job. All too often the qualification is simply used to filter and
reduce the pool of applicants. But this is not to say some of
the component parts of the qualification are not important, or
could not be better represented if credentials were also used.
Credentials could be used to highlight units drawn from other
courses or disciplines, or to confirm experience completed with
other employers.

	Evidence is emergent, but reinforces the research and insights offered by eminent economist, Michael Porter, Research Professor of Public Policy, Centre for Regional and Rural
Futures, Deakin University.

3
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Conclusion
Digital disruption and globalisation has changed the landscape
of work and learning forever. Tired models of doing business
and structuring work have resulted in many businesses
becoming non-competitive or fighting to hold market share
in rapidly shrinking markets. Deakin University has invested
in and built DeakinCo. to enhance not only its own offering,
but also to support businesses, regions and the nation in the
transition of work.
This paper has examined how businesses, government and
individuals can respond to changes in required capabilities
using credentials when the workforce is continually evolving
and being reshaped. As the nature of work changes, there has
emerged a realisation that the core and specialist capabilities
of many occupations and roles have remained consistent.
Credentials and the underpinning professional capability
standards form a ‘currency’ that is able to improve how
individuals and employers are matched by the credentials
required for job roles of today and tomorrow.
Experience and capability developed through non-formal
learning and professional practice has to be incorporated into
qualifications recognizing formal learning to enhance future
employability. This innovative model in Professional Practice
Credentials not only assists Deakin University to deliver more
flexible learning and approaches to qualifications, but is
intended to help students, employers, professional bodies and
governments evolve and succeed in the future of work.
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Professional Practice Credentials will be
the recognition and transportable symbol of
capabilities in action individuals and businesses
will use to navigate the future world of work in
the digital age.
DeakinCo. is rewriting the rules on workforce management
with the world’s first market-ready Professional Practice
Credentials model. We are empowering organisations by
measuring the existing capability and experience that lie
within, giving them a framework for developing analytics and
intelligence to drive vital decisions around human resources
and talent management. Furthermore, credentials provide
individuals with an independent, personalised and globally
portable way to communicate their current capability and
potential. For governments they can use component parts of a
qualification to nimbly respond to emerging and new demands
for skills.
With futures pointing toward profound shift in the structure
of both education and work, DeakinCo.’s Professional Practice
Credentials will be the recognition and transportable symbol
of capabilities in action individuals and businesses will use to
navigate the future world of work in the digital age.
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Glossary
Assessment

The process of collecting evidence and making judgements on whether an individual has the applied
performance and experience to suggest they have attained professional capability standard.

Assessment method

The agreed techniques, method and process set by DeakinCo. for collecting physical evidence
and completing an interview by which independent expert assessors can judge the candidate has
satisfied requirements for a professional capability standard and a credential can be issued.

Assessors

The independent personnel appointed by the authorised credentialing agency to judge if an
individual’s application for a credential has met all the capability standard requirements at the agreed
level. Assessors are appointed in accordance with the assessment strategy and comprise Industry
assessors who assure the currency, sufficiency and transferability of the individual’s capabilities and
expert assessors who review and make the final judgement for the requirements for the credential.  
Where linked to a qualification this will include an academic assessor from the agreed discipline.

Assessment process

The process DeakinCo. uses to confirm a candidate has been assessed and that their professional
practice has met the agreed standard for a credential.

Assessment strategy

Establishes the assessment principles, rules of evidence and quality assurance process by which the
credential assessment process and methods will be governed, executed and evaluated.

Australian Qualification
Framework

AQF is the national policy for regulated qualifications in the Australian education and training
system. It incorporates the quality assured qualifications from each education and training sector
into a single comprehensive national qualifications framework.

Candidate

The individual seeking to be assessed by DeakinCo. for a credential.

Capability

Is the specification of skills, knowledge, attributes and personal experience that can be applied to
a standard expected in professional practice at a given level of proficiency. It is concerned with
the holistic view of an individual’s ability to perform in a range of contexts and their potential to
improve.

Clustering

The act of grouping professional capability standards into related sets that can be assessed using a
more reliable and valid assessment method approved by the authorised credentialing agency.

Competency

Is the specification of the skills, knowledge and  attributes required to achieve performance
standards for specific occupations. The broad concept of industry competency concerns the ability
to perform particular tasks and duties to the standard of performance expected in the workplace.

Continuing professional
development

CPD is the lifelong development of an individual orchestrated by most professions to assure the
systematic acquisition of skills, knowledge and personal attributes required to maintain and
enhance professional capability.

Credential

Is a formal assurance and recognition by an authoritative, independent third party (DeakinCo.)
that has assessed and judged that a person through experience and workplace performance has
achieved a particular professional capability standard.

Credentialing

Formal acknowledgement of the attainment of skills, knowledge and experience has been applied to
the professional standards of practice at a level of proficiency

DeakinCo.

Is the first third party, global, authorised credentialing agency backed by a university. DeakinCo.
is a private entity owned by Deakin University and chartered to conduct assessment, judge if an
individual can be credentialed and to initiate and manage the overall assessment, record keeping,
reporting and issuing of a digital badge.

Development

Is the process use by individuals and employers to measure, maintain, improve or expand the
capabilities of an individual.
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Digital badge

Is the digital representation of the micro-credential. A digital badge is a clickable graphic that
contains the online record (metadata) of lifelong attainment and for that credential (1) the standard
or achievement, (2) profession or entity backing the recognition, (3) the capabilities required to
achieve the standard, (4) the evidence supplied (in summary but can in some systems be accessed
with permission from the owner), and (4) details about the assessment process.

Experience

The conscious learning, reflective practice and enhanced ability to deploy capabilities acquired
through exposure to a range of variables impacting performance in an area of professional practice
and/ or specific context.

Expert academic assessor

An external examiner for a credential appointed by the authorised credentialing agency from a
university where the credential can credit or contribute to a qualification (e.g. Deakin University).
They will typically come from a relevant area of professional practice or discipline and be approved
by the university.

Expert industry assessor

An external examiner for a credential appointed by the authorised credentialing agency from
industry in a relevant area of professional practice. They may be nominated by the relevant
regulatory, professional or industry association.

Expertise

The highest level to which an individual can confirm their capabilities and underpinning skills,
knowledge and other attributes may be applied given existing experience and application in a range
of contexts (e.g. life, work or professional practice).

Learning

Learning is a process by which a person assimilates information, ideas, actions and values and
thus acquires skills, knowledge and attributes. The learning process occurs with the integration of
intellectual development and applied experience.

Learning outcomes

The expression of the set of knowledge, skills and the application of the knowledge and skills a
person has acquired and is able to demonstrate as a result of learning.

Macro-credential

A credential recognising a qualification issued by an accredited educational provider. A qualification,
in the Australian context, is the result of an accredited complete program of learning that leads to
formal certification that a graduate has achieved learning outcomes as described in the AQF.

Micro-credential

The credential recognising the discrete professional capability standard that may be a component
part able to be ‘stacked’ to form or credit towards a macro-credential (qualification) or a set of
professional capabilities required by an individual for a defined job role, education or employment
opportunity, or to upskill, reskill or transition to a new career.

Professional Capability
Standard

Is the specification of the outcome confirming the ability of an individual (or group of individuals
such as a team, workforce or organisation) to apply and transfer their skills, knowledge and
experience to a range of business or professional contexts.

Professional Practice
Credential

Is a credential based on a Professional Practice Standard approved by DeakinCo.

Registered Training
Organisation

RTO is a training organisation registered in accordance with the relevant regulatory standard, within
a defined scope of registration.

Transferable capabilities

Are the skills, knowledge and personal attributes developed and applied through extensive
experience in one context (e.g. workplace) that can be transferred to another context.

Vocational education
and training

VET is the sector responsible for developing the skills and knowledge of individuals for work.
It includes technical, vocational education and training undertaken in industries, enterprises,
government agencies, and community and school settings.

16

Demystifying Credentials: Growing capabilities for the future – DeakinCo.

References
Anning, J February 2015. ‘Education and Training in Australia: IBISWorld Industry Report’, Melbourne: IBISWorld.
Arrow, K 1962. ‘The economic implications of learning by doing’, The Review of Economic Studies, Oxford Journals,
June , 29(3), p. 155–173.
Arrow, K 1973. ‘Higher education as a filter’, Journal of Public Economics, 2(3), pp. 193-216.
Band, T 2016. ADMA And DeakinCo. Launch Professional Credentials, B&T, 10 August, p. 2.
Becker, G 1993. Human capital: A theoretical and empirical analysis, with special reference to education, 3rd ed.
Chicago: University of Chicago Press.
Bowles, M 2013. Planning mentoring: A Guide, 3rd ed, Melbourne: Working Futures.
Bowles, M April 1997. ‘Capability Profiling in an Organisation: Position Paper 04-97’, Hobart: The Institute for Working Futures.
Bowles, M June 2014. ‘Professional Capability Standards: Authentic approaches to assessing and credentialing professionals’,
Melbourne: DeakinCo.
Bowles, M & Schoenheimer, H 2009. Developing Human Capability, Sydney: Andermark.
Charan, R, Drotter, S & Noel, J 2010. The Leadership Pipeline, San Fransisco: Jossey-Bass.
Deloitte 2016. Global Human Capital Trends 2016: The new organistion, different by design, Sydney: Deloitte University Press.
Havergal, C 2016. ‘Ernst and Young drops degree classification threshold for graduate recruitment’, Available at:
https://www.timeshighereducation.com/news/ernst-and-young-drops-degree-classification-threshold-graduate-recruitment,
accessed September 2016.
Ifenthaler, D, Bellin-Mularski, N & Mah, D 2016. ‘Foundation of Digital Badges and Micro-Credentials In Foundation
of Digital Badges and Micro-Credentials’, Switzerland: Springer.
Kajewski, K & Madsen, V, June 2013. ‘Demystifying 70:20:10’ White Paper, Melbourne: DeakinCo.
Lancaster, K April 1966. ‘A New Approach to Consumer Theory’, The Journal of Political Economy, 74(2), pp. 132-157.
McCann, J & Selsky, J 2012. Mastering turbulence: the essential capabilities of agile and resilient individuals, teams and
organizations, San Francisco, CA: Jossey-Bass.
Oliver, B 2016. ‘Better 21C Credentials: Evaluating the promise, perils and disruptive potential of digital credentials’,
Melbourne: Deakin University.
Redding, J & Catalanello, R 1994. Strategic readiness: the making of the learning organization, San Francisco, CA: Jossey-Bass.
Roth, A 1996. ‘Neo-operations strategy - Linking capabilities-based competition to technology’, In: Handbook of technology
management. New York: McGraw-Hill, pp. 31-44..
Susskind, D & Susskind, R 2015. The Future of the Professions: How technology will transform the work of human experts,
Oxford: Oxford Univerity Press.
Teece, D 2007. ‘Explicating dynamic capabilities: the nature and microfoundations of (sustainable) enterprise performance’,
Strategic Management Journal, 28(13), pp. 1319-50.
Teece, D 2009. Dynamic capabilities and strategic management, Oxford: Oxford University Press.
The Economist 2015. Driving the skills agenda: Preparing students for the future, London.
Working Futures, July 2015. ‘State of the Nation: Education Market in Australia’, Launceston: University of Tasmania, NCPS,
commissioned report.
World Economic Forum 2016. ’The Future of Jobs: Employment, skills and workforce strategy for the fourth industrial revolution’,
Switzerland: World Economic Forum.

Demystifying Credentials: Growing capabilities for the future – DeakinCo.

17

Appendices
Appendix A: DeakinCo. levels alignment
DeakinCo. levels form a universal exchange between multiple work, professional, competency and qualification frameworks.

Qualifications
(Oceania & global)

Australian
Qualifications
Framework (AQF)

DeakinCo.
Professional
Capabilities

Levels of work

Professional
frameworks
(e.g. engineers)

Masters

AQF 9

Advanced

Organisation

Principal/senior
engineer

Graduate cert/
graduate diploma/
honours

AQF 8

Proficient

Division/function

Practising engineer

Bachelor’s degree

AQF 7

Intermediate

Operational

Graduate engineer

Associate degree
(diploma)

AQF 6

Developing

Team

Associate

Certificate I to III

AQF 3

Entry

Individual

Technician

Source: Bowles 2014
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Appendix B: DeakinCo. Credential levels and descriptors
DeakinCo. Professional Capability Standards

Advanced

An advanced professional with knowledge, skills and expertise that is both broad across a
profession and deep within a specialisation. They will contribute original thinking and drive action
across an organisation or profession.
At this level the candidate will be taking responsibility and ownership of work outcomes that span
an organisation or complex issues. They will be leading the formation and application of strategy,
take a long-term view and be able to collaborate across professions, locations, cultures and beyond
the organisation. They will monitor global trends in their field and be able to isolate disruptive
change and emerging opportunities.

Proficient

Intermediate

A senior professional deploying a broad range of knowledge, skills and expertise. They will direct
thinking and action across a function or professional specialisation.
At this level the candidate will be working independently within broad functional parameters, and
be responsible for the performance of others and for the attainment of tactical goals and business
outcomes. They will increasingly demonstrate significant independent judgement and work across
operational areas, disciplines, stakeholder groups and an increasingly unpredictable functional
context.
An experienced person increasingly extending their applied skills and expertise working from a wellhoned professional specialisation. They will support new thinking and coordinate actions across
operations.
At this level the candidate will take ownership of agreed team goals and allocated operational
outcomes. They will assume personal responsibility for a broad range of work activities including
development of rules and procedures, models or applications. They will work across teams,
stakeholders, disciplines and an increasingly unpredictable operational context.

Developing

A person with limited practical experience, but with increasingly developing knowledge and
expertise in a narrow specialisation or field of endeavour. They will contribute to thinking and assist
in delivering effective and efficient outcomes.
At this level the candidate will work under limited supervision while taking responsibility for
goals and outcomes within narrow professional and team parameters. They will assume personal
responsibility for a broad range of varied work activities, most of which are complex, and nonroutine spanning an increasingly broad range of professional applications.

Entry

A novice person with limited or no practical experience or independent ability to apply a body
of knowledge. They will acquire knowledge and skills under supervision and focus on supporting
others.
At this level the candidate will work under supervision and take responsibility and ownership for
completion of a defined range of activities, procedures and variables in which the choice of actions
is usually clear and there is limited complexity in the scope and range of options to be applied,
or information being considered. They will apply rules and procedures to competently work with
others and complete a limited range of routine tasks in familiar contexts.
= Bowles 2014
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Appendix C: Categorising and isolating development options
Learning from experience
Best for changing how professionals behave, react or are motivated. May be tied to personal attributes and selfreflection on personal skills, knowledge, thinking and behaviours.
Examples:	Job rotation, job exchange, expanded role to present challenges, special projects, role in special team
(i.e. cross-functional, project team etc.), study tours, orientation into another workplace/role, workbased workshops and contextual induction programs.
Specific example: Rotation into a job where a role challenges and develops capability where the individual may
currently have a gap.
Advantages

Disadvantages

•• Can change hard to shift personal attitudes

•• Needs guidance to make sense of experience

•• Lead to new insights and better practices

•• Developmental roles not always available

•• Can be highly specific to an individual’s need

•• Can be expensive to resource and harder to
measure business benefits

Learning from others
Best for contextual skills and informal (tacit) knowledge—knowledge that is highly contextual and embedded in the
professional context and area of practice (work), not a textbook or manual.
Examples:	On-the-job coaching, development coaching session, mentoring of person, instruction by peer who is a
subject matter expert, interacting in a team or collaborative setting (i.e. a project or program).
Specific example: Appointment of agile project management from engineering project governance section to be
a mentor and provide guidance (e.g. individual monthly sessions) with select agile project team leaders over six
months. In order to encourage new engineer graduates to appreciate and use the organisation's preferred project
management methodology within the overall governance system.
Advantages

Disadvantages

•• On demand

•• Expensive if using external, expert coach

•• More personal

•• Often hard to match mentor/coach and
participant’s personality

•• Highly customised and contextualised to
individual and business needs
•• Flexible
•• Can be very cost effective
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•• Outcomes often not formally assessed
•• Risk of scope creep: needs discipline, clear goals
and monitoring of progress
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Appendix C (continued)
Learning from structured education
Best for formal recognised learning and transfer of codified (explicit) knowledge—knowledge that can be learned,
transferred and is often universal. For example, Master of Business Administration, Graduate Certificate of
Aeronautical Engineering, Conference on Advanced Rail Signal Systems etc.
Examples:

Training = on- or off-the-job workshops, competency-based modules, structured assessments etc. or
Education = degrees, vendor course, academic learning, specific training, executive courses etc.

Specific example: Ethics for Engineers, University of Sydney short course.
Advantages

Disadvantages

•• Strongly discipline-based

•• Intellectual rather than pragmatic

•• Global recognition through qualification

•• Often more generic and slow to respond to
emerging needs

•• Strong focus on thinking and learning
•• Structured, rigorous knowledge and skills focus
•• Regulated and standardised

•• Highly structured and often inflexible design
that is hard to customise
•• Still strongly oriented to off-the-job access
Source: Bowles & Schoenheimer 2009
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Appendix D: Credentials confirm talent
and the leader’s readiness to transition
Levels

Challenges

Capability scope (examples only)

Focus of time

Lead the
organisation

Moving from a functional
to externally oriented,
cross-functional, multidisciplinary perspective

Setting a compelling vision for the future, strategically
positioning brand & org. in a market, researching
trends, finding market opportunities and planning
options, sponsoring major change, forging supply chain
& business partnerships, shaping a global body of
knowledge

Strategic
long-term view
(5+ yrs)

Responsibility for focus
on budgets, wider-scale
improvements and
positively influencing other
leaders, managers and the
workforce

Improving operations, seizing opportunities,
coordinating development of new products and
services; subject matter expert in a body of knowledge;
brand management; completing successful compliance
audits; responsibility for budget formation; dealing
with industrial or workplace conflict; having to manage
employee exit due to performance or misconduct
deficiencies

Medium–longterm view
(2–5 yrs)

Move from team to
multiple team, advocating
for resources and
priorities, working with
stakeholders and often
throughout a value stream

Sponsoring or initiating innovations, implementing new
products & services, managing major projects (change
or otherwise), motivating workforce plans, transforming
value stream, developing learning strategies for crossdisciplines, coaching & mentoring other managers,
galvanising actions that improve operations

Medium-term
view (1–2 yrs)

Focusing on others and
goals more than disciplinebased or specialist
expertise

Engaging people, overcoming barriers to change,
coaching others & motivating high performance from
team members, improving processes, resource use
and goal attwwainment, delegating activities, running
complex projects or initiatives, measuring performance,
developing OHS policies & procedures, dealing with
difficult conversations

Short–
mediumterm view
(6–18 mths)

Empathy with others
and knowing one’s own
strengths and weaknesses

Collaborating, discovering & initiating innovations or
opportunities to improve, undertaking self-development,
appreciating value chain/stream; initiatives in solving
customer problems, working safely, appreciating cultural
differences, communicating and listening to diverse
people and groups

Short-term
view
(6–12 mths)

Advanced

Lead the
business/
function

Proficient

Lead
operations

Intermediate

Lead others

Developing

Lead self

Entry

Source: Charan et al 2010
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