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Abstract
This doctoral thesis explores a socioeconomic model for understanding and analysing
leadership in the regional area of Horsham and its hinterland communities. This thesis
critiques accepted models of regional development policy and leadership theory and in
doing so argues for a new approach emphasising the roles that leaders adopt to achieve
goals. These roles comprise the entrepreneur, manager and community leader that this
thesis terms the regional trifecta model of leadership. This is a model that explores the
ways that leaders attain mutuality within social and economic eco-systems in order to
achieve long-term regional economic sustainability and liveability for residents. This
doctoral study uses a critical qualitative ethnographic exploration of Horsham and its
surrounding region drawing on researcher, the informant participant’s observations from a
wide range of industries and social backgrounds.
This thesis discusses themes of policy barriers to environmentally sustainable
entrepreneurship, social ostracism of female leaders, a sense of futility in bureaucratic
compliance, passive and unsupportive communities, tempered with the critical hope of
social enterprise and potential partnerships. In examining these themes the thesis argues
that entrepreneurs are overwhelmingly values driven. It also asserts that they experience
barriers of unreliable labour and unsupportive external partnerships. Managers are also
strongly values driven and can experience many barriers from internal partnerships within
their own organisations. Community leaders are values driven and struggle against the
barriers of bureaucracy with the organisations they partner with.
The thesis provides a new contribution to the literature. This includes a critique of psychosocial approaches to leadership through role-based explorations that emphasise a collective
responsibility for success within an eco-system. It also examines the types of people that
become leaders and their motivations in regional Victoria. From this emerges a discussion
about the tension between formal governance and power structures and the informal
agency of leaders. The recommendations that emerge from this research are that policymakers, local, state and federal governments acknowledge and support the role of existing
informal leaders and the significant social and economic benefit they bring to regional
Victoria.
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Introduction
This doctoral thesis argues for a regional development model of leadership as a rolebased activity in its social and economic context, known as the regional leadership
trifecta. The goal of this model is to critique the existing regional development policy,
historical legacies and assumptions about leadership in Horsham and its hinterland
communities. The methodological approach combines the critical tradition with
ethnographic research. This qualitative process uncovers oppression and repression in the
social system and analyses the nature of their leadership agency. This qualitative study
challenges the dominant views of leadership based on personality types, such as the great
man theory (Hoffman, Woehr, Maldagen-Youngjohn, & Lyons, 2011) and 360-degree
feedback management strategies (Sillup & Klimberg, 2010), and chose, instead, to focus
on leadership as a community, economic and socially driven exercise.
This collective perspective of leadership includes discussion of an individual leader’s
personal drivers and recognises the urgency to prevent regional decline, strengthen
industry, and enhance social cohesion in Horsham and its surrounds. This critical metanarrative of regional development goals led to the development of the regional trifecta, a
holistic, role-based examination of the complex social interplay between leaders, their
social networks and the bureaucratic partnership structures they navigate. Additionally,
this thesis considers a leader’s drivers to leadership and the barriers that inhibit their
practice. Finally, this critical examination posits that trifecta leadership is an organic,
sustainable model for regional development and revitalisation that capitalises on their
aspirations for a better economic future and quality of life for residents in regional areas.

The Regional Trifecta Study
This doctoral topic was designed as a suite of three PhD under the RISER (Regional
Incubator for Social and Economic Research) programme at Federation University
Australia. This was commissioned research with a dedicated topic. The PhD stipendiary
scholarship was provided by Regional Development Victoria, Regional Development
Australia and the Wimmera Development Association. My dedicated PhD topic was
explicitly aimed as researching residents in regional leadership in the Horsham and
hinterland region specifically.
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This thesis explores the premise that in Horsham and its hinterland, local leadership
involves three major roles that contribute to an ecosystem between leader, context and
the wider market. In this thesis, the term ecosystem means the conditions in which
leadership operates towards the goals of regional development and entrepreneurship. In
regional development literature, the term ecosystem is used to mean the conditions that
encourage entrepreneurship and as a result become the subject of study and policy. In
this thesis, the term ecosystem is used critically to deconstruct these assumptions of
success, not as a panacea for regional development. In this doctoral study, the concept of
an ecosystem explored the actual social and economic settings of the leaders and
excluded the assumption that this ecosystem was ideal or replicable.
This model explores leaders and the networks and partnerships that contribute to their
ecosystems while critiquing the legacy of quantitative leadership measures such as
personality tests or management evaluations. The model also challenges assumptions
about a leader’s need to have certain personality traits in order to be successful, as they
are based on outdated and conventional theories of leadership (Mabey & Mayrhofer,
2015). Recent leadership research is now more concerned with social systems, dynamic
collaboration and diverse personal qualities, which can be supported through more
flexible and robust theory (Beer & Clower, 2014; Day, Fleenor, Atwater, Sturm, &
McKee, 2014; Lord, Gatti, & Chui, 2016). Aside from these conventional theories of
leadership undervaluing personal qualities of introversion and strategic thinking, these
theories also fail to benefit from collaborative leadership through shared governance or
place-based leadership partnerships (Beer & Clower, 2014). More important than
whether the leaders were adhering to the traits specified in any theories considered in the
study, was whether the leader was achieving their goals, and if so, what was contributing
to their success from their ecosystem.
The trifecta typology was developed through observing leaders in Horsham and its
surrounds, their responsibilities, and the impact their roles were having on their
immediate social networks as well as the wider community. The regional trifecta theory
is concerned with how leaders serve distinct and vital functions that enrich a region as a
social and economic entity, and how they are driven to these behaviours. This doctoral
study uses specific definitions for entrepreneur, manager and community leader to
describe the observable activities of leaders in Horsham and its surrounds. The trifecta
definitions were developed prior to formal ethics approval, interviews and fieldwork,
2

through consultation with informants who had experience of leaders in these roles. Based
on this early fieldwork, the definition of an entrepreneur is a leader who has established
businesses or ventures intended to turn a profit. Leaders who operated in a not-for-profit
model, were assigned to a subset of the entrepreneurship typology known as a social
entrepreneur. A social enterprise is, by definition, concerned with improving the
outcomes of its employees and their community according to targeted political or social
goals (O’Toole & Burdess, 2004).
During the recruitment process for participants in this study, the researcher selected
entrepreneurs from diverse industries, which included software and IT, health and
beauty, training, farming, hospitality, retail, migrant social enterprise, and energy
production, with an approximate balance between the genders of the 27 participants. The
definition of a manager in this doctoral study is an appointed team leader, CEO or
executive with supervisory and policy compliance responsibilities. These responsibilities
related to their role in the public policy literature as those who would resolve wicked
problems across volunteer, public and private sectors (Dawes, Cresswell, Pardo, &
Durant, 2016; Head, 2008; Weber & Khademian, 2014).
Managers were employed to implement policy frameworks governing their private
company, government or social enterprise according to their funding partnerships. The
participants were from sectors that included health and allied health, social and
employment services, local government, Lutheran education and public education.
Gender balance between the 9 male and female participants was also sought when
recruiting and collecting data for this category of the trifecta.
The definition of a community leader was developed through discussion and theory
regarding volunteerism in regional Victoria. A community leader was defined as a leader
who aimed to benefit Horsham and its hinterland communities through volunteer or notfor-profit ventures within a collective context (Davies, 2009, 2015; Edwards, 2004).
Community leaders shared two common characteristics: first, they were unpaid or
remunerated partially for their work; and second, they were all involved in activities
which the regional development literature referred to as signs of social capital (Edwards,
2004). These activities included governance, decision-making, compliance work and
organising free services for the community. This thesis uses the term social capital as it is
widely used in the literature; however, the researcher prefers more human terms to
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describe the efforts of community leaders, such as mutuality, agency and altruism. There
was also an approximate balance of genders and diversity of context achieved for this
group. In this doctoral study, community leaders served as liaisons, advocates or allies to
community interests and interacted with entrepreneurs and managers. This meant
practically that they were on committees, running volunteer groups, planning festivals or
serving on boards of varying sizes. They were usually engaged in both informal and
formal leadership roles and involved in businesses of their own.
This thesis argues that these leadership types are key to the long-term socioeconomic
resilience of Horsham and its hinterland towns. Their engagement in industry, services,
and community works to stem rural and regional decline and contributes towards a
sustainable future. This regional trifecta study analyses the ways participants began their
leadership practice by examining the specific triggers to commence, drivers that were
helping them to continue their ventures, and the barriers that were hindering their
progress. Additionally, this study examines the significance of the trifecta’s informal
networks as drivers for their individual practices and whether the participants receive
support from formal, state or federally funded partnerships.

The Research Questions and Aims of the Study
The context for this thesis and the research questions that drive it emerged from a
regional partnership research collaboration that funded this research study. The doctoral
study was supported by a scholarship awarded by an industry partnership between
Regional Development Australia (RDA), Regional Development Victoria (RDV),
Leadership Wimmera (LW), a Horsham-based, state-funded leadership training
organisation, and Federation University Australia. This partnership formed an initiative
called the Regional Incubator for Social and Economic Research (RISER). The goal of
the scholarship was to develop a model of regional leadership that would support local
leaders in Horsham and its hinterland as well as encourage social capital that would lead
to economic sustainability. The scholarship provided the opportunity for a student to
complete a doctoral thesis in regional development, sociology and economics for RISER
while also addressing the issue of leadership. This thesis has fulfilled the requirements of
that doctoral scholarship.

4

The aims of this study were to understand the experiences of regional leaders through
examining their unique triggers, barriers and drivers to leadership and understand their
social and economic systems. The second aim was to test the concept of mutuality in the
participant’s practise as posited by Steiner and Atterton (2015) and McKeever et al.
(2014). McKeever et al.’s study focused on leadership and mutuality through the life
stories of entrepreneurs, and, similarly, Steiner and Atterton’s study analysed the
contribution of entrepreneurship to local social and economic networks, using the term
resilience. Both studies argue that local leaders create social and economic benefit
through their specific social actions in their networks.
The regional trifecta doctoral study aimed to challenge the trickle-down economic
benefits of free market agency (Harvey, 2007) and consider the alternative theories of
Steiner and Atterton’s (2015) and McKeever et al.’s (2014). These theories posit that
entrepreneurs can only provide economic benefit to their ecosystem through deliberate
socioeconomic agency and are referred to throughout this thesis as the theory of
mutuality. This term indicates the theory that regional leaders, particularly entrepreneurs
require to come to a state of mutuality, or a symbiotic relationship within their local
economy. Attaining mutuality means that the local has found a source of income to
support themselves, and also that they are actively benefitting their local region socially
and economically in return.
The difference between the trickle-down theories and mutuality lies in the assumption of
the value-neutral agency of the former and the measurable, deliberate agency of the
latter. For leaders to achieve mutuality according to these theories also requires leaders
who actively contribute to their economies to experience reciprocity from their regional
communities. An example of mutuality is that the trifecta’s agency can be measured in
acts such as providing employment for people with disabilities, traineeships, school
sponsorship, local event funding, and donations to local community groups as well as
retaining workforces on shore. The community’s reciprocity can be measured in
shopping locally, attending events and partnering with leaders at social and
organisational levels.
Based on these two premises for the research study – the desire to understand the
regional trifecta’s experience in leadership and proving theories of mutuality – the
research questions were formulated. The explain in more depth these premises, the
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questions were designed to uncover the leader’s specific triggers (beginning), barriers
(influences that hindered their leadership goals) and drivers ( the motivating factor for
continuing their work). The aforementioned theory of mutuality by McKeever maintains
that leaders can succeed in their practise and benefit their region through achieving
mutuality, a symbiotic relationship between the work that they do, the economic support
of the community and the contribution of leaders to specific social and community needs.
On this basis, three research questions were developed to ascertain the triggers drivers
and barriers of leaders and to gauge whether leaders were achieving the reciprocal
benefits of mutuality.
1. What drives local people to take up roles as entrepreneurs, managers and
community leaders?
2. What hinders them in performing these roles?
3. How do formal partnerships and informal networks affect the work of the three
types of leaders?

Methodology
This study uses a qualitative approach to collect and analyse the data from the regional
trifecta, based on a clear theoretical framework. This theoretical framework is explored
in detail in this section, first, the ontology and epistemology, the methodological
approach, followed by specific methods employed to collect qualitative data.

6

Inspiration for the study design.
The inspiration for the design of this doctoral study was McKeever et al.’s (2014) study,
which documented the life stories of a number of rural entrepreneurs in north-west
Ireland. The study posited that entrepreneurs are socially and economically dependent on
their wider community system for their success or failure. McKeever et al.’s (2014) study
analysed the entrepreneurs’ life stories in order to identify specific instances when they
were enabled in their practise by locally based businesses or individuals. This enabling
included ideological support, or access to infrastructure such as prohibitively expensive
machinery. The moments when an organisation or individual provided valuable
assistance to achieve a goal were the events identified as moments of mutuality between
the entrepreneur and their ecosystem.
The rural setting and practical ways that the participants were enabled by their social
connections outlined in McKeever et al’s (2014) study were translatable to leaders in
Horsham and its hinterland towns. Informants who recommended participants for this
doctoral study related stories about how participants’ began their leadership, what
conditions were beneficial to their flourishing and whether the community supported
them. Due to the similarities between Mckeever et al’s study and the stories related by
informants during the recruitment process, the researcher used the study as inspiration to
design the regional trifecta doctoral study.
Another supporting study, by Steiner and Atterton (2015), posited that for a locally based
business to achieve mutuality between a leader and their setting, businesses needed to
make altruistic efforts in their region to enhance socioeconomic resilience and for the
region to respond in kind. These two scholarly studies contributed significant theoretical
foundations to the regional trifecta study. Firstly, the theory that leaders need mutuality
from their communal context by McKeever et al. (2104) and Steiner and Atterton’s
(2015) theory that for a leader to increase the social and economic resilience of their
community, leaders need to contribute in tangible ways, were combined form the
regional trifecta theory. The regional trifecta theory posits that communities need to
support their leaders and leaders need to deliberately contribute socially and
economically into their ecosystem.
Steiner and Atterton’s study as well as Atterton’s other works have suggestions for the
kinds of practical assistance that leaders needed to provide for their communities, the
7

assistance includes social services such as disability or youth employment, sponsorship
of sporting clubs and donations of money or goods to socially motivated organisations
(Atterton, 2007; Steiner & Atterton, 2015). This theory of mutuality challenges the wellknown assumption that all entrepreneurship has a passive trickle-down effect (Harvey,
2007; Skousen, 2007) espoused by market-deregulated economies. The assumption if
that where there are successful businesses, their wealth trickles down to the community
without direct social action, or, in lieu of this, via taxation and wealth redistribution by
governments. Although, the concept of entrepreneurship and mutuality from McKeever
et al. (2014), Steiner and Atterton (2015), as well as Atterton’s other works (Atterton,
2007; Bosworth & Atterton, 2012), informed this doctoral study’s approach to research;
however, the approach was applied not only to entrepreneurs but also to other leaders of
the trifecta given that they were evidently contributing to sustainable regional
development.
Given the premise that regional development through leadership was achieved through
the specific social and economic agency of the trifecta, this doctoral study also aimed to
map the ways that the trifecta influenced their community’s economy and the way that
the community reciprocated agency back to the trifecta. These considerations were taken
into account when designing the research questions, recruiting participants from each
category, and collecting extra data for content analysis.
Ontology and epistemology.
The theoretical framework used for this doctoral study was critical realist, which is a
belief in an objectively discoverable truth which needs to be uncovered through critical
analysis. This critical realist perspective was tempered with a belief in the social facts of
the lived experiences of participants and informants, which held conflicting
interpretations of reality and truth (Watson, 2011). This belief of a discoverable truth
which could be obscured by participants as well as the researcher through the obscuring
influence of social systems – means that these perceptions needs to be continually
critiqued (Murchison, 2010).
This belief in an objectively discoverable truth was the foundation for the ontological
framework, yet included a phenomenological epistemology to account for the reflexivity
of the researcher and account for the empirical approach to research. The term
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phenomenology was used by the researcher in this doctoral study to encapsulate both the
phenomenon of the participants’ experiences as well as the subjectivity of the researcher.
This phenomenological stance tempered the researcher’s search for objective truth with
an interest in the subjective utterances of the leaders who participated in this study. The
researcher’s reflexivity included the knowledge of her own biases and the impact these
had on the data collection, analysis and the presentation of the results (Madison, 2004).
Methodological approach to the study.
The simplest discussion of methodology begins with whether they are quantitative or
qualitative and a definition of the many possible subtypes of these categories (Silverman,
as cited in Slawecki, 2008). A qualitative methodology was selected for this study as it
was considered to be the most appropriate for examining and analysing the trifecta’s
experiences. The subtype of qualitative methodology built on the foundations of ontology
and epistemology, critical ethnography, combines various classical methods to achieve
an embedded and critical research process. This methodology was selected for a number
of reasons, as will be explored in the following sections, critical theory, classical
ethnography, and the combined approach critical ethnography.
Critical ethnography is a methodology which combines the critical tradition with
classical ethnography to temper critical realism with a more flexible phenomenology.
The critical tradition, according to theorists such as Marx and Freire, questions claims of
objectively discoverable truth and their positivist assumptions, and asserts the value of
subjective truth based in empirical experience (Kincheloe, 2008; Thomas, 1993). The
critical aspect of this methodology is explored in more detail in the next section, yet it’s
is both to question truth as well as to emancipate the participants in a study. This method
was selected to document the social pressure found in the subtext of participants’
utterances in order to understand the close-knit social structures that operated within
Horsham and its surrounds. This method allowed the researcher to discover that the
trifecta’s success or failure in achieving its leadership goals was hidden in oppressive
structures such as policy, bureaucratic frameworks or social networks.
Given that the critical tradition examines how culture, social structures and organisations
oppress human beings made the method appropriate to uncover any barriers that were
suspected to be impeding leadership practice amongst the trifecta. In critical research,
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oppression may be obvious to informants, the researcher and the participants; however,
Crotty (1998) emphasises that the ways in which oppression occurs is often very subtle
(Crotty, 1998). In this critical study, the subtle acts of oppression discovered were in a
myriad of small ways considered to be normal and circumstantial to participants, yet
were often caused by specific organisations, groups and individuals hidden within the
leader’s ecosystems.
During the data collection process for this doctoral study, the researcher exposed
oppression which was imperceptible to the participants; with the culture and processes of
social systems. This exposure of oppression was attributed to the critical aspect of this
ethnographic study, as classical ethnography has been more concerned with neutrality in
some discourses (Putnam, Bantz, Deetz, Mumby, & Van Maanen, 1993) The significance
of the combined approaches of critical and ethnographic tradition and their relevance for
this study shall be explored in more detail in the next section.
Critical theory.
In a debate between an ethnographer and a critical theorist, Dennis Mumby argued that
“the failure of ethnography lies in its refusal to assume an evaluative position, a stance
based on an implicit need to be neutral” (Putnam, Bantz, Deetz, Mumby, & Van Maanen,
1993, p. 225). Critical theory’s objective is to emancipate the groups being researched,
whereas classical ethnography avoids making value judgements of the groups being
studied. The aim of classical ethnography is to understand and observe with minimal
intervention. In this regional trifecta study, a value-neutral approach would have
obscured barriers that were affecting the participants and normalised social ostracism. By
incorporating critical theory into this study, researcher avoided becoming complicit in
subtle social ostracism in the regional trifecta’s social and economic ecosystem.
Critical theory’s distrust of neutrality is one of the reasons it has been successfully used
to research and critique organisational leadership structures, which also made it a
valuable inclusion of this study. Mumby, the critical theorist, explains the risks inherent
in using a morally neutral perspective during organisational behavourial research as it
can favour privileged classes and fail to represent the oppressed. Mumby claims that the
“study of organisational behavior is replete with research that claims such neutrality but
that actually privileges managerial rationality” ( Putnam et al., 1993, p. 225). Therefore,
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the researcher aimed to avoid neutrality through the admission of value judgements and
bias.
One of critical theory’s weakness, however, can be its failure to embed sufficiently
within an organisation, which can inhibit the researcher’s ability to understand the social
structures they analyse. Without adequately embedding within a community, a researcher
can miss nuances and details that would explain any complexities within a social system.
The major shortcoming of critical theory is in its propensity towards the very positivism
that it rejects, by claiming an objective stance. This propensity to objectivity can also
oppress participants instead of emancipating them as they are only able to represent the
researcher’s voice, whilst claiming to represent participants. This failure to embed
“denies the voices of the very participants that ethnographers aim to study” (Putnam et
al., 1993, p. 231).The position of a privileged outsider is disadvantaged in their ability to
interpret the meaning that is conveyed from the participant to the researcher. Therefore,
the researcher incorporated ethnographic techniques of participant observation,
acknowledge of interviewer bias and embedding in local surroundings to prevent this
outsider privilege.
In Horsham and the surrounding region, there were many advantages to being an outsider
researcher, as locals enjoyed explaining the unknown to outsiders and could convey
meaning to the researcher around social structures and customs. In the regional trifecta
study, the researcher was considered new to the area by locals, which encouraged
informants to explain systems and individuals and to express bias against participants
who were considered to be breaking social norms. Due to this embedded outsider
position, the critical tradition assisted the researcher in questioning the validity of
informant’s opinions about the leaders in this study and uncover the reasons for their
bias.
In his side of the debate against Mumby, Van Maanen argues that the power of
ethnography is in the vantage point of informed experience. Although an outsider can
never be fully integrated into a social system, embedded experience can increase
understanding which gave meaning to the experience of participants. Embedded
experiences provide meaning and understanding of power and social structures that
underlie participant experiences and utterances (Putnam et al., 1993). During the
fieldwork for this study, the researcher was aware of both the limits and power of their
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outsider perspective, which informed a skepticism towards information imparted and an
awareness of the lived experience of those represented. This critically embedded
awareness increased the understanding gained about the social structures of the region, as
well as enhanced the meaning and coherence of the data.
Classical ethnography.
Classical ethnography, with its roots in anthropology, is defined by Fetterman (2010) as
the process of gathering data from a culture or social situation using his or her “human
instrument” (p. 40), the perception based on “senses, thoughts, and feelings”(p. 40). The
ethnographer observes local people, artefacts, social behaviour and language to
understand and interpret the social customs. The goal of this prolonged study is to
produce an ethnographically grounded text that communicates these customs to outside
audiences, such as policymakers, who want to encourage leadership for regional
development goals. Van Maanen (Putnam et al., 1993) emphasises that ethnography is
more than a method, but a thing. An ethnography is a text which aims to reveal a
formerly closed social world through documenting a particular social group.
This thesis provides ethnographic insight into the social world of Horsham and its
hinterland, which may have been hidden from the outsider. This insight is conveyed
through a text presenting the experiences of participants richly, as opposed to a rigid
positivist presentation of the results (Putnam et al., 1993, p. 224). This ethnography, in
reaction against the positivist tradition emphasises qualitative methods and subjective,
personal as knowledge as highly as the knowledge which can be obtained through the socalled, harder sciences. Van Maanen argues that “ethnographers are learning to overcome
both the conceits of a positivistic social science and the solipsism associated with the
introspective alternatives” (Putnam et al., 1993, p. 224).
The researcher of this doctoral study worked to avoid either of these extremes during the
ethnographic process, by avoiding positivist principles while simultaneously eschewing
excessive subjectivism. An ethnographer avoids the former without committing the latter
by representing the accounts of the people they study as faithfully as possible. Practically
speaking, this means attributing fieldwork sources, the context of quotes when necessary,
their academic framework and the contextual hermeneutic for analysis. This thesis
includes a literature review to provide the academic background for the completed
research study and a contextual hermeneutic chapter to explain the matrix used to
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interpret the data. It also attributes specific quotes to pseudonyms of the trifecta in the
results chapter. In this way, the study chose an authoritative, yet subjective stance, to
concede that the analysis had limitations due to the fallibility of the researcher, the
informants and the participants. The use of direct quotes from recorded interviews
ensures that participants are represented accurately and any participant utterances
summarised by the researcher were also attributed to the participant’s pseudonym. This
attribution made it evident when a researcher’s own subjective opinion based on
hermeneutics was used to understand the participant and was not a direct quote.
Another attribute of classical ethnography relevant for this study was the capacity for this
method to provide a rich description of a social and economic world. Van Maanen
(Putnam et al., 1993) and Murchison (2010) emphasise the importance of making a
“firsthand account” as part of a rich description of a community or culture. To produce
this rich description, an ethnographer must not only be an observer, despite how
important the process of observation is; an ethnographer must also be accepted into and
involved in the systems of the participant to bring depth to the results (Putnam et al.,
1993). In this study, the researcher was employed in the workplace of one of her
participants, as well as further involvement in festivals, meetings, events and
performances. The researcher also travelled to the locations of the participants in
Horsham and the towns in its hinterland wherever possible. These activities ensured the
researcher became an embedded observer rather than remain privileged and detached
from her participants.
Critical ethnography.
Conventional ethnography describes what is; critical ethnography asks
what could be. (Thomas, 1993, p. 4)
Combining the embedded observation of classical ethnography with the critical tradition,
critical ethnography is more self-reflexive than critical theory and more concerned with
emancipating participants than classical ethnography. It is in this application of valueladen judgements which ensured that the regional trifecta study was not a neutral
reiteration of the voices of the participants. The process of critical ethnography involves
questioning the nature of knowledge and the symbols or metaphors used by participants
rather than accepting the data collected as an account of objective truth. In Horsham and
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its hinterland, the terms, phrases, symbols, metaphors, gestures and postures used by the
participants revealed layers of meaning to the researcher, from field diary analysis.
Yanow (2012) argues for a critical reading of participants’ words to identify other voices
that may have shaped participants’ narratives and utterances. In her explanation of
ethnography, she uses the word silence to mean the underlying and unspoken words of
the participant:
This is what can make ethnography “critical”: its refusal to privilege one sort of
voice above another and its willingness – indeed, its innate “sensibility” – to look
into the production of voice as well as whatever might inhibit voice, the silences
in organizational (and other) discourses, whether silent by choice or silenced by
the threat or actual exertion of some form of force. (p. 35)
Based on Yanow’s (2012) enjoining to uncover silence, the researcher was attuned to
unspoken words during her interactions with the informants and participants. The
researcher sought to discern what was not said through considering the implied
meanings, suggestions, hesitation and the moments when participants avoided certain
topics during interactions. These meaningful patterns of speech, metaphors and
utterances were all collectively combined to form a meta-narrative of what was unsaid
during the analysis stage. In the regional trifecta doctoral study, critical ethnography was
used to interrogate two major aspects of the participants’ experiences: the social systems
they occupied; and the conscious and unconscious oppression or repression that the
participants experienced.
Social systems and discourse.
Thomas (1993) describes the social world as a “shared system of symbols that reduce
conflict and function as a social control mechanism by providing a non-coercive social
glue that helps keep things orderly” (p. 8). This social glue can be observed most clearly
when the systems themselves come apart, and critical scholars, like Thomas (1993), are
interested in discovering “what the glue binds”(Schein, 2004, p. 293). In this study, the
process of the interviews and the systems research, framed by the historical and political
contexts, were the methods that measured the cohesive that bound the social. Social
systems research uncovers the glue, or meaning behind the shared social system that
participants are immersed in. In Horsham and its hinterland, as well as the broader social
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system of the state of Victoria, there are a number of overlapping formal and informal
systems, which needed to be interpreted and understood as part of the regional trifecta
study. Given the strong local history of Horsham and its surrounds, and the different
industries dependent on one another, there are many family, business and social
connections dating back to earlier generations. These systems, combined with state and
federal politics, the range of organisations, ventures and businesses were explored in the
study to uncover conscious and unconscious oppression and repression.
This contextual aspect of the study was based on an understanding of participants as both
individuals and as a part of a social system, which shaped the research study at every
stage, but most particularly during the analysis of the results. Van Maanen describes the
process of analysis as ascribing meaning in the following way: “For ethnographers,
meanings are negotiated through a dialectical process between the researcher and the
organizational actors” (Putnam et al., 1993, p. 233).
When this dialectical process was applied to the leadership research in Horsham, it firstly
involved gaining knowledge of the participants, which was then followed by acquiring an
embedded knowledge of the wider organisational, structural and process-based contexts
of the participants during interviews. Secondly, it meant discovering the wider contextual
environment of state and federal politics in the region as well as the regional economic
policy that was influencing the local organisations. And, thirdly, it involved using these
contexts as the basis of the critical discourse analysis that was employed to code the
interview data collected from the participants. This approach involved the use of field
notes and contextual data to interrogate the validity of the interview responses in order to
ascertain the most coherent and accurate representation of the participants. This process
was designed to derive the underlying truths of the participant’s social settings, and the
issues inherent in their leadership practice. These contextual bases for analysis were also
considered in conjunction with the type of discourse analysis that would be regarded to
be the most appropriate for this study.
Dialogic and critical discourse analysis.
This section provides a discussion of leadership development theory to describe the
theoretical basis for the discourse analysis performed in this study. Given that the most
dominant theories of leadership are functionalist discourses, functionalism has exerted an
oppressive and subsequently repressive impact on the utterances of the participants. This
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research study deliberately questioned functionalist theories during the stages of
planning, participant selection, and analysis. Mabey (2012) describes the way that
functionalist approaches have dominated the leadership literature to the detriment of
more integrated and place-based approaches to leadership:
Whereas the functionalist discourse takes the concept of “leadership” or
even “the leader” as pre-constituted foundation points for development,
the dialogic focuses on the socially and historically situated ways in which
these foundations have arisen in the first place. (p. 371)
Functionalist discourses regarding leadership involve claims of self-evidence and
unquestionable truths that are verifiable through quantitative methods (Mabey, 2012).
Mabey (2012) defines the functionalist approaches to leadership development in contrast
to three others: critical, dialogic and interpretive, also known as emergent. To account for
the practice of the leaders in this study, the dialogic approach was considered to be
necessary to recognise oppression and repression in leadership narratives; however,
elements of emergent discourse were also included due to its ability to accurately map
the regional trifecta and its unique ecosystems.
The literature review conducted for this study included a critique of the functionalist
theoretical approach to leadership, which is the most widespread and yet also the most
unexamined (Mabey, 2012). These foundations of leadership and leadership development
theory provided the strong ideological bases for the methodological approach that was
adopted for this doctoral study. These foundations are based on Mabey’s (2012) four
discourses of leadership and are explored in more detail in Chapter 1.
The philosophical term a priori affirms more quantifiable and rational approaches to
knowledge. The opposite of this rational approach to knowledge is known as a posteriori,
which is used to describe empirical approaches, such as emergent discourse, and relates
to experience based knowledge and understanding (Mabey, 2012, p. 375). Within this
consideration of Mabey’s axis, there is a tension between consensus or dissensus
perspectives when considering the leadership practice and development of the regional
trifecta. A consensus perspective represents what is widely accepted and popular in
leadership development theory and a dissensus perspective describes theories in
opposition to these. Mabey’s (2012) model of critical discourse is helpful for explaining
the nuances of a critical ethnographic framework for this doctoral study, which was not a
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simple dissensus or consensus approach, or an a priori versus emergent one. This study
was both a priori – due to a prior conviction of the existence of oppression and repression
in leadership practice – and a dissensus model, designed to uncover alternatives to widely
held, popular views on leadership development. In a consensus model, the researcher
develops a theory that risks suppressing dissident voices with the dominance of
historical, ordered and rigid narratives; these narratives can create elitist assumptions
about leaders and the practice of leadership (Mabey, 2012).
Given this theoretical foundation, a dissensus model was selected for the regional trifecta
study to challenge the elitist suppositions regarding leadership and to reveal any hidden
oppression and repression amongst the participants. However, as the critical discourse
model cannot accommodate the experiences of leaders, a dialogic and emergent
discourse was incorporated into the study to more accurately represent their lived
experiences. These discourses were also chosen to balance between this study’s critique
against functionalist assumptions and the flexibility of the emergent and empirical
quality of observations, field notes and interviews. This theoretical approach combined a
critique of classical leadership models and considered the unique power of observable
emergent leadership practice as the source of the critical hope for Horsham and its
hinterland communities.
Dialogic and interpretive models of leadership development theory.
Dialogic approaches are considered to be among the vaguest and most ill-defined
approaches to adopt for leadership development, which risks defining leadership identity
as perceived by the leader only (Mabey, 2012). Dialogic models allow for the lived
experience of a leader to be the primary identifying characteristic that defines their
leadership development and practice; however, it excludes critiques by the leader’s
followers, their social system and the wider culture. Therefore, whilst the dialogic
approach can identify a leader’s experience and articulate their narrative identity, it does
not encourage the critical deconstruction necessary for analysing the barriers and drivers
that leader’s cannot perceive themselves. A dialogic approach, therefore, can become
problematic in analysing how sustainable a leader’s practice is for their ecosystem.
Consequently, the dialogic approaches used in this study were tempered with a critical
awareness of utterances and observations to ensure that they were an accurate
representation of the regional trifecta in Horsham and its surrounding communities.
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This critical awareness meant that the researcher questioned the participant’s identity
constructions, together with the perceptions and opinions of the social system, during all
stages of the fieldwork but particularly during the analysis phase. Consequently, the
researcher used critical iterations of the dialogic approach to achieve an accurate
representation of the triggers, barriers, drivers, networks and partnerships of the leaders’
practices. To achieve this end of combining a dialogical analysis with critical
deconstruction, narrative methods were used to represent the perceptions of the
participants. The aspects of the narrative methods used to achieve this is are discussed in
a later section.
The most significant application of dialogic discourse for this study was an examination
of the ways in which a leader formed their role, meaning and identity through life
experiences as opposed to formalised training. This dialogic analysis of the regional
trifecta theory sought evidence that the development of the leaders had been shaped by
opportunities or triggers, and that their practices continued, despite the barriers, due to
the formative drivers present in their leadership practices. This concept of leaders
developing in their role irrespective of formal training was part of the theoretical
framework of this research study.
Moen (2006), citing Bahktin, believes that the development of a leader without formal
training is in accord with identity development that is forged through regular human
interaction, and is foundational to the practice of leadership. This theory accounts for the
significance of the informal learning activities undertaken by leaders that have been
essential to their identity and skill development, as consistent with the regional trifecta
model. The theory that leaders can develop without deliberate or intended training also
aligns with the interpretive approaches of leadership development (Mabey, 2012).
Interpretive models acknowledge the value of sense-making and socially constructed
meaning for the benefit of defining individual truth and identity (Yanow, 2012). Sensemaking occurs through many forms of human interaction, not merely a formal event
designed for leadership formation. This thesis argues that leaders engage in sense-making
and meaning-construction according to various triggers, drivers and barriers, which are
informal and unplanned.
Sense-making is the process whereby a leader interprets how unplanned events, problems
and hindrances have contributed to the construction of their leadership practice and
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identity. Leadership formation is usually fostered by informal networks, funded
partnerships and community-based governance, and a leader’s sense-making narrative
develops as they reflect on their experiences. Although leadership development is the
basis of social capital and capacity-building policies in regional Victoria, it is important
to acknowledge that formal leadership training constitutes only a minor component of the
development of regional leaders. There is evidence that leadership agency in the smaller
towns of rural and regional areas is built on social networks, family, and other informal
partnerships, which is in contrast to the urban models where power is more clearly
defined and structured (Sotarauta, Beer, & Gibney, 2017).
The theoretical framework of the power of informal networks is that these networks have
evolved to achieve goals that are usually accomplished by more formal and established
methods in larger, urbanised areas (Brown & Bellamy, 2010). In the context of the social
system of Horsham and its surrounds, where leaders practised their leadership, dialogic
discourse could explain this unstructured and informal formation, but more importantly
could refer to the ways in which the participants made sense of their experiences of
leadership formation.
Carroll and Levy (2010) note how a participant’s life story, as a type of informal
narrative method, can provide structure and organisation to a participant’s sense of their
role or identity as a leader. Dialogic discourse was used to analyse how the social
systems of Horsham and its surrounds have contributed to the leaders’ identity
formations. This dialogic process included how their life stories have led to their unique
leadership qualities, in contrast, functionalist discourse demands leaders conform these
personality traits, validated by standardised models.
Critique of interpretive methods.
Whilst dialogic discourse affords the necessary flexibility for understanding leadership
development, it is important to recognise the risk of using dialogic and interpretive
approaches on the emergent horizontal axis of Figure 1. When incorporating emergent
approaches into a critical ethnographic framework, it is vital to avoid a slide into
relativism, where leaders are in complete control of their narrative and critical analysis is
shunned. Interpretive processes without critique can remove the possibility of
discovering meta-narratives in the process of qualitative research. Essers (2012)
describes this relativistic slide as the “hands off my story” injunction:
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This “hands off my story” injunction, the extent to which stories are
increasingly seen as precious, as somehow containing the kernel of
someone’s identity or the essence of an organization, turning any attempt
to question them almost into an act of violence, signifies our increased
vulnerability to ideological manipulation in what we paradoxically refer to
nowadays as our “post-ideological” society. (p. 334)
Essers’ (2012) quote illustrates the tension that is felt in today’s society – that of living in
a post-truth era – where the identifying story of individuals is sacred and not open to
critique due to the alleged violence of suggesting alternative interpretations of someone’s
identity construction. The researcher was aware of the temptation to withhold value
judgements or accept participants’ narratives at face value. However, the researcher’s
embeddedness enabled her to responsibly represent the participants and the greater social
system accurately.
Using

, the Slovenian philosopher’s discourses about ideology and meaning, Essers

(2012) examines what he calls the ideological deadlock of narrative methodology. He
argues for the need to critique stories that are told by participants as these stories may be
a fantasy that is in the mind of the storyteller:
The current ideological deadlock of narrative methodology in
management and business research, which is set in terms of a false choice
between meaning and truth, between an unconditional respect for the
voice of experience on the one hand and the scientific validation of stories
on the other. (p. 333)
To avoid this deadlock, the researcher must take care to provide a respectful
representation of participants, tempered with a dispassionate critique in order to discover
the ontological nature of truth. Van Maanen’ s (1995) book on representation explores
the dangers of accepting cultural conceits as unquestioned truths and expresses a
yearning for simpler days when ethnographic research was considered something akin to
an impartial travel writing account of people, places and things. This nostalgic view
opines that there were periods in which cultural conceits did not exist, yet it is likely that
they are have merely become more evident, as these cultural conceits are exposed to the
harsh light of a globalised society. Given that a layer of subjective perception may have
been obscuring truth, the researcher was aware that truth may be latent, tacit or
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underlying the stories of the participants. This expectation of underlying knowledge
opened the researcher to discovering oppression and repression within participants’
stories via discourse analysis based on their historico-political social system.
Cultural oppression and internal repression.
Ethnographic and critical pedagogy approaches to research attempt to emancipate
participants by questioning their cultural context and internal state of mind. Freire, a
social theorist in emancipatory education methods, was interested in the
disempowerment of his students due to of external social and state oppression. Freire’s
goal in education was to conscientizate, a term he used to mean to awaken his
participants to any oppressive cultural structures (Lloyd, 1972). The method Freire used
to awaken and enlighten was critical pedagogy, which involved empowering his
participants by teaching critical thinking skills. Thomas (1993), a critical ethnographer,
argues that when oppression occurs within society, it also leads to the oppressed culture
becoming repressive of themselves. He argues that “[if it is difficult for some to] locate
themselves in society and to articulate their interests, [then] repressive communication
occurs” (p. 15).
Thomas’s (1993) research illuminated the silence of his participants and provided them
with a voice to express their interests. The two different types of social pressure – the
external oppression and the internalised repression – were explored through the data
collection and analysis phases of this study through the use of open-ended interviews,
which encouraged participants to articulate their interests. The external oppression at
times appeared to be remote to the interviewee through the form of economic theory,
state or federal government policy, or other historico-political structures. The interviewee
sometimes sensed that geographical distance or logistical structures prevented their
success; however, they also did not consider whether these barriers were a result of
oppressive structures such as trade tariffs, insufficient transport or high cost logistics
services or other markers of regional inequality. Oppression can also be experienced in
the form of bureaucratic compliance such as extensive time-consuming forms that have
to be completed; a socially exclusive organisational structure; family or social class
constraints; or even the vast geographical distances imposed by the Victorian landscape.
With this sensitivity to oppression, it is important to consider the leadership training
programs in regional Victoria, which are funded by policies such as the Regional
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Community Leadership program. The curriculum, pedagogy and training provider for
this programs must be evaluated to avoid external oppression which could lead to selfrepression in regional leaders. Outsourcing leadership training to external providers,
which may appear to be contrary to local and place-based approaches, may actually
succeed in preventing any cultural bias and overcome functionalist perspectives towards
leadership.
Apart from the oppressive power of functionalist perspectives, leaders may also be
oppressed through coercive leadership development approaches. Sinclair (2009) argues
that all effective teaching is inherently abusive or seductive. Given this premise, there is
a danger of imparting an inappropriate ideology by means of a seductive leadership
development program, which coerces leaders into false perceptions that lead to selfrepression. An example of the way a functionalist perspective can inhibit leadership is if
leadership programs contain assumptions about what makes a good leader, which
excludes potential leaders from participating in training and networks. These
assumptions can also manifest in nepotism through a prospective partnership choosing
not to fund a leader’s project due to their past associations with the leader.
Mabey (2012) states that external pressure exerted towards leader from an organisation
or business culture is a form of “subtle identity control whereby individuals apparently
adopt independent behaviours but which ultimately align with the firm” (p. 367). Essers
(2012) argues that to some extent, all organisations exert a “pervasive ideological
deception [which] might control our ordinary lives and sense-making activity” (p. 332).
This means that within a consensus model of organisational leadership, leaders must
adjust their identity to suit the goals of the organisation, rather than develop their identity
based on external goals (Mabey, 2012).
In this regional trifecta doctoral study, the organisation was not a single entity but a
collection of the pervasive social norms found across Horsham and its hinterland. In this
sense, the power of the Horsham location was much more pervasive than a single entity
and has evaded description and critique. This lack of clear description and critique meant
that Freire’s concept of internal repression influenced the qualitative interview analysis
in order to identify those internalised narratives which shaped the identity of the
participants. The construction of identity occurs through the internalised narratives that
have been generated from the participants’ family, schooling, work experience, and/or
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social networks. This construction of identity shapes participants’ leadership roles in
their workplace, community or independent entrepreneurial activity.
Narrative methodology.
Watson (2011) considers critical ethnography as more than a research methodology and
describes it in the following way:
A way of writing about and analysing social life, which has roots in both
the sciences and the humanities. Whilst it prioritizes close and intensive
observation in the gathering of information and insights, it may
additionally and potentially use any of the full range of other research
methods. (p. 202)
Considering the concept of ethnography as genre rather than a research method, this
doctoral study’s aim was to produce an ethnographic typology of Horsham and its
surrounds. At this point, it is important to explain how narrative methodology was
incorporated into the critical realist ontology, reflexive epistemology, emergent and
dialogic discourse of this doctoral study.
Narrative methods represented an ideologically pervasive tool which was used
throughout all stages of this doctoral study. The researcher considered the ways that the
narratives of the informants, participants, organisations, networks and partnerships would
expose the inner worlds of the participants and their social and economic ecosystem.
These narratives ranged from the emergent and dialogic narratives that were owned by
the participants Moen (2006), and the meta-narrative developed by the researcher as
these stories were filtered through a social, historical, economic and political lens.
This lens is central to the first two chapters of this thesis, the literature review and the
contextual hermeneutic. The overall purpose of narrative methods for this study was to
define the social facts as expressed by the voices of the participants in this study and to
apply a critical hermeneutic to their viewpoints. Van Maanen and Mumby’s debate
between critical theory and ethnography emphasises that both methods incorporate
narrative to aid in understanding qualitative data. One such value-laden aspect of
interpretation of data is achieved through the use of narrative methods to ascribe meaning
to research results (Putnam et al., 1993, Capellaro, 2017). Capellaro uses the
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ethnographic term thick description to express the way that narratives enhance the
meaning of an ethnographic account (Capellaro, 2017).
Thick description is intended to mean a narrative layered with interpretive meaning
provided by the accounts of participants, the historical context, social histories, and the
economic market and policy influences. Critical theorists would prefer to express this
sense of heavily rich interpretations in more political-laden theories such as Mumby’s
critical theory, which argues that “pure description is laden with implicit power
relationships” (Putnam et al., 1993, p. 222). These two different approaches to narrative
methods both illuminate truth: one is concerned with issues of power; the other is
interested in detail. Although both derive different meaning from their approaches, the
belief that there are layers of narrative-meaning to be discovered is at the heart of critical
ethnography.
Van Maanen, by his own definition a classical ethnographer who is associated with
neutrality, argues that the ethnographer needs to translate the experience of the
participants for the target audience of the particular ethnography, which implies a critical
narrative process (Putnam et al., 1993, p. 223). When researchers embed in a culture that
is foreign to their own, such as a western ethnographer in an eastern culture, words,
phrases and idiomatic expressions need to be translated into their own language for there
to be understanding. In the case of an Australian researcher embedding in a regional area
of Australia, even an unfamiliar one, it is reasonable to assume that there would be some
level of shared meaning. However, given that this level of meaning can be overestimated,
the researcher attempted to co-construct meaning with the participants when they
described their leadership and identity formation in order to reach agreement on what
was intended.
This was largely achieved through asking the participants to recount the circumstances
that had led to them performing their current role and to tell the stories associated with
their leadership practice. During this process, the words and phrases that they used to
describe their situations were repeated alongside words such as trigger, barrier and driver
to ensure that the participants understood and that the researcher could construct shared
meaning with each participant.

24

Hermeneutics for narrative interpretation.
The second chapter of this thesis provides a detailed social, economic and historical
backdrop to the contemporary structures of Horsham and its hinterland. This chapter
details some of the embedded fieldwork that was conducted by the researcher in order to
understand the participants and their context and provide a basis for defining the
oppression and repression that was being experienced by the local leaders. However,
behind the utterances exchanged during the interviews there was a shared social, nonverbal meaning between each participant and the researcher. This meaning and analysis
required clear articulation and interpretation.
Additionally, the phrases and utterances that were repeated by different participants
carried social and contextual threads that also needed to be interpreted for the external
person reading the ethnography. Narrative methodology creates an identifying parable of
shared language, meaning and an interpretive thread for an outsider to follow. Through
story, we make sense of a participant’s complex variants, events and ideology and frame
the person as a protagonist within a coherent narrative.
Capellaro (2017) cites Durose as claiming that understanding and storytelling “are the
same thing” (p. 24). In a constructivist sense, this claim is true, because sharing a story
with another person negotiates meaning and represents the storyteller to the listener. This
shared meaning was recorded richly in field notes to document the constructed meaning
between the researcher and each of the participants so that the complexity of the data
could be understood.
Identity theory for participant selection and data analysis.
Identity theory is concerned with the construction of an identity and defining a leader’s
role. In critical realist ontology, there is recognition that there are objective truths that are
discoverable and understandable in relation to the identity of a leader, but they are also
tempered by the acknowledgement of a socially constructed truth as perceived by the
participants. Participants construct their own leadership identities and make sense of the
roles they occupy through the narratives of their leadership formations. (Carroll & Levy,
2010; Lord, Gatti, & Chui, 2016).
As is discussed in the literature review chapter, there are important epistemological
underpinnings to a belief that leadership development is possible and not determined by a
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person’s genetic or class determinism. If leaders are born, and not developed, then there
is very little need for leadership development theory. If leaders are born and identifiable
by rigidly defined personality characteristics, then there is very little left to say about
leadership development.(Day et al., 2014).The literature review revealed that leadership
development practice has outstripped leadership development theory, due to these
functionalist assumptions causing the discipline to be neglected until quite recently.
Therefore, it is important to discuss the epistemological perceptions of leadership that
direct theories of both practise and development.
Given that leadership development practice is ahead of leadership development theory, it
is important to be critical of any leadership evaluation approached which are based on
quantifiable and normalised standards for leaders (Carroll & Levy, 2010). Quantitative
approaches appear to be heavily influenced by the assumption that leaders have standard
and measurable behaviours which excludes more dynamic and qualitative identities and
roles. Social constructivist approaches correct this evaluative framework through
emphasising that a leader’s identity is developed uniquely rather than in conformity to
established guidelines (Carroll & Levy, 2010). Essers (2012) identifies the consensus
models of leadership as having elements of coerciveness and enforced self-actualisation
rather than empirically observing the development of leaders without the pressure to
conform.

Methods
The methods chosen for this study were selected to support the methodology and
interpret the primary data source, which was semi-structured qualitative interviews. The
methods included participant observation, which was defined as the researcher having
day-to-day involvement in the region of Horsham and its surrounding towns–visiting
relevant festivals, events, landmarks, businesses and having Facebook interactions and
casual communications with people and groups. This participant observation was
designed to expose the researcher to local communication, social patterns, ideas and
narratives. Local papers, Facebook groups, websites, and other forms of public
communication were accessed weekly, which increased the researcher’s awareness of
local activities, ideas, perceptions, partnerships and relationships.
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Additional to the embedding activities of the researcher, some visual ethnography was
used to interpret and understand the social processes that were being affected by
economics, generational change and other social influences. A visual representation of
the social processes of Horsham is conveyed in the social fabric infographic in Figure 7.
Given the need for anonymity due to the small sample size and the close-knit region,
documents that related to specific businesses, participants and their associations were
avoided where possible to protect the identity of participants. Websites and documents
pertaining to councils, regions and policy were used when relevant to the region and did
not reveal place names that may have compromised anonymity.
Fieldwork and sites.
Ethnographic research commences with the selection of a site, although the definition of
the term site differs for every ethnographic study, especially in a time of globalisation
(Gille, 2001). In a globalised culture, the scope of a site has broadened to incorporate
multiple physical sites, social media and other virtual sites that can reasonably be
considered the setting in which the participants are involved (Guillion, 2015, Postil &
Pink, 2012). Additionally, there were some organisations with multiple sites which were
included in the study in order to observe and understand the participants more completely
(Guillion, 2015). This study interpreted the word site in several ways that require
explanation: first, the site for recruiting and interviewing participants; second, the site for
providing a contextual hermeneutic to any data collected; and, third, the site of Horsham
operating as the central economic stage for any conclusions and recommendations that
emerged from the results of this study.
The major site for all of the fieldwork for this study was Horsham and its hinterland,
which included towns within a 150-kilometre radius of Horsham. This radius was
deemed necessary in order to include relevant towns where leaders were located, as well
as to include historical records and social observations which supported the information
obtained from Horsham. For example, the southern Grampians town of Hamilton was
explored as a historical case study to understand the German and Lutheran aspects of the
research site, as it yielded more information regarding the ethnic context of several
leaders who were interviewed and located in Horsham.
Participant recruitment for this study was confined to leaders whose profile fitted the
typology of entrepreneur, manager and community leader and were located in the
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geographical scope of Horsham and its surrounds. Early fieldwork with informants
revealed that the rural entrepreneurs tended to be located at least 50km from the Horsham
epicentre due to their involvement with farming practices, social enterprises and energy
production. According to the methodological foundations for participant selection,
entrepreneurs, managers and leaders were recruited if reported to be making efforts
towards mutuality, from a diverse range of industries. Some of the leaders had been born
locally; some had been born in other towns or states; which gave a varying status of
insider or outsider to the participants in the eyes of the locals. Therefore, the intention of
the term site was to limit the geographical scope of the trifecta study to a 150-kilometre
radius of Horsham, to achieve both a diversity of participant industries, a balance of
genders as well as include a mixture of participants who had lived in the region all their
lives and those who had moved to the geographical region.
Researcher embeddedness and participant observation.
The foundations of the ethnographic research process are embeddedness, participant
observation and interviews. The researcher was embedded in Horsham for two years
prior to beginning the fieldwork for the study, and by that time the researcher had made a
number of social connections through community engagement, employment, church
attendance and the use of regular public and private services in the region. The
researcher’s children were enrolled in a Lutheran school, a context which was valuable to
understand the ways that German migrants had shaped the business, education and agedcare industries. These activities and associations contributed to the researcher’s
embeddedness in the region and in mitigating their status as an outsider.
The embedded outsider status of the researcher had many benefits for this study. The
number of years as an outsider engaged in the town allowed the researcher to forge
connections with people who became vital informants during the preliminary
methodological and participant selection phase of the study. These informants regularly
showed interest in discussing the findings at various stages. The interest of the
informants in the study, particularly their desire for appropriate leaders to be involved in
the interviews, was essential for building connections with the participants who became
members of the regional trifecta.
The interests of the researcher also contributed to the diversity of participants who were
recommended for the study. The researcher’s interest in music, performance and the arts
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resulted in associations being formed with local performers, artists and consumers of
culture, although these participants were in a minority in Horsham. This is important to
distinguish as Horsham and its hinterland communities had a strong football and netball
following, a keen interest in fishing and a vibrant pub culture. In contrast, the minority
groups that the researcher became connected with were instrumental in providing arts,
culture and entertainment for locals and experienced unique challenges as a subculture
within the wider region.
In addition to the researcher’s embeddedness based on her interests, the researcher was
also involved in the complex and overlapping social structures of the Horsham Rural
City Council (HRCC). The researcher observed the larger councils relationships with
smaller councils in the region, the regional boards and committees, and the local large
and small businesses. Their relationships with council were frequently spoken of with
frustration and resignation, revealing the council and its processes as a major barrier to
mutuality for many participants in the study.
Prior to interviewing the participants, some background knowledge of their business or
community organisation was obtained from readily available information such as annual
reports, public notices, organisational websites or internal information recommended by
the participants. This knowledge was supplemented by information from local history
documents, newspapers and informal communication from face-to-face encounters with
local people in Horsham and its hinterland. Some of the documentary resources were
studied separately as artefacts and as hermeneutical tools for analysis; visually, some
photographs of relevant buildings or landscapes contributed to an understanding of the
setting of the regional trifecta and its ventures.
Informants.
Informants are people who act as connectors between the researcher and participants and
as interpreters of the local culture through utterances, practices and linkages. As
mentioned in the previous section, the researcher’s status as connected outsider was
essential to these informant relationships. These informants were knowledgeable of the
area and had an interest in the long-term sustainability of Horsham and its hinterland. In
this doctoral study, many local informants were consulted in order to elicit their insider
knowledge of people, events and programs in the region. They also acted as social
conduits for what was held to be self-evident by the culture so that these attitudes could
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be interpreted by the researcher. Informants were regularly consulted for the opinions
which the community held regarding the participants, especially when a participant was
spoken of negatively or had courted controversy.
The opinions regarding the participants were often based on social histories and
narratives of the often controversial leadership style they practised. Local female leaders
particularly were often the source of division in the community. The opinions of insider
informants provided crucial insight into the social systems that some participants had
been excluded from and could provide the social histories that were credited for these
negative views. They could also posit reasons as to why a participant had encountered a
barrier to the achievement of their goals. Some participants’ involvement with boards of
organisations that had either received or been passed over for state or federal funding,
would often provide an essential indicator regarding the power of local social networks
and of formal partnerships.
The involvement of informants in the process of participant selection was considered
carefully, and their motivations and perspectives were scrutinised to assess whether the
participants they suggested fitted each typology. These informants had vested interests in
the identity, sustainability and long-term survival of Horsham and its surrounding towns
and therefore were quite emphatic regarding the importance of specific people being
included in the study. The researcher was careful to ascertain whether these suggested
participants and their accompanying leadership goals were aligned with benefiting
residents and achieving mutuality.
Qualitative interviewing.
The primary method of data collection for this doctoral study was semi-structured
qualitative interviews of a selected number of participants whose responses were
recorded for transcription and analysis. In some instances there was also some ongoing
contact with participants in order to follow up mutually beneficial social action, to clarify
certain details, or due to overlapping social circles. The preference for face-to-face
interviews provided the optimum opportunity for participant observation – noting the
participants’ facial expressions and the emotion conveyed through the tone of their
voices, gestures and postures enhanced the greater narratives revealed through their
language.
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Manual and digital field notes of the researcher’s insights during or after the interviews
were recorded and incorporated into the hermeneutical framework to analyse the
interview data. The process of qualitative interviewing enabled participants to give voice
to their social histories, and the researcher could reach a phenomenological
understanding of their utterances. The obvious oppressions of the external social systems
evident from the fieldwork coupled with the more subtle acts of self-repression conveyed
through language were examined during analysis.
The analysis stage, although more prominent post the interview phase, was a constant,
iterative process that began with the role of the researcher as an instrument attuned to the
setting of Horsham and its surrounds. Over time, the researcher’s field diaries and
reflective writing became a constant form of fieldwork, where the utterances of residents
were analysed and the settings and culture of Horsham and its hinterland communities
were reflected upon. However, the researcher was cautious to delay drawing conclusions
from the analysis until all of the qualitative interviews had been performed, recorded and
transcribed, using the field diaries as a reference. The researcher selected Sonix
transcription software to record the interviews, but listened to, corrected and verified the
transcriptions personally as part of the analysis. When this process was completed, a
systematic and rigorous thematic analysis was performed on the entire body of collected
data, before further analysis was undertaken according to the trifecta role type.
Although the cohesive analysis of the data occurred as a whole when the interviews had
been completed, the process was also inductive and iterative. As each new interview was
added to the body of data, the hermeneutic for analysis evolved and developed to
accommodate new narratives, events and the interaction between the participants and
their social systems. The decision to analyse the collective work was not only consistent
with the study of an intersecting group of people who made up the trifecta but was also
aligned with qualitative researchers such as Moen (2004), who stated that interviews
should only be transcribed, coded and analysed when the body of data was complete.
To return to the process of qualitative interviewing, it is important to consider the tacit
understanding built between researcher and participant through observation. As Madison
(2004) explains, observation forms a vital link between the words spoken and the
associated actions of participants and seeks contrasts between the two. This is described
by L. Harvey (2012) as the “structural factors that underlay the contradictions between
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action and words; to see to what extent group processes are externally mediated; to
investigate how the subjects see group norms and practices constrained by external social
factors” (p. 2)
Participant observation enables the researcher to ascertain which actions of the
participants may be at odds with their utterances, and provides a hermeneutic for the
deeper meaning that is beneath the surface of these utterances. Some concrete examples
of these structural factors that separate actions from words are the unquestioned group
norms that have been accepted and normalised by participants, repetitious phrases that
are at odds with the actual practices of participants. These utterances and patterns were
observable during interviews, however, some, like the observations of the wider
community through field work, were only discovered in hindsight. Some of the insights
that were understood only in hindsight were the community’s opinions on the nature of a
leader’s practise as being successful or unsuccessful. Some informants revealed
information that were crucial to the participant’s success or failure in their ecosystem.
The interviews for this study were conducted using a homogenous group of questions
exploring the development of the participant’s role and agency as a leader as well as
identify the key moment or moments of their leadership trigger. The questions also drew
out the main drivers and barriers of the leader’s practice. The questions were designed to
be open ended so as not to limit communication and give room for negotiating meaning
between the researcher and participant. Early communication between the researcher and
the participant was used to develop a shared social meaning and language to prepare for
the interview. Preliminary discussion related to the role of the researcher, the
participant’s reasons for practicing leadership, and what their initial trigger for leadership
as well as explaining the goals of the study.
These discussions were used to test whether the pre-determined questions accurately
reflected their intended purpose and were meaningful to participants. This predetermined language development not only served to enhance meaning but to also show
respect for the time leaders gave to the researcher’s study. The intended duration of each
interview was to be a maximum of 45 minutes. Only one interview exceeded this time
limit (by five minutes) and many were under the time limit due to these preliminary
discussions.
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Content analysis.
Content analysis was part of the tacit and hermeneutical understanding developed
towards understanding the data collected in this study. Publically available content from
local newspapers, local history materials, public notices, organisational promotional
materials, personal communications, social media, economic and annual reports, and
websites were collected, stored and analysed during the process of the research study.
The content analysis occurred early in the research process to assist in the design of the
research questions and to develop a more detailed understanding of the social context of
Horsham and its hinterland as well as talking points for connecting with potential
informants and participants.
Content analysis continued during the data collection and data analysis phases and
became an essential hermeneutic for the researcher to understand and analyse the
interview responses and the broader relevance of the themes that had been identified. The
local newspaper, The Wimmera Mail Times, reflected the anxieties, barriers and drivers
that were relevant to the participants in the regional trifecta study and verified that their
concerns were mirrored in Horsham and its hinterland among other leaders in the area.
Schreier (2013) describes the process of content analysis as highly systematic and
involving “the examination of every single part of the material that is in any way relevant
to the research question [so as to]counteract the danger of looking at the material only
through the lens of one’s assumptions and expectations” (p. 2).
This concern was taken seriously by the researcher and therefore care was taken to
ensure that the content analysis lens included a robust context that had been developed
from the literature review, the methodological theory, the research questions and the
concern for ongoing sustainability of Horsham and its hinterland. This care and caution
also considered the need to understand the difference between the perspectives of small
groups and the wider ideological convictions of the majority of Horsham and its
surrounds. Data from this doctoral study was coded and attached to the relevant
participant’s records and labelled according to groupings consistent with the findings of
the analysed interview data. As the themes emerged and became clearer, the content was
recoded with other relevant labels to cross code between the first level of analysis and the
second.
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The content that was consistent was clustered together into themes and then keywordsearched for the most dominant language and concepts used. The result and discussion
chapters are written based on this analysis. NVIVO was used to organise the transcripts
of the recorded interviews, the coding system developed, and any connections in the data,
while content for analysis was stored in Evernote and Mendeley to appropriately
reference any materials.
Visual ethnography.
Visual ethnography methods were used for the purpose of mapping leadership formation
by recognising catalysts in the participants’ development as leaders. The researcher
ascribed great significance to the catalyst or trigger of the leader’s practise and wanted to
identify the people or things which were responsible. Discovering this trigger also
brought understanding of the leader’s role and how their partnerships, networks,
individuals or systems were associated with this development.
The identification of these catalysts was performed through visual iterative methods,
diagrams, and connections between individuals and organisations; however, these
network and connecting diagrams could not be used in this research study due to privacy
concerns for the participants given that the sample size was small and interconnected.
Showing these connections between even anonymised groups and individuals posed a
risk to the participants’ privacy as these connections represented power, influence, and
knowledge as well as economic and social divisions.
During the analysis of the raw interview data, the triggers for the commencement of
leadership practice (people, events, and ideological convictions), as well as those which
fostered their ongoing leadership formation, were coded. These triggers and drivers,
while anonymised, were intensely personal and related to each participant’s identity
construction and social influence and even included some painful memories of ostracism
and disempowerment.
Artefacts.
Artefacts in this study were objects which the participants shared with the researcher or
were freely available in library collections or from the internet. These objects stimulated
discussion, typified the ventures and goals of participants, and exemplified issues of
success or failure experienced by the participants. The artefacts used in this doctoral
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study were images, documents, or ideas that related to the processes, histories, policies
and procedures, or annual reports of the businesses or community organisations in which
the participants were involved. The participants would usually share verbal invitations to
events or invite the researcher to view their website or other services. They also urged the
researcher to take copies of business cards and reports, or they would send links,
Facebook and Instagram advertisements to business events and festivals they were
involved in. One of the participants requested the researcher assist her in benchmarking
public liability insurance packages for busking licences to negotiate these licences with
her local council. This process led to the researcher being involved in assisting the leader
in their leadership practice, with any forms and contracts used in this process being
treated as artefacts. These artefacts were bridges of meaning and connection between the
researcher, the participant’s partnerships and specific leadership barriers. As mentioned
earlier, any references to the artefacts the participants could generally not be included in
this thesis in the interests of protecting the privacy of participants.
Discourse analysis.
Critical ethnography always incorporates some level of discourse analysis. The theory
behind the process of analysing any discourse from participants can be found in the
methodology section earlier. For this section, the most immediate method used for
discourse analysis was analysis of the sense-making participant’s displayed through their
utterances. These utterances carried great insight into both the more obvious external
oppression and the subtler forms of self-repression. These utterances can be the collective
result of a number of utterances from other people, whether they are in a current
relationship with the participant or based on an older relationship. Moen (2006) argues
that utterances are powerful reminders that repression originates from external oppressors
in the social and economic ecosystems of the participant, and that a voice is
“overpopulated with other voices, with the intentions, expectations, and attitudes of
others” (p. 58). The utterances of a participant reflect the wider social pressures they are
experiencing, which are the result of inclusive or exclusive social powers and influences.
These utterances reveal such pressures during analysis through the collective
hermeneutic tools of content, discourse and artefact analysis. In this doctoral study,
truisms, group norms and sayings expressed by a participant were decoded through the
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collective utterances of the other participants and through a rich understanding of the
social contexts of the participants.
Sense-making and narrative methods.
Storytelling is formational in the childhoods of many people from a range of cultural
backgrounds, and due to these foundational experiences, most people use storytelling to
construct a narrative of their identity and role in society as a sense-making tool. People
also commonly appropriate narratives which they have heard from people in their social
circles and participate in a shared narrative with their families and other social groups.
As human experience is complex and rich, Moen (2006) argues story is the only adequate
medium to convey these complexities as the “richness and nuances cannot be expressed
in definitions or abstract propositions” (p. 60). The narratives that were conveyed and
constructed by the participants during the study’s fieldwork, interview and data analysis
phases were the tools which the leaders used to establish themselves with a particular
mission, history and identity. The participants told short stories when first contacted,
which quickly conveyed their identity, which were then followed up by more detailed
and layered stories that they gave during the formal interview stage to express their
social, circumstantial and driver-based development. They would then often summarise
at the end of the interview by providing a final representation of themselves and their
journey, which was another, simpler story that could be communicated quickly.
Given that human experience is complex and can only be conveyed through storytelling,
the use of narratives is a powerful method of making sense of the complexity of a
participant’s experience. This process is for their own benefit as well as communicating
their perceived inner self to others. Narrative analysis enabled the researcher to record a
rich description of a participant’s experience during the interview process that included
levels of meaning that could be decoded as part of a greater understanding of Horsham
and its hinterland’s social strata. For example, the narratives that the participants selected
to tell illustrated the leadership identity that they had developed to make sense of their
role in their own particular ecosystem. The development of their leadership identity and
skill evolved through both formal and informal training opportunities to lead in formal
and informal roles and often included practice that they had not intended.
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Consequently, as the researcher observed and recorded the participants’ utterances
expressed during their interviews, the roles, networks and frameworks associated with
their identity constructed the identity of the participant in their own language. The
narrative-making was applied at the interview stage through critical awareness of the
shared utterances that the participants voiced, whilst documenting field notes and during
narrative analysis of the collective data. It needs to be clarified that the incorporation of
sense-making and narrative methods at this later stage was not an imposed coherent
master narrative, but were the way that the subjective and phenomenological experience
was clarified. The narratives, symbols and social systems added substantial ideological
understanding to the experience of exercising leadership in a regional community with a
declining population (Murchison, 2010). Despite this expectation of a meta-narrative the
researcher rejected the possibility of homogeneous results and was prepared for a diverse,
and even contentious, range of interpretations from informants, participants, policy and
wider social structures.
As Murchison (2010) states, the researcher operates as mediator between disparate
voices, aware that they are witnessing “contests of power and authority as well as serious
debate and disagreement about meaning” (p. 214). This tension between a coherent metanarrative presented by the researcher and the conflict between the identities and functions
of the leaders in this project was accommodated by the methodological approach adopted
for this study. The researcher used the critical realist ontology methodology combined
with an interpretive, discursive epistemology to accommodate the voices of the
participants, the perceptions of those around them and constructed a coherent narrative.

Questions for Semi-Structured Interviews
The interview questions were designed to elicit information regarding the triggers,
drivers, barriers, networks and partnerships, but as mentioned previously, these questions
had been interpreted according to a shared language that had been constructed between
the researcher and the participants. The wording of the questions for the ethical
applications is as follows:
What is your experience of leadership/doing your job or volunteer role in your
organisation in this area? (What is your current role?)
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How would you describe the process of developing or becoming the type of
leader you are? How did you come to be doing this role?
What/who has held you back or enabled you in your work/role?
What other people or organisations do you work with to make things happen?
What would make your job easier/make you more effective in your role?
Do you think you need more skills/resources/partnerships to do your job well?
What are they?
These questions were qualified with discourse between each participant and the
researcher, where the meaning of the terms such as role, enabled, held back, networks
and resources were negotiated.
Participant selection.
Participant selection was a deliberate curated decision by the researcher based on a value
judgement of which participants would accurately reflect the state of leadership in its
diversity in Horsham and its hinterland. Reybold, Lammert, and Stribling (2012)
articulate that participant selection is an epistemological choice on the part of the
researcher and a “mechanism for making meaning” (p. 700); it is not a random choice but
one which is built on the study’s foundation of ontology and epistemological
methodology. Consistent with the ontological and epistemological frameworks of this
doctoral study, the researcher’s reflexive field notes were revisited throughout the
recruitment phase to ensure that participants aligned with the goals of the study. As the
study evolved and changed throughout the fieldwork, the researcher incorporated
concepts from the literature regarding leadership, entrepreneurship, management and
community leadership, as well as social imaginary of the site as observed by the
researcher.
This research process was consistent with the qualitative approaches, which resist the
“mythology of ‘hygienic’ research [and the] mystification of the researcher and the
researched as objective instruments of data production” (Reybold et al., 2012, p. 700).
The participants were observed in their own context and chosen directly – not in a
randomised quantitative trial to avoid interaction, but as a conscious, collaborative
process. This conscious selection is in line with the researcher’s epistemological
convictions regarding observable truth, researcher bias and thematic analysis. At this
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point it is important to elaborate on the selection criteria for the participants in this study.
Participants were selected to represent the social and economic diversity of Horsham and
its hinterland, as well as the social issues that were shaping governance, decision-making
and the perspective of the community as a whole. The participants included a mixture of
locals who had lived in the town they practised leadership in for most of their lives, those
who had left the town for education and returned as professionals, and people who had
moved to the area for their spouse’s work or a family business. These different types of
people are highly significant from a local’s point of view, as participants who left for
education were in some ways no longer considered local again.
Given that the participants were selected from three main types, a diversity of roles was
also chosen to represent the differences between entrepreneurs, managers and community
leaders across industries and associations. For example, in the entrepreneurs group, care
was taken to represent different genders, years of experience, success or failure, and
different industries, such as farming, IT, health and beauty, hospitality, e-waste services,
and energy production. When selecting leaders from each of these areas, care was taken
to include entrepreneurs who had established new and innovative endeavours, or who
had been appointed as chief executive officers or visionary leaders of their particular
organisations.
Managers were selected from the private and public sectors, who shared the defined traits
discussed previously and were embedded in organisations where they had supervisory
and bureaucratic responsibilities. Care was taken to allow for diversity amongst
community leaders who operated in the government or non-government sectors and were
either volunteers or professionals, but the emphasis was on their role as community
leaders who collaborated with other organisations whilst operating as outliers through
their unique and independent agency.
The selection of participants on the basis of their specific roles was necessary to avoid
functional suppositions of self-evident leadership traits – for example, the truism that all
entrepreneurial leaders are charismatic, or are at least more so than managers. Or that all
managers are bureaucratic and process driven and are not interested in ideological values.
Community leaders can be assumed to be lifestyle driven and resistant to organisation.
To have accepted these truisms as criteria for selection would have limited the diversity
and range of leadership practice.
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As Allio (2012) articulates:
Some scholars have attempted to differentiate leadership from
management, asserting that managers coerce, while leaders persuade, or
that managers take the short view, while leaders take the long view. But
the reality is that managers must lead, and leaders must manage. (p. 5)
The selection criteria of participants was carefully defined to recognise the regional
leaders who occupied entrepreneurial, managerial or community-based positions in
various organisations. The recruitment of these leaders was based on the roles they were
performing rather than on their personality traits, skills, or specific leadership formation
contexts. This diversity allowed the researcher to represent the different barriers, drivers
and perspectives of leaders working in Horsham and its hinterland communities.
The relevance of role to leadership participant selection.
This selection of leaders according to their roles in workplaces or community
organisations was designed to discover the diversity of formation stories, personalities,
backgrounds and motivations for adopting their roles as leaders. Lord et al. (2016)
recognised that role-based leadership identities would reveal important insights into
leadership processes and situational constraints. Role-based criteria avoids the pitfalls of
functionalist discourse and allows for more emergent methodological claims of
leadership and leadership development theory. A focus on overcoming constraints
yielded insights into how to support leaders who could successfully build sustainable
ventures in Horsham and other rural cities. In the regional area under study, there were
many constraints to leadership identified. The constraints identified related to the broader
social systems and their impact on how leaders practised, the more immediate
organisational influences of governance structures and service agencies, and the
relationship between the leader and their staff in their specific role, all of which promised
insights, solutions and critical hope for current and future leaders in Horsham and other
comparable regional centres.
Data analysis.
After the transcription and collation of the interview responses and related field notes, the
data was organised so that common themes could be labelled. The analysis used a
number of relevant critical ethnographic techniques to ascertain meaning from the
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interview information. The interviews were analysed collectively for patterns, keywords
and phrases from all of the transcripts as a basis for discourse and narrative analysis
(Moen, 2006). The thematic analysis provided an overarching metaphor with which to
order and structure the content of the individual’s interviews. The metaphors used were
the triggers, barriers and drivers as part of the participant’s unified story. Although there
were other metaphors used to organise the data, the most coherent one had the elements
of the initial trigger, the current driver and the ongoing barrier of their leadership stories.
Thomas (1993) emphasises that the unifying metaphor must not be imposed on the data;
it needs to emerge from the experiences of the interviewees themselves when the data has
been collated.
Ethical issues raised by the study.
The practice of critical ethnography involves the ethical responsibility to represent
individuals, groups and cultures fairly in a publically accessible work. The ways in which
critical ethnography imposes a greater responsibility than more positivist approaches is
the nature of the accessibility of language, the relevance of the subject matter to the
everyday life of those reading it, and the socially thick descriptions of workplaces and
systems. Miller, Dingwall, and Murphy (2004) relay the importance of honesty in writing
up the results that have been produced for a qualitative research study:
Fair dealing in qualitative organizational research involves dispassionately
analyzing how organization members contribute to the production of
efficient, equitable and human work processes and relationships as well as
how they contribute to undesired organizational outcomes. It is important
that organizational stakeholders receive both messages from qualitative
researchers. (p. 338)
Although honesty is an important aspect of ethical management of data, there is a tension
between representing participants and organisations fairly, and publishing what may be
regarded as negative by the culture represented. The outsider researcher identified
cultural and economic barriers that insiders considered both necessary and normal
aspects of life in the region. In the process of writing this ethnography, participants
disclosed some details in confidence regarding the barriers they had experienced in their
business or venture, which other insiders may not have been aware of. The researcher
realised that these barriers had exposed a form of oppression – and at times, subsequent
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repression – which the participant did not want to express publically. In one case, the
researcher anonymised details of one of these experiences and in another case, removed
an account from the study entirely.
This ethical tension between the benefit to the participant’s community through exposing
barriers to leadership and the need to protect the personal identities of participants was a
very real difficulty in this study. Protecting the identity of the participants through the
use of pseudonyms enabled the researcher to document these disclosures for the benefit
of the long-term social and economic sustainability of Horsham and its surrounding
towns. However, some specific incidents were removed from the record when requested
by a participant, which was in accordance with the ethics agreement between researcher
and participant.
Apart from these protections, it was vital that both the favourable and the adverse
utterances that revealed the hidden social world of the participants were communicated
fully. The researcher avoided any truncation of the utterances to avoid the risk of
concealing elitist structures and unjust social conditions. The results presented in this
study are a true and honest representation of the experiences of the participants as
recorded and understood by the researcher. The purpose of this ethnographic doctoral
study was to liberate, vindicate and empower the leaders whose hard work, risk and
sacrifice had created barriers related to social ostracism and a lack of supportive financial
partnerships. This liberation was in the hands of the participant as they reflected on their
leadership formation, mapped the process of their development, and recognised how they
had become who they were. The researcher believed that the benefits of this critique of
the barriers revealed by the local leaders in their interviews outweighed any detrimental
consequences for other leaders and the wider community.
Although there was no distress experienced by the participants in this study, the plain
language information statement (PLIS) for this doctoral study provided advice for
participants if they were experiencing any forms of distress (see Appendix B). If the
participant requested to end the interview at any point due to stress, to the researcher
would refer the participant to Lifeline’s services as stipulated in the PLIS. The
participants were reminded that they were able withdraw at any time, and that they could
request that their interview data be excluded from the study. A participant asked that one
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anecdote be referred to without specific details in their interview and the researcher
complied with this request.
An additional area for ethical consideration was the process of conscientization that
occurred during the process of the participants reflecting on their leadership practice in
their community (Elias, 1971). Although the researcher did not actively seek to highlight
issues of oppression and repression during the interview process, the interview itself at
times made participants aware of these external and internal pressures.
Ethics management.
Ethical issues raised by the study were privacy and confidentiality. The relatively small
population of Horsham and its hinterland, the limited sample size used in the study, and
the profile of the participants could enable people familiar with the leadership actions of
the participants to discern who they were. Consequently, discretion was exercised at all
times to protect the confidentiality of the participants through the removal of any
personal details from the study, the use of pseudonyms, and the destruction of the
interview recordings after they had been transcribed.
The analysis of the interviews as part of a whole also reduced the identifiable nature of
the stories, accounts and quotes, and the case studies did not reveal any identifying
characteristics of the participants such as their appearance and avoided the use of overly
recognisable turns of phrase when possible. The participants became willingly involved
in the research and recounted their stories knowing that they would be included in an
ethnographic account. The researcher used the term “participant” to note that each
interviewee was willingly involved in the process, understood the purposes of this
doctoral study, and that the role of the researcher was subjective.
At the time of recruitment, the participants discussed the purposes of the study, the time
commitment involved, and participated in ways that avoided disruption to their
leadership practice. Some community leaders requested assistance from the researcher in
their practice, which the researcher provided when able to, or suggested other volunteers
when she was unavailable. When data was collected informally through face-to-face
meetings, telephone conversations and emails, the researcher obtained permission to use
any informal communications in her field notes. As these field notes often informed the
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constructed meaning matrix for interpreting the results, it was critical that the use of
these comments was endorsed by the participants.
Prior to the formal interview stage, the plain language information statement that had
been approved by the Federation University Australia Human Research Ethics
Committee was submitted to the participants before beginning data collection. It
explained the goals of the study, the recruitment age and demographics as well as the
right of the participant not to answer any questions that they were uncomfortable with,
and that they could withdraw at any stage of the research process. After reading the
PLIS, each participant was then asked to complete the consent form (see Appendix C)
before the interview commenced.
Interview transcription and ethics.
The recorded interview responses from the participants were transcribed, coded and
analysed. After the transcription process, the recordings were destroyed and pseudonyms
were created to refer to the participants in any written documentation and when quotes
were being organised and categorised. Additional concealment of any identifying
characteristics of workplaces, unique business approaches and/or distinguishing speech
patterns was undertaken to avert any ethical issues arising in relation to the data used in
the results produced.
Given that some of the industries represented in the region were quite distinctive, such as
biodiesel production, the handmade fashion enterprise being operated by some of the
recently arrived migrants and a small, fledgling grain catering and hospitality business,
there was some difficulty in concealing the identity of the businesses themselves. Due to
the possibility that participants could be recognised on the basis of their business,
organisation or volunteer practice in this ethnographic account, a clause was included to
allay the concerns of the ethics committee regarding the small sample size of
participants. The committee was satisfied that the clause explained that the aims of the
study were to raise awareness of the needs of regional leaders and that it would not
include sensitive and private information that could be detrimental to the participant’s
future involvement in Horsham and/or its surrounding towns.
As this study’s objective was to raise awareness of the needs of leaders in terms of social
support, training and collaboration, the analysis of the interview data was concerned with
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the barriers and drivers that were affecting the participants’ leadership practices. In
adopting this analytical approach, the possibility of disclosing personal details regarding
the regional trifecta’s membership was reduced. This approach also provided practical
methods for encouraging the trifecta to flourish.
This regional trifecta doctoral study, undertaken as a critical ethnography of leadership in
a social and economic setting, developed a model of leadership that was based on a
theoretical typology of entrepreneurs, managers and community leaders across a range of
different industries. Ontologically, there was an a priori expectation to discover both
internal and external oppression in the narratives of the participants and through the
researcher’s critical analysis of these narratives. Epistemologically, there was a
proposition that new knowledge would be gained through the reflexive lens of the
researcher and recounted through the recollections, reflections and narratives of the
participants. The hermeneutic for this analysis was constructed from a body of field
notes; the content analysis of relevant media, historical records, informant and township
narratives; and the theoretical basis for the methodology. The methodological approach
combined the critical tradition with classical ethnography in an attempt to understand the
impact of the participants, groups, events, the area and the wider social systems on
leadership practice in Horsham and its hinterland. The methodology created a critical and
analytical framework for exploring the milieu of local leaders through participant
observation, interviews, mapping, artefacts and field notes.

45

Synopses of the Chapters
Chapter 1 – Literature review.
This chapter documented the review of the literature, the fields from which the literature
was drawn and the questions and problems the review was designed to address. The
review provided background information for the doctoral study regarding Australian
economics and policy, regional living and development, leadership theory, and the
significance of entrepreneurship and innovation as perceived solutions to rural and
regional decline.
The review of the literature examined the effects of neoliberalism and competitive
regional policy approaches, as well as theories of regional leadership, in both paid and
volunteer roles. The literature review also explored how decentralised leadership,
regional development policy, and bureaucratic structures had affected the practice of
leadership in regional areas.
Another aspect of the review was to examine the three types of leaders selected for this
study: entrepreneurs, managers and community leaders. Due to the critical approach of
this study, the literature review also included a critique of leadership as the policy
mechanism to prevent further regional decline and explored alternative perspectives of
leadership such as networks and social- and identity-based leadership models and
theories.
Chapter 2 – The contextual hermeneutic of the regional trifecta: Place.
This chapter provides an introduction to the research context, which focused on the
social, historical, economic and geographical area of Horsham and its hinterland. The
context of the study provided an essential hermeneutic for analysing the data by
providing the social and economic ecosystems for the regional trifecta. The contextual
hermeneutic introduced the industries or sectors that the participants had been drawn
from, including private Lutheran and public education, farming, not-for-profit service
agencies, migrant social enterprises, independent businesses and community groups that
liaised with formal agencies. This chapter also identifies the repetition of socio-historical
patterns of migration, beginning with the hesitant acceptance of Lutheran migrants in the
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lead-up to both world wars, to the policy and community perceptions of the new Karen
migrants engaged as workers in Horsham and its hinterland.
Another aspect of this chapter is the exploration of the changes to the social imaginary
over the past century and the impact that such changes have had on social services
agencies as a collective industry, where the growth in this sector can be attributed to the
ruptures in the social fabric of the community and the marketisation of governmentfunded welfare agencies.
Chapter 3 – Results and discussion.
This chapter was divided into three parts to allow for the results of each grouping of the
trifecta to be presented in their respective categories and to retain the narratives of some
of the leaders in the form of case studies. This chapter also explains the triggers that
encouraged the participants to assume particular leadership roles, the personal
motivations that were acting as drivers in their leadership practice and the perceived
barriers that were impeding their leadership practice.
The results section of each part focuses heavily on the most significant barriers and
drivers for each category as well as providing more detailed case studies of a few leaders’
narratives. The researcher’s critical narrative method was used to analyse the oppression
and repression that had become apparent from the utterances of the participants. This
critical perspective was informed by the researcher’s embedded knowledge of regional
partnerships and events that had created barriers in the participants’ leadership practices
that they were often unaware of at the time of their interviews.
This chapter attempts to identify any deliberate social action taken by leaders that would
benefit their social and economic context. This was important in discerning whether the
leader had experienced mutuality through social economic reciprocity from the
community. Each section includes several points for discussion based on the results and
as identified through the literature review and contextual hermeneutic the researcher
employed.
Part 1’s discussion explores the themes that emerged that were related to entrepreneurs
and social entrepreneurs from the community leaders’ category. The themes in this
section are entrepreneurship, mutuality, social enterprise, women and social ostracism,
and policy barriers to ecologically sustainable enterprise.
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Part 2’s discussion focuses heavily on the impact of the bureaucratic- and compliancebased structures that were relevant to the manager participants and the community-leader
participants. The managers’ discussion section explores Kafkaesque absurdity;
compliance and bureaucracy; compliance and futility; compliance and social hierarchy;
and the socially exclusionary power of football.
Part 3’s discussion explores the issues experienced by the community leaders through an
exploration of the barriers and drivers that affected them in this final category of the
trifecta. The most significant themes in this category related to social ostracism, gender
inequality, and reflections of the regional trifecta in adverse conditions.
Conclusion
The thesis concludes with a discussion of the unique contribution to knowledge that this
doctoral study has made, as well as recommendations for policymakers wishing to
support leadership and regional development. These recommendations are based on
insights that have been derived from this study on Horsham and its surrounding towns.
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Chapter 1
Literature Review
This chapter explores the published academic literature relevant to leadership identity,
development and practise in Regional Australia, which was the subject of this thesis.
Literature was selected for this review which addressed leadership as a method for
encouraging sustainable regional development and could be applied Horsham and its
hinterland communities. As leadership is a popular topic, it is important to explore any
assumptions underlying the nature and practice of leadership. As an example of these
assumptions, this study avoided simple explorations of personality types, communication
and management skills, community brokerage, or entrepreneurial spirit. The scope of the
literature review was restricted to texts that were considered to be relevant to the regional
trifecta and could be reasonably applied to regional development in Horsham and its
hinterland areas. The fields of study that were deemed to fulfil these requirements were
those of economics, sociology, leadership and regional development.
The initial search was conducted across several databases, Academic Search Complete
(EBSCO, Scopus, Wiley Interscience and Informit, to search for scholarly peer-reviewed
journals, as well as the university library catalogue and BONUS+ for relevant
monographs. The initial search terms entered were entrepreneur, regional and/or rural,
leadership, management and governance. After hand sifting the initial results, the study
by Mckeever et al, 2014 and Steiner and Atterton, 2015 were used as the thematic scope
for snowballing through the reference lists until saturation was achieved for each of the
themes. Additionally, the relevant industries of the region, hospitality, tourism, social
work, education and healthcare were used to ensure that the results were relevant to the
participants in this study.
Given the scope of regional development on these fields of study, the subcategories of
literature reviewed included evolutionary economics, social geography, entrepreneurial
leadership, community models of leadership, leadership development, and the history of
regional development policy. The literature examined was relevant to the unique
circumstances of regionally located leaders who had been affected by centralised
governance and globalised market economies as well as the social and the economic
disadvantage that has affected communities as a result of these changes.
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This literature review was grounded in the knowledge that in regional and rural areas,
leadership is not driven by key performance indicators (KPI’s), faddish leadership
theories, or innovative training and evaluation models. Regional leadership is instead
driven by an urgent need to achieve community goals in uncertain economic
circumstances. It is motivated by a determination to secure employment for youth and
young professionals, improve educational opportunities for families and prevent the loss
of these younger populations to larger centres. Regional communities also need to play a
game of risk by deciding which industries to invest in, or which crops to plant, and in the
case of Horsham and its surrounds, ensure sustainable population growth for the region.
Regional leaders’ anxieties spring from the expectation that there will always be another
drought, frost, flood, policy change or market price drop. These unpredictable events are
often compounded by arduous bureaucratic regulations that apply to agriculture,
community groups and private businesses. These anxieties and regulations, while
uncomfortable, inspire innovative leadership and creative problem-solving.
The stories found in the local media show that Horsham has a history of solving its own
problems communally when the state or federal government will not. Case studies are a
small, outlying town which formed a cooperative to purchase their own petrol station to
prevent its closure, another town which managed to reopen their supermarket has also
sponsored migrants to join their workforce and schools. In the city of Horsham,
community groups have succeeded in raising the majority of funds required to operate
the town’s cancer centres. In addition, local boards and committees have advocated for a
better quality of life through lobbying for passenger rail, tourist attractions, secure
housing and jobs for migrants, and attracting professionals to settle in Horsham and its
surrounds. In a time when centralised governance structures appear to make better
economic sense than localised models, leaders in the Horsham area have worked
unceasingly to secure the futures of their regions and avoid obsolescence. Given that
leaders’ anxieties often operate as drivers, the literature review was used to examine
regionality, the impact of policy and economic market forces, community resilience, and
partnerships between communities that foster innovation.
In Horsham, as in other regional Victorian centres, funded leadership programs present
themselves as the pathway to promote sustainable social and economic outcomes. These
programs encourage independence from welfare and challenge agricultural regions like
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Horsham to diversify their industries. The pressure to diversify into an innovative
economy is both supported and deconstructed by the regional trifecta theory. As a
solution to these localised pressures, the trifecta theory posits that leaders work together
in strong informal networks supported by funded partnerships to increase social
resilience and promote sustainable economic growth. These informal networks are not
necessary visible to the policy makers who develop formal funded programs, yet are key
to the proposed sustainable futures.
With this great pressure on local leaders to overcome the problems in regional areas,
there are also illusions regarding the type of people who can become leaders. The issues
of economic uncertainty, rural population dispersal and decline, and industrial
reinvention are complex issues that must require a certain leader with extraordinary
capabilities. Theories of who these leaders could be proliferate between pop psychology
theories and fads. The objective of this doctoral study was to dissipate these illusions by
developing a model based upon local leaders, active in their own fields of
entrepreneurship, management and community activism, regardless of whether they fit
our assumptions of an effective leader. These people are the types of leaders who have
the skills and experience to provide for this sustainable future. Their success, however, is
predicated on the provision of adequate networks and partnerships to overcome the
barriers to collaborative and effective practice.

Definition of the Term Regional
It is important first to define the term “regional” for this study on regional leadership.
The term can be understood in many ways, yet in this thesis it is intended to mean the
spaces between the rural and metropolitan where there are concerns of decline,
disadvantage and economic instability. The literature on the nature of regionality and
rurality differs between continents, which means there is no consensus regarding what
constitutes regionality, and, subsequently, the concept of regional leadership. Australia
differs significantly from the United Kingdom (UK) and the United States of America
(USA) in how regionality is defined and applied, yet fields of rural and regional studies
often focus on issues of economic change and disadvantage (Bosworth & Atterton, 2012;
Florida, Mellander, & Lohn, 2016). As well as these common themes in rural and
regional studies, there has been global research performed on the experience of what is
referred to as “regional decline” across Australia, the US, the UK and Japan (Martinez51

Fernandez et al., 2016). Geographically, the greater spaces of the USA have more in
common with Australia than the UK due to sheer distance, as can be seen by the
application of Richard Florida’s work in Australia by McDonald and Maharaj (Florida,
2006; Mcdonald & Maharaj, 2015).
Policy from the UK can theoretically be applied to Australian problems as demonstrated
by the applicability of Atterton’s earlier Scottish rural research to an Australian regional
case study (Steiner & Atterton, 2015) and Boschma’s research on regional resilience uses
the term regional in a European context which shares Australian concerns (Boschma,
2015). In Australia, the term regional refers to the Australian Statistical Geography
Standard (ASGS), which factors in the population of towns and cities as well as their
proximity to markets and metropolitan centres (Department of Health and Ageing, 2006).
In contrast, Scottish agriculturalist Jane Atterton (2007) prefers to use the term rural to
describe concerns that Australians would describe as regional. Scotland’s smaller land
mass means that there is a narrower divide between its metropolitan and rural areas,
which reduces the need for the term regional to describe the area that lies between the
two. This makes a geographical parallel between Australian and Scottish literature
impossible, yet the social and economic patterns bear striking similarities. As the
definition of regionality in this thesis affects the definition of regional leadership, it needs
to factor in not merely the jurisdictional governance in the geographical sense, but the
experience of disadvantage, the struggles of economic growth and the sense of place.
This means that despite the geographical differences, at times, the largely European
literature on evolutionary economics was applicable to the Australian experience of “path
dependency” to describe the difficulties of Australia’s shift from manufacturing to more
innovative industrial production and globalised trade (Brekke, 2015; Ghezzi & Mingione,
2007).
Scottish academics use the term regional to describe geographical spaces or areas of
governance, yet not the land in-between rural and metropolitan centres (Bosworth &
Atterton, 2012). Scottish rural populations are also much smaller overall, which makes
the divide between the rural and urban areas social and economic rather than
geographical. The concept of the in-between spaces that the Australian literature labels
regional is absent from the socioeconomic imagination in the Scottish literature. There
are many Australian authors such as McDonald and Maharaj (2015), Cheshire and
Lawrence (2005), Tonts and Haslam-McKenzie, and Brown and Bellamy (2010) that
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would have difficulty translating to the UK. This is why the researcher had a preference
for the work of Atterton as her collaboration with Steiner (2015) sufficiently bridged the
gap between her entrepreneurial research in Scotland, and the Australian regional
development context. Additionally, entrepreneurial eco-system research and evolutionary
economics literature was flexible enough to be applied to the Australian context if care
was taken to understand the differences between the European, American and Australian
contexts (Boschma, 2015; Brekke, 2015; Ghitter et al., 2009; Mazzarol, 2014b).
The American literature appears more transferable to the Australian context in terms of
language and geographical definitions, yet these similarities are misleading, as the USA’s
system of governance is unlike Australia’s, which limits its applicability. Given these
geographical and political limitations, findings that were relevant to the regional trifecta
from both the American and British literature were applied with caution to the Victorian
setting of Horsham and its hinterland. Although some international literature was
applicable to Regional Australia, Australia’s experience of regionality is unique in many
ways according to its classification and historical usage.
Regional classification.
Australia’s remoteness classifications account for the tyranny of distance and how it
affects a region’s access to import and export markets. Many areas that are classified
rural or regional are usually a significant distance from ports and cities, which are the
centres for receiving and transporting goods, which is a factor that affects the price of
logistics. Some of these classification systems consider a town’s or city’s population size
and proximity to services, yet shipping and freight costs may not be factored into the
structure of remoteness. The Scottish government distinguishes between large and small
urban areas, small towns, and rural areas based on population size, whereas Australia
distinguishes between regional, rural, remote and very remote areas based on their
populations and the relative access these areas have to major service delivery centres
(Australian Bureau of Statistics [ABS], 2014, Office of the Chief Statistician, 2010).
Although the USA has many different measures of regionality compared to Australia,
American urban studies theorist Richard Florida uses the term regional in a similar sense
to the way it is used in Australia. Florida’s theories and his work with Mellander and
Lohn (2016) have been applied to studies of entrepreneurship and urban and regional
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development due to their consideration of important issues of disadvantage and
inequality (Florida, 2014; Florida, Mellander, & Lohn, 2016).
Brown and Bellamy (2010) define the term regional in three ways: first, that it refers to a
place that is distinct from a metropolitan space; second, it refers to a specifically defined
geographical area; and, third, it refers to a recognised area of federal governance. Given
that the term regional can refer to both the scale of governance and the distinction
between areas of land, this doctoral study clarified the use of the term regional to refer to
smaller cities and towns outside the major metropolitan areas of Australia, “[which]
includes all of the towns, small cities and areas that lie beyond the major capital cities
(Sydney, Melbourne, Brisbane, Perth, Adelaide and Canberra; Regional Australia
Institute, 2015b, p. 1). To further narrow this definition, the term distinguishes between
inner regional and outer regional areas. The distinction between the two is significant, as
they represent measures of access to services and markers of disadvantage, by way of
their medical, transport and other civic services, together with their population sizes and
geographical areas. This is the standard used by the ABS (ABS, 2013; Australian
Institute of Health and Welfare, 2016). The ASGS provides a tighter definition ASGS
according to the area’s remoteness structure.
By the ASGS’s definition, a regional area is an urban centre that cannot be considered
metropolitan due to its population size and services but also cannot be defined as remote
for the opposite reason. The ASGS defines an outer-regional area as having a population
between 10,000 and 24,000 people, and an inner-regional area having a population
between 30,000 and 45,000 people (ABS, 2014). Therefore, according to the ASGS’s
measure, Horsham and its hinterland would be classified as outer regional given that its
population is estimated to currently be 19,000 people (Regional Development Victoria,
2018b). An outer-regional centre occupies an in-between space; it is as disadvantaged as
a rural space, but it cannot attract medical staff to live there long term; it is larger and
more populated than a rural space, yet it is not of a significant enough size to attract
investment, capital works and transport hubs that could help overcome its disadvantage.
This definition of Horsham as outer regional was significant for this doctoral study in
that it formed the foundation of this area’s challenges as being neither rural nor urban. Its
unique identity as an outer regional service centre meant that it would struggle to attract
and fund tourism, professional workers and optimise their innovative potential. It is also
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a status that can at least in part be explained by changes in regional development policy
over time, dating back to federation.
Populating the in-between spaces.
In an era where population sizes are the measure for regions to secure funding or justify
spending, the in-between spaces of Australia are now perceived as less lucrative and
valuable than they were in previous generations. There is still a romance associated with
regional Australia, so eloquently described as a “land of sweeping plains” by Dorothea
Mackellar (Mackellar, 1988), however the economic value of agricultural products has
fallen in the past century (Brett, 2016). At the same time, it has lost its importance in the
Australian social imaginary, as a place proudly built on the sheep’s back (C. Baker,
2015; Brett, 2016; Eversole & Martin, 2006). The Australian identity in terms of farming
communities has, from the 1830s onwards, been characterised by the richness and value
of the regional spaces, which have fed the Australian population and stabilised a postdepression economy (C. Baker, 2015). Now, in an era of free trade, the regional areas do
not seem to be as important to Australia’s wealth and welfare.
In the past, however, they seemed to key to providing employment to returned soldiers.
Historically, populating these spaces have emphasised small-scale farming ventures,
which have not been sustainable and have led to much heartbreak. After the First World
War, the wide-open spaces of regional Australia were considered key to employing
returning soldiers in the soldiers’ settlement scheme. Unfortunately, this public policy
scheme divided the land into undersized blocks that had overestimated earning potential.
The scheme was built on the idealistic solution of converting the dry western Victorian
landscape into dairy and orchard farmland, which would require intensive labour and
irrigation (C. Baker, 2015; Downward, 1926; Lake, 1987). Today, farms in the Wimmera
region, the area which is also referred to as Horsham and its hinterland towns, continue
to grow in size, mostly specialising in grains and meat, having learnt from the failures of
the smaller, diversified farming ventures of the past.
The soldiers’ settlement scheme folded when it became evident that 15-acre blocks were
too small to be productive and soldiers could not afford to pay their leases due to the
labour costs associated with dairy and fruit production. A farmer who had a wife or
children who could fulfil these labour needs was more likely to succeed than a farmer
whose wife was pregnant and unable to milk the cows nor irrigate the fruit. Given the
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outstanding debt on these settlement farms, policymakers blamed the returned soldiers
for having insufficient capital and being unskilled for farming life. This perspective made
the soldier-settlers the scapegoat instead of reviewing the scheme as it truly was – a
poorly planned and under-resourced scheme for dry and difficult soils that were more
suitable for wheat (Lake, 1987).
Ascribing the scheme’s failure to the soldier-settlers turned farmers may have been
correct if it were not for the fact that it was more common for farmers to fail than to
succeed during this era. Historical records indicate that many of the soldier-settlers lived
in virtual poverty, unable to feed and clothe their children, and would beg for help from
those around them. This pattern of so-called failure applied not only to the original
soldier-settler programs, but also to the closer settlement schemes that were introduced
later in the 20th century (Lake, 1987). Later schemes focused on obtaining sufficient
labour to ensure adequate food production for their local communities and the rest of the
Australian nation (C. Baker, 2015). In both cases, the scheme was not examined for its
fault, but only the farmers themselves, representing a pattern in policy to ascribe
responsibility to applicants rather than the schemes themselves.
It could be argued that the granting of physical capital and waivers of interest on land
holdings were factors which contributed to the unfortunate idealism of the family farm
being considered an “enduring characteristic of Australian agriculture” (C. Baker, 2015,
p. 3). Whilst the family farm has a romantic notion attached to it, the sense of
romanticism is quickly lost when the farm is forced to compete within a strong free
market environment without any subsidies to assist it.
For a full analysis of the rural crisis caused by capitalism on the agricultural sector and
the associated industries reliant on it, Lawrence’s book Capitalism and the Countryside:
The Rural Crisis in Australia provides a useful context (Lawrence, 1987). The
deconstruction of Australian agriculture and its redevelopment according to neoliberal
free-market economics has in many ways been devastating. More recent agricultural
policies are now mysteriously silent or even hostile towards the family farm and its
associated community (Cheshire & Lawrence, 2005; Lawrence, Richards, & Lyons,
2013).
Today’s farming concerns are considered to be those of any other independent business
and farms no longer receive protection from rising machinery costs, physical and social
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isolation or fierce competition in a global market. The romantic sweeping plains of our
poetic history are no longer honoured economically; the farmers are on their own in a
shifting market-driven economy. Such conditions affect the social and economic health
of places like Horsham and its hinterland, which now specialises in grain production.
Horsham’s sense of pride and value has been built on a poetic history that no longer has
any economic truck with the Australian federal government.
Over the past few decades there has been renewed interest in stemming the decline of
regional spaces through the introduction of regional development policies. This interest
emerged after centralisation schemes had removed power and leadership from regional
areas, which led to reduced services for their residents. Horsham’s greatest barrier to
restoring its previous position as a major regional centre has been its inability to provide
a cost-effective passenger rail service. Such a service is remembered nostalgically by the
Horsham community prior to its axing by the Victorian state government in the 1990s
under the premiership of Jeff Kennett (Russell, 1999). Restoring a passenger rail service
to Horsham has been an economic goal of the HRCC (2018) for many years and
continues to be a high priority (HRCC, 2018).
Providing ovals for small outlying towns or trains to some of the more distant areas of
Victoria have been considered unsustainable schemes by previous state governments, yet
such inaction has reduced the already-diminishing regions all the more by increasing
social disadvantage and promoting inequality within regional communities. In Horsham,
a lack of public transport to Melbourne and other major cities, coupled with decentralised
services, has isolated residents from the advantages of their fellow Australians living in
metropolitan areas. This inequality became evident to the researcher. She was shocked to
be told of the great distance a prominent manager in the public service had to travel for
routine surgery and the weeks of waiting prior to having it. Almost eight weeks was
required for the manager’s care, travelling, surgery and recovery period that would have
been considered untenable in a major capital city given the significant repercussions it
had on his quality of life and on the progress of an important project he was involved in.
The relevant literature exploring regional inequalities fluctuates between an inclination to
allow the struggling regional areas to collapse under the weight of their own problems
(Daley, 2012) or to provide a fair go to regions that have historically been a stabilising
influence in the Australian economy (Brett, 2016). The danger of these faddish schemes
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is that they fail to acknowledge the economic value of spaces that not only reduce the
strain on overpopulated cities but also support sustainable industries that may rise
significantly in value given market changes and international trade agreements.

Regional Inequalities
The relevance of the distinction between inner- and outer-regional classifications for
Horsham and its hinterland relates directly to the purpose of the regional trifecta and their
desire to reduce the inequalities associated with their location. Wimmera residents have
less access to health, transport, and tertiary education and communication services than
inner regional or peri-urban fringe dwellers. Regional areas, such as Horsham, have
smaller workforces due to population dispersal from out-migration as well as the changes
from manufacturing and farming to knowledge and creative economy sectors. The effect
of these limitations are numerous and affect the whole trifecta across their leadership
roles and industries.
Workforce shortages affect the ability of entrepreneurs and managers to fill skilled
positions in their ventures and institutions. With diminished workforces and services the
regional centres carry the burden of providing for their own area, as well as the smaller,
outlying rural areas. This burden for social agencies, hospitals and other necessary
services compounds the socioeconomic disadvantage and spatial inequality of the region.
Regional areas are too big to receive rural incentives but are also too remote to attract
professionals or venture capital for businesses (Davies & Tonts 2007; Tonts & HaslamMckenzie, 2005). Numerous articles describe how regional economic policies have
worsened the inequalities in Horsham and similar inland areas (Cheshire & Lawrence,
2005; Gibson & Klocker, 2005; McGuirk & Argent, 2011; Pritchard, 2005). All of these
researchers have identified quite specific social and economic problems confronting
regional Australia, which have not been resolved through policy initiatives. These
shortcomings in policy have affected crucial aspects of Horsham’s healthcare services,
capital works programs, agriculture industries, and education and transport services.
Policy sends a strong message to agriculture that it is no longer a vital industry, which
can be evidenced in the report Regional Australia – Driving Our Economy 2017–2018.
While this report promises subsidies for drought-stricken regional areas, on closer
scrutiny, the funding eligibility was only for outlying rural areas as defined by the ABS.
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Additionally, in measures described as increasing the independence of farmers the funds
available are only for financial advice for selecting insurance in case of drought. This
drought relief program provided grants of approximately $300 for insurance advice and
reinforced the message that regional policies have well and truly moved from federalism
to neoliberalism (Joyce & Nash, 2017).
One-off payments for financial advice do not sufficiently prepare farmers for the severe
toll droughts have on their businesses, their shopping precincts and school bursars. In the
early phase of the fieldwork conducted for this study, the researcher read newsletters
from schools located in outlying towns, where droughts were affecting farmers and their
towns. A newsletter from a small local school requested parents to make arrangements
with the bursars, given that the majority of the families could not pay their fees. Some of
the informants talked of hairdressing businesses becoming insolvent when farmers and
their families could not afford to have haircuts. In 2018, the drought was so severe that
most farmers’ crops were sold as animal feed as early as October (harvesting usually
occurs in December). These pressures cannot be resolved through insurance packages
and can cause outlying towns to collapse where they are reliant on farmers for their
income.
Cheshire and Lawrence (2005) recognise that these measures have become common in
government policy. Governments fund “programs of capacity building, leadership
development and farm financial counselling, which promote personal change and
development” (p. 439), which are much cheaper than drought bailouts. However, they do
not offset the market prices for wool and wheat in leaner seasons.
Regional development policy and neoliberalism.
Historically, Australia’s regional economy has been more interventionist, providing
incentives and welfare to industries and communities. In earlier times this meant that
Australia supported farming and agricultural communities under federal and state
government policies. C. Baker (2015) describes the era from 1830 as having “an
imaginary marked by nation-building and deep support for protected and supported
agricultural production” (p. 1). However, the economic changes in the last century from
Keynesian economics to neoliberalism have moved regional farming and agriculture
away from its honoured place of being supported by state and federal governments.
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Since this change, policy and governance in Australia has adopted free-market
perspectives, where farming has had its status lowered as an honoured nation-building
profession to a business like any other. In some of the literature, farming has become a
tolerated industry with overreaching aspirations. The Grattan Institute’s article indicates
that left-leaning city-based planners and policymakers view Australia’s regional and rural
areas as burdensome and out of touch with climate-change concerns (Daley, 2012). This
social and economic imaginary does not understand or value the wide, remote open
spaces in Australia’s landscape or those living and working there.
After the Whitlam federal government’s brief flirtation with regional development
through its new Department of Urban and Regional Development (DURD), the
Australian regional economy suffered the widespread adoption of neoliberal theoretical
principles in the 1980s and 1990s (Tonts & Haslam-McKenzie, 2005). Even DURD
itself, which was an exciting policy initiative intended for rebuilding the country regions,
“tended to focus more on urban issues than the challenges facing rural areas” (Tonts &
Haslam-McKenzie, 2005, p. 187). For regional Australia, and regional development in
general, there is an assumption that any economic initiative should be modelled on
neoliberal principles despite its incompatibility with regional development needs.
Neoliberalism has promoted as an economic structure that encourages independence,
reduces governance costs and building sustainable, competitive economies that are
resistant to globalisation and climate change (C. Baker, 2015; Davies, 2009; Tonts &
Haslam-McKenzie, 2005). The fascination with neoliberal economics emerged from the
Fordist-Keynesian period of capitalist development. The capitalist swing to mass
production and away from interventionist Keynesian economics triggered an overtly
market-driven approach to governance. In the UK, this change was known as
Thatcherism and Reaganomics in the USA (O’ Hara, 2010), reflecting the policies of
Prime Minister Thatcher and President Reagan respectively in the 1970s and 1980s (D.
Harvey, 2007; Humphrys & Cahill, 2017).
Since this policy shift, economic theories have tended to react against big government
and industry incentives to prop up agriculture (Brenner & Theodore, 2002; O’Hara,
2010). These change had had powerful effects on Horsham and its surrounds, where the
major industry is farming, which is supported by a number of ancillary industries that
service the needs of those farmers. Florida (2014) describes the 30-year period in which
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these economic changes have taken effect as the shift from an industrial economy to
flexible, knowledge-based capitalism. This shift increased the need for knowledge-based
workers, raised the level of machinery use on farms and factories, and reduced the
number of labourers needed for these industries. Given that many of the knowledgebased industries were located in cities, these changes had a significant impact on the
populations of the small, outlying towns of Horsham. The dwindling populations of these
small towns had reduced their influence and their entitlement to proportionate education,
transport and services.
The acceptance of neoliberal ideals shifted the social imaginary to “ social constructions
of welfare recipients as ‘dependent’; [and] of market rules as important ‘natural’
principles guiding individual and collective conduct” (Gibson & Klocker, 2005, p. 94).
Within this imaginary, Horsham and its hinterland, a provider of raw grain as well as
some manufacturing and service industries, is out of place. Regional spaces built on
specialisation belong in the Fordist era and suffer from frequent droughts and frosts. In a
policy era where these places are no longer subsidised, their future is uncertain.
More recently, the creative economy era has superseded the knowledge economy, yet its
eventuation was still out of step with the capacities of drier, inland regions that are reliant
on farming and manufacturing such as Horsham and its hinterland. The Wimmera’s lack
of local higher education options for knowledge workers to train professionally has
reduced the number of creative and knowledge workers in the region. According to
creative-industry theories, Horsham could transition from grain and manufacturing into
an innovative creative region, in which case it would have a chance at competing with
other regions with more diverse industries (Creative Industries Victoria, 2015).
In the creative competitive model, regions that have less capacity to diversify are
perceived as being dependent and unable to compete adequately in a global market
(McDonald & Maharaj, 2015). In previous generations, a farming community would
have been considered necessary for the greater good of the country despite its
dependency on funding in leaner years. However, farming and agricultural regions are
now encouraged to embrace creative economy theories based on Florida’s observations
of the creative class (Gibson & Klocker, 2005, p. 93). Under the right circumstances
these creative theories have succeeded in revitalising unexpected places.
This cultural turn (Gibson & Klocker, 2005) in policy is a movement away from
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financially accommodating regional spaces to an emphasis on independent creativity.
Creative regions are not only encouraged to be independent but also to compete for a
pool of limited funds, which has affected not only the social imaginary but all the
structures of government and policy. C. Baker’s (2015) article regarding the change from
nation building to competitive markets asserts that this change is grounded in two
separate premises. The first is posited by Brenner and Theodore (2002), who critically
state that there is “a belief that open, competitive, and unregulated markets, liberated
from all forms of state interference, represents the optimal mechanism for economic
development” (p. 350). The second premise is that neoliberalism is “operating at the
levels of policy framework, ideology and governmentality, and as such neoliberalism
represents a complex new form of political-economic governance based on the extension
of market relationships” (C. Baker, 2015, p. 1). These two beliefs represent a complete
change in how regional spaces are perceived: prior to neoliberalism, regional spaces had
an agricultural purpose; after neoliberalism, they must fight to prove this purpose in a
creative economy.
C. Baker’s (2105) insights summarise the significance of neoliberal economic theory for
regional Australia as well as Horsham and its shrinking surrounding towns. The concept
of a collective, federalist Australia has shifted to a group of individual regions that are
dealing directly with global markets without mitigation. Neoliberalism’s model is to
deliver economic development returns; however, trust in an all-powerful market has
eroded many of the principles of democratic government and has become the new
template for political structures and governance.
This blind faith in a neutral and unfathomably benevolent market has been adopted
unquestioningly without consideration of the damage it could wreak on regional areas.
Neoliberalism has infiltrated Australia’s broader economic principles as well as the
organisational frameworks operating within agencies. In Horsham and its hinterland, this
change threatens to erode the perceived value of regional industry. Due to the devastating
changes that neoliberalism has caused to regional Victoria, it is important to examine
what impact it has had on regional leadership. Leaders must take stock of the limitations
on local services, funds and the value of the locally produced products in a global
market.
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The impact of neoliberalism on regional areas.
Now that Horsham and its surrounds is no longer supported by government policies for
its agricultural sector, there has been some subsequent decline in population and services.
Additionally, the newer competitive market policies that are based on neo-liberal
principles have caused further regional decline since their adoption (Argent, 2005;
Cheshire & Lawrence, 2005). Despite some anomalies in regional economic policy,
Mckenzie (2003) argues that a desire for equity for regional areas used to be widely
accepted in governmental decision-making in the 1970s despite the conflicting drive for
economic efficiency. More recently, some prominent and mainstream academics have
even scoffed at the idea that smaller and more remote populations have equal access to
healthcare and transport at all (Brett, 2016; Daley, 2012).
Even when policies temper market forces and aim to promote spatial equity, the power of
global free-market forces can produce outcomes that are “economically efficient but
geographically uneven” (Tonts & Haslam-McKenzie, 2005, p. 185). This demonstrates
that economic efficiency is still the greater good which policymakers aspire to (Baker,
2015; Markley, Lyons, & Macke, 2015; Pritchard, 2005; Tonts & Haslam-McKenzie,
2005). Whilst this greater good may appear to be paramount for Victoria and Australia as
a whole, it could be considered to be detrimental to Horsham and its hinterland, whose
status in the creative economy is questionable.
Regional areas are at the mercy of spatially uneven market forces when they are no
longer protected by government policies. Market prices are insensitive to the higher costs
for transporting goods from remote areas and the greater associated risk. Additionally,
current trade agreements favour exporting cheaper raw products overseas without
including innovative value-adding business opportunities. Some businesses and farms in
the Horsham region that have managed to generate value-adding raw grain products have
been able to trade in more lucrative markets and have, consequently, developed greater
resilience to environmental or market-based losses. However, Australia’s food security is
hampered by a complicated import export relationship with China (Lawrence et al.,
2013). While this factor involves complex relationships outside the control of state
policymakers, it is hindering the growth and independence of Australian farmers and
their potential for innovation.
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Davies (2009), a social geographer and leadership scholar, asserts that the winding back
of industry and regional support has “seriously undermined the viability of many small
inland and marginal rural areas” (p. 381). One obvious aspect of this withdrawal has been
the reduced intervention from governments in major disasters, such as floods, droughts or
fires, and the loss of subsidies that enabled agricultural products to compete fairly in a
global market (Cheshire & Lawrence, 2005). These measures have significantly affected
the ability of leaders to advocate effectively for their regional communities.
Adding to a region’s need to be competitive is the ranking of its creativity in comparison
with other regions in its own state through a creativity index. For Horsham and its
hinterland, the creativity index has exposed its residents’ lower socioeconomic status as
well as its low performance compared to other regions listed in the index (Australian
Local Government Association 2002, as cited in Gibson & Klocker, 2005). Whilst the
creativity index also covers diverse industries, natural attractions and liveability aspects
such as transport, medical and other civic services, it conversely exposes the
disadvantages of living in Horsham according to measures of quality of life and mobility
in the process.
Horsham’s inland geography, industry specialisation, poor transport, poor primary and
limited secondary medical care make Horsham and its hinterland a less attractive place to
live for people of the creative class (Florida, 2014). The creativity index, in analysing the
social and economic health of this region, has also exposed Horsham as unlikely to
attract the programmers, designers and philanthropists of the next Silicon Valley. After
all, the goal of having a diverse economy, natural attractions and tourism is to attract
artists, programmers, entrepreneurs and designers who can promote regional growth. If a
region is successful in securing these creative populations, the promise of growth and
revitalisation follows, according to creative class theory (Florida, 2014).
In this regional trifecta doctoral study, participants that fit Florida’s creative class
definition generally belonged to the manager’s category, having been professionally
trained and possessing talents useful in a knowledge economy. However, according to
the theories of mutuality, the task of attracting and retaining this class relies on
entrepreneurs building innovative businesses to employ them. To also secure their
retention, community leaders and volunteers need to develop socially inclusive
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communities that give the creative class a sense of belonging. This theoretical ecosystem is a work in progress in Horsham and its hinterland communities.
Despite this need to attract a creative class, inland towns and cities have been proved to
be less attractive to tourists and even less popular for metropolitan in-migration, than
coastal and mountain areas. McGuirk and Argent (2011) predict that Australian inland
areas that are attractive to tourism and relatively accessible should experience mediumterm population and economic growth, but that for “the remoter, drier inland regions,
long-term stability or slow decline is the best the projections can offer” (p. 321).
Horsham and its hinterland represents one such inland region, which is at risk of decline
due to limited tourism and hence less population growth from in-migration. These
regions not only suffer disadvantage from market forces and globalisation but experience
less population growth.
Competitive and individualistic economics.
Neoliberalism has achieved its widespread adoption via questionable methods and has
arguably threatened “the fabric of Australian rural society” (Argent, 2005, p. 29). Many
rural and regional areas have resigned themselves to “engaging in extra-local competition
for resources, the meritocracy of the community-development grant round, auditing their
local ‘capital’ ” (Argent, 2005, p. 30). Governments exhort rural and regional areas to be
self-reliant, yet even when communities strive to avoid path-dependency, diversify their
industries, and attract knowledge workers, market forces can still make it difficult for
them and sustainable growth does not eventuate. The effort itself will not be sufficient
for many “communities in rural, regional and remote Australia [that] depend on primary
industry with limited opportunities for diversity and whose commodities are subject to
price inelasticity” (Mckenzie, 2003, p. 39).
Although regional areas are fortunate in having larger populations than remote and rural
areas, their size brings with it greater expectations of performance, diversification and
competitiveness (Boschma, Coenen, Frenken, & Truffer, 2017). These expectations often
exceed the region’s capacity to establish businesses and provide public services.
Although Horsham operates as a service centre for outlying towns, its social
disadvantage, workforce shortages and distance from trade markets limit its global
competitiveness.
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Inner-regional Victorian cities have greater populations than the outer-regional cities and
towns and continue to enjoy steady growth as predicted by many social scientists and
economists (Kilpatrick, Johnson, King, Jackson, & Jatrana, 2015). If population size and
services are any measure of success, then the inner-regional cities of Geelong, Ballarat
and Bendigo are poster children for regional development. These regions attract tourism
as well as tree- and sea-changers and offer affordable housing away from the suburban
crawl of metropolitan Melbourne. They also serve to declutter the overcrowded city and
the peri-urban fringe, reducing the burden on schools, roads and hospitals through
regional service provision. These inner-regional cities combine employment, education,
healthcare and transport services with a sense of social inclusion that has been the key to
their success in attracting newcomers to Australia, particularly migrants.
Some of the regional development literature includes Horsham alongside these larger
cities, which creates an unrealistic and unfair expectation. It is important to stress that the
outer-regional city of Horsham, with a population of 17,000, cannot diversify as
successfully as regional cities with populations of 100,000 or more. McDonald and
Maharaj (2015) suggest that some areas are more suited to specialisation than
diversification (Mcdonald & Maharaj, 2015), and certainly regions such as Horsham may
have little option but to accept their status as wheat belts with some accompanying minor
industries such as medical and social services.
The trifecta itself represents the desire in Horsham and surrounds to diversify into other
industries, yet it operates under a handicap of less access, more pressure and fewer
services to fulfil its leaders’ goals. The neoliberal expectations of independence and
diversification, which are also aspired to by the trifecta, are difficult to attain. The trifecta
is constantly fighting battles of economic change, parochial attitudes and Horsham’s
formidable distance from logistical services. Community leaders, who are often in
farming industries, particularly also face adversity due to another confusing and
dichotomous tenet of neoliberal policy, the expectation that they will share governance
with state and federal agencies. While it may be economically efficient to devolve
leadership to local boards, committees and volunteer groups, each decision needs to go
further up the chain to be approved by those in positions of authority. The terms
“partnership” and “community” are used glibly in policy initiatives, but the design of
economic models emphasises that farmers’ problems are not the state’s problems
(Cheshire & Lawrence, 2005).
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Farming is perceived to be a separate business “whose economic futures are dependent
upon rationally-based decision-making and risk management at the farm level” (Cheshire
& Lawrence, 2005, p. 438). However, although farms may operate as stand-alone
businesses competing in a global economy, farmers frequently act as community leaders
and as proxy decision-makers for state and federal interests (Cheshire & Lawrence, 2005;
Madsen & O’Mullan, 2014). These contrasting tenets of farmers as community capacity
builders, whilst treated as individualistic farming and business entrepreneurs, have only
one common denominator: what is cheaper and more economically efficient for
governments.
Collectivism is only desirable to governments when it cuts the costs of centralised
bureaucratic structures in distant regions with small populations. This sense of
collectivistic individualism is demonstrated by the Victorian government’s Pick My
Project initiative, where local councils throughout the state nominate projects for the
limited start-up funds (Engage Victoria, 2019). While in principle the initiative is
egalitarian and democratic, the various projects that a council asks to be put forward for
consideration compete against each of the others. In this sense it acts as a popularity
contest and can divide community interests between conflicting projects. In early
fieldwork, it became apparent that the decision-making for local projects in Horsham was
driven by local residents. Residents voted for new projects that appeared to increase
liveability, such as paddleboats on the Wimmera River. This interest meant they were
uninterested in supporting older institutions like the Horsham Show. Residents were
unaware of the financial pressure on the show and voted for the paddleboats, even though
the boats had not received budget allocations for their storage or the management of their
equipment. So while the boats won the popularity vote in the Pick My Project initiative,
they have gone unused by locals, who do not even know where they are stored or how to
go about using them. This misguided process illustrates one of the ways that competitive
decision-making can reduce the efficacy of community governance.
Another challenge for community leaders is the requirement that they work in
partnership with the various government departments, even though they only work part
time or are unpaid for their civic duties. This duality of being financially independent,
but mandated to collaborate with bureaucracy is at best confusing and at worst
exploitative. While the relevant literature expounds the theory of turning community
leadership into governance, community leaders bear the risks associated with decision67

making for regional areas, but are not given the power to represent community interests
(Cheshire & Lawrence, 2005). These theoretical regional-governance models enable state
interests to be achieved through “subjecting citizens and primary industries to the
vagaries of the global market” (Rose, 1996, as cited in Cheshire & Lawrence, 2005,
p. 442).
The relevance of these digressions regarding neoliberalism, economic policy, and
governance trends is to provide a context for the regional trifecta study. The underlying
pressures of ideology and praxis act as powerful external oppressors to the leadership of
entrepreneurs, managers and community leaders. The trifecta has struggled with the
frustrations of an existence that has been torn between the economic rationalist messages
contained in federal policies and the fostering of community resilience and social capital.
Current models for leadership do not consider the true nature of regional leadership, their
potential and support needs.
Policy-based governance models tout community resilience and social capital, yet have
disturbing connotations. People should not be considered economic assets, even for the
greater good of regional growth. Whilst it is true that local leadership has an economic
impact on social systems and is essential for the sustainability of communities, it is
important to identify the ways that these perspectives can dehumanise. One of the
intentions of this doctoral study was to critique these policies and determine different
measures of regional growth and success.
Despite this potentially dehumanising language and purpose, policy has also supported
the trifecta’s agency in many ways. Nevertheless, these policies can also prescribe the
interests that leaders must have with their own communities. An example of this is where
local entrepreneurs, who want to serve their local populations, are, instead, expected to
compete globally in order to gain government support. Ironically, if they were able to
compete globally, they would no longer require this support as they would have
mutuality with a wider, more stable market.
These competitive regional economic models decrease the possibility of mutuality in
entrepreneurship, which is the secret to long-term sustainable industries and, indeed,
sustainable regions. The regional trifecta model argues that entrepreneurship based on
local mutuality is one in which local supporters purchase from and attend to services of
local entrepreneurs and community leaders rather than entrepreneurs and community
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leaders competing for government funds in a popularity contest. This model increases
long-term capacity and decreases the dependence on governments and the vagaries of
markets.
Creativity, innovation and regional economic policy.
The adoption of the term “innovation” in economics can be attributed to Schumpeter,
who, in 1934 “defined [it] as the introduction of new elements or a new combination of
old elements in industrial organizations” (Alimamy, Deans, & Gnoth, 2017, p. 203). The
term has been adopted more widely, but generally over the past 30 years it has come to
refer to bold economic ventures, known as start-ups. “In general, ‘innovation’ is a
positively loaded term that brings hope in difficult times for actors in the private sector,
the public sector and the idealistic (non-profit) sector, as well as for whole economies”
(Alimamy et al., 2017, p. 203).
Given that the term innovation has these associations, policies encouraging independence
and innovation in regional areas have not been evaluated for their efficacy. Head (2011)
argues that self-reliant and innovative governance structures are too complex to be
encouraged through formal initiatives and are, instead, built on relationships between
agencies and individuals over time. The policies are “entwined in federalism and multilevel governance” (p. 221) and these collaborations are easier to build, yet not as
effective as informal, relational governance.
Because innovation policies are not built on the right foundations, it makes more sense
for Horsham and its small outlying communities to develop their own structures and
become innovative in their own ways. As the report from the Organisation for Economic
Co-operation and Development (OECD, 2009) has articulated in its international analysis
of regional economic growth:
Do regions only need to improve innovation capacity or do they also need
to attract skilled people, upgrade infrastructure, and offer adequate labour
markets and business environments? Can regions simply strengthen
selected factors, or must they improve across the board if they wish to
remain competitive? (p. 138)
These questions summarise the difficulty regions experience in adapting to global
economic changes and remaining self-sufficient. Prior to the policy focus on innovation,
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the literature said that the knowledge economy as it related to regions was for them to
transform from Fordian economies based in manufacturing into flexible capitalist
concerns. As regions closed their factories, they could open start-ups and innovation hubs
that would protect their economies from collapse. However, this has not happened with
the same alacrity as the cities have enjoyed. In 2002, Florida (2014) reflected on the
market shift from Fordist to flexible knowledge-based economies from the 1970s to the
late 1990s. He proposes that after knowledge economy comes economic “creativity” to
promote sustainable change.
The premise of creative economies, or creative regions, is based on a concept that
creativity in industry can demonstrate a region’s global competitiveness (Florida, 2014).
Based loosely on Florida’s work, Australia’s State of the Regions (Australian Local
Government Association, 2002) report suggests that creative theories are a market-based
solution to the “uneven economic performances of cities and regions” (Gibson &
Klocker, 2005, p. 94). Gibson and Klocker (2005) are highly critical of the report
because it outlines a quantitative assessment of less diverse regions that suggests they
lack creativity, which then places pressure on those regions to compete with their higherperforming neighbours. This new measure of creativity urges regions like Horsham and
its hinterland to improve its economic development capacity and promote its locations
for foreign investment, tourism or in-migration (Gibson & Klocker, 2005). This
unhealthy focus, separate from the needs of the community and local businesses as well
as in competition with regions better placed for diversification, creates a rift between
managers, entrepreneurs and community leaders, who must unite rather than divide in the
interests of competition.
This section has described the shift in the sociological imaginary of Horsham and similar
regions; this shift from an idealised country life grounded in nationalism to a bit player in
a global economy, where market forces rule, from Fordist-style manufacturing through to
the knowledge economy and into the creativity innovation era. The next section provides
a grounding in the literature of leadership theory in order that an understanding of the
needs of the trifecta in Horsham and its hinterland communities can be gained.
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Leadership Theory
The topic of leadership is laden with assumptions across the many different disciplines of
literature. To avoid confusion regarding the meaning of the term leadership in this study,
it is important to clarify the conceptual framework that shaped this leadership doctoral
study. Methodologically, this study’s critical realist ontologically and epistemologically
emergent framework combined into an expectation of encountering oppression and
repression in leaders and their systems as well as exploring the emergent nature of
leaders’ identity.
Critical realist Christopher Mabey (2012) has written extensively on leadership,
particularly organisational leadership and development. He has analysed widely held
assumptions regarding the nature of leadership as a cultural construct through a
classification of the literature into conceptual frameworks. Through his works, he
challenges the seminal great man theory of leadership as an unhelpfully functionalist a
priori assumption. He believes that views of leadership as having obvious and universal
traits are based on a pre-determined idea that does not factor in the complexity and
diversity of empirically available evidence.
Mabey’s (2012) work was a seminal reference for the regional trifecta study, particularly
for deconstructing the self-evident leadership characteristics. The trifecta leaders
manifested traits that were at odds with widely held assumptions about what makes an
effective leader. Through a deconstruction of classical notions of leadership that
incorporated the emergent lived experience of leadership development and practice, the
premise of leadership as a role became the central classification of the regional trifecta
typology.
The concept of leadership as a role is both a critical dissent against functionalist ideals,
and incorporates an empirical understanding of the regional trifecta’s observable
leadership of Horsham and its hinterland. Role-based research rejects dominant
personality psychometrics; it focuses, instead, on the unique practice of leaders as their
identity emerges through triggers and drivers. Personality-based assessments of what
makes a good leader suggest that leaders are charismatic, influential or extroverted. The
assumption is that these personal traits lead to success in their business or venture.
Personality approaches create false dichotomies between what popular opinion values in
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a public persona and the success of a leader’s practice. This doctoral study’s intention
was to understand how a leader’s unique identity was being expressed in the role they
had assumed within Horsham and its surrounding towns. Additionally, it focused more
on what the leader did, as opposed to who they were, knowing that leaders perform
differently under different circumstances and with different social systems supporting or
undermining them. Issues of success and failure were not necessarily attributed to their
personal traits but were investigated for extenuating circumstances that may have
influenced their performance.
A priori assumptions regarding leadership.
As well as scoping this study in relation to the role of a leader, this doctoral study used
the critical tradition to analyse the social systems that the participant leaders were part of.
Ontologically, the critical tradition was a priori, which meant that the researcher expected
to uncover oppression within the trifecta’s social systems that were operating in Horsham
and its outlying towns (Mabey, 2012). This pursuit of oppressive influences is on the
dissenting end of the vertical axis of Mabey’s Four Discourses on Leadership
Development infographic presented in Figure 1. Therefore, rather than the a priori
assumption creating rigid barriers to leadership practice, it critiques existing oppressive
structures through subtle reflection and inquiry to uncover the triggers and drivers of
their practice.
Mabey’s vertical axis classifies dissenting literature as leaning towards critique and away
from consensus, which questions clichés, such as all entrepreneurs are risk-takers, when
empirical evidence indicates otherwise. The critical tradition’s dissenting stance was
important for this study because it tempered an a priori perspective of oppression-seeking
with a mistrust of self-evident truths. Unlike functionalist approaches, the dissensusbased literature rejects normative concepts, such as charisma, extroversion and
likeability, as measures of leadership development and questions what traits make up a
leader’s efficacy.
Adopting such a stance for this study meant that the researcher could uncover the
oppressive attitudes and embrace the trifecta’s demonstration of leadership as a role that
would benefit the social systems of Horsham and its surrounds. Given this deconstruction
of ideals about leadership, the researcher was interested to understand the leaders of
different industries and even their varying levels of success. In applying a critical lens,
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failure in a leader’s business or venture can be indicative of an oppressive system rather
than a lack of skills required for success. Critical approaches seek to emancipate
participants from widely held assumptions regarding leadership, which had vital
relevance for the regional trifecta. To be predisposed to discovering oppression in
leadership practice was to perceive inequality as impacting on the immediate and greater
context(s) of the trifecta’s leadership (Essers, 2012; Mabey, 2012; Murchison, 2010;
Putnam et al., 1993; Taylor, 2012; Thomas, 1993).

Figure 1. As in Mabey’s four discourses on leadership development. From “Leadership
Development in Organizations: Multiple Discourses and Diverse Practice,” by C. Mabey,
2012, International Journal of Management Reviews, 15(4), p. 361.
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Critique of functionalist discourse in the leadership development literature.
Mabey’s (2012) review identified that a disproportionate amount of leadership literature
is based in functionalist discourses and the other discourses in his infographic are minor
in comparison. This means that rational assumptions regarding leadership characteristics,
based in consensus, have dominated the leadership literature for decades. Only recently
has the literature begun to balance in favour of more exploratory research, such as
interpretive or dialogic approaches.
For organisational leadership, consensus-based approaches are more convenient and
simpler than developing unique leadership development trajectories for employees. The
result is that all employees within an organisation are expected to aspire to the same selfevident leadership characteristics that can be evaluated through standardised tests
(Mabey, 2012). The combination of both rational, preconceived assumptions with a rigid
consensus oppresses leaders and inhibits diverse leadership practice.
Functionalist leadership frameworks assume leadership to be natural, performance based
and competitive. Slawecki (2008) correctly identifies functionalist approaches to
leadership as positivist and quantitative, seeking only to find objective and universal
standards, which limit identifying other valuable leadership traits.
An example of a very popular form of functionalist ideology is in leadership evaluation
systems such as 360-degree feedback (Atwater & Brett, 2006; Karkoulian, Assaker, &
Hallak, 2016; Solansky, 2010). Despite the widespread adoption of these methods, the
researcher believes that these methods could create internalised repression and social
ostracism in organisations. A thorough critique of these methods was unfortunately
outside the scope of this study.
The central argument of this thesis is that the regional trifecta are leaders who have
adopted specific roles that provide the necessary bridging social capital and critical hope
to Horsham and its surrounds. They achieve this through contributing to the social and
economic sustainability of the region and its regional development concerns. The trifecta
were unconcerned with theories of functionalist leadership theories and recognised that
they were dependent on informal social networks and practical economic partnerships to
overcome setbacks.
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The regional trifecta’s dependence on informal social networks and practical economic
partnerships also connected to their unique identity and drivers. Mabey’s (2012) critique
of functionalist and a priori approaches liberated the trifecta’s diversity and practice by
supporting a critical, emergent model of leadership identity.
The diversity of the regional trifecta and its success belied functionalist assumptions
regarding what traits are deemed desirable and made a case for a social, emergent and
critical evaluations of leadership programs and theory. In continuing to support the
trifecta’s emergent practice, it was important to identify the external pressures and the
internal utterances that were barriers to the trifecta’s development and practice. A key
component of this study was to deconstruct mythological assumptions and develop a
typology of leadership that was empirically observable in Horsham and its hinterland.
This approach was an opportunity to learn from the experiences of leaders, critique their
social systems and prevent social and economic barriers from diminishing their
autonomy. Given the dominance of the functionalist literature and its intangible presence
in culture, it was crucial to challenge this dominant discourse and provide an alternative
discourse that could support the diversity of the leaders within the trifecta (Mabey,
2012).
The most significant functionalist assumption that needed to be deconstructed was the
idea that leaders are born, not made. This assumption was completely at odds with this
study’s conceptual framework, which was to observe leadership development through
praxis in Horsham and its hinterland’s social systems (Day et al., 2014).

Leadership Development Theory
This regional trifecta study sought to understand leadership role formation through the
triggers, drivers and barriers that were either supporting or hindering the leadership
practices that were operating in Horsham and its surrounding towns’ networks and
partnerships. This interest in leadership development that is known as formation was
crucial to this study on the regional trifecta. Functionalist discourses place little emphasis
on the development of leaders, assuming that their development is natural, therefore the
literature that examines leadership development is still in its infancy (Day et al., 2014).
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Theories of leadership development are unnecessary if leaders are born great men or
women. If leaders are born and not made, leadership theory should only concern itself
with identifying who those great people are and discouraging those who do not meet the
criteria. Theories of leadership development belong to a nascent body of work that
includes critical, interpretive (constructivist) or dialogic models of leadership.
Summarising House, Shane, and Herold’s observations of leadership development, Day
et al. (2014) explain the limited nature of leadership development discourse when
“personality is conceptualized in terms of traits that summarize relatively enduring
dispositional tendencies, then its relevance for studying development (i.e. change) is
questionable” (p. 64).
One obvious problem with an assumption of self-evident leadership traits is its failure to
identify the potential of women as leaders who often have more subtle leadership traits
such as relational styles of communication (Day et al., 2014). Functionalist leadership
discourse also unhelpfully excludes discussions regarding leader–follower dynamics,
team-based governance and dyadic or triadic models of leadership. It is also uninterested
in the influence of social systems and contexts in relation to leadership performance and
success. This is significant because both leaders and followers “play critical roles in
adapting leadership processes to situational constraints” (Lord et al., 2016, p. 119).
There is a schism in the leadership literature between functionalist approaches and
emergent, interpretive perspectives, which factor in powerful social and relational models
of dynamic and multi-level governance. Historically, the schism has been between two
strands that initially developed at a relatively equal pace: the former being the social,
relational strand; the latter, the personality-focused strand. The latter evolved into the
more dominant approach, as has been represented in popular literature and practice,
while the former has only recently been applied more widely and has not been
represented in popular or trade-based approaches (Lord et al., 2016). This doctoral study
benefited from the greater emphasis on social and interpretive approaches to leadership
development in the literature and its focus on mutuality, networks and partnerships,
which supported the regional trifecta’s leadership practices.
Social approaches to leadership research.
The regional trifecta study championed a social, dynamic and collaborative approach to
leadership that was concerned with the participants’ attainment of mutuality within their
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local community. The regional trifecta depended upon either its clients, organisational
colleagues, or partnerships at local, state and federal government levels. The social
leadership approaches undertaken in this study could be considered as being relational
leadership. Relational approaches to leadership diverge from the study of the personality
and performance of the leader and focus, instead, on role-based leadership in
collaboration with others.
According to Uhl-Bien (2006), the term “relational” has not been well defined for
leadership discourse until recently. Uhl-Bien’s definition of relational consists of two
parts: first, “entity” leadership emphasises the characteristics of individuals as they relate
to others; and, second, is the social constructivist aspect of leadership. This twofold
definition of relational leadership acknowledges that leaders develop an identity through
social processes, yet its constructivist nature requires critical evaluation.
Uhl-Bien’s (2006) definition of relational leadership as a social construction contributed
to the regional trifecta study in terms of how the participants were being perceived by
their networks and partnerships. The regional trifecta study also involved a critique of
overly subjective concepts of social truth, which was conducted as part of the empirical,
ethnographic fieldwork. This critical process uncovered utterances of self-repression and
oppression that may not have been evident to the regional trifecta through its socially
constructed ties.
Accepting the premise that leaders can be developed, it is important to consider how this
development takes place. This thesis argues that the Regional Trifecta’s leadership
development was generally not a result of formal leadership programs, but were the
direct result of their interactions with members of the community. These interactions
with their network could have been either supportive or oppressive on their practise, yet
were a strong influence on their development as leaders.
These networks, such as friends or family, were generally informal, while the
partnerships with state or federal bodies were generally formal. The premise of this study
was that leadership development and practice is inherently relational, both in the first and
second sense as outlined by Uhl-Bien (2006). Interactions between the members of the
trifecta and their systems were inherently socially constructive, where ties were created
between the leaders and their contexts. The regional trifecta’s leadership development
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was analysed from the perspective of an emergent, empirical basis that was tempered
with a dissenting and critical approach.
Given the previous discussion regarding the historical development of both functional
and more relational discourses since the 1960s, with functionalist approaches being more
prevalent than relational leadership literature, it was important to examine some of the
specific sociological theories of leadership that have been implemented in more dynamic
economic climates. These theories include leader member exchange (LMX) and social
cognitivism, where discussions regarding leadership and identity have diverged from
behaviourism into constructivism (Lord et al., 2016).
Lord et al. (2016) have mapped the historical progress of these social leadership
movements. Their historical survey makes the case for the value of leadership research,
which is referred to as “a dynamic, identity-based perspective” (Lord et al., 2016,
p. 119). This exciting, but previously minor, field of research has grown in prominence
over the past decade, which benefited this regional trifecta doctoral study. Social- and
identity-based leadership development theory supported the trifecta’s socially dynamic
and diverse practices that its members were performing in Horsham and its surrounding
region.
Identity-based leadership research in regional and rural Australia.
Sociological approaches to leadership include interactionism, social cognitivism and
identity-based approaches, which were well suited for this doctoral study. Social
approaches uncovered the struggle, the barriers and the hindrances that were confronting
the regional leaders in Horsham and its hinterland. Discussions of role and identity
revealed the trifecta’s complex underlying motivations and systems in regional
development and how its practices were promoting sustainable growth (Brown &
Bellamy, 2010; Messely, Rogge, & Dessein, 2013; Smailes, Griffin, & Argent, 2016).
Therefore, a social examination of the leaders in this context formed a helpful
hermeneutic for analysing the experiences of the participants in this study.
In order to understand the significance of social models of leadership, it is pertinent to
consider the classical great man theory for comparison purposes. Spector (2016)
describes the great man theory of leadership as a “statement of faith” (p. 251), which is
the pure, blind belief that the great man exists and is idealised as such. Consequently, if
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only great men can become the true leaders, then not only is this a gender-biased
statement that excludes women, but its premise of “great” also excludes leaders who
have a more collaborative, emergent or transformational leadership style. Social models
of leadership emphasise the collaborative efforts of a team, where leaders delegate or
defer to the members in their team. In the great man model, collaborative leaders are
portrayed as lacking authority, skill and charisma, whereas social leadership values more
collective, collaborative and subtle forms of authority.
Day et al. (2014) state that female leaders tend to be relational, which can make them
appear less authoritative, although the relational leadership literature does not attribute
relational leadership to any particular gender. According to the literature, women appear
to exhibit more relational traits than men. Consequently, Day et al. strongly recommend
that leadership training for women should focus on these relational and transformative
traits in order to affirm their natural strengths. Such traits have been found to be effective
for achieving objectives in leadership practice for both genders (Day et al., 2014). For
Horsham and its hinterland region, the study corroborated the point that the leaders who
had more relational capacity were more able to build networks to support their practice.
In the regional trifecta study, the female participants were not self-consciously gendered
in their leadership style. They did, however, exhibit traits of fulfilling their role as a
member of a dynamic team and generally used words such as “we”, “our” and other
collective pronouns. This is in contrast to many of the male leaders who considered their
role as quite separate from the role of others in their team and focused on their work
within clearly defined limitations, even when they occupied community leadership
positions.
Leadership identity construction.
Consistent with this study’s aims of developing a typology of practising leaders in
Horsham and its hinterland, a more social concept of leadership identity construction
rejects psychological and personality as markers of identity. This social concept needed
to be used to analyse the trifecta’s perception of its own leadership identity formation as
partly triggered and partly socially constructed in its context. Carroll and Levy’s (2010)
leadership identity work critiques leadership programs that tell participants what to do
and what kind of person to be, while at the same time failing to affirm social construction
of personal identity.
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The type of programs that truly develop leadership, given the newer theories of social
leadership models, is now a contested topic (Carroll & Levy, 2010). This doctoral study
recognised the importance of formal skills-based training programs, yet was sceptical of
programs that included prescriptive behaviours that inhibited identity development.
There was also a level of intrigue at the way informal events and interactions contributed
to the leadership formation of members of the regional trifecta, which accorded with
examples of leaders in the literature.
Allio (2012) argues that empirical experience itself leads to the development of personal
leadership identity. This is as simple as saying that as leaders gain practical experience,
they will develop leadership skills. Day et al.’s (2014) systematic review argues that
rather than the quantity of time spent practising leadership, it is more important that the
experience be qualitatively effective. Effective leadership development occurs through
the synthesis of formative experiences in reflective practice.
Day et al.’s (2014) argument emphasises the quality of the leader’s experience and the
importance of intentional reflection of formative moments during practice. This premise
of reflective and qualitatively effective experience was key to the design of the regional
trifecta study. The study was designed to yield data by providing the participants with an
opportunity for them to recognise, with the benefit of hindsight, that the triggers, drivers
and barriers they had experienced were formative events that had contributed to their
leadership identity.
In addition to reflective practice contributing to the understanding of the leadership
identity of the trifecta’s members, theories of sense-making were part of the framework
developed to account for the trifecta’s narratives. Rhodes and Brown (as cited in Essers,
2012) argue that sense-making and narrative analysis are tools for the researcher to
critically process the leadership stories of participants. The trifecta’s narratives are, in
some ways, symbolic communications comprised of words, gestures and ideas to
construct meaning between the researcher and the participants. This constructive
reflection occurred when each participant had the opportunity to reflect on their
leadership identity and the researcher then synthesised their narrative as part of a
collective of utterances.
The interview questions were designed according to the conceptual frameworks that have
been outlined in this review. The questions considered the participant as a member of a
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trifecta that was working for the greater good of regional development in Horsham and
its surrounding towns, which was under economic pressure to diversify in a wheat belt
that had undergone significant change. The questions also incorporated critical realist
ontology – seeing truth – with the objective of revealing each participant’s identity
formation through the exposure of their triggers, drivers and barriers in the form of
people, utterances and events (Carroll & Levy, 2010; Morrison & Lane, 2004). The
theory applied to this study was that the regional trifecta’s role(s) was formed through
relational experiences and was based on the roles its members were performing at the
time of their interview, although some participants did reflect on a previous role (Peng &
Zeng, 2017).
Depending on the self-image cultivated by a leader and their followers, the image may or
may not be accurate according to outsiders. This issue of impression management may
have obfuscated the true identity of leaders in this study, which was managed through
fieldwork diaries and discussion with informants about the participant. These different
utterances clarified the role, efficacy and identity of the members of the regional trifecta
to the researcher.
Identity and typography.
This empirical ethnographic study explored a selection of leaders from Horsham and its
hinterland region who occupied entrepreneurial, managerial and community leadership
positions. Although these three types of identities were distinct within the sample, it was
predicted that some of the leaders would have developed multi-identities to suit different
roles needed in their community. At times the participants selected for this study could
have fitted into two or more trifecta categories. This phenomenon has been noted by
Diddams and Chang (2012), who have observed that leaders can make changes to their
leadership type according to requirements of their industry or business.
As well as broad leadership categories, there are some notable subcategories. Within the
management category is the nested concept of the organisational champion. The term
“champion” is often used in recruitment and human resources to attract focused and
driven employees. Champion as a subcategory of the manager category is representative
of the organisation or firm, or even the industry itself (Bryson, Crosby, & Stone, 2015).
The champion perceives herself as an informal authority who leads by example to build
capacity and align her teams with the greater goals of the organisation. This sense of the
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champion is distinct from managers who are more concerned with procedure, tactical
leadership, or strategic stakeholder relationships.
Leadership development theory and leadership typography.
As has previously been mentioned, this regional trifecta role-based study was a critical
dissent against personality-based identity models, which restrict leadership to style. The
very premise of leadership development is that personality traits are not static but adapt
according to internal and external impetus. This premise was useful for studying leaders
from Horsham and its surrounds, which had been beset by economic change, shrinking
populations and workforce shortages and was desperately in need of the ability to adapt.
Day et al. (20140) argue that when leadership development is reframed from a
personality to a set of attainable skills, then the study of the development and practice of
leadership can truly begin. It can then become a discussion about andragogy or how
adults learn.
Adult learning is a fascinating process that includes human development as well being a
process of self-actualisation. The processes and activities that contribute towards
leadership development in the context of andragogy are plentiful but were outside the
scope of this study; however, the premise that informal activities and formal programs
equally promote leadership competencies was a vital element of this regional trifecta
study. This statement, nonetheless, is not intended to undermine funded formal
leadership programs that are part of Victorian state government policies to develop
regional leadership capacity and networks. Although these leadership programs are
designed to increase social capital, cohesion and optimise communal resources, it was
important to analyse whether their design and application was relevant for the regional
trifecta and the ways that they developed (Davies, 2007, 2009).
An entrepreneur who needs to raise capital to launch a new product or service needs a
different skill set to a manager who oversees complex policies, rules and deadlines,
which differ, again, from the skills required by a community leader. Community leaders
are divided between the formalised requirements of being a recipient of local government
funding and the relational, felt needs of the community they serve. The deeper economic
and social contexts of these separate types need to be explored in more detail before
considering how formal training can address their needs.
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Entrepreneurship
The term “entrepreneur” is from the French verb “to undertake”, yet it has been used in
regional economic policy to mean a collective approach to economic engagement rather
than the efforts of individuals. In many policy approaches, entrepreneurship is used as an
adjective to describe the activity regions are expected to perform to prove their
innovation. Thus a clearer definition was required for the entrepreneurs referred to in this
study, who had not only been operating individually but had also unwittingly become
involved in regional development policy. In the collective use of the term entrepreneur,
the literature indicates that regions must become entrepreneurial, which usually means
being innovative and forging links across social, business and government sectors (Head,
2011). In this sense of the word, Horsham and its hinterland had been encouraged to
become entrepreneurial by stimulating its own economic growth and not be dependent on
government assistance (Baumol, 2004).
The rationale for encouraging regional entrepreneurship is logical. Schumpeter’s (1934)
definition of entrepreneurship as an economic activity is “a special economic function of
key importance for triggering economic growth” (Schumpeter, 1934, as cited in Fritsch,
2017, p. 654). If entrepreneurs stimulate wealth, either through their own successful
business or the economic activity of their imitators, then entrepreneurship at the regional
level could also create wealth (Stam, 2015).
Sledzik (2013) summarises Schumpeter’s theory of entrepreneurship to mean that the
entrepreneur’s actual “invention” is less important than the diffusion and imitation
processes that it triggers within an economy. This theory is understood to mean that the
practice of entrepreneurship stimulates economic growth in a number of ways that are
unrelated to the business of the entrepreneur. This assumption regarding wealth creation
is one that this study questioned because it is difficult to measure the impact of
entrepreneurship beyond the initial venture. This study attempted to understand the
impact of social and economic agency through an analysis of the regional trifecta’s
agency, the economic ecosystem that was operating in Horsham and its hinterland at the
time, and their interaction with their ecosystem.
There are other myths enmeshed within the meaning of the term entrepreneur. One such
idea is economist Adam Smith’s idealistic notion regarding “the invisible hand”
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(Holcombe, 2006, p. 189) that creates equilibrium within economic systems. This
idealism overvalues entrepreneurship because it always assumes it has a positive effect
regardless of the moral intentions of the entrepreneur. This mythology has been
incorporated into different areas of literature, policy and wider society, which has led to
the widespread perception that all entrepreneurship is good entrepreneurship.
However, in the literature there is an interesting dichotomy between those who argue that
the entrepreneur is a chaotic destabilising agent and others who argue they are an
equalising agent that brings stability (Manne, 2014). These notions of chaos and stability,
nonetheless, are also considered to be morally neutral. After all, destabilising an
economy can put an end to “lock-in” (Brekke, 2015, p. 202) and path dependency in
sluggish economies. Horsham and its surrounding region could have been considered to
be in need of some form of destabilisation if it wished to avoid path dependency were the
prices of its grain products to drop given harvest issues or a change in international grain
markets.
Sociologist Amitai Etzioni questions the value-neutrality of entrepreneurial agency,
asserting that the moral intentions of the agent have consequences for their system
(Lynne, 1999). Similarly, Steiner and Atterton (2015) conclude, from their research into
the economic and social contributions of businesses on their own economy, that
entrepreneurs in smaller regions and towns must purposely contribute to their economy
rather than assume their mere presence is sufficient. The concept of the moral value of
entrepreneurship could also be extended to the agency of the Horsham regional trifecta.
If the trifecta was altruistically motivated, it could have significant benefits for the
ecosystem of Horsham and its outlying towns.
The concept of intentional moral agency is a significant one for analysing the impact of
regional entrepreneurship. A thriving business that employs local workers usually makes
some effort towards investing profits into a region, but deliberate acts of moral agency
benefit a region more. Atterton (2007) provides examples of where the act of businesses
employing juniors invests money into the local economy and discourages the younger
people from moving away from the area for work. Businesses that donate funds to local
social clubs, or train and employ workers with disabilities, have not only invested in their
local region economically but have also made a concerted moral effort to reduce social
disadvantage.
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These examples of altruistic moral agency demonstrate mutuality between leaders and
their communities (Steiner & Atterton, 2015). This kind of intentional moral agency has
a measurable impact on the wider economy rather than belief in the nebulous notion that
wealth creates wealth without the supporting evidence. The stories and corroborating
fieldwork of the regional trifecta study were analysed for evidence of the kind of
mutuality that encourages sustainable economic growth. The analysis sought to uncover
an enduring connection between a leader and their ecosystem as a model of organic
regional development.
Economic ecosystems.
The concept of an ecosystem was important in this study as it not only reflected the
policy language concerning entrepreneurship for regional development but also
represented the regional trifecta’s context of networks and partnerships. Economists and
geographers who have studied the success of Silicon Valley, and its enduring economic
growth, attribute the growth to the economic ecosystem with necessary elements (Mason
& Brown, 2014; Stam, 2015). The elements that seem to promote innovative regions are
as follows:
Dense networks that connect university research to commercial
technology, entrepreneurial activity, and venture funding – a social
structure of innovation and entrepreneurship that both grows up in and is
deeply embedded in particular places. (Engel, 2015, as cited in Florida et
al., 2016, p. 15)
Given these elements – university research and development (R&D), commercial
connections, entrepreneurship, and independent funding – there has been marked success
in previously insignificant areas of San Francisco in the US. Recommendations from
Australian policymakers envisage that entrepreneurial ecosystems will stimulate regional
growth in Australia, which will reduce dependency on government funding (Argent,
2005; McDonald & Maharaj, 2015).
However, these recommendations overestimate the capacity of rural and regional areas to
make these ambitious connections. Australia’s R&D agencies and venture capital
networks are generally located in larger regional centres and cities. Without these
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networks and partnerships, the Silicon Valley model cannot be replicated unless these
centres expand into outer regions with a specific industrial objective in mind.
In Horsham, the only significant research groups are involved in grain science, which,
while benefiting agriculture and the farming sector, have not attracted the kind of
innovative industries expected when trying to replicate Silicon Valley. Although the
usual policy meaning of ecosystem cannot be replicated in outer-regional Victoria at this
point in time, the term ecosystem in this study referred to the participants’ social and
economic connections that they had in Horsham and its surrounding communities. While
it was unrealistic for this region to aspire to be another Silicon Valley, it could develop
and grow through subtler and more organic partnerships and networks that had rich
social and economic value.
In Victoria, there is renewed interest in the fact that the next phase of socially beneficial
and sustainable economic growth could arise from what is called the third sector – social
enterprise. While social enterprise has not traditionally produced significant economic
growth, it has other resilience and self-sufficiency benefits for areas with vulnerable
populations. Social enterprise can increase engagement from workforces that appear to
be community liabilities such as migrant populations, people with disabilities, and the
long-term unemployed. Mobilising and engaging these populations is also an attractive
proposition for the receipt of government funding, innovation grants and partnership
capital.
Therefore, despite Horsham and its hinterland lacking R&D and independent capital, it
does have a latent workforce that could be mobilised in social enterprise. In these social
enterprises, Horsham could build its self-reliance by having these enterprises train these
particular populations that are considered to be a welfare burden by the government.
Horsham and its hinterland communities are home to a growing population of Karen
migrants as well as a significant disability workforce, which means the region is poised
to take advantage of these opportunities.
Social enterprise.
The term “social enterprise” refers to ventures that are both a businesses and an
opportunity for capacity building. Consequently, these enterprises have attracted a great
deal of political and academic interest over the past 10 years (Eversole, 2013; Richter,
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2017; Steiner & Atterton, 2015; Steinerowski & Steinerowska-Streb, 2012). Social
enterprise represents an approach that surpasses the private sector, the government sector
and builds on the not-for-profit sector in its aspirations to resolve entrenched social
problems. Krishna and Kummitha (2017) articulate that “social entrepreneurship in the
third sector [has] brought added value as, unlike existing structures, it offers passionate,
dynamic and innovative solutions to unaddressed social problems” (p. 2).
Ventures that add value to the community and address social inequality appeal to funding
bodies, community groups and policymakers because the ventures are consistent with the
neoliberal principles of self-sufficiency and are designed to improve the outcomes for
people experiencing social and economic disadvantage. The literature continues to tout
social enterprise as a solution to economic problems because it has the elements of
capacity building, community engagement, training of vulnerable cohorts, optimisation
of isolated geographical spaces, and unemployment solutions (A. R. Anderson & Lent,
2017). The attraction of social enterprise is that it not only appears to be natural and
communal but it also fits with the growing trend of ethical business practice . Kernot and
McNeill (2011) assert that “social enterprise is a business model which contributes to a
more sustainable society by offering the prospect of greater equity in economic
participation” (p. 2).
In the context of regional growth and overcoming disadvantage, social enterprises appear
to be a win-win solution that provide employment for vulnerable populations and
increase the engagement of businesses with their community. Given that social enterprise
models appear to hit so many targets, they are lauded as the “holy grail” of regional
development, social inclusion and social change. Consequently, they are being trialled in
outer-regional and rural areas, yet despite their apparent ability to resolve problems,
social enterprises often encounter barriers in rural and regional areas due to the process
that applying for government funding has traditionally worked:
Social enterprise solutions may require moving beyond traditional policy
silo approaches that treat economic development, community cohesion
and public services as separate and disconnected since national policymaking frameworks have not always translated into practice at the rural
level. (Steiner & Teasdale, 2017, p. 144).
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Steiner and Teasdale (2017) articulate the reality of social enterprise; its simplicity and
flexibility become the greatest barriers to its application in rural and regional settings.
Enterprises span silos to solve a multitude of regional problems; however, the enterprises
span not only sector silos but also funding silos from the different tiers of government.
This crossover creates barriers for policy development and complicates the process of
obtaining financial support for innovative and diverse enterprises. Although the barriers
experienced by rural enterprises, such as access to start-up capital or wage support, are
common to social enterprises worldwide, rural social enterprises are qualitatively
different from urban and metropolitan social enterprises (Mottiar, Boluk, & Kline, 2018;
Smith & Mccoll, 2016).
First, a rural or regional social enterprise has the issue of greater distance from
workforces, buyers and suppliers (A. R. Anderson & Lent, 2017). Distance from markets,
staff or logistics is merely practical and can be overcome, but distance also introduces
ideological barriers that need to be overcome. Due to their conservatism, more remote
towns often create unintentional barriers to social entrepreneurs who bring value-laden
change with their arrival. Areas such as Horsham, and especially the smaller towns away
from the centre, are less interested in supporting innovative enterprises such as ecofriendly products, plant-based foods, and locally manufactured grains or recycling.
Second, entrepreneurs must convey their vision to a number of disparate audiences to
garner mutuality and support. A Tasmanian study found that entrepreneurs were
frustrated by communities who were unfamiliar with their purpose:
[They] don’t know who we are and what we do ... [those who] know who we are,
but don’t know what we do ... and [those who] know who we are, but may not
understand our values and vision. (Eversole, 2013, p. 575)
Social entrepreneurs need to be convincing to their target workforce, who are
experiencing disadvantage, as well as acquire capital to pay their staff without the
promise of imminent profit. After this their products needs to be marketed to other rural
and metropolitan populations given that their local rural markets may not provide
sufficient financial support to their businesses. Eversole (2013) notes that, consistent
with the outlying towns in Horsham’s hinterland, communities “particularly in isolated
areas [have] high social needs and thin markets” (p. 577).
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Local markets may be difficult to persuade regarding the value of these newer products,
especially if the products are countercultural to the community’s experience or interest.
However, if there is an opportunity to access wider online or international markets, the
enterprise needs to secure good-quality logistics and supply chains. In accordance with
the literature, the Horsham regional trifecta’s main barriers were not necessarily funding
or capital, but a lack of buy-in from unengaged and already disadvantaged communities,
who lacked awareness of the costs and risks for social entrepreneurs.
Resilience, sustainability and capacity building.
“Resilience” and “sustainability” are the common words used in the regional
development literature to describe the health of a community. These words, together with
the phrase “capacity building”, all relate to policymakers’ assessments of a community’s
social and economic competency to survive the market conditions. In the interesting and
dynamic world of evolutionary economics, references to a community’s ability to cope
with the shocks and changes to its economic ecosystem are part of the discourse on
industry and market evolution (Boschma et al., 2017; Davies, 2009; Edwards, 2004).
It was difficult to measure just what was meant by the term resilience when it was
applied to Horsham and its surrounding region. Resilience can refer to both a region’s
ability to survive and continue during drought or floods as well as its ability to reinvent
itself when prompted by market changes. Dinh and Pearson’s (2015) measure of
resilience is the ability of a community to survive economic change without incurring a
population loss; however, their model does not measure the social imaginary of a
community and how it has been impacted (Dinh & Pearson, 2015). The ABS’s
information paper and framework for measuring social capital describes community
resilience as follows:
The capacity of a community to cope with change, whilst maintaining
community identity. It may refer to the ability of a community to
withstand or recover from loss or adversity, or to absorb and include a
changing population. (ABS as cited in Edwards, 2004, p. 147)
This description reflects the traditional socioeconomic definition of community resilience
as being the ability to bounce back after suffering shocks to its equilibrium; however,
evolutionary economic theory emphasises a community’s ability is not to merely
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“bounce back” but to “bounce forward” (Scott, 2013, p. 597) into greater innovation and
success when hit by shocks. Evolutionary economics identifies path-dependency
patterns, which refer to communities whose economic diversity has not adapted to their
particular circumstances and tends towards what is known as “lock-in” (Scott, 2013, p.
601).
In many ways, evolutionary economics is a critique of rural communities to further
diversify their economic products through path creation, which can then open up global
opportunities (Atterton, 2007; Boschma, 2015; Boschma et al., 2017; Ghezzi &
Mingione, 2007; Reisman, 2017). Evolutionary economics is therefore consistent with
critical perspectives regarding rural and regional communities, contrasting with the
value-neutral bounce-back view of resilience, which depoliticises rural progress and
futures (Scott, 2013). This critical approach to economic change and progress was
appropriate for the regional trifecta project. It provided a framework for analysing the
economic action of the local leaders and their capacity to promote sustainable futures.
The literature regarding the laden terms of social capital, capacity building, sustainability
and resilience is usually referring to the same concepts, which are activities that promote
regional leadership, volunteerism, shared networks and community-based initiatives
(Boschma, 2015; Cheshire & Lawrence, 2005; Edwards, 2004; Mckenzie, 2003; Stam,
2015; Tonts & Haslam-McKenzie, 2005). These measures seem logical, yet they do not
always build on organic networks and their existing social capital, community spirit, or
their existing capacities. The programs themselves may optimise the success of the
leaders through training and confidence-building seminars, yet they do not provide the
same value as local groups, which have memberships dating back decades (Davies,
2007). Horsham and its hinterland communities have a resilience that needs to be
evaluated for its efficacy before decisions are made to build new networks separate from
the ones that appear to be already strong.
The regional trifecta study interrogated the definitions of resilience for regional
development and went beyond the policy language of resilience to truly understand the
existing leadership capacity. Ultimately, the regional trifecta’s mutuality with Horsham
and its surrounds meant that its resilience was greater than the sum of its parts. Resilience
includes diagnosing the health of the social imaginary and determining how it inspires
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community action to overcome barriers that impede regional development (Davies,
2009).

Local Leadership Development and Regional Economic Policy Goals
Across the extant Australasian, American and European literature, there has been debate
regarding the type of leadership development that builds regional capacity (Beer, 2014;
Brown & Bellamy, 2010; Cheshire & Lawrence, 2005; Davies, 2009; Edwards, 2004;
Kilpatrick & Loechel, 2015; Kim & Yoon, 2015; Markley et al., 2015; Mckenzie, 2003;
Stam, 2015; Tonts & Haslam-McKenzie, 2005; Warner, 2009). In the debate regarding
innovation and self-reliance, the term leadership has become synonymous with achieving
regional development goals in the vaguest, most abstract sense.
What leadership development is actually supposed to achieve is unclear and the literature
lacks critical evaluations of leadership programs and their proposed outcomes. Davies’
(2007) critical voice in the literature professes that many of these state-funded programs
are managerial and skills based and some authors support this analysis (Davies, 2007,
2009; Davies, Tonts, Troy, & Pelusey, 2009). While skills and management approaches
were valuable for members of the trifecta, there was no evidence that these approaches
had prepared leaders for the complex shared and multi-tiered governance responsibilities,
the decision-making, nor the necessary higher-order thinking skills (Davies, 2009).
Davies (2009) argues that managerial skills do have their place but are not magic bullets
for achieving the policy goals they are built for. They may “foster better managerial and
executive skills, but the prospect of them creating leaders [necessary for improving
community capacity] is remote” (p. 383).
If the members of the regional trifecta were both triggered and developed in Horsham
and its hinterland, then it was important to evaluate whether the programs designed to
support them were effective. There is a professed lack of skills and confidence amongst
community leaders in the literature. This lack of confidence is significant given the
importance of their roles in building economic and social sustainability. Brown and
Bellamy’s (2010) study revealed that community leaders working in governance on
committee and boards reported “high expectations to deliver, but [they] do not have
capacity to deliver” (p. 167). Their study’s important work identified that there was a
skill shortage; however, it did not make recommendations for specific skill development
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beyond recommending that training be made more available. A discussion of the skills
needed and the framework to deliver them is a gap in the literature despite the statefunded initiatives designed to foster leadership development in regional policy.
Because there seemed adequate literature exploring leadership programs, the regional
trifecta model was designed to primarily recruit leaders who had not yet participated in
formal training programs in order to better appreciate their difficulties and provide an
opportunity to convey these insights to policymakers and leadership curriculum
developers. This study also emphasised the leaders’ networks and partnerships above
their measurable skills given that their skill gaps could be overcome through better
resourced partners. So although these skill shortages were concerning, they were not a
primary element of this doctoral study but were recognised as an indicator of the
community’s need for partnerships to address the skill shortages rather than expecting
community leaders to fill these shortages themselves.
Leadership evaluation.
Leadership evaluation is typically designed to occur within organised structures,
therefore in this study, it was important to consider an effective method of leadership
evaluation that could be applied in the regional trifecta in Horsham and its hinterland.
Unfortunately, popular methods of evaluating leaders are often quantitative rubrics built
on a functionalist framework to accommodate the clearer roles and boundaries of
institutional workplaces. It was concerning to see that these rigid methods had been
applied to measure social capital in regional communities given their inability to account
for different types of leadership and the complexity of the eco-system (Mabey &
Mayrhofer, 2015).
Although the functionalist framework that accompanies quantitative evaluation has
already been explored, there needs to be an explanation of the widespread practice
known as performance evaluation that is present in the literature. Organisational
leadership evaluation is usually performed through surveys, the most popular of which is
360-degree feedback. This method is based on rigid notions of what constitutes effective
leadership and the feedback is obtained via surveys. Imposing this psychometric test on
emerging leaders can stymie individuality and stifle innovation and divergent practice,
and its widespread adoption is attributable only to its convenience and standardisation. It
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has been applied with great success in workplaces that need to suppress supposed
deviance and prevent excessive diversity (Peng & Zeng, 2017).
Given what has already been established about a priori and consensus-based frameworks
promoting functionalist assumptions regarding leadership, this quantitative method seeks
to uncover definable traits that cannot be debated by the participants of such surveys
(Mabey & Mayrhofer, 2015). The researcher contests the value of this method for
measuring leadership effectiveness as it promotes the oppression and repression of more
subtle and collaborative leadership skills. Given that quantitative evaluation tools are
designed for a particular type of leadership in professions such as the armed forces, they
lack the range to measure more dynamic, relational or unconventional leaders who have
the potential to overcome the issues in regional development, which was the case in
Horsham and its hinterland (Markham, Markham, & Smith, 2015).
360-degree feedback and other quantitative appraisal methods have become standardised
and accepted since their adoption in the 1990s. The application of these methods in
organisational leadership, particularly the knowledge sector, has generated an abundance
of literature, with largely unquestioned positivism (Atwater & Brett, 2006; Collins & Ui,
2004; London & Smither, 1995; Solansky, 2010; Waldman, Atwater, & Antonioni, 1998;
Westerman & Rosse, 1997). This critique is designed to demonstrate that despite the
need to evaluate the efficacy of leadership within organisations and to reach regional
development goals, quantitative methods have the power to ostracise leaders who do not
conform to the consensus.
The discourse regarding 360-degree feedback has continued into this decade uncriticised
as most of the literature pertains to increasing employee engagement with the method
rather than considering the reason for such disengagement (Day et al., 2014; Karkoulian
et al., 2016; Peng & Zeng, 2017). The method is particularly popular in corporate
environments because it creates targets that managers use to measure their staff’s
performance, although its success is questionable. Some studies have documented issues
concerned with non-participation in the method, which were presumed to have been
resolved through anonymity (Hensel, Meijers, Van Der Leeden, & Kessels, 2010).
Resolutions that non-participation precludes non-conforming employees has created
inevitable social pressure for employees. This social pressure to participate and accept
the conclusions of a performance review can be socially ostracising, although the
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literature argues that this depends on the relationship between the supervisor and their
employees. If the method is unsuccessful, it is concluded that the employee must be
deviant in their work attitudes (Peng & Zeng, 2017).
Although ostracism is evident in the literature, critical readings are difficult to find
regarding a method that has been adopted so universally. This regional trifecta study
reacted against the conceptually rigid and quantitatively measureable perspectives of
leadership for this social reason. It was a qualitative exploration of unique and effective
leaders that avoided conformity and focused, instead, on the leaders’ roles, drivers,
barriers and practice triggers. This study has provided insight into the promotion of
leadership that has built economic growth and social health in Horsham and its
hinterland. The regional trifecta study’s qualitative, emergent and critical approach to
leadership focused on the leaders’ values and goals and how they overcame barriers
rather than applying arbitrary and ineffective measures of quantifiable traits.
Leadership programs and leadership development.
Leadership programs have been established as social capital policy measures in Horsham
and its hinterland as has occurred in other Victorian regional centres. Although the
efficacy of these programs was not considered as part of this doctoral study, one relevant
discourse in leadership development theory was the differentiation drawn between
transactional and transformational modes of leadership. The more flexible and dynamic
transformational style of leadership development is presented positively in the literature.
As Allio (2012) says, “transactions describe the normal interaction between leaders and
followers. Transformational leaders, by contrast, satisfy the higher needs of followers,
and they raise one another to higher levels of motivation and morale” (p. 7).
The transformational approach focuses on empowering the followers of the leader, which
is well suited for rural and regional development programs, especially for Horsham and
its surrounds. An emphasis on leaders cultivating future leaders from their followers
focuses on the source of social capital, which encourages existent social networks into
cohesive agency (Madsen & O’Mullen, 2014). Although the transformational approach
appeared superior, there was also a case for the more maligned transactional models as
they built confidence and practical skills in the members of the trifecta. The trifecta
needed risk management, problem-solving, strategy and budgeting skills, particularly for
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those participants in the management and community leadership roles. Within the
transactional models, these skills could at least be taught (Madsen & O’Mullen, 2014).
James McGregor Burns, the political scientist attributed with developing the concept of
the transformational leader, wanted to steer leadership away from issues of hegemony
and direct it into how a leader’s moral agency could inspires others (Pielstick, 1998).
Burns (as cited in Spector, 2016) states that “the result of transforming leadership is a
relationship of mutual stimulation and elevation that converts followers into leaders and
may convert leaders into moral agents” (p. 258). This emphasis on an agent inspiring
further agency is consistent with the regional trifecta study, whose participants were
leaders with role-based moral practices who were contributing to sustainable communal
change. Considering this contrast between transformational agency and building practical
leadership skills, the discourse returns to a discussion of andragogy for regional
development.
Designing leadership programs for regional development involved a tension between
increasing the skills of the trifecta members and encouraging leadership agency that
would transform followers into leaders. Ideally, the leaders in the trifecta needed
transactional training to gain skills to solve community problems and develop a
transformational approach to their engagement in their networks and partnerships. In this
way, they would increase community capacity and inspire future leaders to do the same.
The regional trifecta participants’ different roles required a combination of both skills
and agency to succeed in their fields as well as strong networks and functional
partnerships to surmount their barriers.

The Leadership Trifecta
The regional trifecta theory posits that the local leaders in regional communities provide
a valuable network of reciprocal social and economic benefit according to three different
roles, the entrepreneur, the manager and the community leader. The members of the
trifecta in Horsham and its hinterland did not consider themselves to be leaders and were
more concerned with their goals than their own practice or perceived identity. These
goals were to increase liveability in their towns, provide products and services, and
transform attitudes in their ecosystem. Horsham and the surrounding region had a
number of different needs concerning the areas of community agency, business and
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management; consequently, the three leadership typologies of entrepreneur, manager and
community leader developed to fulfil those needs.
The business and community leaders were working to build community resilience under
the shadow of innovation policy. Given their focus, they defined their leadership
according to the needs of the community living in Horsham and its hinterland and not in
a Weberian sense of personal charisma and power (DiTomaso, 1993). Building on this
concept of leadership as a role were Mabey’s dialogic discourse and Carroll and Levy’s
work on identity construction through informal sense-making activities (Carroll & Levy,
2010; Day et al., 2014; Mabey, 2012). Mabey (2012) argues that leadership identity is
not singular; it consists of multi-identities that compete with each other. This sense of
multi-identities explains why the trifecta was compelled to assist business at the same
time as building communal resilience, renewal during their own self-actualisation.
This concept of leadership multi-identities provides an explanation of the difficulties in
designing leadership development programs. Any leadership program should focus on
helping leaders to embrace and understand their own roles within their respective
ecosystems as well as develop their business and governance skills. Sotarauta and Beer’s
(2017) work on regional leadership identified multi-sector collaborations as being
necessary for achieving regional development goals. These collaborations did not relate
to the great man theory of leadership as they emphasised relationships between groups
that would lead to collective practice and flexibility of role and identity.
This varied and complex leadership identity literature is still expanding, where the
dialogic nature of leadership through narrative methodology is explored (Day et al.,
2014; Essers, 2012; French & Simpson, 2006; Mabey, 2012; Magee, 2002). For this
regional trifecta doctoral study, the literature was critically applied to develop a model of
leadership based not on charisma but on agency. Leadership agency in the regional
trifecta model was examined in terms of the achievement of short-term or industry-based
goals but also their contribution to the liveability, sustainability and social health of
Horsham its and hinterland. This critical analysis was built on a conceptual framework
that had been formed during the preliminary fieldwork, which is explored in the next
section.

96

The reluctant leader: role not figure.
During the early fieldwork, the utterances from the participants revealed a reluctance to
use the term leader to describe themselves. Many of these discussions included selfdeprecating comments, and some of them were an attempt to shift the researcher’s focus
away from their identity. This early observed behaviour contributed to the scoping of
leadership results during the literature review to accommodate this particularly pattern.
The researcher at first thought that the participants’ responses were the result of
pervasive functionalist assumptions regarding leadership identity, which caused the
leaders to self-repress. However, the phenomenon was a manifestation of the
participants’ country style of understating their leadership practice through their body
language, utterances and postures.
French and Simpson’s (2006) study found a strong underlying theme of downplaying
leadership through a narrative and linguistic analysis of the data. Of interest in this study
to the researcher was that the greater experience a leader had, the more humility they
displayed when discussing their leadership practice. Direct statements from French and
Simpson’ study, such as “I don’t really like the term ‘leadership’” and “We have
diversified, nothing to do with leadership” (French and Simpson, p. 473), are examples
of leadership being downplayed.
Rather than presenting a confident narrative to attract followers or construct an identity,
these utterances indicate a questioning of leadership as a meta-narrative and a focus on
the collective identity of the leader’s overall practice or venture. French and Simpson
(2006) cited Collins (2001) in their discussion on how these utterances had demonstrated
a focus on the leader’s role not as an individual but as part of a social system. Collins
emphasises that while in some social interactions downplaying language can draw
attention to a person’s humility, French and Simpson clarify that downplaying leadership
in their study demonstrated the opposite; it was an act of drawing attention away from
their leadership.
The early fieldwork conducted for the regional trifecta study documented similar
utterances from people who had key roles in community leadership, and even
entrepreneurship, in Horsham and its hinterland. This downplayed identity construction
shaped the participant recruitment process for this study and created a need to control the
tendency of leaders who, when approached, would dismiss themselves as leaders through
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self-deprecating utterances. Informants who had recommended leaders would at times
warn the researcher that the prospective participant may downplay their role in a
particular business or process. This characteristic was indicative of a leader who had a
more collective focus and role-based sense of identity.
The researcher’s decision to focus on a participant’s role allowed the participant to focus
on their agency and role-based practice and reduced the self-deprecating behaviour. This
focus also enabled leaders to reflect on what they were doing and why rather than on
their self-perception, which produced the self-deprecating comments. This valuable
framework of downplaying leadership contributed to the concept of the regional trifecta
and their collaborative efforts in Horsham and its hinterland. It also uncovered many
more diverse and collaborative leaders who would not have responded to a regular study
on leadership.
Leadership in the time of neoliberalism.
Having drawn the connections between the regional trifecta and theories of leadership
and identity in the study, the impacts of neoliberalism on the trifecta were synthesised.
Theoretically, entrepreneurs and community leaders should thrive in a neoliberal
environment. Initially, the ideal of the entrepreneur requires only access to capital,
customers and a workforce, all of which should be provided through the economic policy
initiatives designed for regional areas (Mazzarol, 2014). Community leaders provide
networks and insider knowledge and cost less than management or representational
models to support regional governance. For example, a locally based regional hospital
board or tourism council can use its local community knowledge to provide the necessary
governance at minimal cost or even as volunteers, which enables the state and federal
bodies to govern at arm’s length (Argent, 2005; Brown & Bellamy, 2010). In a trifecta, a
manager operates differently to the others because they aren’t promoting innovation, and
they cost more than community leadership. Functionally, they are operating between the
entrepreneur and the community leader as either a mediator or a liaison. However, many
smaller volunteer committees lack access to a skilled manager and must play the role of
manager themselves on top of their community governance and representation roles.
Policy theoretically meets a manager’s needs through leadership programs that
emphasise transactional leadership skills to help them fulfil the compliance-based
reporting to the funding bodies who employ them. The manager’s organisation is highly
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structured and follows routine, which is distinct from the entrepreneur’s motivated
agency, or a community leader’s volunteer governance (Bolton, 2010).
The entrepreneur and economic systems.
A consideration of the traits and personalities of individual entrepreneurs was beyond the
scope of this study’s literature review as there are many discourses regarding whether
entrepreneurial traits are natural or learned (Day et al., 2014; Huynh, 2007; Madsen &
O’Mullan, 2014). This study’s research questions were concerned with the role the
entrepreneur plays in supporting regional growth, their collaboration with formal and
informal partnerships, and their need for skills, venture capital and networks. The
concept of the singular entrepreneur is prevalent in the media, as well as the business and
leadership literature, but it is not the focus of regional development, geography,
economics or evolutionary economics literature. These fields are exploring
entrepreneurial ecosystems, innovative communities, or embedded entrepreneurship in
business and social enterprises (Madsen & O’Mullan, 2014; Walter & Dohse, 2012).
Although regional economic policy does not specify how innovation occurs, the literature
examines the function of high-growth firms and start-ups as the most likely place to find
it. These discourses explore the systems that have the potential to exercise innovation,
and yet the particular mechanisms that create it remain vague. Similarly, the shadowy
figure of the entrepreneur in the literature is a bricolage of Weber’s charismatic leadershaping organisational structures (Conger, 1993) and Schumpeter’s entrepreneur whose
agency affects wider economic systems

. These classical imaginings of

the entrepreneur have evolved into discourses on using entrepreneurial principles for
institutional redesign in order to streamline regional collaboration and promote growth
(Boschma et al., 2017; Kilpatrick & Loechel, 2015; Walter & Dohse, 2012; Winterton,
Chambers, Farmer, & Munoz, 2014). These ideas are more evocative than descriptive
and communicate more about the ideals of policy than the principles of entrepreneurial
practice. Additional to the entrepreneur’s context is the synergy of the “linkages of
governments and institutions with their constituents and clients in order to remain
connected with what is required for growth and development” (Kilpatrick & Loechel,
2015, p. 7).
Concepts regarding entrepreneurship for regional development return again to the
concept of social capital. Social capital approaches to innovation emphasise tapping into
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the skills, resources and networks that are latent within regional economies, such as
Horsham’s, which supposedly can be activated through entrepreneurship. Social capital
is used as “a measurement of the levels of social trust and active relationships in the
social networks of a community” (Kilpatrick & Loechel, 2015, p. 7). Granovetter (1973)
posits, however, that “weak ties” are more effective for increasing innovation, which
changes the emphasis from the social capital of a region to its ability to form new and
flexible connections. The weak-ties theory predicts difficulties for economic growth in
regional areas where strong ties are more common in the form of long-established
business partnerships such as family farms and loyalty-based supplier networks.
Atterton (2007) applied Granovetter’s (1973) theories to her examination of rural social
networking and discovered that entrepreneurs are both helped and hindered by strong
social ties. Horsham and its hinterland is an area that does have strong ties, especially in
the form of farming families, who have their own intransigent social power that has
infiltrated a multitude of social groups such as schools, sporting groups and subtle, classbased networks. In applying Granovetter’ s (1973) weak-ties theory and Atterton’s
(2007) analysis of country relationships to networks and partnerships, it becomes clear
why rural and regional businesses may have trouble switching to a cheaper supplier
given the cost of losing local social capital with a supplier with whom they have strong
ties. The concept of the weak tie is that it enables businesses to grow as a result of their
flexibility to use more competitive suppliers in the market place, yet this flexibility has a
greater cost in rural and regional communities where loyalty is highly valued.
These ties affect the way a trifecta connects to its social system of networks and
partnerships and need to be synthesised with the theories of evolutionary economics and
entrepreneurial ecosystems. These elements form part of understanding “the role of the
(social) context in allowing or restricting entrepreneurship” (Stam, 2015, p. 2). This
notion of the social system also needs to be extended to other types of leaders in the
trifecta so that a critical perspective of how leaders are supported or suppressed by their
social and economic systems can be developed. Typically, however, it is the entrepreneur
who is the focus of the literature because this type of leader is considered to be the most
important for economic development.
However, the theory of an ecosystem in which the entrepreneur is central does not
accurately depict what truly stimulates regional social and economic sustainability. The
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model ignores the community leader and portrays the manager as subservient to the
entrepreneur. Other system-based theories regarding leadership focus on the information
network of managers in the public sector (Martin & Spano, 2015). This doctoral study
empirically mapped Horsham and its surrounding region’s systems and examined the
community leader, manager and entrepreneur as equal contributors to the area’s social
system, which dispels the myth of the central entrepreneur.
The manager in the trifecta.
The literature depicts the manager as a figure who acts as a foil to the entrepreneur. In
much of the regional development literature, the manager is idealised as a skilled,
problem-solving organisational worker who is collaborating with community projects,
governance and business. The value and purpose of the manager is understood in terms
of their competence, efficiency, skills and business acumen (Alimamy et al., 2017; Head,
2011; Markley et al., 2015). The significance of the manager for the purposes of this
study was in their capacity to operate as the executor of the entrepreneur’s endeavour, as
the mediator between volunteers, and the organisational figurehead who handles the
proliferating compliance requirements. Managers are distinguished from the entrepreneur
in that they are an information worker in a volatile job market (Alimamy et al., 2017).
When contrasted with the enigmatic entrepreneur, who is effective but unpredictable, the
manager appears bureaucratic but safe (Perkowski, 2005, as cited in Alimamy et al.,
2017).
This perception of the volatile entrepreneur and the stolid manager originates from the
Schumpeterian positioning of the entrepreneur as the centre of a socioeconomic
ecosystem. In this doctoral study, this perception was interpreted to mean that
policymakers believed that the entrepreneur would provide the economic impetus to
prevent the regional decline of areas such as Horsham and its outlying towns. Such a
perspective, however, places too much expectation on the entrepreneur and burdens the
manager with the responsibility of reining in the chaotic entrepreneur through regulatory
compliance (Alvesson & Sveningsson, 2003; Brown & Bellamy, 2010; Edwards, 2004).
It also fails to appreciate the subtle power of the community leader, who remains underrecognised for their more subtle agency.
Managers involved in regional development are required to oversee myriad
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administrative functions, observe organisational leadership practices, and oversee the
shared decision-making of community-based groups (Head, 2011). This interpretation of
the role of the manager assumes that the entrepreneur is above these organisational
concerns (Davies & Tonts 2007; Head, 2011; Mason & Brown, 2014). Additionally, it is
difficult to avoid blaming the manager in their roles in agencies, government bodies and
councils for any community problems (Head, 2011). Innovation, while desired and
encouraged in the policy literature, is inhibited by the structural and bureaucratic
impediments that are beyond the manager’s control. For this regional trifecta study, it
became evident that the community leaders directed their frustration at the managers who
they believed were responsible for the inhibiting regulations and paperwork.
Consequently, the managers bore the brunt of the community’s resentment for the
imposition of these hurdles. For the entrepreneurs, who were external to these supportive
structures, they were indifferent to the compliance issues they were required to observe
in order to secure their funding.
Therefore, in a regional trifecta’s system, the manager, as the responsible officer for the
observation of the bureaucratic requirements, represents a Kafkaesque absurdity,
representing both a form of powerlessness and an elitist hegemony. Given these
frustrations and barriers, the manager needs a system that satisfies the necessary
regulatory provisions while at the same time fosters the community leader’s valuable
labour and input. Head (2011) encourages the implementation of innovative processes
within agencies rather than criticising the organisation’s processes. Community leaders
involved with government agencies need to capitalise on the skills and influence of the
managers in their orbit rather than be discouraged by excessive compliance requirements
(Head, 2011).
Community leadership and governance.
Local leadership from engaged individuals is part of fostering sustainable regions. In
Horsham and its hinterland, regional councils, boards and committees advocate for the
future of community transport, healthcare, education and other services, which are key
for long-term sustainability and liveability of the region. Neoliberalism has produced
issues for regional Victoria, one of which has been the devolution of power to regional
communities. For Horsham and its hinterland, this devolved power has internalised its
problems rather than enable the regional trifecta to facilitate their solution. Neoliberalism
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has decentralised contemporary regional development into “the hands/minds of local
communities” (Cheshire & Lawrence, 2005, p. 443). In theory, this should bring with it
power and agency, yet Cheshire & Lawrence hold that decentralisation as a vehicle of
neoliberal place-based leadership merely shifts the responsibility for problems to those
without the power to resolve them (Cheshire & Lawrence, 2005).
Regional governance discourse is characterised by frustration with state and federal
partnerships and disillusionment with decentralised community brokerage, but it is
tempered with the expectation that the emerging regional leaders will resolve these issues
(Beer, 2014; Brown & Bellamy, 2010; Edwards, 2004; Madsen & O’Mullan, 2014;
Rasmussen & Staugaard, 2016). This expectation is based on the assumption that local
leaders will resist state agendas and promote regional interests. In practice, this doctoral
study found that leaders advocating for Horsham had been hamstrung by the more
powerful state and federal interests, which were beyond the capacity of any of the
members of the trifecta to overcome, although their advocacy represented an alignment
with communal interests that could have led to mutuality. Beer (2014) states that “these
roles may be the only way local residents can influence policy outcomes and overcome
the powerful, but ephemeral, interests of the centralised state” (p. 254).
Case studies have shown that “regional deficits in legitimacy and authority” exist in rural
and regional western Queensland (Brown & Bellamy, 2010). The participants in Brown
and Bellamy’s (2010) study expressed a frustration that they gained access only to
“project-based regional funding, and involvement in community consultation and
engagement mechanisms, that carried no executive decision-making power” (Brown and
Bellamy, 2010, p. 174). Hampered by the tyranny of distance, collaboration with
government actors was unsatisfying for community leaders in Brown and Bellamy’s
(2010) study. Government officials were uninterested in their regions and were already
working on other projects, often on the phone to their colleagues during meetings.
Similarly, for Horsham and its hinterland, the evaluation reports that had been
commissioned on tourism or transport had been outsourced to city consultants whose
distance from Horsham and the surrounding region prevented direct engagement with the
outlying towns, and, consequently, the reports did not support the voices of volunteers
and community leaders. It is unrealistic to expect that regional development research
undertaken by consultants will understand the power of the hidden web of influential
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social groups (Edwards, 2004). More appropriate would be an embedded, ethnographic
approach that discerns the more subtle social systems that affect local leadership.

Conclusion
This review of the relevant literature has provided an academic context for the issues that
were examined in this regional trifecta doctoral study. The regional trifecta that was the
subject of this study consisted of entrepreneurs, managers and community leaders who
were working in the community of Horsham and its surrounding region. The long-held
traditional role of this regional area as an agricultural producer for the Australian
economy has been supplanted by the expectation that it transform into a creative
economy that embraces entrepreneurial traits. Horsham-based businesses and industries
have been attempting to optimise their resources in order that this area of western
Victoria become an innovative and competitive destination that attracts professionals,
tree-changers and tourists.
Based on this change of direction, leadership programs have been implemented with the
purpose of training emerging leaders in skills and attitudes that will equip them for these
new important tasks. Many of these programs are largely transactional, yet some
encourage transformational networks and agency. This regional trifecta doctoral study
identified leaders from the three main typologies so as to understand their needs for
development, partnerships and the achievement of community goals. This trifecta of
entrepreneurs, managers and community leaders that was operating over an area of
approximately 71,000 square kilometres, with Horsham at its centre, was being heavily
influenced by neoliberalism, which demanded innovation and capacity building.
The entrepreneur is believed to stimulate the growth of an economy through innovation
and inspiring imitation. The manager is a highly valued knowledge worker in an
innovative creative economy who also attempts to solve social problems through multisector collaboration. Community leaders serving on boards and committees provide
critical regional governance and decision-making while being pressured by issues of
hegemony. This study provided an opportunity for leaders to reflect on their identity,
drivers and barriers, as well as their partnerships and networks, in the context of the
socioeconomic ecosystem that was operating in Horsham and its surrounding
communities.
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Chapter 2
The Contextual Hermeneutic of the Regional Trifecta: Place
This chapter illuminates the physical space of Horsham and its hinterland region through
a review of its social, economic and historical features. This chapter describes the
contextual hermeneutic that was used to interpret the field diaries and the interview data
from the regional trifecta doctoral study. The regional trifecta study presents the theory
that the agency of the entrepreneur, manager and community leaders demonstrate a
viable framework of social networks and economic activity that fosters sustainable
regional development. To understand why this is so, it is important to appreciate their
historical, economic and social context in order to understand the conditions under which
this development occurs.
In popular culture, leadership is associated with people management, the development of
desirable personality traits, or the attainment of higher-level roles in organisations. The
Financial Review’s leadership monograph titles of 2019 included texts that addressed
managerial skills, innovation for wealth creation, and pep talks on the confidence to take
risks. One title, The Surprising Science of Meetings, by Stephen Rogelberg, emphasised
managerial skills to enhance decision-making during meetings. These kinds of titles
represent the popular perceptions of leadership as a discipline that is concerned with
meetings, risk, success, and the management of people.
However, leadership at the regional level is often more subtle and complex, and can be
motivated by historical ties of family, war, failure, loss and profound anxiety for the
future. Leadership in the more exposed economic position of regional Victoria is
different from the leadership that occurs in city-based organisations. Leadership in
general is associated with prestige and power, higher incomes and secure career
trajectories. In reality, regional and rural leaders are change agents in shrinking
economies who have the responsibility of preventing further decline. Regional and rural
Victorian towns rely on their leaders to advocate for community-based change, to build
successful industries, and to revitalise the empty spaces.
In the regional development literature, leadership is an asset for building social capacity
and establishing sustainable economies (Bain, Walker, & Chan, 2011; Braun, Harman, &
Paton, 2014; Davies, 2009, 2015; Davies & Tonts, 2007; Winterton, Warburton, Clune,
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& Martin, 2014). In the same way that physical assets, such as capital investments, are
valued, so leadership has become a social and economic commodity that has a
quantifiable value. This sense of leadership as capital demonstrates the way that policy
commodifies regional leaders as assets and agents of state and federal interests rather
than as people with complex socio-historical ties to their regions.
The contextual hermeneutic for this regional trifecta study was rooted in a number of
significant historical and economic influences that have shaped the region of Horsham
since its founding as a convenient locality not prone to flooding. Horsham and its
hinterland stands on the legacy of farming families and the streams of migrant labour,
first from Prussia and then more recently from Burma. Equally important has been the
policy influences behind these communities; the nation-building policies of earlier
centuries to free-market neoliberalism and its eventual settling into market-driven
welfare through agencies and social enterprise. These historical and economic changes
have been transformative to businesses and social groups in Horsham and its hinterland.
Underlying the conservative and resilient foundations of the prosperous wheat belt are a
web of social problems, which were exposed when Horsham and its surrounding region
became a more modern and liberal community.
The relevance of these economic and socio-historical influences has been the way that
they have permeated the social and economic ecosystems of the entrepreneur, manager
and community leader. These influences had pervaded the trifecta’s operations,
becoming the trigger, driver or ongoing barrier to their effective practice. The different
types of leadership needed to achieve the goals of capacity building in regional contexts
are widely considered to be entrepreneurship (Glover, 2012; Stam, 2015), management
(Beer & Clower, 2014) and governance (Ayres, 2013; Boese & Phillips, 2017; Haus &
Erling Klausen, 2011). The reasons why these three types of leadership are necessary are
only clear through a retrospective of Horsham and its hinterland itself.
When the conditions of a specific location are understood, leadership becomes less an
exercise in defining what a leader is and more a practical examination of how to mobilise
and develop skills in leaders in their locations. If entrepreneurs increase innovation and
stimulate the economy of the region, managers provide the region with knowledge-based
skills, and the community leaders provide governance to enact state and federal interests
at minimal cost. Although this structure is somewhat exploitative at the state and federal
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level, this trifecta model of leadership is actually beneficial for the regional way of life,
which is focused on achieving communal outcomes rather than ruminating upon abstract
theories of leadership (Eversole & Scholfield, 2006).
However, as established in the literature review, the trifecta faces many problems in its
attempts to increase the capacity and sustainability of its community. The trifecta is
expected to reduce the impact of centralised governments, re-establish equity despite
population-based representational models, and deal with the shrinkage that has been
caused by neoliberal economic policy and globalisation (C. Baker, 2015). Given that a
conceptual and academic framework as a foundation had been established for this
doctoral study in the literature review, it is important to explain the practical and policy
conditions under which the trifecta was expected to lead and resolve its community’s
issues.
From a policy perspective, the three members of the trifecta represent three specific
mechanisms for managing the issues facing regional Victoria. First, the emphasis on
entrepreneurship and innovation is posed as a policy solution to shrinking population and
globalised markets, yet it does not translate into funds for rural and regional business
start-ups. Policy initiatives aimed at supporting entrepreneurial innovation in the form of
incubators do not go beyond 100 kilometres from metropolitan areas. In the case of
Horsham and its hinterland, 100 kilometres translates to the distance between Ballarat
and Melbourne, which is an hour’s drive, whereas Horsham is a two-hour drive from
Ballarat and a three-hour drive from Melbourne. Renando’s (2018) innovation map
indicates that while there may be a number of supportive centres that small business
owners and entrepreneurs can use in Melbourne, Ballarat, or other inner-regional or
metropolitan locations, there are no formal structures in outer-regional Victoria and none
that were providing state funding to Horsham and its hinterland (Renando, 2018).
Second, policy initiatives that encourage skill-building for managers had not been taking
into account the short-lived tenure of professional staff recruited to live and work in
regional Victoria. Difficulties in retaining professional staff was hampering knowledge
management, especially if a manager’s leadership practice had not been well documented
and systematised to strengthen regional organisations long term. Without adequate
knowledge management, any skills and resources gained from the managers was being
lost if they left the region. The lack of proper knowledge management is often not valued
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and perpetuated except in hindsight. There were staff shortages across a number of
different professions in Horsham and its hinterland, including social work, allied health,
and medical (Davies et al., 2009; Kotey & Sorensen, 2014; Werner, 2018). Much of the
research available on workforce shortages is often general in nature, although some of it
does focus on area-specific statistics for Horsham and its surrounds. Therefore, although
policy aimed at training managers has had some benefit, the issue of staff retention may
mean that these skills will not remain in the long term.
Third, the focus on community governance has a two-pronged approach in regional
Victoria. The first of these approaches is funding for leadership development programs,
which are designed to increase capacity for regional Victoria. The second prong of this
approach towards community governance is known as the Regional Partnerships
program, and the program specific to the Horsham areas is known as the Wimmera
Southern Mallee Regional Partnership. Budget allocation and decision-making are
theoretically efficient in this model; however, given that the only opportunity for local
representatives to exercise governance are annual meetings, this model also attempts to
achieve much within a very short time frame. These annual meetings are arranged by the
nine regional partnerships across the state, with limited information provided prior.
Additionally, in the interests of de-siloing sectors, professionals with expertise are often
placed in a sector they are not familiar with. Give these factors of a short time frame to
consider the issues, the cross-disciplinary approach, and the lack of prior information to
make decisions, there is a danger that these partnerships are achieving democracy on the
fly.
Formal partnerships for leaders in the Wimmera.
To elaborate on this governance process, it is important to expand upon its structure and
goals, as well as the other agencies by which this governance is achieved formally. The
two major agencies concerned with governance in Horsham and the surrounding region
are the federal Regional Development Australia (Grampians Region) and the state
Regional Development Victoria (RDV). Both agencies support events and initiatives that
are intended to stimulate social and economic change in the Wimmera region. The main
active arm of these two partnerships is the Wimmera Southern Mallee Regional
Partnership, which arranges annual governance meetings to elicit local people’s opinions
and knowledge. It also liaises with a number of smaller local agencies in the region over
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the course of the year to implement the objectives that have been agreed upon at these
annual governance events.
The Wimmera Southern Mallee Regional Partnership focuses on issues specific to the
Wimmera region, which range from transport, socioeconomic disadvantage, education,
housing affordability and the labour force, to energy production and promoting
sustainability in agriculture. One of the issues that has been noted by the attendees at the
partnership’s annual meetings is that these governance events can feel rushed. The
meetings provide an opportunity for a number of engaged locals from different sectors
across the region to contribute to a governance event, where issues are discussed, ideas
shared and direct solutions proposed. As mentioned earlier, the meetings place local
attendees selected from education, social work or farming sectors in groups outside their
areas of expertise as a way of de-siloing the process.
Another partnership is the Wimmera Primary Care Partnership, which is a state-funded
body that reports to the Department of Health and Human Services (DHHS). This locallevel partnership draws together a number of different services and programs from the
various shire councils in the Wimmera region. The benefit of this partnership is that the
focus is primarily on health and health promotion, and it is based on the Victorian
Government’s Health and Wellbeing Plan 2015–2019 and the Rural Remote Health Plan
for Victoria 2012–2022.
Health promotion not only benefits the physical health of citizens but it is also concerned
with a number of social issues such as mental health, early parenting, children’s
wellbeing and development, the impact of ageing, and the increased instances of chronic
disease (Wimmera Primary Care Partnership, 2017). This holistic approach means that
the organisations that belong to the partnership are diverse, ranging from hospitals and
care giving facilities, to men’s sheds and local libraries. Other partners in this collective
are educational institutions such as Federation University Australia and health and
wellness organisations such as the local aquatic centre.
Leadership Wimmera (LW) is a respected organisation in the Wimmera region. It is
funded by RDV from two of the agency’s initiatives, the Stronger Regional Communities
plan and the Community Leadership program. Interestingly, LW is one of the few
leadership groups that outsources its training to Leading Teams, a specialist leadership
training and coaching company. Leadership Wimmera is very important to the region and
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is used by many professionals interested in creating healthy workplace cultures and
fostering leadership pathways in their staff.
Introduction to Horsham and its hinterland.
Horsham was established at its current location because there was a place to cross the
Wimmera River on the long bush journeys of the 1840s, and there was rising ground to
safety above possible flood land beside the vital watercourse (Brooke & Finch, 1982).
Today, Horsham is the service centre of the Wimmera region (HRCC, 2018), which
focuses on wheat and other grain production, wool growing and sheep meat production,
and olive orchards that are producing olive oil and other olive products (Dahlhaus,
Thompson, McKenna, & Milne, 2014). Horsham and its surrounding towns also attract
tourism to the nearby Grampians mountain ranges, Mount Arapiles and the Silo Art
Trail.
Horsham is a regional centre with a population of 19,672 residents as of the 2016 census
(ABS, 2016). The area has a higher median of residents aged 65 and over and a lower
percentage of residents with educational attainments higher than certificate level, in
comparison to the rest of Victoria (ABS, 2016).
As a service centre for residents, two of Horsham’s largest industries are health and
social services. These industries, although suffering from workforce shortages, assist in
areas of social disadvantage in the region, where there are high rates of teenage
pregnancy, children in out-of-home care, and children with multiple markers of
vulnerability and disadvantage (Regional Incubator for Social and Economic Research,
2017). Additionally, the population is ageing, with a high percentage of people over 65
years of age, which is forecast to increase over the next five years for Horsham and the
surrounding areas (HRCC, 2018). The local public and private schools are experiencing
issues with social disadvantage, youth non-attendance and disengagement (Story, Leck,
Dovers, Barr, & Arnott, 2019).
The long distances from metropolitan logistics and connections limits the outer-regional
entrepreneur’s opportunities to engage with target markets. The distance from specialist
medical, transport and other metropolitan benefits hampers the outer-regional manager’s
ability to recruit skilled and experienced staff. In addition, the tyranny of distance
reduces the outer-regional community leader’s volunteer workforce as younger skilled
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volunteers are reluctant to be located so far from services. The repercussions of
Horsham’s distance from metropolitan conditions and higher education have contributed
to a shortage of doctors, nurses, teachers and social workers. The issue of distance has
also drawn young people away from the region for study purposes or, conversely, has
discouraged them from engaging in higher education (Robinson, 2012).
The regional trifecta study that is the subject of this thesis involved observing and
interviewing 27 leaders from Horsham and the surrounding towns who were engaged in
entrepreneurship, management and community leadership. These leaders were engaged
in farming, software development, waste management, energy production, hospitality,
health and beauty, disability employment services, social and mental health services,
secondary education, healthcare and allied health. These leaders were selected for their
specific leadership roles and engagement practices; their industries and sectors were
incidental. Due to the inconsequence of the participants’ work sectors, their involvement
in a variety of workplaces led to an extremely diverse cohort of leaders, where a detailed
introduction to sufficiently understand the relevance of each participant’s sector to
Horsham’s social and economic systems was required. Therefore, this chapter provides
the social context for the doctoral study by describing the historical foundation of
Horsham and the surrounding region’s industries, migration, and social disadvantage that
has affected the area’s social services, education and employment, changes in the social
imaginary, and current social and economic policies.
Identifying Horsham.
Prior to the adoption of neoliberal economic principles, the identity of the Victorian
wheat belt was defined by its contribution to feeding the country and providing products
for export (Brett, 2016). However, farms are now viewed as private businesses without
the valuable identity of past generations, due to lower revenue from grain exports, and
complicated trade relationships with China. The description of Horsham 140 years ago as
a convenient resting place with water between two sheep stations continued into the
1980s – convenient but unremarkable. It was then described as having “no unique
landmark, no instant recognition symbol, no marvel of architecture and no natural
phenomenon for the record lists” (Brooke & Finch, 1982, p. 2 ). Architecturally, many of
inner-Horsham’s historic landmarks were removed in the 1980s because the dry, hot
weather and the shifting, clay-like soil combined to erode the foundations of many
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buildings that had heritage value. Brooke and Finch (1982) wryly note that Horsham “has
a tradition of removing public and private buildings that acquire an affection” (p. 174.) In
2018, this trend continued with the sale and demolition of the much-beloved Church of
Christ building in central Horsham.
Brooke and Finch (1982) attribute the trend for removing historic buildings and
establishing fashion-forward buildings in the 1960s and the 1980s to the decisions of a
newly minted and progressive council as well as to property developers from Melbourne
taking advantage of the lower prices. In the 1960s, as previously mentioned, many
buildings were removed due to poor foundations, or in the 1980s, in the fervour of
modernising the city, a number of elegant and iconic buildings were demolished in the
process. Consequently, none of the buildings in Figure 2 of Horsham’s main street
remain. However, despite this fervour, there are still a number of historic landmarks
remaining in Horsham, but more particularly in the outer towns, which had escaped the
council’s energy for redevelopment, or perhaps more likely, the outer towns lacked the
funds to undertake supposed modernisation.

Figure 2. Main Street, Horsham 1886. From “Horsham 1886,” by T. J. Washbourne
(Photographer), in J. J Blundell (Compiler), Sketches in Victoria (p. 88). Melbourne, Vic:
James J. Blundell & Co.
Brooke and Finch’s (1982) account continues in a systematic yet non-chronological
fashion to identify that Horsham and its surrounds has been built more on the unique
eccentricities of those who have lived in the region and their community agency (Brooke
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& Finch, 1982). This is still a feature of Horsham, with the region continuing to provide
surprises in the form of the number of determined and resilient figures who have
achieved unlikely feats. Such feats have included the funding of an oncology ward at the
Wimmera Base Hospital, the persistent advocacy for increased train services and the
unwavering belief in the long-term value and sustainability of the region in general. It is
the determination of the Horsham people that makes the region special, as much as its
association with the stunning nearby Grampians ranges, or the rock-climbing mecca of
Mount Arapiles (see Figure 3) in the neighbouring farming town of Natimuk.

Figure 3. Mount Arapiles, 2015. From Mount Arapiles, by E. Dunens (Photographer),
2015 (https://ausplaces.com.au/places-to-go/victoria/wimmera-and-the-grampians/128mount-arapiles).
The locals live in a kind of belated hope, where they fortify their faith in the future when
they hear stories of a new family that has arrived in the region, or a new doctor who has
commenced work at the medical centre, or a young professional who has made the move
into a higher-level role.
Horsham operates as a kind of “sponge city” (Alexander & Mercer, 2007, p. 229),
drawing its population from the surrounding towns, which creates a false sense of growth
without necessarily securing a future. It is this perverse hope that residents of Horsham
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cling to despite the disadvantage that blights the spirit of this city; they remain resilient,
ever hopeful and relentless. Brooke and Finch (1982) conclude their account of Horsham
at the municipal century with similar words of ironic hope in the form of a sonnet from
1883 by Robert Arnold:
Though for a time our skies may be overcast and threatening, we know
that our Horsham, like the Phoenix of old after a due course of purgatorial
fires, will emerge from the ashes of the past into a purer atmosphere and
pursue its onward march with strength and hopefulness. (p. 262)
This sense of stubborn hope and determination in the face of inequity is important to
emphasise. The determination and resilience of those who continue to exercise their
leadership in businesses despite social ostracism, or managers who continue to work
extra hours when there is a staff shortage, and volunteers in community leadership
positions who manage to organise festivals and events with ever-shrinking committees. It
is this stubborn hope that drives them forward, yet it can also be a major barrier to
change and growth in their own social networks and partnerships. This strong local
loyalty can also manifest as an external oppression to outsiders and non-locals that can,
in turn, promote internal repression, which was the case with the leaders who participated
in this doctoral study.
Early entrepreneurship.
Entrepreneurship is associated with innovation and finding solutions in a difficult
marketplace. The current literature and policy asserts that entrepreneurship is a form of
leadership practice that can overcome difficulties of rural decline. Horsham’s
entrepreneurial history is marked by adventuring men of property and means who
established stock grazing, retail stores and early political representation during what can
only be described as a “wild west” in the post-gold rush squatting period (Reid, Lovett,
& Blake, 1996).
Darlot’s establishment of his Brighton cattle run with his young son, Samuel, included a
log house through which “we could shoot from all sides through portholes with sliding
doors each porthole could be closed preventing the blacks from throwing spears through”
(Lydon, 2009, p. 82). Darlot’s pioneering of the cattle run included continuous tenuous
relationships with the local Indigenous population, which needed watchtowers, day-and-
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night gun-toting, and gifts of bullocks to prevent their sheep from being eaten (Lake,
1987; Reid et al., 1996).
The earliest accounts of diversification in the Wimmera region relate, again, to sheep. A
squatter from Yass in New South Wales (NSW) had the bright idea of boiling down
sheep carcasses to use as tallow to stabilise the per head price, which was plummeting.
This innovation was adopted all over Victoria, including by the Wimmera squatters, to
solve the bottoming-out of the wool market prices in 1842 (Reid et al., 1996). This came
at a time when many squatters had been losing their runs to drought and market price
drops, giving up on their hard-won runs in the harsh conditions.
Langlands was the next entrepreneur to take advantage of Horsham’s separation from
NSW to become a borough of Victoria. The squatting honeymoon was over and many
graziers were shifted to more permanent leases (Reid et al., 1996).
Entrepreneurship, diversification and innovation in Horsham.
Given the agrarian foundations of Horsham, which continued to support its flourishing
well into the glory years of the 1980s, this regional centre now sits, solid and reliable,
between Adelaide and Melbourne. Its gross domestic product (GDP) is primarily derived
from raw grain products exported overseas, and its secondary industries are associated
with social and healthcare services for the residents working in farming, education,
manufacturing, public management and other community services.
Despite the policy push for diversification, Horsham currently has a much lower
Herfindahl index than some similarly sized Victorian Regional Development Australia
regions (RDV, 2016). The Herfindahl index, also known as the Herfindahl-Hirschman
index, is a measure of market concentration used most recently to map Australia’s
regions in accordance with their economic competition and market power. This measure
has been applied by RDA to ascertain the economic industry diversity according to
regions as if they were competitors in a market.
This analysis of competitiveness may seem an important measure of performance, but as
was explored more fully in the literature review, it has problematic implications for
regions. It creates complications for communities if they are expected as Victorian
regions to compete with each other, not just for industry and market share, but for
attracting foreign investors, tourists and tree- and sea-changers. It was Eva Cox, in her
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1995 Boyer lecture, who thought that far from increasing community innovation,
competition was destructive (Cox, 1995).
If competition policy is to be used as a measure of a region’s sustained longevity, then
Gippsland, for example, although comparable in land size to the Wimmera Southern
Mallee (WSM), appears far more innovative given that it has a Herfindahl index number
of 85 as opposed to the WSM’s 320. In the case of this index, less is more. Therefore
Gippsland’s ability to diversify its economy is more than three times that of the WSM.
To put these scores into context, the mean index score for Victoria regions is 125, which
means that the WSM has less than half the mean score for diversity compared to other
Victorian regions.
If all the RDV regions are added to a report based on the industry diversity mix
(Herfindahl index), then the WSM has the highest and therefore the worst diversity score
of all the Victorian regions (see Figure 4).

Figure 4. Herfindahl Index, Report comparing WSM to other Victorian Regions 2019.
From “Information portal,” by Regional Development Victoria, 2019a
(https://www.rdv.vic.gov.au/information-portal).
The Herfindahl index is just one way of illustrating that, statistically, the WSM is not
diversifying as recommended by policymakers, which is purported to make a region
resistant to the rigours of globalisation and attractive to investment and in-migration.
However, the reasons for the WSM’s score being so poor need to be considered. It is not
sufficient to compare one region to another using only one measure and declare that the
area must diversify its industries to achieve sustainable growth.
As is the case with quantitative methods, this index indicates what is happening by a
certain measure but not why it is happening. Gippsland has an agricultural industry built
on fruit and dairy as well as having higher rainfall and access to irrigation. Consequently,
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this setting and the area’s products attract tourism and sea-changers who bring with them
diverse skills.
Gibson and Klocker (2005) have established that a region with a greener vista and an
extensive range of recreational activities, or one that has a satisfactory annual rainfall, or
one that is within close proximity to the coast can be a much greater drawcard to sea- and
tree-changers than a dry inland region. Consequently, they also predict that drier inland
regions cannot expect this same expansion. Greater tourism due to its proximity to the
coast could also be a factor in Gippsland’s ability to diversify.
Due to the Wimmera Southern Mallee’s poor performance, according to the above
measures, new stories need to be told to maintain hope and positivity. After all, if
industrial specialisation were in vogue, then Horsham and the WSM would be
outperforming the rest of Victoria through its exemplary market concentration. Due to
the popularity of innovation and diversity measures and the WSM’s low rating against
them, positive messaging tends to focus more on the WSM’s gross regional product per
worker (RDV, 2018a). By this measure, Horsham and its hinterland can compare itself
favourably to the Barwon and Central Highlands regions, which have more than double
the population of the WSM region. According to this measure, Horsham has more
productive workers per hour, less unemployment, and a higher percentage of qualified
managers and other higher-level roles compared to its much larger neighbour in Ballarat.

Narratives of Hope and Suppressing Adversity
Bodies such as Regional Cities Victoria produce reports and messaging that create a
positive image of regional Victoria as a single entity and with high liveability. The
measures they use include rail speed and access to hospital beds as well as other
indicators that, when more closely scrutinised, are designed to emphasise positive factors
and conceal the negatives. Regional trains travel at faster speeds than metropolitan ones
because they have to cover hundreds of kilometres, so a more relevant measure would be
train frequency. Hospital beds are available but residents need to travel hundreds of
kilometres for secondary medical, and high-risk births are referred to Melbourne, so a
more appropriate measure would be the type of medical care available.
Regional Cities Victoria attempts to present regional cities in a certain light in order to
attract tree-changers and tourists, while simultaneously lobbying for funding in the lead-
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up to elections. These goals are mutually exclusive. This agency’s reports provide
infographics that illustrate aspects of liveability, but they also highlight areas of social
and economic disadvantage in terms of rail services, tourism and financial issues that
affect Victoria’s regional councils (Regional Cities Victoria, 2017).
Transport and mobility.
In 1993, V/Line rail services ceased to operate between Horsham and Melbourne
(HRCC, 2019). The current rail service to western Victoria now extends to Ararat, which
is an hour’s drive east of Horsham; there is also a weekly interstate service between
Adelaide and Melbourne that stops at Horsham. This service was meant to cease in 2018
when the South Australian government stopped funding the service; however, the
Victorian government pledged $3.78 million to continue what it referred to as a historic
service (Department of Premier and Cabinet, 2018).
This lack of a reliable daily rail service reduces the mobility of locals. Many local
residents remember when they were able to travel to Melbourne on an early train and
return on a late train for university study, appointments or other regular commitments.
However, now a bus transports passengers to Ararat where they transfer to the train and
can reach the city by 11 am after leaving Horsham at 5.50 am. This greater distance to
travel often means that attending appointments, going to performances, and visiting
family and friends is that much further away. Many locals often need to pay for costly
overnight stays, which are prohibitive for those on lower incomes and reduces the
possibility of availing themselves of interstate or overseas flights.

A History of Regional Economic Policy
The false promises of the soldier-settler period have served as a cautionary tale, but they
bear an unfortunate resemblance to the kind of regional economic policy that
governments are promoting today. Pamphlets from the soldier-settler period pronounced
Victoria’s regional areas to be literally the “speedway to prosperity” (Downward, 1926,
p. 1) and included a lot of fine print regarding the age, skills, marital status and
experience necessary to be successful (Lake, 1987). However, it did not factor in a wife
becoming pregnant (spouses were considered unpaid labour) the farmer’s health or the
unpredictable impact of drought or floods (Lake, 1987).
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In many cases, the soldier-farmers ended up with mounting debts from the cost of the
hired labour they hoped could assist them to produce wheat, fruit or dairy (Lake, 1987).
However, in hindsight, the blocks granted to the inexperienced soldier-settlers were too
small and too diversified to produce any kind of profit, especially given the climate and
the irrigation and labour issues. In the same way, current regional policy and associated
government agencies appear to be providing sufficient support through various
allowances, loans and debt relief, yet these measures are proving to be weak initiatives in
a globalised market where raw products such as milk, wheat and fruit hold little value on
their own (Infrastructure Victoria, 2017). The low uptake of relief loans for the dairy
industry indicate that these measures aren’t even considered helpful because they merely
create more debt and pressure for farmers (Puddy & Treloar, 2016).
The issue of these raw products comes from a lack of value-adding. This issue is outside
the scope of this introduction but remains a problem for Australia’s agricultural markets.
From an alternative viewpoint, they are considered an opportunity that is continually
underutilised.
German origins.
The diversity of the participants in this regional trifecta study was reflected not only in
their industrial diversity but in their heritage. Notably, several of them were of German
ethnicity and the underlying social systems of Horsham today are based on the
foundations of Lutheran labour, social systems and education. The subtle relational
connections within Horsham and its surrounding regional towns are marked by existing
or remnants of Lutheran churches and schools, which provided a tacit explanation for the
motivation of a number of the trifecta’s members. Given that this study of the regional
trifecta was interested in social networks and partnerships, most significantly, the
Lutheran participants were characterised by their close-knit networks and partnerships
that preferred not to collaborate with multi-level governance agencies outside their own
structures.
The towns of Robe in South Australia and Horsham and Hamilton in Victoria have
particularly benefited from their German heritage as well as German farming and
education practices. Blainey (2013) refers to the migration of Lutheran farmers from
what was then known as Prussia in dramatic terms. He declares that nothing so resembles
“the opening of the American west as this trek of farmers to the Victorian plains in the
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1870s” (Blainey, 2013, p. 68). The Wimmera region still has a number of Eurocentric
names in localities such as Jung, St Arnaud and Zumsteins, yet locals pronounce them
with their flattened, Australian accent without the traditional German inflections. One
vestige of the area’s German heritage is the annual Germanfest held in October, yet there
are no traditional German cuisine restaurants or buildings and few recognisably German
business names.
There are even fewer German street names despite Germany’s founding contribution to
the regions and towns in the Wimmera. As well as the lack of German pronunciation,
cultural design and naming, there also appears to be a lack of German cultural and social
behaviour. The population of the Lutheran church in Horsham is still one of Australia’s
largest; the local Lutheran college has recently expanded to a P–12 school and the
Lutheran aged-care services dominate the local market. Given these factors, the lack of
recognisable German culture is perplexing.
The understated presence of German influence in Horsham and its surrounds has its
grounding in historical oppression. This oppression has led to self-repression and can be
traced back to the First World War when anti-German sentiment was propagated by
artists such as Norman Lindsay. Lindsay’s caricatures of German soldiers inspired fear of
the “Hun, a rapacious figure capable of great violence” (Robertson, 2014, p. 211).
This Asianisation of the German migrant tapped into the same fear of “the other” that
Australians felt during the influx of Chinese migrants during the gold rush in the 1850s.
Whether it was this propaganda or a deeper, baser fear of the enemy, the xenophobia that
was expressed towards German migrants on Australian soil had a significant impact on
German migrants and their practices. Most significantly, it affected the delivery of
Lutheran education and the social behaviour of the German population as they adapted to
cultural oppression (Triolo, 2012).
The previously celebrated German teaching methods that had infiltrated public education
at the turn of the 19th century became threatening when, in 1914, the Great War began.
German methods were no longer associated with a sophisticated and progressive
education and were treated with suspicion. In 1916, Australian officials called on the
Lutheran schools to prove their nationalism and discard their own curriculum by
providing English textbooks as a replacement (Triolo, 2012). This oppression came 50
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years after no state funding had even been received by the German independent schools
when they chose to opt out of the 1872 Education Act (Hauser, 2009).
German Lutheran education had already experienced the barriers of education policy
prior to the Great War, and then following the Second World War, which gave it ample
reason to separate itself from state interference. This separation from state values led to
the Lutheran education’s custom of closed social systems and values, which continues
today. To truly understand Horsham and its hinterland’s oppression of German culture, it
is important to better understand the conditions that had led to German migration to
Australia. Earlier accounts from the 19th century explain the cultural oppression that had
shaped the cautious German public engagement in the Wimmera region.
History of German settlement in the Wimmera.
Settlers avoiding the forced merger of the Lutheran church with the Calvinist reformed
church left Prussia for Australia circa 1849. Technically, the Lutherans fleeing
oppression were Prussians because Germany, as characterised at the time of the Great
War, did not exist (Rushbrook, 2002). The identity of being German formed externally as
Lutherans lived as foreigners in a strange land while they established an Australian
Lutheran church and synod. Initially, the groups settled in South Australia and then
progressively moved to Warrnambool and other parts of western Victoria, especially
towards the south in the area of Hamilton (Huf, 2003; Rushbrook, 2002).
Later, Melbourne businessman, William Westgarth recruited more Lutherans from other
parts of Germany, including Saxony, Silesia and beyond, where the migrants became
known for their “quiet industry and good conduct” (Rushbrook, 2002, p. 49). Even until
1870, there was a growing acceptance of these German migrants for they “caused no
trouble and required little thought” (Wehner, 2017, p. 151). There were even some
complimentary references amidst the criticism in some of the historic newspapers, and
there was even a designated German section in The Horsham Times in the 1890s
(Wehner, 2017). These settlers seemed like solid reliable labour given that free convict
labour had become less available. This labour shortage was the sole reason for that first
influx of Lutherans to arrive in South Australia (Rushbrook, 2002). This cultural
expectation of providing low-cost labour and causing no trouble had become part of the
unspoken job description for desirable migrants who had begun populating regional
Australia.
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The Wimmera’s German history has similarities with the recent migration success story
of the Karen people settling in Nhill, which is an hour’s drive west of Horsham. These
Burmese refugees, who had fled persecution in their own country, have been perceived as
industrious and quiet workers who are “contributing to the cultural and social fabric of
Nhill” (Hindmarsh Shire Council, 2014, p. 3). The settlement of 120 Karen people in
Nhill has been referred to as a measure that is addressing the social issues of population
decline and a shortage of workers in the area (Ames & Deloitte Access Economics,
2015). Rather than being considered a directly humanitarian act to assist a persecuted
minority, it has been viewed as an initiative that is rebuilding Nhill’s crumbling social
fabric and future economic sustainability.
In the early 20th century, prior to the Great War, the German Christians of the town
formerly known as Hochkirk had built their church and manse, while at the same time a
growing number of settler-farmers had purchased land in the southern area of the
Western District between Hamilton and Horsham. As World War I approached, the
growing national and local discomfort with German ethnicity became a point of conflict.
This uneasiness culminated with the dissent of a German man, Carl Burger, whose letter
identifying a local auctioneer’s refusal to do business with Germans came to the attention
of police. The letter was regarded as threatening, although it was meant as a challenge to
the current anti-German sentiment.
After a police investigation, Burger was arrested and sent to the Langwarrin internment
camp for eight weeks, which quelled any further suggestion of protest from German
Australians despite their loyalty to the war effort against what was considered to be their
own country (Huf, 2003). Langwarrin was well known as the Victorian facility of a
number of internment camps that had been established throughout Australia. It was also
common knowledge that the old army barracks did not have any bunks, cabins or proper
washing facilities and housed the inmates in leaking tents (National Archives, 1916).
Later, the town of Hochkirk, from which Burger had been arrested, was forcibly renamed
to Tarrington in 1918 by the then Dundas Shire Council despite objections from some
bold Lutherans (Huf, 2003). One of those protestors, Phillip Mueller, lost his position as
postmaster in the aftermath of this act of defiance. The position was given to a woman of
Anglo-Celtic descent, and the telephone and other paraphernalia were removed from his
residence at great expense and reinstalled in the new postmistress’s house.
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The Closer Settlement.
After World War One, the Closer Settlement Commission replaced the Closer Settlement
Board that had administered the previous pre-war settlement, but with different political
checks and balances. Frost (2002) describes the Commission as having “wide powers
independent of ministerial control” (p. 352). The Closer Settlement Act is referred to as
an economic failure, like the soldier-settler acts of the previous century. Although,
ironically, the most successful closer settlement was the aforementioned Anglicised town
of Tarrington established through German labour (Frost, 2002). The criticisms expressed
regarding the German settlers – notably, that they were unwilling to go into debt and
lived and invested frugally – was what enabled them to prosper.
At the time, Australian onlookers believed this conservatism had reduced the German
settlers’ ability to pursue success (Wehner, 2017). However, their success is said to have
begun circa 1936 when the desert-like Wimmera became an unlikely wheat belt, which,
in hindsight, has been partly attributed to the efforts of the frugal and conservative
German settlers. Apart from their natural frugality and risk-averse business behaviour,
their apparent success could also be attributed to the sharing of land and communal
labour by these German families whose unprofitably small blocks clustered together gave
them the necessary advantage.
Lutheran schooling and separation from state.
The establishment of the German Lutheran schools could be interpreted as a subtle act of
dissidence by an ethnic group who, despite manifesting as many signs of patriotism and
loyalty as they could, were continually under surveillance. Any attempts to maintain their
German language, artisanal skills and clothing were interpreted as a lack of patriotism
and a potential threat to national interests (Huf, 2003; Meyer, 1995; Rushbrook, 2002).
After the incident with Burger, and while he was still in Langwarrin, intelligence agent
Lieutenant Hewson was sent to investigate whether his internment had had the desired
effect on the German community in Hamilton.
The report detailed that although the population seemed somewhat subdued, the Lutheran
schools still posed a threat by “fostering the sentiments of the German nation” (Huf,
2003, p. 78). The community was described as “passive yet antagonistic” (Huf, 2003,
p. 78) due to its espousal of the attitudes of the key representatives of the district, the
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aforementioned Phillip Muller, and Pastor Nichterlein. This continual surveillance of
German behaviour was echoed across Victoria and finally culminated in the persecution
of the Lutheran schools.
In 1915, a bill was passed that allowed the minister for education to close any schools
that seemed to be acting suspiciously, which effectively provided permission to suppress
the German culture even further (Meyer, 1995). The minister was urged later in the year
to act on this bill by closing the Lutheran schools. To assuage this public outcry, the
minister formed a committee to conduct an enquiry into the situation. In this instance, no
grounds were found to justify the closure of any of the schools despite the bill’s
enactment for this purpose. Inspectors were regularly sent to the Lutheran schools across
Victoria, including Horsham, to ensure that they adhered to the state’s requirement that
English was the predominant language taught in schools.
Small breaches such as the discovery of any German–English catechisms were reported
and kept on file. After the sinking of the Lusitania, letters were sent to the minister for
education demanding the closure of “all German schools” (Meyer, 1995, p. 53). The
minister held firm, arguing that only 10 schools remained, and that they represented only
324 pupils. Despite its adherence to the state standards, confirmed by the regular
inspections, the Murtoa school, a short distance from Horsham, was burnt down by
vandals in 1916 (Wehner, 2017).
The German schools were established so that the Lutheran settlers could maintain their
native language, religious instruction and culture at least until the Second World War,
when the teaching of the German language was banned (Huf, 2003). The teaching of
German was highly criticised, even after the Great War, and there were regular outcries
in newspapers, where numerous insults were printed – for example, that German schools
“are cancerous growths and the Government (should) cut them out of the public life of
Victoria” (Meyer, 1995, p. 53).
German language religious services in churches continued for longer than German was
taught in schools, but they were gradually supplanted by services conducted in English
until the last German language services were held in 1957 (Huf, 2003). Today, the local
Lutheran College in Horsham does not teach German as a second language, opting for
the more strategic choice of Mandarin.
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Wehner (2017) describes the attacks on German schooling as a blow to ensure “the
German community’s self-confidence, based on its various support structures would be
weakened and eventually destroyed” (p. 201). Wehner articulates the important question
of why “ethnic communities are inevitably absorbed by majority, either by force or over
time, by the natural progress of assimilation” (p. 10).
This retrospective of the Wimmera’s German heritage relates to a strong theme in the
results chapter – that of social cohesion. Although social cohesion is desirable for general
harmony, it can lead minority groups into suppressing their cultural or ethnic differences
so as to become accepted in closed rural communities. Dempsey (1990) argues that
marginalisation occurs in small towns when an individual’s “fuller participation in
formal or informal activities would to an unacceptable degree increase the number of
competitors for values positions, relationships, resources” (p. 55).
The litany of German persecution – religious harassment in Prussia followed by their
social marginalisation in country Victoria and the threat of closure due to their language
– explains the closed system of networks and partnerships in Lutheran education. This is
essential to explain the background of one of the participants in this study, whose lack of
networks external to the context of his Lutheran education made him an outlier of the
trifecta cohort.
This participant’s leadership formation and drivers had been formed from within the
closed networks of the Lutheran education system and his training and leadership triggers
were part of that process. The values of that system are extremely separate from the
wider community and from any state interests, and its funding partnerships are exclusive
to a Lutheran head office at a state and national synod level.
The importance of the power of this closed network, as well as its financial independence
from state and federal funding pressures, affords Lutheran educators a form of autonomy
that they did not enjoy historically. Their reticence, however, has not reduced their desire
to benefit the wider social and economic health of Horsham and its hinterland, although
any social and economic agency that occurs has emanated from their own systems.
Karen resettlement and economic growth.
Drawing parallels with the history of Horsham and its surrounding towns’ German
settlement and influence is the regional development success story that is the Karen
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resettlement in Nhill, 75 kilometres north-west of Horsham. This migrant social
enterprise has benefited from the arrival of a significant number of Karen migrants who
have settled in Nhill after fleeing persecution in their home country of Myanmar. This
initiative has been the subject of controversy, reflecting the tensions in Australian politics
between voters who support the resettlement of migrants and asylum seekers in Australia
and those who are uncomfortable with the impact of the migration program.
The Australian government is torn between the benefits of populating the in-between
spaces of regional Australia and providing access to social services in more remote areas
with small populations. The Victorian Multicultural Commission publically proclaims
the success of the Nhill resettlement, which is couched in economic concepts such as
social capital and economic growth (Hindmarsh Shire Council, 2014). The commission’s
report focuses on the significant value that the new population has added to the local
economy, which is a common assertion for resettlement programs (Ames Research and
Policy & Deloitte Access Economics [Ames and Deloitte], 2015; Ames Australia &
Deloitte Access Economics, 2018; Regional Australia Institute, 2015a).
Having reliable and committed labour for a number of full-time jobs, which had been
previously unfilled in manufacturing and other industries, has been a significant boon for
Nhill. Ames and Deloitte (2015) have numerically valued this contribution, stating that
“the economic impact of this increased labour supply, in terms of gross regional product
– as modelled by Deloitte Access Economics – is estimated to be $41.5 million in net
present value terms” (p. 4).
Socially, the resettlement has also been valuable for slowing the steady population
decline of Nhill, potentially increasing the services that are distributed according to
population measures as well as increasing overall social capital. Attempting to ascribe
the reasons for the success of the resettlement, the report surmises that “strong leadership
has been a key contributing factor in this now well-established venture that began as a
small idea and has evolved into a revitalised and vibrant small regional community
(Ames & Deloitte, 2015, p. 4)
This “strong leadership” has been identified as coming from the town community as well
as from the Karen people themselves (Ames & Deloitte, 2015, p. 4). The initiator of the
resettlement, similar to the story of the South Australian landowner who began the
Lutheran settlement in Australia, had identified that there was a labour shortage at the
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Luv-a-Duck poultry processing facility. From an entrepreneurship and mutuality
perspective (McKeever et al., 2014), successful leadership had been demonstrated by the
factory representative who had initiated the project. This leader approached the liaison
officer for the Karen migrant group, which led to a visit by representatives of the migrant
group to the town to observe firsthand the housing and employment options, which was
considered to have been key to the resettlement process: “[The entrepreneurs, liaison and
Karen community group] organis[ed] an overnight trip to Nhill for 13 Karen to visit the
town, tour the Luv-a-Duck processing plant and meet key local community members”
(Ames & Deloitte, 2015, p. 9).
By the time of the release of Ames and Deloitte’s report, more than 160 Karen people
had settled in Nhill, some having purchased property and most working in the processing
plant of the initial sponsor. More than 30 children were attending the local school.
Another aspect attributed to the success was the additional value inherent in Nhill
College employing “a multicultural liaison aide from the Karen community at EFT 0.8 to
assist Karen children to settle into the school” (Ames & Deloitte, 2015, p. 18). This
resettlement is significant given the comparative remoteness of the region and the town’s
inexperience in assimilating ethnic groups.
Also, the Karen have high needs in terms of skill-building, language, education and
housing. A strong influence in the bridging-social-capital process of the resettlement has
been the work of the Nhill Neighbourhood House Learning Centre’s life skills programs.
The staff run English, employability and life skills courses for the Karen people and have
assisted them in establishing their Paw Po project, a retail social enterprise that
specialises in Karen traditional weaving to produce handicrafts for sale (Nhill
Neighbourhood House Learning Centre, 2018).
In comparison, the Karen resettlement program in Bendigo is qualitatively different.
Bendigo is an area that has a strong multicultural tradition and is classified as an innerregional centre as well as being a large service centre. Being classified as inner regional
means there is greater access to regular public transport and medical and social services
for individuals who have fled traumatising ethnic persecution in their own countries. The
measures employed by the western Victoria region seem small in comparison to the more
diverse services available in Bendigo. For example, Bendigo was already employing
integration aides in their schools (Ames Australia & Deloitte Acces Economics, 2018).
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The concern is that while the Nhill resettlement program has contributed to the local
economy and is a success story for migration initiatives, the monetary value of migrants
is the primary catalyst for encouraging them to move to regional Australia. Additionally,
although the leaders in the regions attract state and federal funding to resettle migrants
away from the overcrowded cities, from participant observation, there is a separation
between the newcomers and the original inhabitants, where little assimilation takes place.
This trend denotes a lack of linking and bridging social capital, which can occur when
bonding social capital is too strong (Kilpatrick et al., 2015).

Council Leadership and Development in Horsham
Horsham Rural City Council began as a road board, which then became the Wimmera
Shire Council. After the wild west of the 1830s, the squattocracy issue of the 1840s led to
a fight between Scottish grazing farmers and Northern Irish Protestant croppers and the
croppers won (HRCC, 2012). During the gold rush of the 1850s, many of these squatters
became landowners who served as magistrates before the selection period. Consequently,
early governance in Horsham and its surrounds was undertaken by landowners.
The selection period became a juncture for deciding what constituted the land board’s
property and jurisdiction. Between 1853 and 1863, the Roads Act gradually became the
Road Districts and Shires Act 1863, which resulted in the Wimmera shire being upgraded
from a defined geographical area, with roads paid for by taxes and rates, to a region that
had a more defined governance structure. In 1862, the Wimmera Road Board’s
jurisdiction covered the area from the Glenelg River to the Murray River, bounded by
specific points around Lake Cadmite east of the Electoral District of the Wimmera (Reid
et al., 1996).
By 1882, the council’s boundaries included more than 10,000 square miles and the shires
of Arapiles, Dimboola, Lowan, Dunmunkle, the city of Horsham, parts of Walpeup,
Karkarooc and Warracknabeal. This area comprised an overall population of 15,000
people, including the city of Horsham. This area was reported to have been restricted in
1995 to a much smaller population and land area, which, when converted from the
hectare measurement of 260,000 hectares, is approximately 100 square miles. When
historic but decrepit buildings were being knocked down and replaced with solid, but
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often uninspiring, buildings in the 1980s, it was part of an overall attempt at being a
forward-thinking and development-focused shire (Brooke & Finch, 1982).
However, given the architectural trends of the 1980s, the removal of the classical
buildings gave Horsham the appearance of having been built in that decade. Perhaps as
an act of repentance for their earlier patterns of removing architecturally historic or
significant buildings, the art deco town hall was refurbished, mostly in its original style.
This controversial renovation partly maintained the original flooring, shop front and
some interior features, while modernising the entrance on the anterior side of the building
with a larger auditorium, space for a café and a foyer for events. This public space was
contextually significant for some of the participants in this study and reflected the social
and economic state of play of Horsham Rural City Council’s governance. It was also
representing Council’s efforts to attract the creative class, according to its economic plan
(HRCC, 2018).
The town hall: creative space or council revenue stream?
The town hall has an important role in Horsham’s social capital and future sustainability,
not least for it being the premier venue for visiting performances from capital cities and
for local performing arts groups to gain legitimacy for their high production values. The
town hall also plays an important role in Council’s economic development strategy in
terms of attracting a creative class of people who appreciate the arts to make a tree
change from their previous metropolitan locations (HRCC, 2017, p. 26). The Horsham
Rural City Economic Development Strategy concedes that there are gaps in the cultural
fabric of Horsham and its surrounds, which it was attempting to address through the town
hall refurbishment project. The rhetoric surrounding the process of the upgrade is evident
in the article in Arts Monthly entitled Capitalising Culture: Horsham Regional Art
Gallery’s Rural Renaissance. The article describes the town hall renovation as follows:
This new Horsham Town Hall, a repository for all things great from the
world of culture, will also host other functions crucial in the life of a rural
town. You will be as likely to attend a debutante ball as you are to see the
latest offering from the Melbourne International Comedy Festival, the
Wimmera’s own Splash Theatre Company or Horsham Arts Council’s
production of What’s New Pussycat? (Rawlins, 2015, p. 20)
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Although all of this hype is true, at $1000 per night/day, the upgraded and impressive
new town hall has drastically increased the costs of community productions in the space,
even taking into account the community discount. The local arts group has admitted that
the higher costs make it harder to make ends meet and forces it to raise the prices of its
tickets. Now that covering costs and filling the auditorium has become more essential,
the arts group selects more popular musicals that will be well attended by the
community.
One year the group did make a loss due to what it considers, in hindsight, was the wrong
choice and have consequently decided not to stage productions it believes may not prove
to be as popular with the community. Given that arts groups represent an alternative to
football, pubs, rock and roll and country music, deciding to stage musicals that would
cater to the football and pub crowds changes the focus of the arts groups. Rather than
selecting more artistically focused productions to appeal to young people and artistic
tree-changers, having high ticket sales as the paramount objective has meant that the arts
groups are only mounting productions that will have appeal to the football, pub and ’80s
rock crowds.
Tourism.
Tourism plays an important part in the economic and social sustainability of Horsham
and its surrounds and had an association with a number of different community leaders
and entrepreneurs who participated in this doctoral study. Generally, tourism has formed
part of the area’s regional development strategy through its ability to generate seasonal
economic activity via the festivals and events that are held as well as the visitation to the
local natural landmarks such as the waterways and mountains that may potentially attract
tree-changers to make the Wimmera their new permanent home.
In this study, the community leaders indicated that they contributed to tourism through
their input on local festivals or events, the entrepreneurs said their contribution was
through the retail outlets they had established in the region, and the local managers
indicated they were affected by tourism in terms of the attraction and retention of skilled
staff to the area. Consequently, tourism has had a major influence on the liveability of the
Wimmera region as well as the ability to retain staff in the long term. The staff
themselves are seeking a quality of life that includes participating in activities on the
weekend and taking visiting family members to various attractions. Tourism represents
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the concerted activities of Horsham and its hinterland to remain accessible to visitors, to
commit to long-term growth, and to capitalise on its natural resources in a changing
economy.
Horsham and its surrounding region can boast of the great resources of its proximate
mountain ranges, such as the Grampians/Gariwerd and Mt Arapiles, the latter a climbing
mecca frequented by tourists and aficionados and purportedly “the best rock-climbing
destination in Australia” (Darbas, Williams, & Graham, 2011, p. 258). In 2011, 10 per
cent of the population of Natimuk were climbers and owners of 22% of the housing in
the town (Darbas et al., 2011). One of the participants in this study remains in the area
solely due to their passion for rock-climbing and the freedom they have to pursue this
activity on their days off work.
Although on paper tourism opportunities abound in the region, the attraction to visit
natural landmarks is generally seasonal. However, the small Victorian towns surrounding
the landmarks may lack services such as adequate public toilets, places to rest and eat, or
even accommodation. The local water company has promised, but not yet delivered,
potable water for the outlying towns, which means that tourists need to bring their own.
Even if the water company does offer to pipe treated water to a region, the connection
and service costs may place a greater burden on some businesses or ventures.
The Wimmera Mallee Pioneer Museum is recognised as a tourism asset in the Hindmarsh
Shire (Hindmarsh Shire Council, 2015). One of the volunteers at the pioneer museum
said that Jeparit had trouble accommodating all the visitors to its annual Queen’s
Birthday festival, which was its greatest drawcard of the year (personal communication,
2018).
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Figure 5. Jeparit caravan park sign. From “Jeparit Caravan Park Sign,” by J. Baker
(Photographer), 2010 (https://www.caravanparkphotos.com.au/jeparit/target0.html).
Consequently, they have been forced to send caravans into towns half an hour or an hour
away from the festival, when the rest of the year the museum is only used occasionally
(see Figure 5). The painted silos that feature in the Silo Art Trail have been a significant
drawcard for caravan tourists and grey nomads to the area, and Tourism Victoria has
been active in promoting them, yet many of the silos are in towns that lack access to
public toilets and clean drinking water (see Figure 6 for a map of the trail). Visitors to
some of these attractions will find that there is no shelter, or a heated or cooled viewing
area to view the silos. In summer, the conditions can be dangerous due to the limited
water access and in winter it can be wet, windy and cold.
Brim’s silos are half an hour away from the nearest café, petrol station or hotel, and the
public toilets are not appropriately marked or in proximity to the silos themselves. Brim
has fewer than 200 people and is not really resourced to capitalise on this tourism
opportunity when the visitors arrive, so it is unlikely to build its economy in any
significant way from the silos attraction, although Warracknabeal, the closest town with
better facilities, is showing signs of revitalisation.
Rupanyup, another town in the region that has managed to secure silo art, has been
determined to increase its share of the local tourism sector for some time, having
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marketed itself as “a town with a pulse” since 2015 (McFadden, 2015). This slogan
represents the town’s capitalisation of its legume-cropping reputation. Rupanyup has
managed to secure funding for a supermarket, partly from its own resources, with the
state government committing to provide the balance. There are also plans to open a café
soon, depending on the success of the Silo Art Trail as a tourist attraction.

Figure 6. Silo art trail map 2018. From Silo Art Trail Map, by Yarriambiack Shire
Council, 2018
(https://yarriambiack.vic.gov.au/wpcontent/uploads/Silo_ArtTrail_Brochure_FA_270218
.pdf).
Although Rupanyup operates as the “poster child” for regional development given its
self-determination, many of the towns in the region are in a position to capitalise on this
opportunity. The Silo Art Trail seems to lack planning, foresight or a cohesive tourism
strategy as part of a regional development focus that would increase employment by
attracting tree-changers and give entrepreneurs an opportunity to increase access to
another market for their products and services. Creating work opportunities for locals
could prevent young people moving elsewhere for jobs in hospitality, retail or other
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services that tourists could make use of. Tour buses and silo-art flights are beginning to
expand on the area’s attractions, however, and will very likely overcome the barriers that
inhibit repeat visitation to the towns.
However, Horsham Rural City Council’s plans to capitalise on the Silo Art Trail do not
appear to appreciate the trail’s potential markets. For example, there is the idea of
marketing the trail as a potential destination for cyclists. Currently, the trail appeals to
grey nomads in caravans who have their own water and food supplies and do not require
public toilets. Cyclists, on the other hand, would need access to treated water, which is a
luxury some towns are only just beginning to realise. In addition, some of these towns do
not even have a general store where cyclists could replenish their supplies. Horsham
Rural City Council and the surrounding shires have also published documentation of
their plans to develop cycling tracks and tours that capitalise on these landmarks;
however, it is unclear if cyclists are a realistic target market for a venture that appeals
largely to scenic drivers and retirees, especially given the extreme weather conditions in
these areas (HRCC, 2018).
This marketing does not anticipate the growth of the attraction and the opportunity that
this could create for towns wishing to reinvent themselves to attract more tourists. Most
of the shires who have benefited from the tourist drawcard of the work of an
internationally renowned artist have also received some limited funding for reinventing
their townships, which could help them to take greater advantage of the popularity of the
Silo Art Trail. Yet given the slow progress towards these facilities, it is debatable
whether tourists visiting the painted silos and finding nowhere to eat, rest, go to the toilet
or access drinking water would plan to make a return visit. Plus given the widespread
nature of social media reviews, these inadequacies would be writ large for other
prospective tourists.
There have been repeated calls for a more cohesive tourism strategy for Horsham and the
Wimmera Southern Mallee region. Such a strategy needs to consider the organic social
networks and provide support to these given the current capacity of the existing social
networks. Local leaders in the smaller towns need this cohesive strategy and the
concomitant funding, as well as the local social network support, if they are going to be
instrumental in building the capacity of the region’s tourism that is hoped for.
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Mapping the Social Fabric in the Region
The participants for this study were selected from a wide range of industries and
organisations, but the common factor that connected all of them was their desire to
improve the long-term sustainability of the region. In this context, sustainability means
the long-term economic health through thriving industry as well as improving the
liveability of Horsham and the surrounding communities through better services. Many
community leaders were continuing their practice because they wanted to provide a
better place for young people, maintain community life, or improve liveability by helping
families and those who were disengaged. Many managers and entrepreneurs were
working directly in roles that were seeking to address social disadvantage, or were
finding that their work was suffering from rural disadvantage and other social issues. It
was important to consider the social imaginary of disadvantage that characterised the
social fabric in Horsham and the surrounding area, and how this was motivating the
leaders involved in this research study.
The term social fabric connotes a sense of nostalgia for simpler times when communities
were built around the family, the church, sport and small business. However, in some
respects, comparing family disadvantage with the idealistic family values of yesteryear is
unhelpful; examining the concept of social fabric can also identify and clarify how
globalisation, centralisation and widespread disadvantage has changed rural and regional
culture. In some ways, regional and rural Australia is behind on urban trends such as
ethnic diversity and family arrangements that involve divorce and single parenting. These
trends must be acclimatised to as well as dealing with the effects of losing centralised
governance, health, transport, social and justice services.
Etzioni (as cited in Dale, 2008) articulates that “the local community was the critical
basis for the development of a social fabric where shared values could be nurtured”
(p. 123). This definition of the local community as the basis of social fabric is the
foundation for this section in the context of regional development. The shared values of
Horsham and its hinterland have had to change in order to adapt to the differences in
families and the different welfare models of handling disadvantage. Like many Victorian
regional areas, the region surrounding Horsham has many markers that reveal significant
levels of social disadvantage that indicate dysfunction in the social fabric. These markers
include high rates of family violence, teenage pregnancy and parenting, and cancer as
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well as a growing elderly population (Regional Incubator for Social and Economic
Research, 2017).
Social fabric or social capital?
The use of the term social fabric has declined somewhat in the Australian regional
development and sociology literature, having been replaced with the more quantifiable
and practical term, social capital (Jordan, Krivokapic-Skoko, & Collins, 2009; Madsen &
O’Mullan, 2014; Nisbet & Wallace, 2007; O’Toole & Burdess, 2004). References in the
Australian literature to social fabric are not found after the 1990s, although they are
common in the American literature beyond this date. In the USA, social fabric
characterises discussions regarding population change due to immigration; in Australia,
the term social cohesion is preferred for similar discussions. In America, social fabric is
associated with more conservative family values, which may be a reason for Australia’s
preference for more neutral terms. This rejection of the term social fabric in Australia
may also be because it is considered idealistic, referring to the nuclear, Anglo-Saxon
family. Such times were considered free from our current issues of multiculturalism,
changes in sexual norms, single-parent families or shifts in moral values. One reference
to social fabric in the USA, for example, referred to homosexual behaviour as deviant.
Because of these associations with traditional society, the concept of social fabric is
preferred for exploring the changes to Horsham and its surrounding region’s social and
economic structure that have occurred since the 1950s. The shift from a more traditional,
family and small business-driven economy has changed patterns of labour, industry,
education and social services. Social capital refers to the bonding, bridging and linking of
networks within a social system, which collectively demonstrates resilience, trust and
connectedness (Bosworth & Atterton, 2012; Madsen & O’Mullan, 2014; Skerratt, 2013).
In this thesis, social fabric is concerned with mapping the ways that generational change
has affected Horsham’s social and economic ecosystem. This section also aims to
understand how a neoliberal market-driven economy compares to that of previous
generations in its social aspects of welfare and family. The social fabric of yesteryear and
the fabric of today differ greatly in the aspects of welfare and social assistance. The
current system has a network of state or federally funded welfare packages that provide
assistance; previously, that assistance would have been provided by charities and
altruistic philanthropists.
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In the past, welfare recipients were regarded as charity cases, but are now known as
clients or even customers. Previously, welfare was the mainstay of churches, schools and
other private bodies providing for the common good. Today, it is an industry with a
target market of the socially and economically disadvantaged in society. This change has
been significant for Horsham and its hinterland, especially for some of the participants in
this regional trifecta study who were working in the funded agencies or were providing
free services to the community out of a sense of common good.
The infographic in Figure 7 is a visual ethnography based on fieldwork and contextual
reading to represent the social change which has occurred in Horsham due to
governments providing welfare services via outsourcing to private companies. The
infographic is designed to portray that these social services, while aiming to heal rifts in
the social fabric, cannot replicate the organic community of previous generations.
Instead, welfare services act as a market-driven safety net rather than a new social fabric,
as it has been designed to promote social cohesion yet not repair the original structures.
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Figure 7. Social fabric infographic.
The collection of images above the dotted line represent the sporting clubs, charities,
churches, schools and businesses that surrounded the central social group of the time,
which was the family. These structures all still exist today, but they only provide limited
social and economic assistance to families. Many of today’s families are now supported
by a tax-funded safety net, which is not organic but constructed to prevent severe social
fragmentation. Even many of the charities that still exist are at least partially tax funded.
These services reveal the hidden tears in the social fabric by recognising that there is a
need for alcohol and other drug services, family violence social work, and other services
that are often connected to the courts and justice system. All of these services are no
longer funded as a result of philanthropic or altruistic motivation, but are funded by
taxpayer dollars and distributed by professional agencies who compete to provide these
services.
Many different economic changes have influenced these social changes: global
capitalism, women entering the workforce, paid childcare, and welfare packages for
struggling families. Many of these changes are positive, yet supporting families socially
through economic policy has changed the cost of commodities and services. Global
capitalism has provided opportunities for wealth creation but has also generated
competition for family businesses such that they can no longer employ as many locals.
Although the social system has been subsidised for those struggling with housing and
family issues, the subsidies have also raised the cost of childcare for those in a less
desperate state.
Historically, the family was at the centre of a community’s social fabric and was
supported by a number of social groups such as the church, the football club, the schools
or the businesses. Similarly, family businesses contributed to the social fabric by
providing employment, sponsorship and financial assistance in times of hardship.
Traditionally, when Horsham and the wheat belt around it was first established, these
were the essential elements of a healthy and resilient region. Families that had prosperous
farms, thriving mills or retail businesses would benefit a region through their
employment of locals and their donations to charities, whose role it was to help those
who were struggling in the community.
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These systems were, however, limited in their ability to provide for the community;
families were experiencing divorce, family violence, drugs or messy succession planning
conflict. Although women entering the workforce has resulted in greater equality and
economic freedom, it has also resulted in fewer families with a stay-at-home parent, and,
as Aitken argues, people are now “less likely to know their neighbours well, let alone
knock on their door to borrow a cup of sugar” (Aitkin, 2005, p. 134). Greater numbers of
women in the workforce and the pressure for both men and women to retire later has
meant that fewer family members are available to provide care for children (Petrzelka &
Mannon, 2006). This scenario has created a demand for childcare, which the market has
responded to with privately run and federally funded institutions. This in turn has led to a
childcare workforce that has increased the financial burden for families and the taxpayer
dollars it consumes (Ghezzi & Mingione, 2007). Family businesses that have survived
are now susceptible to market competition, drought, centralisation, or lack of a skilled or
entry-level workforce. Although locally based businesses that belong to national
franchises do bring some benefit to the community, they tend to be more focused on
generating profits for the base company that is headquartered in a capital city.
In country Victoria, football clubs provide social opportunities, fitness, social cohesion
and entertainment, but despite being heavily subsidised by state and federal funding,
football often promotes a drinking culture and even social exclusion (Zhou, O’Brien, &
Heim, 2014). Additionally, despite the strong ties that football clubs represent, they
provide limited assistance to the community for mental health issues, family breakdown
or financial problems, droughts or other factors affecting the social fabric. When
members of the regional trifecta were being selected it was significant that most were not
associated with football or any of the other local sports and had forged their own
networks to provide alternative social activities for the community.
Similarly, changes in the social imaginary has meant that the influence of the churches
has shrunk, and they no longer are able to provide services to the wider community, but
only to those in the pews. Although there are exceptions to this, the church groups that
are providing more social services due to their lack of inner cohesiveness have become
mere vehicles for social assistance. This increases their bridging social capital but
reduces their bonding, which has long-term consequences for sustainability such as the
loss of volunteer labour that results in the need to pay a larger church workforce. In the
case of charities, they tend to have a limited brief for specific groups. Their values and
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interests create natural limitations in terms of who they can help. Schools are being asked
to do more and more parenting for families by providing a behaviour management
service, but have reached their limits of pastoral care, social monitoring and counselling.
These social and economic changes have occurred through policy, centralisation, global
capitalism and changes in family values that previous generations could not have
envisaged (Mendes & Binns, 2013). The increasing incidence of divorce, separation and
reported family violence indicates that these once-hidden burdens now require urgent
resolution.
In Horsham, there are dedicated departments of social service agencies that assist
children into out-of-home care and young people to escape family violence, parental
neglect and their unstable housing situations.
Again, it is important not to idealise a concept of a finely woven and cohesive social
fabric that naively yearns for a yesteryear when two incomes were not needed to buy the
Australian dream. The romanticisation of rustic nationalism as the backdrop for this
spurious utopian family cannot continue as it concealed the same family schisms that are
now being faced. It is important to understand that rural and regional areas are entitled to
a “fair share” of the subsidised welfare dollars cities enjoy given that their social
problems are just as significant, although they are often more culturally hidden (Brett,
2016, p. 6). Recognition of tears in the social fabric represent challenges to achieve
genuine social cohesion when the “glue” itself is tied to state and federal funding.
This reflection is not intended to idealise the past, where marital disputes, farm
succession conflicts and social ostracism still occurred but were accepted as normal parts
of country life. There are definite advantages to the present-day social programs because
they provide solutions to the pain and suffering that families experience. For instance, in
the new market-driven environment, the drug and alcohol culture, which was once an
acceptable aspect of country life in Victoria, has been identified as being the social
trigger for many family problems and is explored in more detail later in this chapter
(Carter, Signal, Edwards, Hoek, & Maher, 2013; Chan et al., 2016; Hinton & Nagel,
2012).
This discussion of social fabric has illuminated the challenges that the participants of the
regional trifecta study were facing in their attempts to build community, establish new
businesses and achieve mutuality. Not only the social disadvantage itself but also the new
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funding models and structures complicated their partnership with communities wrestling
with social cohesion. Entrepreneurs struggled to find clients, labour and capital to fund
their business in this new structured environment; managers were often involved in
providing the care for the socially disadvantaged; and community leaders struggled to
find volunteers in an era when charity had become a business.
Managing social cohesion.
The market-driven safety net cannot repair a torn social fabric; it can only support
families and other social groups in their diminished state. These measures bring a kind of
social integration when other social structures cannot support people with significant
problems such as chronic health and mental health conditions, addiction, family violence
or long-term unemployment.
Although the safety net is technically welfare due to the industry’s dependence on state
and federal funding, the providers have become vendors who compete with one another
to provide social services such as disability support and childcare. So while these
services are desperately needed by those without sufficient social and economic
resources, their costs are inflated by market competition. Some disadvantaged people
obtain services that help them to solve their issues, become independent and build their
own social and economic networks; yet others remain entrenched in poverty and are
overwhelmed by the difficulty of accessing payments, subsidies, housing or other forms
of assistance. Some people’s situations are exacerbated by the fact that they lack the
means, time, literacy and capacity to apply for the assistance and, therefore, do not even
try.
Additionally, corruption and misuse of these services has led to a need for greater
regulation and bureaucracy, further increasing the costs of delivering social services and
creating greater difficulty for consumers to access them. In Horsham and its surrounding
region, there are a number of different agencies that provide services, yet accessing the
correct services requires a great deal of information, health and critical literacy. A large
percentage of the managers in this study were working in social service industries or in
public services that were needed by the disadvantaged. Finding funding and
administrative models to improve access to services is a long-term goal for many
working with disadvantaged people in Horsham and its hinterland.
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One alternative to bureaucratic regulation of services is in redesigning organisations to
have greater operational transparency. This transparency trend was a feature of the
Obama administration as an alternative to increased regulation (Etzioni, 2014). However,
supposedly transparent operations can also enable organisations to obscure their true
purpose to the public by deliberately emphasising a particular aspect of the data and
concealing the more suspect aspects. Etzioni (2014) argues that “the main reason
transparency is vastly oversold is that it rests on a popular but naive theory of the way
democracy functions, namely, that it operates as a direct democracy” (p. 687). His quote
reveals the difficulty of truly achieving democratic governance, and that bias towards
certain decisions will be held by those in power.
Returning to the social fabric model depicted in Figure 7, the services below the dotted
line are aimed at addressing the decline in the social fabric of the family – crisis housing,
alcohol and other drug counselling, child protection agencies and family violence
workers. These agencies refer from charity agencies that are also partially government
funded, unlike in previous generations when they operated solely on donations. These
services are vital for many in Horsham and its surrounding towns; however, their
dependence on public funds has meant that their goals are aligned with those of state and
federal governments rather than the community. These state and federal goals, which at
times have aligned with community interests, can also change with the whims of policy.
Not included below the safety net in Figure 7 is out-of-home care and the justice system,
and further below that there are those who are homeless and unable to access housing
assistance. Although this area of disadvantage is outside the scope of this discussion, it is
troubling to realise that a person does not have to fall far to miss the safety net entirely
due to their apparent ineligibility to access housing services or subsidies for childcare
(Australian Human Rights Commission, 2017; Community Affairs References
Committee, 2014; Wilkins, 2016). In Horsham and its hinterland communities, housing
instability has usually been triggered by family violence, which has then led to a
combination of other wicked problems.
Family violence and gender inequality.
As a number of the members of the trifecta were working in social services that were
involved with the Horsham and surrounding region’s secret underbelly, it was important
to explore family violence as an issue and as an aspect of trifecta leadership practice. In
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the Wimmera, policy and practice measures have focused on raising awareness of this
issue and increasing knowledge regarding the psychopathology of abuse. At the centre of
this awareness-raising campaign, Horsham Rural City Council has established the
ideological parameters to encourage the prevention of family violence, which was also
considered in this doctoral study.
According to the WSM Regional Partnership, reported family violence in the region is
more than double the state average, with its highest rate reported in 2015 (Regional
Incubator for Social and Economic Research, 2017). Healthcare centres, schools, police,
social agencies and councils are all aware of the impact of family violence in the region
and measures are in place to provide safe housing and counselling for victims. The
Wimmera Base Hospital uses a toolkit known as Strengthening Hospital Responses to
Family Violence (Wimmera Health Care Group, 2016). This statewide-used toolkit is the
preferred tool for the Royal Women’s Hospital in Melbourne. It provides practice-based
materials for healthcare professionals and social service workers to use in cases of
reported family violence. The causes of family violence are systemic and cannot be fixed
through crisis accommodation and better reporting of violence, although these are vital
safety nets to manage the fallout from the problem.
Horsham and its hinterland’s public health networks have also adopted the Communities
of Respect and Equality (CORE) alliance’s ideological framework, which attributes
violence against women to attitudinal notions of inequality. The premise is that
promoting gender equality through emphasising women as humans worthy of respect
will result in a decrease in family violence. Given this premise, CORE’s framework has
been implemented throughout Horsham and its hinterland as a panacea for reducing
violence in families. This premise is based on the findings of the Victorian Royal
Commission into Family Violence, which consulted women in regional Victoria, women
from culturally and linguistically diverse (CALD) backgrounds, older women, and
women with disabilities or health problems. The commission based its terms of reference
on the national Change the Story framework.
All of these aforementioned documents cite each other as references for their convictions,
and the trail of citations leads back to the World Health Organization’s Preventing
Violence report from 2004. Although this particular report, which the previous citations
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are built on, did address gender inequality, it did so referencing social inequality as an
equal precursor for violence:
Promoting social and gender equality alone is not enough to influence the
underlying conditions that foster interpersonal violence. Two groups
within society could achieve, for example, equal status before the law and
legal protection against discrimination, yet inequity might remain because
of the differences in the way the groups are positioned to take advantage
of opportunities. (World Health Organization, 2004, p. 49)
CORE’s work, then, is predicated on an incomplete characterisation of family violence,
with gender equality being the primary goal to be reached rather than exposing the class
inequalities present in society. Additionally, there has been a focus on families that have
a more traditional structure given that the empirical evidence indicates that strict
conformity to gendered roles can be a contributing factor to family violence. The World
Health Organization’s report, however, does not mention these rigid gender roles as a
precursor to family violence and an examination of its reference lists in other related
reports reveals only a single primary reference. The international report from 1998,
called Preventing Violence against Women, only addresses gender roles in the context of
a detailed profile of a perpetrator’s social, communal, relationship and individual
pathology. This overemphasis on rigid gender roles thus fails to acknowledge greater
problems in regional communities that may be contributing to family violence.
Therefore, apart from the fact that it is technically difficult to measure a decline in family
violence, it is also questionable whether it could be addressed by raising awareness of
gender equality given that it is just one of the facets of a complex historical issue.
The four elements of the vision of the CORE alliance are as follows:
•

A safe, equal and respectful society for everyone.

•

Our communities can be better places to live if we take action to promote change.

•

Violence against women is unacceptable by any standard or measure.

•

The main driver of violence against women and children – gender inequality –
can be changed and our society can reflect equality for men and women in all
spheres of civic and personal life (Women’s Health Grampians, 2016, p. 12).
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The CORE alliance argues that the main driver of violence against women and children
is gender inequality. There is no doubt that there is evidence that gender inequality is
more prevalent in rural and regional areas due to the observance of more rigid gender
roles (Dempsey, 1990; Women’s Health Grampians, 2016) and can accompany
escalating levels of social, emotional, financial and physical abuse. However, given the
evidence base for this campaign, it is difficult to believe that targeting gender roles
through a whole-population approach would be able stop the primary causes of violence.
There is also a risk that such an approach could be considered sufficient action to reduce
family violence – for example, investing in white ribbon events – rather than providing
safe housing, better police procedures and mandatory reporting laws for GPs and social
workers.
The relevance of this critique against this ideological campaign was to consider whether
it had an effect on the regional trifecta’s engagement in making their region a better place
to live. There are greater family and cultural influences that underlie violence than
inequality against women, especially when the violence usually concerns children as
well. Social isolation and secrecy are factors that can contribute to one person
manipulating, controlling and physically abusing others. This campaign’s flawed policy
basis had implications for the practice of the trifecta’s leaders who were engaged in
attempting to end family violence, either through targeting systemic attitudes or working
directly in crisis accommodation. A better policy basis for this issue could have begun
with a much more nuanced understanding of why abusers continue to abuse.
Toxic masculinity as disease and equality as cure.
Jess Hill’s recent book, See What You Made Me Do?, discusses the deep psychological
motivations of men who abuse. In Gleeson’s (2019) article for the Australian
Broadcasting Corporation, Hill argues that it is important not to merely roll out the stock
feminist response to family violence but to also understand the emotional landscape of
the abuser:
To really understand why they [commit domestic violence], we have to
look at what kind of emotional landscape an abuser occupies and that
means looking at things like shame and humiliated fury, and, for some,
even their use of drugs and alcohol. (p. 3)
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Hill’s book paints a picture of the complex psychopathology of abusers and challenges
the current trend towards woke ideology:
We can’t have this conversation as though abusive men are just these
faceless foot soldiers of the patriarchy, who are imprinted on by culture
and whose behaviour is [influenced] by porn and outdated modes of
masculinity. (Hill, as cited in Gleeson, 2019, p. 4)
Hill’s research reveals that there is a complex emotional landscape behind the need to
control and dominate, but in her discussion with Gleeson (2019), Hill focuses on a male
perpetrator’s inability to cope with shame. In some cases, this sense of shame has been
triggered by equality campaigns that have highlighted behaviours known as toxic
masculinity. Hill argues that beyond just broad health campaigns that promote equality,
family violence requires a targeted approach that is implemented by the police, the
justice system, social workers and other bodies. Direct behavioural change that targets
abusers can mean the difference between life and death for a woman. This direct
behavioural approach goes beyond a public health-style campaign that, unfortunately,
perpetuates concealment and intimidation.
Additionally, it is clear that police procedures and referral systems for women seeking
help are often inadequate to protect them from the “powder keg” that is their partner,
especially if their help-seeking triggers shame that results in further rage and abuse by
the perpetrator. Safe places to report violence, secure housing, and receive counselling
and financial support must be available for women risking their lives to escape their
partners. A woman wanting to report her abuser is vulnerable to escalating violence if
she attempts to escape her partner given that the physical abuse has often been preceded
by financial and emotional abuse that has eroded her agency and independence and left
her with little reserves to attempt escape (Diemer, Humphreys, & Crinall, 2017;
Warburton, Whittaker, & Papic, 2018). Research into social services has revealed that
social workers struggle to provide safe housing for victims to leave their abusive
partners. Even if gender equality was widely accepted and encouraged in society, without
safe housing and behavioural change, abuse would continue. There is also another
contributor to family violence, aside from secrecy and isolation, which is common in
Victorian regional areas, and that is alcohol abuse.
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Social cohesion, sport and alcohol.
It is widely known that alcohol is often associated with family violence (Scholes-Balog,
Hemphill, Kremer, & Toumbourou, 2016; West, Muller, Clough, & Fitts, 2018).
Therefore, it is important to examine the alcohol culture that exists in Horsham and the
surrounding smaller towns. In regional areas, alcohol is considered to be an acceptable
social lubricant, especially when many small towns may have only two gathering places
left – the pub and the football club.
Alcohol is also strongly associated with regional sport, especially football. In regional
areas, where sport is a strong source of social cohesion, alcohol may be the social
adhesive that operates in sporting clubs. Sport is a key pastime in the Wimmera region,
where it creates social-gathering opportunities. In this study, there were several
community leaders involved with various sports who relied upon sport’s social cohesion
qualities; there were others, however, whose lack of interest in sport was the cause of
their social isolation and ostracism and formed one of their external barriers.
In 2019, the local newspaper expressed the local sentiment that football is “the most
important thing in town” (Crabtree, 2019, p. 2). If you judge by the sheer numbers of
those who attend, follow and play this sport in Horsham and its hinterland, the newspaper
is correct. However, despite sport’s association with entertainment, fitness and social
cohesion, it does have its darker sides (Bainbridge, 2013). Alcohol, drugs and unhealthy
eating all feature strongly in football club culture, where alcohol and food companies that
provide sponsorship to the clubs advertise their products, such as soft drink, beer and
pies, in the grounds and the clubhouses (Carter, Signal, Edwards, Hoek, & Maher, 2013).
The Wimmera Drug and Alcohol Taskforce has drawn attention to the consequences of
children witnessing the drinking culture imbibed in by their parents (H. Phillips, 2013).
For example, the taskforce highlighted the case of an amateur basketball league that had
requested an extension to its liquor licence that would allow it to serve alcohol seven
days a week and at times during children’s basketball games. A local drug and alcohol
counsellor commented that sporting clubs were “saturated” with alcohol: “a seven-yearold doesn’t see the distinction between sport and alcohol,” he said. “All they see is that
they went to the basketball stadium and adults drank alcohol” (H. Phillips, 2013, p. 2).
Alcohol consumption is also associated with risky behaviour and violence, some of the
key problems that communities are trying to solve (Kingsland, Wolfenden, & Tindall,
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2015; Rowland et al., 2015). Small community sports in rural areas have been associated
with violence due to the availability of alcohol and even drugs. The local newspaper has
quoted examples of police entreating football fans to monitor their alcohol consumption
in anticipation of an upcoming game as well as the abuse that can occur due to the high
levels of alcohol consumed at these games (Henry, 2012a, 2012b).
Nationally, sport has had a long association with the excessive consumption of alcohol.
Although the grand finals of the football codes cannot compete statistically with
Christmas and New Year’s Eve for the greatest number of people hospitalised for
alcohol-related conditions, they are still events where intemperate drinking occurs. Based
on a study of the number of emergency department presentations for alcohol-related
treatment, the more extreme events that contribute to alcohol abuse are Melbourne Cup
Day, New Year’s Eve and Christmas (Havard, Shakeshaft, Conigrave, & Sanson-Fisher,
2011). Therefore, one of the main sources of social cohesion in the Wimmera region has
an unfortunate association with drinking to excess, risky behaviour and poor modelling
to younger people. This culture of excessive alcohol consumption continues to contribute
to behavioural problems in society and families, and it was these problems that many of
the members of the regional trifecta were attempting to address in their leadership
practice.

Recruitment and Retention of Professional Staff in Horsham and the
Surrounding Region
Given the widespread social issues that pervade Horsham and its hinterland communities,
it is important to discuss the difficulties of attracting and retaining skilled staff in areas
affected, such as education, social work, health and allied health, which require staff to
have advanced degrees, which are difficult to obtain in the Horsham area. The long-term
sustainability of Horsham and the surrounding region depends upon people moving to
and staying in the region, buying houses, filling skilled positions and stimulating the
economy. Liveability, employment, medical services, arts and culture, and mobility are
factors that professionally trained staff consider when contemplating a tree-change to
regional Australia. Although the Wimmera is officially classified as a regional area, it
does share some of the disadvantages associated with rural Australia despite having a
stronger economy, higher house prices and a larger population.
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Regional centres such as Horsham are often referred to as “sponge cities” because they
“absorb” people from the smaller surrounding towns. Much of their population growth is
due to people moving from smaller towns in the area and not from the larger cities
(Alexander & Mercer, 2007, p. 229). Regional policies often focus on attracting skilled
staff to reduce labour shortages and sustain long-term growth, and these skilled staff
mostly come from larger cities or overseas. Difficulties in attracting skilled staff to
regional areas is prevalent across all industries including farming, social services,
healthcare, allied health and education. Significantly, recruitment does not guarantee
long-term staff retention as many of the skilled staff’s contracts are for five years after
which they often move on (Godwin, Blizzard, Hoang, & Crocombe, 2017). A contributor
to this inability to attract and retain professionals is the distance, although more
significant is the lack of appropriate healthcare available for residents, especially those
accustomed to the ability to choose between multiple primary and secondary healthcare
options.
Regional classification and access to medical services.
The Australian Statistical Geography Standard’s (ASGS) remoteness area (RA)
classification structure is the measure by which doctors are incentivised to relocate to
more remote areas of Australia to practise medicine.
The RA categories are as follows, with workforce incentives available for categories
ranging between RA2 to RA5.
RA1 – Major Cities of Australia
RA2 – Inner Regional Australia
RA3 – Outer Regional Australia
RA4 – Remote Australia
RA5 – Very Remote Australia (Department of Health and Ageing, 2006, p. 3).
This remoteness structure factors in population and its distance to larger service centres
and to make this calculation, the ASGS was based on the Accessibility and Remoteness
Index of Australia (ARIA) developed by the Hugo Centre for Population and Housing
(Hugo Centre for Population and Housing [Hugo Centre], 2018). According to this
classification system, Horsham belongs to the RA3 category, which is more remote than
the RA2 category to which Ballarat belongs, yet the incentives for GPs to move to either

150

region are the same. Given that the incentives are identical, despite Horsham being a
further 175 kilometres west of Ballarat, the likelihood is that GPs considering a move
would choose to practise in Ballarat, which is located only an hour from Melbourne, but
has similarly priced housing to Horsham but greater access to other services. This
example indicates that the incentives to attract GPs for RA3-classified areas are
inadequate to address the medical shortages that reduce local leader’s access to primary
and secondary healthcare.
The ARIA index used to develop the ASGS structure explicitly states that it is purely
geographical and “excludes any consideration of socioeconomic status, rurality and
populations size factors” (Hugo Centre, 2018, p. 1). This indicates that the measure used
to design incentives for GPs does not take into account the greater socioeconomic
disadvantage experienced by RA3 residents, and the greater sacrifices that medical staff
make to practise medicine in Horsham and other RA3 areas.
Inequality is not accurately measured when the data examined is purely geographical,
and this flawed epistemology designed to address physician shortages in rural regional or
remote areas is based on a mathematical equation. The equation surmises that population
+ number of km to a category A, B, C, or D service centre, without subtracting for
regional disadvantage. Therefore the policy measures for attracting primary healthcare
workers are inadequate for recruiting and retaining GPs in Horsham and its surrounds.
Humphreys and Wakerman (2018) state that policy and programs that do add extra
factors consider the implication of poorer health outcomes for regions in conjunction
with the geographical criteria. Yet they also point out that resource allocations
underpinned by these classifications have resulted in significant anomalies,
inconsistencies and inequities between communities. They also focus on the Modified
Monash Model as the solution for the social inequalities experienced by outer-regional
areas and rural towns that lack healthcare professionals, especially GPs. The model
attempts to address this social determinant of health.
The Modified Monash Model.
The recent adoption of the Modified Monash Model by the Australian
government recognises the need for resource allocation models that relate
to the medical workforce to differentiate more equitably between
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communities using “fit-for-purpose” criteria, of which geographical
attributes might be but one useful surrogate. (Humphreys & Wakerman,
2018, p. 330)
The Modified Monash Model, whilst extremely important, has yet to result in any
improvement in the recruitment and retention of GPs in regional areas. This is due to
other non-financial reasons associated with working in outer-regional areas. Indeed, the
most significant factors in GP recruitment and retention relate to jobs for the doctor’s
spouse, schooling choices and housing (Humphreys, Wakerman, Pashen, & Buykx,
2009; McGrail, Russell, & O’Sullivan, 2017). There may be many incentives, but doctors
must also consider their own families and quality of life. Other reasons given for
recruitment and retention difficulties are distance from practitioners’ families and other
social benefits (Barnett, Jones, Bennett, Iverson, & Bonney, 2012; Hancock, Steinbach,
Nesbitt, Adler, & Auerswald, 2009).
Labour shortages in regional Australia.
Professionals from all industry sectors have been affected by the difficulty of recruiting
primary, secondary and allied healthcare professionals for regional positions. In the
trifecta, managers and entrepreneurs have been affected by workforce shortages in their
own industries. The social issues listed in the previous section have also limited other
professionals from settling long term in Horsham and its surrounding towns, which has
resulted in workforce shortages across a number of different industries. A shortage of
doctors can lead to other professional shortages, as trained professionals want access to
healthcare.
Regional Australia has a number of labour shortages, from highly skilled medical
specialists to farmhands at harvest time (Maidment & Bay, 2012). According to a
conversation with an informant in this study, a number of permanent social work roles
that could not be filled were transferred to Ballarat where recruitment for them would be
easier (Personal communication, 2019).
The issue of labour shortages is multi-faceted, ranging from a lack of training courses for
GPs, specialist social workers, physiotherapists and teachers to a lack of uptake of these
courses when they are offered. The documentation exploring these labour shortages in
regional areas previously paid particular attention to nursing, medical services, allied
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health, early childhood and school education (Davies et al., 2009; RDV, 2018c).
However, there are other significant shortages to consider. Registered nurses have a
variety of training options available to them at the local hospital, yet the region itself
trains only enrolled nurses (TAFE qualified), with bachelor-level training needs having
to occur at least partly online or in Ballarat, which is a larger city centre.
In their work on dental practitioners, Godwin et al. (2017) argue that there is a “rural
background” (p. 31) effect on dental practitioners. Dentists who were raised or trained in
metropolitan areas are more likely to remain there. In contrast, many rurally recruited or
trained dental practitioners are likely to remain in rural areas. In Horsham, most local
social workers have a Certificate IV qualification or at best a diploma, which makes them
ineligible to fill higher-skilled roles that require a bachelor degree. The roles which
require specialist masters-level training, such as complex child protection roles, can,
therefore, remain vacant for long periods of time.
These labour gaps are difficult to fill for two major reasons: the difficulty of attracting
and retaining skilled workers; and the low educational aspirations of the locally trained
certificate- and diploma-level social workers (DHHS, 2018b). This issue of a shortage of
social workers has been under-reported and largely undocumented in the literature,
government reports and even the media. This doctoral ethnography was able to articulate
this problem through the frequent contact made with social workers in the region and
gaining access to internal documentation. The problem was often discussed in project
meetings of social workers, especially managers, who were complaining of being unable
to fill positions.
The difficulty in recruiting and retaining GPs and allied health workers has been well
documented (Hancock et al., 2009; Schoo, Stagnitti, Mercer, & Dunbar, 2005; Schwarz,
2003), yet there is very little data on the recruitment and retention of social workers in
rural Australia (Lonne & Cheers, 2014). In 2018, a survey of shortages in this field
revealed that often many positions in social work agencies remained unfilled due to a
lack of qualified applicants. The report on this survey noted that “the Grampians was the
area with the least access to social workers across Victoria” (DHHS, 2018a, p. 17).The
Department of Health and Human Services (2018a) reported that it had greater trouble
recruiting social workers and psychologists than other allied health workers such as
physiotherapists.
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The DHHS survey of social workers’ skills and qualifications across Victoria revealed
that 43 per cent of them held a bachelor degree; however, the number of social workers
practising with a Certificate III or IV or a diploma was much higher in rural and regional
areas. These areas tended to promote gaining the lower certificate or diploma
qualifications in social work, nursing and community roles as they were easier to teach
and access in smaller, more trades-focused teaching institutions. Nevertheless, the
retention of social workers has been difficult, with rural areas experiencing a high
turnover of staff. One of the factors that affects staff retention that has been reported
anonymously is there being a “poor workplace culture” (DHHS, 2018a, p. 34). The
existence of this poor culture was also a finding in this doctoral study, particularly
amongst the managers. Ultimately, the difficulties inherent in attracting and retaining
professional staff across a number of sectors in regional and rural areas were contributing
factors to maintaining regional sustainability generally. Supporting and mobilising the
members of the regional trifecta in their leadership practices was considered to be a
positive initiative to solve the problems of poor culture and filling vacant positions.
Lack of aspiration for higher education and knowledge management.
Based on the ethnographic fieldwork and discussions with managers who participated in
this doctoral study, many staff in Horsham and its hinterland are not interested in
pursuing higher education. Many social workers, particularly, have only a certificate or
diploma qualification. If their employment is secure, there is a reluctance to pursue a
higher degree, even though there are many unfilled positions requiring higher-level
qualifications in their region. This reluctance has also contributed to the difficulty in
finding suitable people to appoint to senior or middle management positions. According
to managers in some agencies, unfilled positions are eventually relocated to larger centres
where more qualified practitioners are happier to live. For example, many roles needed in
Horsham and surrounding towns are moved to Ballarat; while technically the position
services Horsham, there is a belief that the distance involved reduces the quality of this
service to clients.
In 2019, the principal of a large public secondary school noted that the shortage of social
workers and psychologists in the public system was a significant issue for young people
attending public schools in the region (Darling, 2019). The principal argued that the
recruitment practices that appear to work for allied health and general practice are not
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suitable for recruiting social workers. This lack of aspiration for higher education reflects
a trend in regional Australia. Horsham and the surrounding region tends to favour TAFE
courses, apprenticeships and traineeships for their young people because local young
people with higher aspirations will move to the cities to study physiotherapy, medicine,
teaching, law or higher degrees in social work. Robinson (2012) speculates that this low
level of aspiration is due to a lack of discernible opportunities, and that aspirations need
to align with what is available. Cowie’s (2014) study revealed that young people may
revise their career prospects due to a lack of perceived opportunity to realise their initial
loftier aspirations.
After the abolition of slavery in the USA, de Tocqueville observed that white southerners
were maintaining the servitude of former black slaves “by denying them the hope of
freedom in the future, of the aspirations such hope gives rise to, and of any opportunity to
educate themselves in preparation for freedom” (de Tocqueville, 1899, p. 49). This same
denial of opportunity can lead to reduced aspirations in the long term, not just for this
generation, but for the next.
In regional Australia, the capacity for young people to realise their aspirations has been
impaired (Robinson, 2012) and they have frequently lowered them further in the face of
the difficulties and the narratives of the communities they live in. However, passion,
aspiration and purpose are essential for maintaining hope in the face of shrinking
populations, decentralised governance, budget cuts and the loss of medical and allied
health professionals or other leaders from various positions in the region. Bock (2016)
says that those living in regional areas with higher goals and ambition eventually
demonstrate “withdrawal from and distrust towards the state, and the aspiration of selfsufficiency (p. 565). This is certainly indicated in the results of this study and in the
difficulties experienced by leaders working against their culture’s expectations. Those
who are highly motivated to achieve goals beyond those offered in the area can end up
disillusioned with the state’s interests and disengage from their goals in frustration. The
importance of triggering, fostering and maintaining aspiration in effective leadership
cannot be overestimated. According to the Victorian Information Portal using ABS
census data, the WSM region has the second-highest rates in Victoria of students leaving
school prior to completing Year 12 (see Figure 8). This report indicates lower
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engagement with education and lower aspirations beyond Year 12.

Figure 8. Did not complete Year 12 percentage comparison. From “Information portal,”
by Regional Development Victoria, 2019a (https://www.rdv.vic.gov.au/informationportal).
Conclusion.
In conclusion, the Wimmera region’s physical isolation, regional classification, history,
and changes in the social fabric have all contributed to the myriad issues experienced by
residents. This chapter has provided an historical, economic and cultural background to
the ways in which the local leaders had been practising their leadership in the region. The
context of the region has provided an essential backdrop to the participants in this
doctoral study and their goals as leaders in a community changed by time, economic
policy and perceptions of the value of the rural and regional areas of Australia. The
agency of the leaders who participated in this regional trifecta study – in terms of their
practice and the drivers, triggers and barriers from one or many of these contextual
factors that have encouraged or challenged them – will become evident in the results and
discussion contained in Chapter 3.
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Chapter 3
Results and Discussion
The results of this doctoral study have been divided into three parts – one for each
category of the regional trifecta typology – entrepreneur, manager and community leader.
Each part is further divided into four sections drawing upon primary sources from the
fieldwork and the interviews that were conducted. The four sections are barriers, drivers,
case studies and discussion. The research questions in this study formed the basis of the
methodological framework, the literature review, the contextual hermeneutical chapter
and the data collection of this doctoral study. The three results and discussion parts
answer the following research questions:
1. What drives local people to become entrepreneurs, managers and
community leaders?
2. What hinders them in performing these roles?
3. How do formal partnerships and informal networks affect the work of the
three types of leaders?
The first question refers to the triggers, barriers and drivers of the members of the
regional trifecta, and the second pertains to whether the trifecta achieves mutuality
through informal or formal social connections. The third question further explores the
nature of the mutuality provided by social networks or sufficient financial partnerships to
sustain an entrepreneur’s business, a manager’s organisational practice or a community
leader’s volunteer goals.
An entrepreneur may experience significant barriers in their financial partnerships and
yet still achieve sufficient mutuality to continue and benefit their own ecosystem. A
manager may have sufficient formal support yet lack networks to progress in their own
mutuality ventures. A community leader may lack cohesive social networks yet their
leadership drivers are sufficient to continue despite criticism. In this sense, the presence
or lack of networks or partnerships acts as a set of drivers or barriers and will be treated
as such in this analysis. Although the triggers of the trifecta are crucial to understanding
the participants’ role development and identity formation, they also link closely with the
members’ ongoing drivers that motivate their leadership practice and help them to
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overcome their barriers. Prior to presenting the results of the typology, it is important to
explain the process of analysing the data collected in this regional trifecta doctoral study.

Data Collection and Analysis
To optimise the triangulation of the data, a number of collection methods were used in
this doctoral study. The largest amount of data was collected from the qualitative semistructured recorded interviews, supplemented by the researcher’s field notes. The 27
interviews were recorded and transcribed using Sonix automated transcription software
and hand edited by the researcher to ensure accuracy. The transcribed texts of the
interviews were uploaded into the NVIVO 12 software program for analysis and coding
into themes. Additionally, the field notes recorded during the interviews, the informal
conversations with the participants and the informants contributed to the hermeneutic for
analysis. These notes included interpretations of the participants’ utterances based on the
contextual setting, the corroborating media and the informants’ accounts. Field notes
were stored in notebooks, in Evernote, in emails or in the researcher’s iPhone to ensure
the capture of all meaningful interactions and reflections.
The themes that emerged were coded in NVIVO according to the frequency with which
they appeared in the text of the transcribed interviews as well as in the subtext of the
collective data. Narrative analysis was used to identify the trigger, driver and barrier
sections and discover the cohesive story of each participant’s identity formation.
Thematic analysis was performed until the saturation point was reached, at which time
the codes were merged into consistent nodes. The themes identified the narrative
elements of the triggers, barriers, drivers as well as the supportive networks and
partnerships of the participants.
Interviewer bias.
The interviewer had an embedded outsider bias, having relocated to Horsham three years
prior to beginning the formal fieldwork for the study. The researcher became embedded
in the community through working in government agencies, participating in community
groups, enrolling her children in the Lutheran education system, using Horsham’s
healthcare services and engaging in public life overall so that she gained access to a wide
range of informant perspectives.
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Where possible, the researcher involved herself with the participants through work,
community events and social connections. Relationships with some participants became
closer due to common interests, social interactions, and work or community engagement.
The researcher only had prior-established networks with a few of the participants before
selecting them for the project. These interactions, however, provided a unique insight
into the participants’ roles, work, vision, goals and perspectives. An insider researcher
may have selected different participants or observed the roles or the intentions of the
participants from a different bias, especially when some of the participants had
reputations of “being difficult” or “being in that kind of group” according to informants
(Personal communication, 2018).
The inherent bias of the researcher being an outsider afforded an impartial,
phenomenological interest in the participants’ utterances and perceived truth. An
additional benefit to having an outsider’s perspective was that there were no preconceived ideas regarding the participants. The researcher had not been exposed to the
opinions, associations or acquaintances of the participants, which could have impacted
on the researcher’s objectivity. It is possible that an insider’s bias would have had its own
advantages for a doctoral research study in this area. This advantage would have enabled
the researcher to understand the powerful family ties of participants to industries such as
agriculture or education that were operating in the area and which carried a significant
pedigree to the locals. However, the outsider bias reduced the researcher’s awareness of
prevalent views that held sway in Horsham and its hinterland communities. Also, an
insider may have had more difficulty obtaining access to certain participants due to prior
family associations.
The strong ties referred to by Granovetter (1973) and Atterton (2007) in country regions
could have created a problematic social contract for the researcher if she had been
established over a longer period in the Wimmera prior to beginning this doctoral study.
In contrast, the “strength of weak ties” (Granovetter, 1973, p. 1361) allowed the
researcher to be exposed to different, and at times, marginalised participants.
Qualitative interviews.
Each qualitative interview was conducted in a public place for ethical reasons, but the
location was also chosen to ensure there was sufficient privacy for the participant. Each
interview was recorded with the participant’s knowledge and signed consent as well as
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their awareness that their identity would be anonymous in the project. The duration of
most interviews was approximately 35 minutes, although one was over 50 minutes and a
few were only 15 minutes.
The same questions were asked at each session (see Appendix B), although the
researcher used ethnographic discourse methods to co-construct meaning with the
participant during this process (Manor-Binyamini & Bakhtin, 2010). The researcher
followed this ethnographic principle to ask clarifying questions, understand the language
and context of the participant, and to place the participant’s story within a cohesive
framework. This ethnographic process also ascertained the participant’s connections to
networks and partnerships, which may have not been at first apparent to the participant.
Discourse analysis.
As was the case during the data collection process, critical discourse analysis was also
used in the analysis of the collective interview data, with the addition of the researcher’s
field notes. N. Phillips and Hardy (2012) describe critical discourse analysis as follows:
It is a focus on the distal context – how it privileges some actors at the
expense of others and how broad changes in the discourse result in
different constellations of advantage and disadvantage, particularly within
the Foucauldian tradition. (p. 7)
Similar to N. Phillips and Hardy’s Foucauldian reading of the distal context, the
researcher was aware of the oppressive and repressive influences that were affecting the
participants. The researcher felt an obligation to empower and elevate the leadership
practice of the participants through uncovering these influences in the analysis stage due
to the critical nature of this study. As defined earlier in this thesis, the hermeneutic for
this study’s discourse analysis was based on Mabey’s (2012) axes of consensus,
dissensus, emergent and a priori categories of leadership development.
Mabey’s infographic describes the tension between preconceived leadership ideology in
a priori and critical approaches and the empirically verifiable lived experience of the
leaders studied. This formed an essential conceptual framework for the researcher’s
analysis of and engagement with the participants’ utterances. The need to uncover
oppression and repression, as well as to understand the naturally emergent nature of each
leader’s practice, was grounded on this basis.
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The analysis was based on the conceptual framework of both an emergent and critical
discourse. These two positions are diagonally opposite in the infographic (see Figure 1),
yet they combine to form a critical and empirically exploratory approach to analysis. This
model was adopted to accommodate the complexity of leadership formation and practice
of the diverse leaders who participated in this study. The researcher combined this
openness to emergent and interpretive analysis of the leaders’ lived experiences with a
critical, emancipatory awareness with the goal of challenging the norms of leadership
development and practice. Given this analytical basis for the discourse analysis, it is
important to explain the accompanying narrative aspect of analysis, based on the leaders’
formation and practice stories.
Narrative analysis.
Sense-making activities are a universal human practice. Children are told stories that
teach them to make sense of their world and bring meaning to their experiences (Moen,
2006). Moen (2006) argues that is why these practices of making sense are brought into
adulthood. In his book, Discourse Analysis as Social Critique, Herzog (2016) asserts that
individuals cast themselves as the protagonist in a story. This story varies to
accommodate experiences of oppression and repression. In the case of this regional
trifecta doctoral study, the participants’ identities as resilient and hard-working leaders
enabled them to tolerate criticism, neglect and exploitation in their own communities.
Therefore, the researcher applied a critical narrative analysis to account for participant
self-deception during analysis. Using

, Essers (2012) argues that narrative research

methods investigate “to what extent a pervasive ideological deception might control our
ordinary lives and sense-making activity, how we may recognize this and whether we can
escape from it” (p. 332). To account for the possibility of participant self-deception, the
researcher consulted publically available information to analyse the narratives presented
by participants. This reading between the lines was the process of discovering the
meaning that was underlying any sense-making and normalisation of the experience of
oppression.
Another classical aspect of narrative analysis was to consider the participants’ narratives
as involving a donor, an antagonist and a quest. In folklore and fairytales, a donor assists
a hero by providing a necessary item for the quest, the antagonist is the enemy the hero
overcomes, and completing the quest is how the hero achieves self-actualisation and
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identity. These narrative elements were evident in the structure of the triggers, barriers
and drivers when the analysis was conducted for this doctoral study. The triggers
represented the beginning of the leader’s journey into their role and identity, the drivers
provided the motivation for the leader to continue their quest, and the barriers
represented the efforts of the antagonist to thwart the participant’s leadership practice.
When the participants understood these aspects, they could self-actualise themselves as
leaders. The participants presented their leadership practice with the narrative themes of
donor or antagonist working with or against them as leaders. This theme of an antagonist
was evident in some leaders’ stories at the interview stage; yet for others, the antagonist
was only discovered through analysis of the fieldwork data via insight into the unique
social, economic and political context of the leader’s experience. Additionally, the donor
was often very clear on the first reading of data or during the interview, yet extra
contextual data often made this character clearer.
As per Schreier’s (2013) qualitative content analysis, a third layer of iterative qualitative
analysis was performed. In this doctoral study, this third layer aimed to confirm the
presence of mutuality in the networks and partnerships of the participants. The evidence
of mutuality in the networks and partnerships of some of the participants was obvious,
whereas for others, the mutuality, or lack thereof, was only discerned through further
fieldwork.
Social system context.
There were many possible ways to understand the social system and there were several
elements to the contextual factor in this study. The concept of social fabric was
established as a part of the contextual hermeneutic as outlined in the previous chapter. In
this study, social fabric refers to the collective social, historical and institutional settings
of the leaders in Horsham and its surrounding towns. The other concept of a social
system in this study is that of the entrepreneurial ecosystem, which was described in the
literature review to also include the ecosystem of the manager and the community leader.
These social frameworks are complementary perspectives of the social context of the
leaders who participated in this study in Horsham and its hinterland.
To differentiate these contextual aspects of these analytical terms, social fabric refers to
the social and economic context that leaders build upon to achieve their practice. These
factors illuminate both the historical and communal state of their region, whereas the
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entrepreneurial ecosystem is a context more concerned with market forces, funding
partnerships that support the ongoing success, and growth of their ventures. When
describing the immediate social relationships, the term “network” is used. Relationships
and ties that are more practical economically are known as partnerships. Both were
equally important to members of the regional trifecta that was the subject of this doctoral
study. The family and cultural contexts of the participants provided the foundational
experience that shaped their perceptions and approaches, whereas the political and
funding-based relationships provided more of an impetus to manage market or labour
problems.
Additionally, the participants’ personal relationships, both encouraging and hindering,
also shaped how they practised their roles by becoming part of their networks or
partnerships. Some participants’ family members were providing both a supportive
network and a financial partnership, while the family members of others were tolerating
or supporting the participant personally, yet were not able to offer any financial backing.
Therefore, across the more social and historical perspective of social fabric, and the more
economic and functional perspective of an ecosystem, the groupings of relationships that
provide ideological barriers or drivers are known as networks and the more practical and
functional are known as partnerships.
Summary of the triggers, drivers and barriers.
Before presenting the typological analysis of entrepreneurs in Part 1, and managers and
community leaders in the latter parts, it is important to provide a summary of the
categories of the triggers, barriers and drivers that affected the participants who were
interviewed in 2018 (see Table 1).
Table 1
Triggers, Barriers and Drivers
Triggers

Barriers

Drivers

Situational

Staff and labour

Relational/culture
(networks)

Ideology/values

Distance

Ideology/values

Organisational/bureaucratic

Time

Organisational/bureaucratic
(partnerships)

Lifestyle

Gender

Lifestyle

163

Triggers

Barriers

Drivers

Relational/culture

Partnerships/funding

Goals, success and achievement

Relational/Culture
(networks)
Bureaucracy
(partnerships)
Policy

Part 1: Entrepreneurs
Part 1 explores in detail the entrepreneurs who participated in this study, according to
their triggers, barriers and drivers. A summary of the entrepreneur participants is detailed
in Table 2.
Table 2
Entrepreneurs’ Triggers, Barriers, Drivers and Mutuality
Entrepreneur

Triggers

Barriers

Drivers

Mutuality

BS

Values

Culture

Values

No

BD

Lifestyle

Distance/Culture

Values

Yes

SH

Values

Policy

Values

No

KS

Relational

Culture/Staff

Values

Yes

JG

Relational

Distance/Staff

Goals/success

Yes

BL

Relational

Staff

Lifestyle

Yes

JA

Situational

Policy

Values

No

AC

Relational

Staff/Culture

Values

Yes

AH

Relational

Staff

Values

Yes

Barriers to entrepreneurship in Horsham and its surrounds.
The entrepreneurs involved with this study were operating within an ecosystem of their
own construction, drawing upon their connections to support their businesses, both
financially and ideologically. Some of them had achieved significant international market
share or owned sustainable businesses that occupied a unique and respected position in
the community. One such successful entrepreneur was Participant JG:

164

The growth in China has really surprised us. But then even things like
Aldi has [surprised] us again, but the domestic consumption can change
at the drop of a hat. So we’ve had to really pull back and focus on the
areas that we’re good in rather than being spread too thinly across a lot
of areas. In the future we can get bigger and the opportunities are
massive.
Although JG had developed the respect of the local population and the state and federal
government agencies in the area, her market partnerships were so strong that successful
relationships with the locals and the state and federal governments were not important to
her growth. However, unlike JG, many of the entrepreneurs operating in Horsham and
the surrounding region were experiencing significant barriers. The most significant
barriers were categorised into the themes of staff, culture, distance and lack of
partnerships to support their business growth and sustainability.
The entrepreneur category had the highest number of participants from the outlying
towns, with six of the nine having their businesses located in one of Horsham’s
hinterland communities. This was because several of them were farmers or were married
to farmers, but others had established their businesses in those towns deliberately.
Participant BL was a farmer herself and had established a meat business. She described
one of the challenges of operating her business in an outlying town: “Because we’ve
gotta transport it from one country area to another country area, so, logistically, it’s a
little bit of a nightmare … but we can make it happen, and we’re determined to make it
happen.”
The example of BL demonstrates that entrepreneurs located in smaller towns usually
experience more challenges and disadvantage, yet their drivers provide determination to
overcome the barriers. Rural entrepreneurship demands a different skill set to urban
enterprises. Esparcia’s (2014) study demonstrates that the skills required to be innovative
in rural entrepreneurship are implicit as well as explicit. This dichotomy distinguishes
between local knowledge gained by social networks as well as the expert knowledge of
the enterprise industry and market, where “socioeconomic actors play a crucial role in
economic and social development. This is particularly true for rural areas, because the
socioeconomic context is often characterised by a very limited access to resources
physical, human and financial” (Esparcia, 2014, p. 1).
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Given the limited access to resources, each entrepreneur in the study recognised their
opportunity to capitalise on their unique position. If their business was flourishing it was
because of its niche in its particular market sector. These limitations in the form of the
particular types of barriers outlined in Table 2 are explored first, followed by the drivers.
Staff.
The most frequent mentioned and substantial finding that affected all of the leaders in the
regional trifecta was concerned with recruiting, retaining and training staff. In the
entrepreneur category, staffing was easily the most significant of all the barriers and had
the greatest impact on their drivers. Issues with staffing carried great consequences for
entrepreneurs because obtaining the right workforce, imparting the right culture, and
accessing adequate training were crucial for the continuation of the entrepreneur’s
business or social enterprise.
Staff were considered by Participant AH to pose a significant risk, so he avoided
employing anyone directly and opted to use a labour hire agency. Whilst his reluctance
to have permanent staff may have appeared to be overly cautious, his reluctance was
based on avoiding experiences related to him by other entrepreneurs:
Even though I have employees, they’re not actually employees … I’ve
gone through a hire agency … It just takes that risk away from me that if
something doesn’t work out, I don’t have to have this fear of legal
settlements or unfair dismissals or anything else like that.
Participant BL, another farming entrepreneur, remarked that workforce shortages in
Horsham and its hinterland had made the cost of staff unrealistic and unsustainable in
times of drought, disease or frost:
You’ll interview somebody and they’ll say they want this, this, this, this,
this and this (taps the table to show increasing demands), and that’s okay
for now … when we get back to the old average years, we’re actually [un]
able to pay for all of that, so they know they are in short supply, that
they’re really in demand, so they are using it to really get the best [salary
package] at the moment.
BL knew that if she wanted reliable staff, then she would be competing with other farms
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to provide attractive pay and benefits if she wanted to retain them. Given the market
changes affecting her farm produce, such as hay, meat and wool, in some years it would
be possible to hire staff, but at other times it would lower the profits of the business
significantly.
Participant JG, another farming entrepreneur, had been able to recruit reliable staff yet
experienced cultural issues due to the complex needs of her migrant workforce. As she
said: “The Karens need a lot of support in terms of day-to-day issues – medical
appointments, kindergarten, all that kind of stuff.”
The remoteness of her enterprise also affected access to regular face-to-face staff training
updates, which were located five hours’ travel time from her venture. Her remoteness had
also reduced her access to quality internet for online training despite investment in
boosters and higher-end internet plans.
Participant JA used to manage a group training and labour hire enterprise for traderelated industries before he retired. The business was designed to carry the risks that
local businesses associated with employing permanent staff. This business made it more
affordable for businesses to gain apprentices or trainees and subsidised their wages using
state and federal funding. If the business could no longer employ an apprentice, the
business would find another company to complete the apprentice’s training program.
Although this enterprise helped local entrepreneurs and managers to gain access to labour
with less risk, its existence demonstrated the risk and high cost of recruiting and training
reliable permanent staff for enterprises in Horsham and its hinterland. Although JA’s
personal barrier was government policy, the success his enterprise had demonstrated that
staffing issues were the greatest barrier in the ecosystem of Horsham and its hinterland
communities.
Culture.
Another related barrier for entrepreneurs was the issue of staff or volunteer culture. In the
context of this study, culture referred to the attitudes that the entrepreneur was trying to
build in their workforce, or an existing culture that needed to change to ensure businesses
sustainability. Some entrepreneurs were dealing with a community culture that was
affecting their ability to achieve their goals. Many of the smaller outlying towns had
quite dominant social ties and associated behaviour that were confronting to some of the
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entrepreneurs’ practices. Participants who were originally from another region or state
particularly faced powerful opposition, criticism, and even verbal abuse. Local,
embedded leaders who were introducing cultural change faced a more silent and
pervasive resistance to their practice.
Participant AC’s social enterprise was hindered by the culture of her volunteer workforce
protecting the paid migrant women from what they perceived to be difficult work. As AC
stated: “The way they end up, some people take a ‘we’re the dominant culture, you’re the
lesser culture’ approach. And it’s often really good intentions that people have, and they
want to help them and do it for them.”
Although AC believed it was a failure on her part to convey her desired culture of
empowerment earlier, she felt unable to confront the issue and insisted that the objectives
of the social enterprise be followed. As she said: “Some of the volunteers who work with
the Karen women, they are wonderful women, just wanting to care, and teach ... My goal
is just that they can get capacity to make something from beginning to end.”
Participant AN struggled with a culture of competitiveness in her industry and was
experiencing social ostracism in a small town where she was considered a threat. When
she called another woman in her industry and suggested they develop a partnership, she
was met with hostility:
I’m new here. I just wanted to touch base and introduce myself to you and
say if you ever wanted to get together and we could share costs of things
because it’s expensive freighting stuff here in cities. She literally told me
to (whispers, f*&^ off).
Participant BD confronted the dominant football culture of frozen convenience foods and
the serving of alcohol in local pubs with her enterprise that promoted a countercultural
lifestyle that was centred on plant-based fresh foods. Her attempts to introduce her salads
to the local football club were met with resistance from the club who were providing
unhealthy but long-lasting food options. As BD said:
I approached the local football club to have some food of mine in the
fridge for a final. I wasn’t able to do it because there was a league ruling
that no business was allowed to set up a stall. As I was a legal business, I
wasn’t allowed to bring my produce in, and the other thing was that
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because Coca Cola was a major sponsor, I wasn’t allowed to use their
fridge to store my foods.
These cultural barriers experienced by entrepreneurs were often tacit and subtle,
indicative of complex relationships based on strong ties of family, sporting clubs and
social norms. For, the tacit nature of these norms made them difficult to identify and
confront. Although they needed to retain their ideological support network, the
entrepreneurs were hindered simultaneously by their presence.
Distance to markets and training.
This barrier was an iterative theme in the narratives of the entrepreneurs who participated
in this study. In Horsham and its hinterland, the members of the trifecta downplayed the
difficulties of geographical distance for their practice. Entrepreneurs need access to
capital-city goods and services such as training, shipping, logistics channels, and
customers. None of the trifecta entrepreneurs directly cited distance as a barrier, but their
goals were frequently hindered by issues related to distance.
For example, Participant BL ignored the issue of distance and focused, instead, on the
volume required to make it worthwhile freighting stock to the city markets:
The only problem that’s stopping us is volume. I need to really research
that because that is how you actually get the numbers through, because
it’s so seasonal, lamb and beef. To get [enough lamb and beef to market
our own product] would be really difficult.
As previously mentioned, Participant JG’s issues with staff training were exacerbated by
distance, yet she focused on solutions. As she said: “[For] serious training we’ve
brought it in-house, so we tender it out and the trainers have to come here, and that’s a
condition of training. I’m not taking staff off site; it’s too far.”
For training updates, JG had focused on better internet connectivity to stream training,
however their access to sufficient internet was a barrier. JG downplayed these issues, and
when the researcher commented on the various signal boosters that could be seen in the
hallway, JG said, laughing, “Oh, we’ve tried everything.”
Despite these issues with training, JG’s international market share and partnerships
meant that she had already overcome some barriers and had achieved mutuality in China.
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Triggered by an opportunity to visit China as part of a Victorian government delegation,
JG established an online network as well as a formal partnership with the Chinese
Business Council. As she said:
I met a lot of women on that trip I did with the Victorian government.
Those networks are really good. Yeah, these women are crazy. You just
share information all the time, so I got a lot of We-Chat chat groups
happening all the time, which was great. (We-Chat is a Chinese social
media app for messaging.) I can ask them to check whether my product is
on the shelves.
Partnerships.
The fourth major barrier to entrepreneurial practice in Horsham and the surrounding
towns was partnerships. In this study, a few Entrepreneurs had forged industry
partnerships, either locally or overseas, and found customers for their products. The
income they received from their businesses allowed them to give back to the community
through hiring local refugees and improving the environment. In this sense, they had
effectively achieved mutuality, that reciprocity between their market and their practise,
by receiving economic profit which allowed them to contribute to the community.
Entrepreneurs who lacked powerful financial partnerships experienced frustration and
opposition from within their ecosystem. Participant BS’s e-waste business is an example
of a venture that failed completely due to this lack of mutuality. BS and his partners
launched an e-waste business that became an offshoot of their computer repair business
when they realised the value of the computer parts that were being discarded. They built
a workforce from staff interested in their goal of ecologically sustainable waste
management. As BS said:
[We managed a] 98 and 97 per cent breakdown [of the e-waste] which
was like a 2 per cent to 3 per cent margin of waste that was actually going
into landfill. So it was quite significant. Yeah, it was a massive
breakthrough that we weren’t throwing much in the landfill bin at all. It
was good finding those people because we did find all the people that
were actually keen and had wanted to kind of help the planet and help
recycle.
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As innovative and niche as this business was for a small regional centre, BS had also
been using disability employment agencies to provide his workforce. This decision to
hire people with a disability could be seen as financially motivated given the subsidies
that were being offered to employers to use such a workforce. Yet the employment of a
vulnerable group in BS’s business had effectively created a social enterprise in an
innovative and ecologically sustainable industry. As BS said: “We employed quite a few
local people, and then we were also using job agencies as well like [a disability
employment agency] and [an unemployment agency] – stuff like that to help.”
BS’s values-based leadership practice combined effective waste management with the
altruistic objective of providing employment to a workforce that had difficulty finding
appropriate roles. BS had a strategic goal for some waste that had not found a use for yet,
the plastics from discarded toys. There were many directions that BS was yet to explore
the market for: “We could have sent that off to actual plastic-manufacturing companies,
where they could have used the granules to make filaments or new plastic for injection
mouldings.”
The interview with BS was conducted in the much-smaller premises he had been forced
to move to after he lost the lease on his large warehouse, office space and grounds for
storing metal parts. The researcher learnt through an informant that the original agency
that had been providing his labour hire had appropriated his business and obtained the
federal funding that he had been unable to secure. When the researcher was told about
this, BS had no knowledge of the change and still hoped to relaunch his business at a
later date. BS was unaware that his trained workforce and potential partnership had
already been taken by another partner agency. Despite BS having worked three jobs to
financially support his enterprise, his efforts had not resulted in mutuality, but had
benefited another agency. This business was not as innovative and would not purse the
more complicated vagaries of plastic recycling and therefore would not achieve these
goals BS longed for.
BS struggled to understand why his venture had not succeeded, but the ethnographic
fieldwork revealed that it had been due to a lack of partnership from Horsham Rural City
Council at the right time:
It was the tenancy that held us back, but I also think it was the fact that
the government wasn’t as willing to jump on board with us as well. We
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had our model. It’s hard to tell what it was, I suppose. [It could have
been] Sustainability Victoria or other government agencies as well as the
Horsham Council.
This narrative shows the power and value of a partnership for entrepreneurial practice.
Triggers and drivers can shape innovative and transformative social practices, yet
without the required support and financial backing, they can fail. Partnerships
represented not only the support for the business or venture and its importance to
Horsham and the surrounding region but also legitimised the entrepreneur’s agency.
Legitimacy refers to not only the community buy-in but also to the community respecting
the entrepreneur’s value to their social and economic system.
Entrepreneurs in the more remote towns of Horsham’s hinterland varied in their access to
reliable partnerships. Despite the barriers of distance and staff, entrepreneurs could
access mutual partnerships even when they were located between 50 and100 kilometres
from Horsham. Ventures located in Horsham were not necessarily more successful than
those operating in the hinterland.
Drivers for entrepreneurship in Horsham and its surrounds.
Entrepreneurial drivers were extremely consistent between the participants despite the
diversity of their triggers, barriers and industries. These drivers were values, lifestyle and
success. Their values accounted for deeply held personal motivations for their practice
despite oppression; their lifestyle driver referred to their desire to increase the
community’s lifestyle through improving the liveability of Horsham and surrounds; and
their drivers for success involved the sheer pleasure of achieving their goals. These
drivers were linked directly to the leader’s initial trigger for becoming an entrepreneur,
which provided sense-making to their practice and leadership formation. Many of the
entrepreneurs had a relational trigger for their values-based practice, which had its roots
in the entrepreneur’s strong ties to the community that had inspired their practice.
Values.
The entrepreneurs who participated in this study were predominantly values driven,
believing that their product was crucial to meet a deficiency in the local and wider
market. They all had a strong sense that their practice was necessary for their town or
region, or the national or international markets they contributed to. For the entrepreneur,
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values drivers are inextricably linked with role formation, and they dominate the practice
of the leader. The fact that values-driven entrepreneurs are primarily relationally
triggered indicates their need for ideological support from those around them. Participant
SH was an intensely driven, values-based entrepreneur, whose whole sense of identity
and upbringing had been invested in the production of renewable energy. This trigger had
a significant impact on his sense of identity and purpose. As he said: “All of a sudden it
dawned on me that farmers have been harnessing the energy cycle to produce energy, so
in those days [his grandfather’s generation] we grew carbohydrates to feed horses.”
SH’s revelation, based on his heritage as a grower of energy and not a grower of food,
helped him make the connection between farming and producing sustainable energy. SH,
perceiving the impartiality of the researcher during his interview session, attempted to
convince her to adopt the values of his practice. This need to proselytise to the researcher
was indicative of his leadership values that were essential to not only his practice but, as
he perceived them, to Australia’s future. The researcher needed to co-construct a sense of
meaning with SH, as well as other values-based entrepreneurs, to satisfy their need to
impart their cherished values. The researcher also checked in on the entrepreneurs in
order to ascertain whether they had achieved mutuality in their particular contexts.
Entrepreneurs’ values drivers meant that they were regularly seen to be imparting these
values in the local, state and national media.
Although values-based entrepreneurs crave relational and ideological support, their
practice is generally countercultural. This can place them at odds with their social
networks as well as the partnerships in their ecosystems, which then intensifies the
urgency of their drivers. Participant BD, the plant-based food entrepreneur, remarked that
comments regarding her products revealed that other people’s values were different from
her own:
People will say things like “it’s too expensive” or “I don’t like the taste”.
The expensive comment I don’t actually mind because it actually tells me
straightaway what their value is. A lot of people come to me and say, “I
want it, I don’t care what it costs”, so everyone values things in life.
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Lifestyle.
Lifestyle was a minor category in the entrepreneur section of this regional trifecta study,
yet was an important motivator that was in common with community leaders. Lifestyle
drivers represented the desire to improve the liveability of people living in Horsham and
its surrounding communities by providing high-quality products or an inclusive culture.
Often this desire for increased liveability began with a desire for the entrepreneur’s
improved quality of life, but expanded to include the quality of life of the town and the
wider community. As BD said:
It’s a big culture shift in rural Victoria … we’ve become this society that
relies on pre-packaged and long shelf-life food. That’s happened over the
past 20 years and there definitely needs to be a shift for the nation not just
where we are… people like me keep trying to push to get the message out
there that[in] another 20 years’ time, we’ll have no choice from a health
perspective. I can see that just needs to happen.
BD’s plant-based enterprise focused on products particularly for her own town, where
there was a culture of eating pies, chips and other food that could be kept in the freezer.
BD saw it as her responsibility to improve the lifestyle of the people living in Horsham
and its hinterland towns. The lifestyle driver challenged the social context of BD by
exposing the poorer quality of life for many residents of Horsham and the surrounding
region. Admitting to a poor diet with less access to fresh foods was challenging the
resilience narrative, which residents were internalising. This narrative, although
purporting to be resilient, was in reality a resignation to low-quality food and an
associated lower-quality of life. BD continued:
In my opinion [there’s] a big culture problem in terms of health and
wellness because it’s not readily available and because we live out where
we do and we’ve gotta drive 50 km [to Horsham]. If we’re going to have
to drive 50 km to go to the dentist, that’s half the day gone, so … [we
don’t] feel like going home and going to the gym or cooking tea because
we’ve got to cram so much into that time. For me, it’s just about getting
back to that simple life and showing people that you make happen what
you choose.
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The leaders with lifestyle drivers were experiencing ongoing opposition to their goals
because they were challenging the internal repression of resilience narratives. The sensemaking in these communities was to deny the need for change in order to maintain their
contentment with their particular circumstances. BD’s driver was triggered by her
inability to digest meat, dairy and wheat products. Her town did not even have a
supermarket, so providing fresh food was seen as extravagant, as was her career as a
personal trainer. The trigger to provide an alternative dietary option for herself had led to
BD expanding into catering for events and providing salads for a hospital.
Success.
This driver was the rarest of all the categories for all of the members of the trifecta.
Although all of them desired success, it was considered a by-product of achieving their
values, ideological or lifestyle goals, not a driver in itself. This driver, though small, was
associated with the barrier of gender, which was also significant for participants in the
community leader’s category. The way that success overlapped with gender was
exemplified by Participant JG, a success-driven female entrepreneur, who associated her
business achievement with guilt towards the amount of attention she gave to her family.
Her barrier was an internal repression, where she perceived herself as failing in her role
as wife and mother:
I think there’s a bit of guilt about being a mother and not being at home
24/7 and not being committed to it and flogging off to China when your
husband is in hospital, and there’s leaving the children with a nanny and
things like that. They’ve been very adaptable, but I’m probably a bad
mum.
Despite reflecting that the female role she idealised was not consistent with her character,
the pervading guilt proved one of the few emotional acts of self-repression in JG’s
success-driven practice. The participant did not appear to experience outward oppression
from her networks, yet the internalised repression was apparent in the utterances she
expressed in her interviews.
Entrepreneurial case studies.
This results section has used parts of the entrepreneur participants’ interviews and the
fieldwork diary data to support and illustrate the analysis up to this point. However, to
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avoid a piecemeal approach to data analysis and better answer the research questions, it is
crucial to follow the narrative trajectory of one or two of the entrepreneurs from their
trigger to their barriers and drivers. These more detailed, rich descriptions of participants
assisted in answering the more subtle questions that related to whether they had achieved
mutuality in their leadership practice.
Case study 1: SH.
Participant SH’s farming venture was located near an outlying town that was more than
100 km from Horsham. The site had been farmed by his father and grandfather in
previous generations. When the researcher called SH, he said, “I think what I’m doing is
so pointless right now”, but when the researcher said that she was interested in hearing
about his sense of futility, SH agreed to meet the researcher in his town’s café.
Given his high level of frustration and his powerful values-based drivers, SH engaged
intensely with the researcher at the time of the interview. Like other values-based leaders,
it was important to SH that the researcher be convinced of the existence of climate
change and the need to use seed oils as a source of biodiesel in order to address the
climate-based crisis. When the researcher tried to discern whether SH had a relational
trigger by asking questions about social connections, he conveyed that his trigger was
intricately linked with his whole worldview.
Researcher (R): So there wasn’t one person who went, “Oh come on, [Participant
Name] you need to get involved with this type of farming?”
SH: No.
R: So, it’s more a realisation of this energy is going to waste, so we need to use
it?
SH: A whole combination of things; it’s the basis of civilisation.
SH (laughs): It’s the basis of humankind!
SH explained the farming, science and policy context to the researcher and had highly
developed views of how his farming venture was being affected by the federal
government’s policies:
Because everything that you grow on a farm is a form of energy. And it’s
energy storage, and this is what gets up my nose with politicians who say
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the wind doesn’t always blow, and the sun doesn’t always shine, and
that’s their mantra or methodology or mindset for wanting to continue
with coal; we don’t need coal!
SH’s values trigger formed the ongoing values driver of his practice. His trigger was a
profound realisation regarding energy that had developed from a series of formative
experiences. During a scholarship to study overseas in greener European countries, he
reflected on his previous generation’s farming practice and decided that his agricultural
products were no longer food, but a form of energy:
My initial inspiration came from my grandparents. [I found] this old
photo of Grandpa’s wagon all loaded up; the horses were carting the
sheaves from the paddock, when all of a sudden it dawned on me that
farmers had been harnessing the energy cycle to feed horses, and we’re
doing the exact same thing now. We can harness oil seeds or lipids and
fats through photosynthesis, turn them into fuel, and then use it in
tractors, so tractors, if you like, are “organic horses”.
SH was struck by the absurdity that sustainable energy was easy to produce yet policy
mandated that it be limited to on-farm use and was also heavily taxed. His realisation was
supported by his knowledge that beneath the power lines transmitting energy in the hills
of Germany was another green source of energy that could be used:
I was in Reichelt, Germany … I just went for a stroll up the road and
when I sat down, I looked over this nice scene and there was some kind of
native plant flowering away, and behind it was a three-phase power line,
and all of a sudden it dawned on me that this [the native plant] was
nature’s way of harnessing energy and [behind it was] how man
harnesses energy [the power line].
SH’s consuming values driver led to his frustration with federal policies and the excise
taxes on his products. This frustration represented his primary barrier, which amounted to
a lack of federal partnerships. This barrier was in both parts ideological and financial
because the federal government of the time had avoided climate-based policy but
demanded taxes for sustainable products. SH viewed the lack of climate-change policy as
an example of a systemic and ideological deadlock in politics: “We saw it very plainly
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with Turnbull, that he was dismissed because his … goals with … policy weren’t in line
with the conservative faction of the Coalition.”
The change of government from Labor, led by Kevin Rudd, to the Coalition, led by Tony
Abbott in 2013 increased SH’s barriers when the Coalition removed the carbon-tax
policy. As he said: “Legally, it’s actually a federal offence to manufacture biodiesel
without an excise licence.”
Although SH’s values driver was strong enough for his continued practice, the financial
tax burden imposed on him hampered his mutuality and discouraged him to some extent.
He had also lost a local partnership due to ideological disagreements. Despite his
previous long-term membership, SH severed ties with the group when the other partners
were indifferent to his concerns about climate-based policies. As he said:
[I] asked him what was their policy – they had none. And the guy that was
there got up and squeaked about how we’re going to the moon to mine
thallium 3 or whatever it is to build a reactor or something similar to
harness this kind of energy. I really don’t care! I just want to know what
your policy is!
Therefore, SH was a values-triggered and values-driven entrepreneur who was unable to
find consistent partnerships that would support his biodiesel enterprise. Local
partnerships were more focused on food production and did not have clear policies
regarding climate and sustainable industries. SH noted that the state government was
supportive of his enterprise, but the federal taxes on his product were frustrating when
compared to the incentives that mining companies received. Overall, SH was externally
oppressed by the federal excise law and the ignorance and apathy of local associations.
Although SH was continuing in his practice and had received recognition and acclaim for
his academic papers, advocacy and media presence, an ongoing sense of futility led to an
internal repression that threatened the longevity of his practice.
Case study 2: Anonymous.
Due to the sensitive nature of this case study, the participant it concerns will remain
anonymous (AN). Additionally, some details of their interview have been redacted at the
request of the participant. AN’s circumstances had upset her and were devastating to her
reputation and sense of identity. She described herself as follows:
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I feel like a lone little poppy. A lot. I’ve never really felt like I’ve had
someone to hold my hand. It’s the tall-poppy thing, so I am cut down by a
lot by people … and that’s a hard thing to deal with in a small-town
environment.
AN’s enterprise was located in an outlying town approximately 40 km from Horsham.
AN had an easy, open nature and hugged the researcher in the shop’s foyer before they
sat in the armchairs outside the beautifully refurbished treatment rooms to conduct the
interview. Each treatment room had an opulent theme, such as the Victorian steam bath,
Scandi-Noir treatment room or Bohemian lounge, which were attributed to the generosity
of her landlord:
I have an amazing landlord here who keeps my rents low, so it really
takes the pressure off. He’s not interested in making money out of me …
it’s [a] nice passive income for him. [He] fitted out all the rooms for me
… it’s actually saved me a lot of money.
AN was a relationally triggered entrepreneur who had a values driver. AN’s relational
trigger occurred when she was visiting from an interstate metropolitan area where she
worked for a television studio. A family connection introduced her to a local beauty
practitioner, who she ended up working for casually over the summer. AN’s in-laws
lived locally and AN and her spouse decided to relocate to the small town in the
Wimmera for this work opportunity. AN’s story of staff and cultural barriers were at first
remarkable and later shocking. Her business grew from a single day per week partnering
with another salon to full-time before her colleague and connection sadly passed away.
When she established her own salon, it was initially successful with its six staff, but AN
quickly noticed a trend of local staff taking her clients into their home-based businesses.
A lot of the girls would build their clientele and then move to home and
take my clients and stuff. That happened quite a few times and I lost two
or three staff to that. It ended up just being three of us. Then we moved up
here and rebranded because I wanted to; we’d sort of grown a lot.
This event foreshadowed what would later happen to AN, which was a more pronounced
social event:
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I’ve had to really slowly build my reputation and people’s trust, and one
of my staff that left grew up here. She was born here. So everyone knew
her and they came to my salon because of her. So then she moved, and I
lost 50 per cent of my clients. She was my senior staff member.
AN attempted to form networks similar to those of her previous city experience, where
“everyone helped each other”. She also wanted to build functional partnerships to share
staff and shipping costs for her products. AN approached another business in her industry
in the town. The response was extremely hostile and to AN’s surprise, she was told
unceremoniously to “f*&^ off”. This response reflected a cultural barrier that prevented
AN from building local partnerships within her own town. However, AN’s business
continued to grow in a niche area of health and beauty, and being a leader in her field of
e-commerce, she purchased machinery and trained staff in its use. She attributed her
ability to grow in this way to the social and financial support she had received from her
husband:
I think I would have probably gone broke in the first three years if I
hadn’t had him to pay my BAS statements. He’s always been supportive,
which has been huge. He just lets me develop how I want to develop. He
would probably put a stop if it meant re-mortgaging the house to pay for
something but he’s always supported me. He’s always said if you think it’s
a good idea, then go for it.
Through her supportive spouse, AN had made up for her lack of networks and
partnerships, a theme common amongst some other female entrepreneurs and community
leaders. However, the lack of support from within her ecosystem escalated into a
vindictive smear campaign against her. The details of the slanderous rumours have been
redacted for ethical reasons at AN’s request. The lies were spread throughout the small
town AN lived in, which led to verbal abuse, a police investigation and social shunning.
AN’s children heard these rumours at their school and related them back to her: “I
couldn’t believe that people who knew me, even some of my best friends, had abandoned
me because they thought it was true. They never once asked me if it was true.”
AN’s experience was indicative of the power of strong ties in tight economies (Atterton,
2007; Granovetter, 1973) as well as the cultural barrier of a tendency to support locals
and isolate outsiders. The loyalty of this small town to the person who started the rumour
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against AN was a cultural barrier. Despite this cultural barrier, AN managed to achieve
mutuality through other means. AN had built additional partnerships in other hinterland
towns away from her competitor in order to distance herself from criticism, rumours and
lies. AN asked the researcher not to reveal a partnership that she had built that would be
like getting a “licence to print money” in a tourist area of the Wimmera.
AN had also pursued mutuality by addressing family violence and homelessness through
partnering with a local social services agency. Therefore, AN was being both supported
by and was contributing to her social and economic ecosystem despite the severe social
ostracism she had experienced. The ostracism, whilst painful and damaging, had led to
AN being more selective in the choice of her partnerships and had provided her with a
clearer sense of purpose and identity for her entrepreneurship.

Discussion
This section discusses the themes that emerged from the analysis of the data collected
from the interviews conducted with the entrepreneurial leaders. These themes were the
issues of mutuality and entrepreneurship, social enterprises in rural communities, and
social ostracism of female entrepreneurs. This section also discusses the social ostracism
of female leaders in general given that the female community leaders who participated in
this study were also ostracised to some extent.
Entrepreneurship, mutuality and bridging social capital.
The concept of mutuality was foundational to this doctoral study as it answered the
second research question and tested the theory in an empirically exploratory way. This
question asked how the regional trifecta was supported or hindered by its networks and
partnerships, which referred to whether the participants had managed to achieve
mutuality. The findings of this study are similar to those of Steiner and Atterton (2015)
and McKeever et al. (2014) regarding the importance of mutuality for successful
entrepreneurship and its impact on the creation of sustainable growth in rural and
regional areas (McKeever et al., 2014; Steiner & Atterton, 2015).
Although mutuality was important for all members of the trifecta, for entrepreneurs it
was paramount. The managers could continue in their practice financially without
socially supportive networks, although their goals may be delayed. The community
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leaders could generally rely on other revenue to support their volunteer practice, which
was not contingent on financial growth. However, the entrepreneurs could not continue
their practice without financial mutuality provided by clients. If their business failed, it
would not only mean the end of their business but it would also have implications for
their socioeconomic system in their particular location within Horsham and its
hinterland.
According to ecosystem theories, for entrepreneurship to be successful, there has to be
social and economic harmony between the entrepreneur and their ecosystem (Markley et
al., 2015; Mason & Brown, 2014; Mazzarol, 2014; Stam, 2015). In these theories, the
economic side of the ecosystem includes venture capital, resources and development
from university connections as well as clients and wider markets (Mazzarol, 2014). Stam
(2015) also describes the ecosystem approach as one which acknowledges the power of
social connections to either sustain or deplete the entrepreneur’s practice. Rural and
regional entrepreneurship differs from metropolitan ventures in terms of more limited
markets, greater social disadvantage, and closer social and economic connections, which
need to be accounted for for regional policymakers, although it is not really clear what
changes should be made. Stam argues that due to a lack of robust theory, there is not yet
enough understanding regarding the influences of entrepreneurship. Stam explains that
although it follows that entrepreneurial ecosystems can foster entrepreneurship, there is
little to the theory beyond a glib observation that healthy conditions foster healthy
businesses. As Stam articulates:
Entrepreneurial ecosystems are systems that produce successful entrepreneurship,
and where there is a lot of successful entrepreneurship, there is apparently a good
entrepreneurial ecosystem. Such tautological reasoning ultimately offers little
insight for public policy (p. 4).
In this circular reasoning, a system of networks and partnerships are an entrepreneurial
ecosystem if they manage to produce successful entrepreneurship. In Stam’s (2015)
findings on European approaches, he could also be describing Australia’s policies; in
fact, he could be explaining Victoria’s repeated history of regional policy approaches to
regional development that date back to the soldier settlement schemes (Lake, 1987). If
the policy encourages entrepreneurship, then the conditions are right; if it failed, then
there was a problem with the entrepreneur.
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As described in Chapter 2, the contextual hermeneutical chapter, the notion of success
derived from the soldier settlement policy incentives only related to whether the soldierfarmers themselves had managed to make the scheme work. With no evaluation or
analysis of the policy design, any shortcomings could be blamed on the farmers, or
entrepreneurs, and nothing would be learnt from a failed policy. Applying the same
tautological reasoning to entrepreneurial ecosystems, a venture was a success if it
worked; if it did not work, it was the fault of the entrepreneur and not the policymakers.
In this sense, the ecosystem theory blames the system for lacking some indefinable
quality, yet it is not expected to articulate what that quality was.
With no clear policy guidelines, there is only the aspirational template of Silicon Valley
in the USA as a guideline for fostering entrepreneurship. Santa Clara County in
California is where the tech start-ups have established their headquarters and become
high-growth firms, which, while the template is inspiring, is not helpful for regional areas
in Australia that cannot emulate the same appropriate conditions (Head, 2011). Although
Mazzarol’s (2014) paper on entrepreneurial systems cautions that aiming to emulate the
template should be avoided, entrepreneurial ecosystem models attribute their origins to
the Silicon Valley case study (Mazzarol, 2014). In Horsham and its hinterland
communities, it is unlikely that businesses can replicate the conditions of Silicon Valley,
yet there are opportunities for smaller, slower growing firms to achieve sustainable
benefits for Horsham and its surrounding towns. This is conditional, however, on
adequate support from networks and partnerships so that these firms can achieve
mutuality.
An example of mutuality from the primary sources in this study was Participant BD, the
health and lifestyle entrepreneur. BD overcame her remoteness and logistical costs
through an opportunity to sell her fresh products at the canteen in a publically funded
hospital located 50 km from her own outlying town. Although BD’s distance from city
services complicated her logistics, her business networks were helping her overcome
them, although she had no access to UberEats or other meal transportation. Although BD
was carrying the transport costs, the fact that the canteen was stocking her products
resulted in her brand being launched and was the catalyst that enabled her to move from
private event catering to retail.
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BD was positive about this outcome despite the added transport costs. However, if in the
a long term an entrepreneur continues to carry costs without social and financial
ecosystem support, then their business will often fail or it has to relocate to a more
mutually beneficial system. BD gained greater mutuality after her interview session by
capitalising on the momentum of the trial at the canteen. BD had previously said that she
could not justify the cost of a physical shop front due to the small population of her home
town: “We couldn’t rely on foot traffic when you’ve got a population of 300 people, and
of that 300, probably a high percentage of them travel out of town for work.”
However, BD overcame her market barrier and purchased a caravan that she converted to
a pop-up café. This portable café became BD’s shop front in her home town, and she was
also regularly travelling to Horsham and other outlying towns to provide refreshments at
events. Her use of the social media platform Instagram, her connections with sporting
events, and her diversification into coffee and snacks showed that mutuality was
achievable. The researcher visited BD at her pop-up café at an area-wide basketball
tournament and at a festival. Both of these events were in smaller towns that were half an
hour’s drive from Horsham and BD had employed staff to assist her in serving a steady
flow of customers.
The other side to mutuality is its tangible benefit to Horsham and its hinterland, which
could be discerned through the interview process. If the local entrepreneurs were gaining
financially or socially from this regional ecosystem without reciprocating those benefits,
then such a scenario would be affecting the sustainability of the ecosystem of Horsham
and its outlying towns. Entrepreneurship needs to operate in mutuality within its social
and economic systems in a healthy, sustainable loop between a leader and their
ecosystem.
The theory of mutuality is at odds with classical theories of entrepreneurship and wealth
creation. Two theories that typify these notions are the trickle-down effect and the
invisible hand, which were introduced in the literature review chapter. These concepts
are often discussed together, yet the first is based on an assumption that the profit from a
business benefits the population as a whole, and the second is an equally baseless belief
that economic benevolence arises from economic events (Florini, 1999; Holcombe, 2006;
Lynne, 1999; Pol, 2013; Relly & Sabharwal, 2008).
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The concept of the invisible hand assumes that all economic action is beneficial given
that there are benevolent forces that balance wealth and achieve equilibrium. This absurd
concept assumes that all economic agency is values-neutral or positive. This assumption
also removes the responsibility for businesses, enterprises and even governments to make
deliberate choices to benefit their ecosystems. This absolves entrepreneurs of any
responsibility for their choices to move operations offshore, attract foreign investment for
capital works, or outsource departments’ work to independent contractors. Such actions
remove the previous economic benefit from regions and must be recognised as having a
detrimental impact on their local markets.
Even if the greater goal of the entrepreneur’s actions is to attract new residents and
tourists to a growing and healthy economy, an increase in local unemployment as a result
of outsourcing operations is counterproductive to this objective. Foreign investment often
leads to poorly designed solutions, such as Horsham’s target complex, which was
intended to be a community area but the investor’s budget reduced it to a small, isolated
centre. Given the need for mutuality, it would be interesting to conduct an economic
study on the impact of large-scale stores, such as Woolworths, Kmart and McDonald’s,
which are major employers in Horsham and the surrounding region. Such a study could
answer whether locally based franchises are contributing to the long-term growth of
Horsham and its hinterland communities. However, this more quantifiable study would
require a longitudinal approach, which was outside the scope of this ethnographic study.
Steiner and Atterton (2015) posit that the type of mutuality that is beneficial for
entrepreneurs and regions is deliberately altruistic, at least on the part of the entrepreneur.
Acts that Steiner and Atterton define as altruism do not merely involve being located in
the area and spending profits with other businesses. In the rural communities of Scotland,
which were the subject of Steiner and Atterton’s study, signs of altruism were considered
to be monetary or stock donations to community and sporting clubs, disability
employment programs, and fundraising for local schools. Entrepreneurs who have
sufficient profits will benefit their communities if they reinvest some of it into these
measures and their generosity will be rewarded with loyalty from their communities.
Some of the entrepreneurs involved in this study were consciously contributing into their
communities’ economic systems as part of their business plans.
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Participant BS had hired a workforce comprised entirely of people with disabilities, and
Participant AN had donated discount vouchers and products to social services agencies
for disadvantaged clients. Participant BD had value-added local on-farm produce in her
enterprise and had promoted neighbouring businesses through a local business network,
while Participant JG had hired migrant workers and provided for their social and physical
needs. Although not socially altruistic, Participant SH’s sustainable energy enterprise
was focused on improving Australia’s future and was taking a longer view of mutuality.
Some participants did not mention deliberate forms of altruism, citing the high costs or
fluctuating conditions of their businesses. Participant AH was more focused on his own
lifestyle and values, where he was working on high standards of quality to provide fair
prices and products. His commitment to providing high-quality services without
requiring clients to sign lock-in contracts was consistent with current business models,
yet was innovative in regional Australia. This adoption of a more city-based business
model was demonstrating his commitment to providing the best service he could to other
regional suppliers.
Social enterprises are established on a form of mutuality that is built into their business
plans. Social enterprise models operate by subsidising the wages of staff through the
receipt of government grants or profits from a side business. This model operates on a
not-for-profit basis, where any profits are invested back into the business or contribute
towards social services. Participant AC was employed under a federal contract, which
allowed her to freely give of her time to train and build skills in her migrant workforce
and local volunteers. The social enterprise, while not paying living wages to workers,
created significant social capital in the migrant population and the town, which was 100
km from Horsham. The goals of the enterprise was to impart skills to the migrant women
that they could use in the workplace, to teach them English, and to create a community.
This social enterprise created mutuality through its positive partnerships at the federal
level, which funded the staff and skills-based training. Additionally, it diversified into
selling value-adding local products from another entrepreneur in this study.
The concept of mutuality provides a framework to evaluate whether the entrepreneurial
ventures are supported by and provide benefit to Horsham and its hinterland
communities. A mutuality framework is not concerned with abstract notions of a
benevolent socioeconomic force that balances economic action; instead, it is a framework
that determines whether the enterprise is choosing to benefit the community directly, and
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whether the entrepreneur’s venture is drawing an income from the local area or beyond.
This evaluation was applied to Horsham and its surrounding towns to assess whether the
entrepreneurs were being adequately supported and if they were indeed building healthy
communities.
Social enterprise to build sustainable industries.
Social enterprise has been shown to be sustainable financially when employing
vulnerable and minority groups to develop their skills and independence. It is widely
known that social enterprises simultaneously benefit social groups, increase employment,
and stimulate the economy (Barraket, Mason, & Blain, 2016; Social Traders, 2016;
Steinerowski & Steinerowska-Streb, 2012; Wulleman & Hudon, 2016). Given the current
trend for innovation and enterprise within the Australian softer neoliberalism paradigm
(Herbert-Cheshire & Higgins, 2004), there is value in using social enterprise models in
rural Australia to capitalise on emerging markets, obtain social support and reduce
dependency on unreliable state funding.
In northern Victoria, there are some examples of successful rural entrepreneurship in
historical or natural resource tourism, hospitality, and food and catering, which capitalise
on a community’s social and economic resources. The Australian Centre for Rural
Entrepreneurship (ACRE) is an independent body that has capitalised on its own
historical tourism success with the Old Beechworth Gaol Museum and Café (ACRE,
2017; M. Anderson & Beavis, 2017). ACRE has value-added to these historical tourism
products by writing and promoting a local social enterprise model throughout Victoria
and has created partnerships with various councils. ACRE has also diversified into
coaching and public school education to teach students about social enterprise using the
Old Beechworth Gaol as an example. This initiative has de-siloed local public education
and provided transferable skills to students through teaching business and
entrepreneurship (ACRE, 2018).
The products and services that ACRE was offering were relevant to the practice of the
trifecta in Horsham, as the Horsham Rural City Council was one of ACRE’s clients.
ACRE’s community brokerage and governance training could be of great benefit to local
councils and the volunteers associated with them. ACRE’s school curriculum toolkit was
piloted in north-eastern Victorian schools and was subject to scholarly evaluation,
although it was yet to be adopted by Horsham’s region (M. Anderson & Beavis, 2017).
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The evaluation of the school curriculum demonstrated the benefits of introducing a
charity or business initiative for students and the wider community. The curriculum
proposed collaboration with local agencies and businesses to equip students with jobready skills and form networks between schools and industry (Mlinarevic & Tokic,
2017). Students could plan and organise projects, design community initiatives, and
foster their own interest-led learning and study skills (M. Anderson & Beavis, 2017).
Rolling out the ACRE curriculum in Horsham and its hinterland could provide a network
for smaller communities and engage youth in developing skills for the sustainable future
of their own towns. An integrated, community-centred curriculum would enhance
mutuality between the regional trifecta and its ecosystem as well as address issues of
social cohesion for disengaged youth.
A multitude of subjects is involved in social enterprise from mathematics and finance
and planning and citizenship to literacy, collaboration and public speaking. Social
enterprise as part of the school curriculum could help students develop the necessary
skills to market themselves within a competitive and shifting economy. The transferable
skills the students learn could also prevent them from obsolescence in job markets. As
the regional trifecta theory has supported local entrepreneurs, managers and community
leaders to sustain and grow Horsham and its hinterland communities, so will training
delivered by schools enable the next generation of leaders to develop roles in their own
area.
Women and social ostracism.
In this doctoral study, data was collected that related to social isolation and hostility
towards an anonymous female entrepreneur, and her story was described in Case Study
2. While there were no similar findings for any of the other female entrepreneurs in this
study, there was a correlation with several of the female community leaders. This section
addresses the force of social ostracism, which can particularly disempower and
discourage female leaders within their own system. In terms of mutuality, the issue of
social ostracism explores whether the women in this study were supported and respected
in their community aside from their financial success. The concepts of respect and
support were crucial to the values-based leaders involved in this study and the evident
criticism and deliberate attacks from the communities they were benefiting was a major
barrier.
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Many female participants were recommended to the outsider researcher by informants
during the recruitment stage of this study. Field diaries were used to record any bias,
criticism, negative body language (such as eye-rolling), or disclaimers regarding the
character of the female leaders. Even some of the female informants, who were highly
skilled and competent, appeared to be envious or disparaging of some of the female
trifecta leaders. This was particularly common when a female trifecta member’s role
conferred apparent power on her as a leader. The ethnographic field diary included
quotes such as “she thinks she’s pretty good” or “she was critical of that process”. Other
comments related to the validity of the women’s opinions, passions and values, or the
way they conducted their leadership. This undermining of women by other women in
their own communities was a common behaviour, where the value of the women’s
agency was called into question.
A common finding between the female entrepreneur and three key female community
leaders was the similarity in the public nature of their roles. All four of the female leaders
analysed in this social ostracism theme were regularly featured in local newspapers and
involved in community engagement roles.
Participant AN recounted a time when she was receiving donations at her workplace for a
social cause:
A news reporter here [said] “Oh my god, this is a great story” and she
took a photo and then sent me some questions to answer and then she put
the story in the paper. I was like “Oh no, I don’t want to put it in the
paper because people will think I’m just doing that to get attention”, but it
seems to happen all the time. I don’t ask for anything to go in the paper.
The local media published a number of other stories regarding AN, which placed her
prominently in the public eye and may explain why she experienced such intense
criticism.
Participant PS was a values-based community leader who had to tackle a barrier related
to her volunteer staff as well as a significant cultural barrier. During the analysis phase of
this study, the researcher discovered a local newspaper article posted on Facebook in
which PS had challenged the unethical behaviour of some of the locals in Horsham. The
Facebook post contained a number of aggressive and critical comments regarding PS’s
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statements and her community leadership in general. In response, PS wrote a number of
follow-up letters to the editor in the local newspaper, challenging the criticism she had
received online and reiterating her position on the unethical behaviour. Although this
incident dated back to before PS was interviewed for this study, she did not mention the
episode during her interview and did not seem to be concerned about it:
R: So you’d say that the main drive is that passion and that delight in animals, or
delight in that community aspect?
PS: Yeah, it’s the animals. No, people I can live without. Look, we see some pretty
ordinary aspects of human behaviour.
R: In terms of neglect?
PS: Yes, neglect. Yes, dumping. Abuse even.
PS’s exposure to public comment meant that she was far more likely to be criticised by
her community, especially given her forthright opinions, which were consistent with her
values-based leadership.
Two other prominent female community leaders, Participant DB and Participant AC, had
been having a significant impact on their community through their event management
roles. In Horsham, which has limited entertainment options in the football off-season,
events represent opportunities to increase liveability and community engagement. Both
of these women were considered to be formidable leaders, who had extraordinarily heavy
workloads organising events and negotiating major formal partnerships in Horsham.
However, they reported that they had received significant criticism and negative
feedback from the wider public, their own committees, and even other people in their
networks. As AC said: “I’m very sensitive and getting more sensitive, so I don’t let my
sensitive side out very often.”
It is important to discuss the impact of criticism on female leaders, especially
entrepreneurs and those in community leadership. Bozin and Yoder’s (2008) study on
women’s responses to social rejection found that many women, when ostracised for
unwarranted reasons in a controlled psychological trial, chose to apply themselves with
even greater diligence to their tasks. So while criticism is technically a barrier, it can also
act as a driver for some individuals, depending on their psyche. It is unclear whether the
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unconscious knowledge of this powerful behavioural influence was to blame for the
criticism of the women in the trifecta in Horsham. After all, if the criticism is considered
an effective motivator in the eyes of the community, it will continue. Given that the
criticism was uncontested by the community and the female leaders’ altruistic social
action was continuing, it could even be considered to be both a cultural driver as well as
a cultural barrier. Criticism and social ostracism are strong cultural barriers, which
elicited different responses from women from the trifecta. Yet, unfortunately, it appeared
to be one of the ways that the community engaged unhelpfully with their local leaders.
While some leaders such as PS were unconcerned by criticism, it can have an impact on
vulnerable female leaders. There is a risk that women may become socially marginalised
without defence from their networks and partnerships, and the criticism could have
consequences for their leadership practice. Although many of the trifecta experiencing
ostracism were able to continue their practice, it is important to consider the long-term
consequences that their discouragement could be having on the long-term economic
sustainability of Horsham and its hinterland.
The women in this study coped with the social rejection they experienced in their own
ways: some were ignoring the social influences and continuing with their work; others
had formed new, supportive networks. Bozin and Yoder (2008) argue that conferring a
lower social status on the target of social rejection increases the productivity of many
women. Applying their argument to Horsham and the surrounding towns meant that
although the valuable female leaders might have lacked social status, they remained
productive in their leadership goals. In the case of all the women who have been
discussed in this section, their networks had been strong enough for them to continue
their leadership practice and they had developed sufficient financial mutuality to fund
their work. In some cases, being the object of criticism caused the female leader to sever
unsupportive or hindering ties and seek alternative partnerships outside the more
powerful networks.
Policy barriers to ecologically sustainable enterprises.
Although a smaller theme, Participant SH cited barriers in the form of federal and local
government policy and regulations that were inhibiting his innovative entrepreneurship.
All the entrepreneurial leaders who were involved in this study were intensely driven by
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ideological convictions regarding sustainable innovation for long-term progress in
Australia.
Two entrepreneurs, Participant SH and Participant BS, worked in ventures that had
ecological goals in relation to renewable energy and waste management practices. SH,
the alternative energy producer, complained about the federal excise taxes he had to pay
for using his own product for on-farm work. The great irony was that if he were
purchasing fuel to run his fleet of farming machinery, he would be receiving financial
incentives and subsidies from the federal government. However, his cleaner renewable
product, which he produced on site, was taxed rather than subsidised. This entrepreneur’s
leadership formation occurred on his European scholarship study, where he modelled his
practice on more sustainable farming practices. SH observed that a number of European
countries were close to or achieving their targets for ecological sustainability according
to stringent codes, yet when he returned to Australia, his own farming practice was
inhibited at the federal level. He commented that his own troubles had been writ large by
the national trend of prime ministers being discarded by their parties when their leader
suggested there be regulation of carbon emissions or sustainable energy production.
The Australian federal government has yet to create policy solutions regarding energy
production and waste management, frequently placing the emphasis on the consumer to
reduce their waste, use public transport, build energy efficient homes and recycle
(Australian Local Government Association [ALGA], 2018; Sustainability Victoria,
2018). These consumer-based measures assume that the population is able-bodied and
economically stable enough to build their own homes located to public transport. The
emphasis on recycling in Australia underplays the fact that waste is sent overseas despite
there being potential to develop solutions onshore (Goloubeva, 2019). BS, the e-waste
entrepreneur, was uncertain about why his venture failed. However, shortly after his
business had collapsed, the Australian government developed some policy in the area of
waste management. The policy reiterated the usual reduce, re-use, and recycle mantra
that focuses on consumer-based household waste, which was a wasted opportunity to
create clearer policies on e-waste management. The policy acknowledged the emerging
issue of e-waste, but failed to address the recycling crisis in Australia or incentivise
businesses or social enterprises to create solutions. The ALGA’s (2018) report states:
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Avoid purchasing products with excessive or unnecessary packaging.
Repair or reuse items rather than throwing them away. Purchase products
we can use multiple times and that are long-lived, rather than single- use
or poor quality items that are thrown away quickly. (p. 9)
Despite the emphasis on consumers, Australia’s current waste management policy
consists of shipping recyclable waste to Asian countries (Goloubeva, 2019). Given the
workforce, premises and machinery acquired by BS and his team, there was capacity to
provide a local recycling service for the region. Creating onshore solutions would avoid
the current practice of shipping the waste to China and other Asian countries. At the time
of writing this thesis, China had rejected one of Australia’s recycling shipments due to its
poor standard (Goloubeva, 2019). Placing the responsibility of reducing waste on
consumers relies on social cohesion to enforce washing, separating and reducing the use
of plastics. This emphasis has resulted in a growing moral outrage and social control
from the more privileged classes. This outrage, in turn, transfers the burden to families
and businesses to use biodegradable products. While this social method may potentially
be effective, it misses an opportunity to use social enterprise to create ongoing jobs and
improve the outcomes for waste management in Victoria. Additionally, it is uncertain
whether Australia can demonstrate the kind of social cohesion that Asian countries such
as Singapore, which has far more stringent waste management policies, stricter fines and
a better established shame-based culture.
Referring back to BS’s e-waste business, Horsham Rural City Council expressed some
interest in using BS’s e-waste management business, but not enough to establish a
contract with the business. Thus when the business could no longer pay its rent, it had to
sell all of its machinery. Incidentally, Participant JM in this study had a history in
recycling management, although this had not been an intended purpose of the interview
at the time. JM mentioned that a private recycling business had folded two years before
Australia’s recycling crisis had become apparent. There remain many opportunities for
innovative waste management enterprises to create partnerships with government;
however, the onus continues to be on these businesses to apply for grants, market
themselves and compete for funds despite the desperate need for Australian ecologically
sustainable services. This approach does not acknowledge the unsustainable current
processes of outsourcing waste management.
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To conclude, the entrepreneurs in this study of Horsham and its hinterland communities
were being most affected by barriers that related to staffing and cultural issues, the
distances to markets and training venues, and difficulties with partnerships. For most of
them, their drivers were primarily values based, although some had lifestyle and successbased drivers. The case studies of Participant SH and Participant AN revealed problems
associated with partnerships and culture. The themes for discussion in this section were
entrepreneurship and mutuality, social enterprise, women and social ostracism, and
policy barriers to ecologically sustainable industry in energy and waste management.
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Part 2: Managers
Managers are the organisationally embedded leaders of the trifecta. For this study, the
manager participants were selected from central Horsham, where larger organisations
were located. These managers were recommended by informants or were already known
to the researcher through her previous project work. Managers in Horsham have achieved
at least a financial mutuality, in the sense that they receive a wage from their employer as
a financial partnership. This reciprocal relationship between manager and organisation is
distinct from entrepreneurs, who may take some time to earn a living wage from their
business. In contrast to community leaders, managers are responsible for ensuring that
compliance-based systems are adhered to, which external leaders find confusing and
laborious. The clarity and visibility of managers’ roles garner respect and authority given
that they work for prominent local organisations.
Managers’ linkages and networks are, by definition, more formalised and clearly defined
than those of entrepreneurs and community leaders, who usually develop their own roles
based on circumstances. In contrast, managers’ roles in Horsham are prescribed as part of
their formal job description. Although agencies in Horsham would frequently connect
and align themselves with other agencies in more casual networks as well as in
formalised partnerships, these are factored into the time allocations and role descriptions
of the managers’ positions.
Table 3 is a summary of the triggers, barriers and drivers of the managers in this study as
well as having a column that indicates whether they were able to achieve general
mutuality in terms of maintaining their leadership practice in Horsham.
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Table 3
Managers’ Triggers, Barriers, Drivers and Mutuality
Manager

Triggers

Barriers

Drivers

Mutuality

WS

Culture

Culture

Culture
Partnerships (internal and
external)

Yes

CK

Values

Bureaucratic
Staff
Culture

Values

Yes

DW

Values

Time

Partnerships (internal)

Yes

BN

Relational

Culture

Values

Yes

VW

Situational

Partnerships (external)

Values

Yes

MK

Values

Staff
Culture

Values

Yes

SB

Situational

Partnerships (internal)

Bureaucratic

Yes

BW

Lifestyle

Partnerships (internal)
Culture

Lifestyle

Yes

RP

Relational

Staff
Culture
Bureaucratic

Values

Yes

Barriers to management in Horsham.
The formalised and structured nature of a manager’s role sometimes separates a
manager’s personal identity from their practice. Unlike entrepreneurs and community
leaders, a manager’s role is usually decided for them. However, this formality can impart
a legitimacy that is both social and structural. Social because managers’ roles are
indisputable, and structural because managers are intimately connected to systems that
have authority. Legitimacy confers this authority on managers to make decisions and to
influence their own ecosystems using standardised and accepted practices.
A manager’s role is structural in that it is a conduit for bureaucratic state and federal
power enacted through compliance activities. For this doctoral study, the manager
participants were selected from various organisations including allied health, social
services, employment agencies, Horsham Rural City Council, a public college, a private
Lutheran college and public service departments. To ensure anonymity, the exact roles of
the participants needed to be obscured given the small sample size from a relatively small
population. Managers in Horsham do experience barriers to their practice despite the
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comparatively connected and supportive nature of their roles. The most significant
barriers being experienced by the managers who participated in this study were
bureaucratic, internal and external partnerships, staff, and culture.
Bureaucratic.
Considering that a manager’s major obligations are connected to their organisation’s
bureaucratic structures and related compliance activities, it was inevitable that some of
the managers in this study would experience barriers of this type. In this study, the term
“bureaucracy” was used to mean two complementary concepts: the power structures in
organisations represented by the hierarchical roles; and the necessary tasks and activities
that supported these frameworks. In Horsham and its hinterland, the structural aspects of
organisations could be viewed in several ways by leaders: (a) as frustrating and pointless
hurdles –
I don’t like being managed with someone looking over my shoulder, so I
try not to be that sort of manager as well. (Participant BW)
(b) as necessary but onerous tasks –
And I think having government contracts is quite isolating in some ways.
Yeah, it’s very rigid in what happens in government contracts.
(Participant VW)
or (c) as important and vital mechanisms in a powerful system –
If you believe your customers are actually paying your bills … to be able
to then stand behind it, put my hand on my heart and say, yes, I followed
the process. I’ve been able to then demonstrate to the auditor that, yes, we
followed the process. (Participant BN)
Participant CK was a supervisory manager of a small team that specialised in care-based
nursing. She experienced two separate bureaucratic barriers to her management practice,
which were a lack of power to make decisions and a lack of similarly credentialled nurses
she could rely upon when she needed leave. In relation to the first barrier, CK had raised
a significant amount of money for a project, yet the funds were appropriated by the
executive management. As she said:
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If you don’t have the money, or you know the money’s being used …
there’s a decision made higher up that the money would be better used
elsewhere, then, yeah, that is disappointing and it is disheartening.
That’s probably where the difficulty exists for me in my role because it’s
really middle, I suppose. So, yes, some of those decisions, well, most of
those decisions financially, get made higher up.
In terms of the second barrier, as the only division one registered nurse in her
department, CK was responsible for a number of tasks that she could not delegate to her
subordinates because many of them only had certificate-level qualifications. This issue
made it difficult for CK to leave work on time, and, significantly, she remembered being
late for her own birthday party.
My 40th birthday was a couple of weeks ago and it just so happened that
the [wing name] respite fell on that day. And it was a really busy day. I
was having tea with my family that night for my birthday, but I didn’t get
home until 6.30. It would have been nice if there had been somebody that I
could have said, “Look can [you help]. I need to leave at 5:00 pm.” But at
the moment I don’t feel that there’s anybody else that can do that.
CK’s utterances in her interview regarding her situation often took the form of blaming
herself for her own inability to find a sufficiently qualified staff member to supervise her
nurses. However, upon reflection, CK realised that there were staffing issues that were
beyond her control. In many ways, this bureaucratic barrier was not only concerned with
the layers of authority but also with the cost of paying fully qualified staff. Functionally,
division one nurses can dispense medication but lower-division nurses and social
workers cannot:
I’m the only division one registered nurse. [There are] some people who
are division two registered nurses [in the department]and there are some
social workers, but there some things that only I can do around the clients
– medication needs that you have to do on their admission. That’s some of
the issue.
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Another manager, Participant RP, was enduring bureaucratic barriers, which were
affecting his staff and culture. As the principal of a large public college, he at first
developed an aggressive strategy to resolve these issues:
If you wanted to improve education in the state of Victoria, what you
would do is you’d go to every principal [and say] tell me how your bottom
five per cent of teachers are. And then that principal would be [able] to
select them and they’re gone. Because these people’s careers in [college
name] would be better suited to other pathways, but our system doesn’t
allow that.
Despite RP’s preference for the removal of staff, bureaucratic policy made this act far too
difficult. Instead, he was implementing other strategies to transform the culture, using
phrases such as “bring people along with you” and narrowing his strategic directions
down to very simple goals. However, as this barrier was still affecting his management
style, he was very protective of his staff selection processes: “I try to run a very
distributive leadership program. The one thing I don’t delegate is actual staffing and
teaching staff … I can’t pick the ones already here, but I can pick the ones who come in.”
Despite the authority and legitimacy afforded by manager roles, there were still many
bureaucratic structures and power issues in Horsham and its surrounds that were
presenting barriers to the managers’ practice. Managers could still continue their
leadership practice, but its effectiveness was being constrained and the speed of change
was being hampered by issues of power.
Partnerships (internal).
Partnerships in Horsham and its hinterland represent collaborative leadership. A
partnership can operate as a practical funding relationship between a leader and the
funding body or be a body that helps leaders achieve common goals. For the purposes of
this study, an internal partnership was a goal-oriented collaborative relationship between
two entities located in Horsham and its surrounding region. The internal partnerships
were often within the same organisation and represented cross-departmental
collaboration, or between agencies providing similar services. These internal partnerships
posed the greatest challenge to managers in Horsham. In contrast, an external partnership
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was one between a leader and a state, federal or other higher-level body. This section
examines first the internal structures followed by the external ones.
Partnerships within the internal structures of Horsham and its hinterland represented
collaborative leadership between managers and other institutional leaders. Participant
WS, from a large social services agency, was a higher-level manager in a large social
work organisation which partnered with other local agencies. For instance, her particular
organisation focused on housing, early childhood, and specific social groups such as atrisk young parents, whereas her partner organisations focused on drugs and alcohol,
gender equality, and family violence.
[Sexual assault service name], Vic police and [hospital name] They’ve
played a very important part in how we work here. We also bring in some
skills from other agencies, which means, for example, within AOD
(alcohol and other drug counselling) we can call on the people from the
[AOD service name] and get them to provide skills to us that we wouldn’t
have in this region. They are very skilled and they do this work in metro
Melbourne, but they actually give us some clinical oversight.
WS was one of the strategic and tactical managers who was able to use her resources
well and work with other agencies. She had recently restructured the whole organisation
and the role it served within the community. Her restructuring project was in consultation
with other social service agencies, schools, police, councils, the WSM Regional
Partnership and schools. Most significantly, though, was WS’s organisation’s partnership
with the community of Horsham:
We did a lot of work around the voice of the consumer. We surveyed. We
had focus groups. We found out that people came in here and didn’t
necessarily think it was a great experience. I found out that [they did not
have] their own private spots to sit when they had distress. Lots and lots
of things had to change that we found quite revealing. We all thought we
were doing all this stuff and we actually hadn’t slowed right down and
asked.
WS’s change management work revealed significant issues in the partnership between
her agency and the community, which was mostly attributable to the staff culture. She
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overcame these barriers through the consultation process, and the feedback from the
community provided the impetus she needed to change the staff culture.
However, Participant SB, a local council manager, expressed that in Horsham, there was
too much overlap between services, particularly social work, as well as the advocacy and
governance partnerships.
I think that generally we work well as a region. But I think the challenges
are around the fact that too many organisations and others sort of feel
there’s a lot of overlap. And is there an opportunity to perhaps sort of
consolidate some of that?
WS had overhauled her own organisation’s structures and services and had created a
culture of partnering with other agencies to provide services that her organisation did not.
However, in wider Horsham, the number of services available were creating confusion
for community members. In the case of the council that SB worked for, its youth services
had been reviewed through a recent consultation process, and an outcome was that a site
had been defunded and was no longer being used for youth work. As SB said:
We had this arrangement for a number of years and perhaps when that
arrangement was entered into it was fine. But over the years the demand
had shifted the arrangement and we hadn’t actually adapted to that shift.
That’s why we are now sort of saying that we need to look at that whole
model around youth services, for instance.
Additional to the youth services funded by council changing, SB reflected that there were
a number of different agencies providing the same services, which was confusing to
residents.
[From a] resident’s point of view, between local government, and state
and federal government, what sort of services can they access? The
plethora of services that is available is sometimes hard to navigate …
knowing what you can actually access and how you access it because
there are a number of providers and also there’s the fact that the
government is involved as well as the private sector.
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Horsham and its hinterland had a number of services and agencies, yet their access
pathways and trajectories were complicated and based on referral systems that could only
be understood by internal staff. This structure was creating barriers within partnerships
and for the clients wanting to access these services. SB attributed the difficulty to part of
a greater problem, which was a lack of sustainable service planning for the shrinking
population of Horsham and its hinterland communities:
The bigger issue in this region is also around the sustainability of the
councils. Horsham has got some issues but I would suggest that [the
hinterland councils] around us have bigger issues because they don’t
have a sustainable population base; the population is actually declining
rather than growing … the economic base is eroding. And the second
point is the social fabric is actually diminishing as well.
The cost of providing and maintaining an oval is prohibitively expensive for small towns
with shrinking populations. The football oval, while apparently quite a simple fixture, is
often central to the culture of a town in Horsham’s hinterland. In smaller councils in the
hinterland, the maintenance costs of ovals, public toilets and landmarks that contribute to
historical tourism sites are difficult to afford and are contributing to rising rates paid by
residents.
SB was also concerned that overlapping social services may conceal social issues in
Horsham and the surrounding towns due to confusion about which agency performed
which service:
[People ask] Is it [social agency name 2] or is it [employment agency 1]
some of them have got slightly different focus but there are lots of
organisations which have very strong overlaps. There’s a lot more
awareness about the social issues … which is fair enough. You know you
have to respond to those issues. it’s to do with family violence. … And
how we can have a system …
SB was new to the area and his outsider assessment of the problems was insightful but
would have been incendiary to many local service providers. Whilst he did know the
urgency of the problems associated with alcohol, family violence and housing, he was
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underwhelmed by the outcomes that these overlapping services were producing. SB was
also concerned about the cost of these services given their inconsistent outcomes.
That’s the issue, especially for rural and regional areas. So what we need
is a more sustainable funding model because the current system relies
heavily on rates and government grants and that’s not sustainable.
SB believed that the problems with internal partnerships and service provision were
related to unsustainable funding models, which were centred on rates and government
grants. Given that rates were a strongly contested issue, as conveyed in the newspaper in
the months following SB’s interview, the unsustainability became evident. Farmers and
residents in Horsham and its hinterland were paying rates higher than those in some
urban areas to fund services for diminishing populations (Municipal Association
Victoria, 2015).
Partnerships (external).
Most managers in Horsham were involved in external partnerships to maintain their
leadership funding and practice. State and federal partnerships revolved around grants
and client-based funded programs. All of these partnerships were powerful yet distinctly
one sided. Whilst the partnerships themselves were crucial to providing many services to
clients, they had also become hindrances to the strong values the managers were driven
by. Participant VW ran a federally funded assisted employment agency in Horsham,
which also served a wider population beyond the communities that were the subject of
this study. As VW said: “Our head office here is keeping our finger on the pulse of the
culture in the workplace that we want in eight different locations, which is over a
massive geographical area.”
The federal funding, although sufficient to provide high-quality services to the
employment agency’s target market, was obtained through completing excessive and
complex documentation. The agreement with the federal government required there to be
custom-built software, well-trained staff and continual communication between a number
of different sites to ensure standardisation for auditing, evaluation and reviews. VW
made the following comment:
I think a third of the difficulties that we face in this industry are related to
auditing and compliance. We are audited on so many levels by so many
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different auditors against the disability service standards. We are audited
for our funding, which is understandable because we are receiving
government money. But we are audited so heavily, and that has such a big
impact, to meet these compliance and auditing requirements, the
consultants actually have to spend a lot more time doing that admin
rather than actually getting out and helping people get a job.
VW’s highly developed values for services were built on an ontology of the value of all
human beings, which was in accordance with her Christian faith and moral worldview.
This admirable passion motivated her to compete with other local employment agencies
to not only sign up clients but to also provide a quality of service and client care. As VW
said:
If it was our mum, brother, sister, cousin, daughter or son coming in to
receive services, we know how we would want them to be treated. So if we
have a need for four services, as I always say but for the grace of God go
any one of us because a lot of the people we work with didn’t start off with
a disability or an injury but that came later.
VW continued:
They come in and say [about another agency], “They don’t treat me very
nicely. Can I come to you?” And I say, “Of course, you can!” And that’s
good because it forces all providers to lift the bar as to the service
delivery that they should be giving.
VW’s values were challenged by the demands of her partnership with the federal agency,
Centrelink. To continue to receive their Centrelink payments, VW’s employment agency
clients had a number of meetings, deadlines and checklists they had to adhere to. If the
clients failed to attend a meeting without rescheduling, the client’s payments would be
stopped immediately. VW made the following comment:
A large percentage [of] that discretion has been taken away. Mind you,
we probably go around the rules a little bit because we want to protect
our job seekers. We don’t want them going through the stress of that, so
could you imagine how shocked [you would be] when you get a text
message saying you didn’t attend your appointment at [agency] today, so
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your benefits are now suspended until you contact them and get them reestablished. Well, that is very traumatic when you’re working with people
who’ve got no money anyway. That’s big.
VW was concerned at the distress a client would experience in such a circumstance.
Technically, the client had the responsibility to contact her agency because of their nonattendance. VW’s awareness of the lower socioeconomic status of her clients meant that
they were often in complicated circumstances beyond their control. This one-sided
relationship with Centrelink became a barrier to treating her clients with dignity and
providing compassionate, high-quality services.
Cultural.
Although not necessarily referred to as a barrier by the participants, cultural obstacles
were obviously present for managers in Horsham. Managers accepted cultural barriers as
an essential part of their role, which meant that they were not as frustrating as
bureaucratic barriers. Also their acceptance of these barriers as part of their practice
made cultural barriers less obvious than they were for entrepreneurs and community
leaders. Most managers regarded the building or transforming of culture as their primary
objective, which made this barrier often one of their drivers.
Participant RP, the school principal, had also encountered bureaucratic barriers to his
leadership; however, his main barriers were grounded in staff and culture. Although he
initially wished to retrench staff who he believed were not supportive of his desired
culture, policy required him to modify his leadership to effectively work with staff and
manage these cultural barriers in a more measured fashion. Due to the bureaucratic
structures and processes preventing a more direct approach, he chose a transformative
and collaborative cultural change as an alternative. In contrast, Participant WS was given
the freedom by her agency partner to enact a powerful restructure to transform the culture
and staff issues at her social services organisation. WS was appointed by the government
agency to restructure the social services organisation after it had received reports of the
existence of a toxic staff culture that needed urgent action. As WS said:
The way we were working as leaders [and] engaging with the community
was perceived as being highly undesirable, inappropriate, and creating a
pretty toxic culture. So [funding body] said this will take three to five
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years … the department said you haven’t got that long; you’ve got one to
two years. You better jump in there and save that organisation for the
community’s sake, and the board said very strongly that we had better
make some really wholesale changes.
Due to WS’s undivided partnership support, she achieved rapid and lasting cultural
change within a very short time frame, thereby overcoming her cultural barrier. This
achievement was highly significant for the provision of social services in Horsham and
had far-reaching benefits for her organisation and partners.
As well as the power of her formal partnership support, WS garnered the support of the
community through consultation, which overcame her staff’s resistance to the change.
WS’s strategy of consulting with an exhaustive array of contacts from various entities
throughout Horsham and its hinterland also led to strong, socially supportive networks.
Despite the difficulty of the cultural change and her status as an outsider manager, the
researcher heard frequent positive reports of WS’s practice, even after her departure at
the end of her three-year term. Her practice inspired other leaders to maintain the staff
culture she had worked hard to build. WS made the following comment:
We took the values of uniting, and so we were very careful in how we lived
those values in our teams. So we looked for examples at team meetings to
call people out on their behaviour positively. So we developed that; this is
the way we work. We will be authentic and build on that level of trust to
try to do good work and not just talk about the fact. We’re actually calling
each other out on the good and the not so good.
Participant CK not only had significant bureaucratic barriers to her practice but she also
needed to build a staff culture within a casual workforce. CK’s leadership practice was
providing whole person–centred care for patients with cognitive difficulties, which
introduced a new type of nursing to her staff. In contrast to the task-based nursing
practices that her staff were familiar with, case-based nursing focuses on building
relationships, creating a sense of belonging, and engaging patients in activities. This type
of nursing was unfamiliar to CK’s workforce, who were mostly certificate-educated
casual nurses. CK made the following comment:
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Our pool of staff is casual; it’s the way our program is funded to operate
– 22 overnight respite periods in a year. They’re all employed casually,
and they’re employed to do a shift. You come in, do the shift, and go
home. [Most of the nurses are employed as home carers and are] task
orientated because they might have half an hour to do a shower. So
they’re going, “You’ve got to get that person in the shower, dry, dressed,
shaved whatever.” And then you’ve got your next client. “And then you
come to us and I want you to try to keep this person in their routine, and
make it easy for them, be relaxed. Have your body language right. This is
going to help them not have some of those behaviours that you might be
seeing elsewhere.”
CK’s passion for the value of each patient was expressed in her care practice, which
centred on engaging a patient’s sense of smell and touch by involving them in food
preparation, getting them to help set the table for communal meals, having conversations
with them, playing music, and engaging them in other sensory therapies. This type of
nursing, however, presented barriers to nurses who had been trained to perform their
tasks with speed and efficiency rather than relational measures of care. Training for this
kind of nursing was being provided through a specialised body and was only available
every 12 to 18 months in Melbourne. As CK said:
If there was a local rep … that’d be lovely to have somebody who could
come regularly instead of just annually or every 18 months; they could
come to a staff meeting when we were dealing with a specific issue.
Because sometimes you do have a specific behavioural issue, and you
think, “Well, if we could manage this better, this person could continue to
use our service.”
As many of CK’s patients had difficult behaviours, the focus was on delivering quality
care, which required skills in calming and connecting with the patients when providing
respite care in lieu of the patients’ usual carers who were taking a break. Being a small
specialised service, there were no other options for these patients if CK’s nursing agency
could not deal with their behavioural issues. Access to more frequent training would have
helped CK overcome the cultural barrier of imparting relational nursing practices.
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In summary, cultural barriers represent significant issues for managers; however, if
appropriate networks and partnerships are available, accessed and capitalised upon, then
the barriers can be overcome.
Drivers for management in Horsham.
The role formation of a manager is different to the formation of an entrepreneur or
community leader. An entrepreneur or community leader defines and develops their own
practice, leadership role and identity, whereas a manager is usually assigned their role
according to the needs of the organisation that had employed them. Given this premise,
the researcher found it intriguing to observe that, like for the entrepreneurs in the trifecta,
the managers’ most prominent driver was their values. Managers’ drivers were more
complex than other values-driven leaders; their utterances in their interviews indicated
that their values were a combination of their organisation’s values and their own personal
identity. During the interviews, some managers presented an integrated sense of personal
and professional identity, while others tended to present only their professional persona.
The most dominant drivers amongst managers were values, internal partnerships and
lifestyle.
Values.
The values which are driving a manager’s practice can either diverge from their
organisation’s goals or be at the heart of them. CK’s values were being confronted by
two bureaucratic barriers: higher-level management that was absorbing her funds; and a
casual workforce that had difficulty understanding person-centred care. This meant that
CK was working against aspects of her organisation. VW’s values of considering the
people she served as valuable were being hindered by the powerful external partnerships
her agency was dependent upon. Both CK and VW were exhibiting drivers that were
values based: CK was treating her patients as whole people whose care needed to be
underpinned by best practice; and VW had designed her model of client care on her
strong values that all people were valuable. Therefore CK and VW were providing whole
person –centred care when the industry or organisation they were working for was
making their leadership difficult.
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In contrast, WS’s cultural change leadership was being driven by the barrier itself and
was consistent with the values of the statewide organisation she worked for. Much of
WS’s staff restructure and culture building were expressed in terms of company values:
What had gone in the past was no longer going to be acceptable. We were
going to be revised not just refreshed … we were going to restructure how
we worked as a team completely. We’re going to develop trust, stop the
corridor gossiping, have robust conversations, call each other to account,
and develop our behaviours very much around the values [of the
organisation].
In management language, the term values is often used to shape staff culture, resolve
behavioural issues, and create social order. However, most of the managers who
participated in this study did not only consider their values in those terms but also as an
expression of their ideological convictions. Being a leader in the Lutheran education
system, Participant DW had a highly developed sense of values that related to his
Lutheran practice as well as a sense of obligation through the religious sense of the word
“call”:
DW: For me valuing relationships is important. So when I came here and
spoke to people and had an interview, it was a matter of what’s the
council like, the people. So that was something that was a great influence
on me. But it was something that I felt that I was led to do as well.
R: Do you feel a bit like a call in a way?
DW: Yeah.
R: Do they use the word “call” in the Lutheran church?
DW: Yes, they do. I would never have imagined that this is where I would
be, but that’s what I’m being led to do and I’m thoroughly enjoying it.
As presented in Chapter 2 of this thesis, Lutheran education in western Victoria has been
shaped by the social pressure from community and state interference since the Great
War. This pressure has led to the Lutheran colleges having closed values and forming
independent communities where they do not partner with groups external to their
denomination. DW made the following comment:
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We use any number of wellbeing programs that align with our values, our
mission, and we think that’s important. However, once you start using
government organisations or government providers, they probably don’t
necessarily sit and align too well with what our values are. And that’s
even the case now with some schools in the public system where they have
had issues with the Safe Schools program as an example. We don’t touch
[the program] because [of] their state system. So as a leader, you’ve got
to be able to be discerning as to what you have in your school.
The Lutheran education system’s aversion to state government interference in its
curriculum and values is grounded in the persecution that migrants with German heritage
experienced during both World Wars, especially in relation to the teaching of the German
language. However, the Lutheran college in Horsham now teaches Mandarin as a second
language rather than German, which demonstrates the impact that state interference has
had on its curriculum long term. However, DW’s leadership practice has been shaped by
this history and as such found a way to maintain their values by avoiding state
government interference and partners.
Partnerships (internal).
The managers involved in this study did not suffer from role instability like the
entrepreneurs and community leaders in this study as their organisations awarded them a
title, a position description and duties fitting with their role, which contributed to a
mutuality between themselves and their organisation. The frustration experienced by
entrepreneurs pioneering their businesses and the sense of isolation experienced by
community leaders was absent from the managers in this study. The greatest driver that
motivated the managers was taken for granted as being central to their role: the
legitimacy, security and clarity afforded by organisational leadership and internal and
external partnerships.
Managers spoke freely regarding referring clients to other agencies, consulting with other
groups, being associated with formal partnerships, and working on projects. Additionally,
access to internal processes and systems overcame many staff barriers and cultural
issues. As Participant MK said:
So we do a yearly performance appraisal system. But we also have what’s
called supervision. Basically, depending on how often people work, but
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you pretty much sit down with them every month, and they’ll bring things
to the table, and you’ll bring things to the table; so they might talk about
the clients that they’re working with, how they’re going and then you try
to challenge them along the lines of “I’ve noticed you’ve done this, but
have you done budgeting with them?”.
The internal processes and systems that are viewed negatively by community leaders
who were external to the managers’ organisations are powerful drivers for management
practice in Horsham’s public sector organisations. Participant MK found that some of her
staff were “blockers”, but she was able to refer to staff procedures and processes during
the monthly “supervision” meeting to resolve these issues. These regular meetings
enabled her to directly discuss areas relating to staff performance in order that the
standard of service expected for the clients was delivered.
Participant BN was overseeing a number of stringent processes for procuring software.
Referring to a previous tender that the researcher had been involved with, he mentioned
that “we followed the standard investment process. You’ll be aware of the government
requirements. All the checks and balances; there’s the sheet there. Yeah, and it looks a
bit horrendous when you study it.”
The researcher was aware of the strong resistance to technology-based changes within
BN’s organisation, especially as they related to electronic record keeping and the
processes required to be followed by the public service. As BN said:
But as soon as you see it [the guidelines for public procurement] and you
say “I’m not doing that”, some of these guys in this department are also
saying “I’m not doing that”, “I’m not following that”, “I just want to put
it in”. “No, no, guys, following this process would be really good.” “Nah,
I’m not gonna follow it.”
Unlike many other participants in this study, BN had high respect for due process as a
way of regulating and accounting for public spending. His passion to win over his
colleagues and subordinates was a key driver in his practice because many of them had
come from the private sector. BN made the following comment:
[They are] giving us public money. You just don’t have that. You can have
a crack but at the end of the day if it goes pear shaped, [they will ask] did
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you set up a process to follow? If you kick a goal, people will probably
ask “did you follow the process?”
BN meant that in the public sector, people were less interested in success than whether
the processes and regulations were adhered to correctly during projects as accountability
for their spending of public money was paramount. Although in the general membership
of the trifecta, there was resistance to internal processes and the formal paperwork
expected of state partnerships, BN viewed these processes as a code of honour for his
public service agency:
If you believe your customers are actually paying your bills, to be able to
then stand behind it, put your hand on your heart and say, yes, I follow the
process. Also we get audited all the time. Yeah I’ve been able to then
demonstrate to the auditor that, yes, we followed the process.
Another manager who found internal partnership drivers helped overcome his barriers
was Participant BW. The previous manager in his role had established a bursary for
attracting qualified graduate staff into the department. BW made the following comment:
I tell everyone about it and speak to other health services in the area and
they’re like “Oh, recruitment stuff”, and I’m like “the bursary”; it’s a
game-changer. We go through a recruitment process and we speak to
people who are typically starting their fourth year. So, “She sounds great;
she’s got an interest in working rurally.” “Yeah, he sounds great; he
loves footy and he talks about how he wants to play footy in a rural area”,
and they both go, “Great, great marks.” So then we offer it to them.
This bursary is an example of a positive bureaucratised management tool that has built on
internal partnerships within the health sector to attract workers to regional Victoria. The
allied health workforce in Horsham is one of the few that has been able to overcome its
recruitment and retention barriers, and that success has been attributed to the
establishment of the staff bursary. Although there have been difficulties for residents in
accessing primary healthcare in Horsham and surrounds, there has consistently been a
substantial pool of highly skilled allied health professionals in both public and private
clinical practice in the region.
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Lifestyle.
A significant finding was that some of the managers had chosen to live in Horsham for
lifestyle reasons. They had joined organisations in the area in order to be able to pursue a
more leisurely lifestyle and a better quality of life. BW was a lifestyle-triggered and
driven public allied health manager, whose rise to be the head of his department had been
somewhat reluctant. His discussion on the matter with the researcher was as follows:
BW: She said “[BW], you are the next most experienced person. How
would you feel about applying for it?” I was like “Ugh. Okay”. Like, I
had no leadership experience or anything like that.
R: So you never saw yourself in a kind of head role?
BW: No, and to be honest, I didn’t really have any aspirations for it,
either.
BW’s reason for applying for the role was so that he could still pursue his passion for
rock-climbing in the nearby Grampians mountain ranges:
When I started here, I was four days a week. The first thing that I said
when [supervisor] mentioned that her chief position was going to be
available was, “Will I still be able to work part time?” She was like,
“Yeah, yeah”. However, I don’t think it would have been possible in say
even Bendigo.
BW realised that he had flexibility in his Horsham-based management role, which he
would not have had in an urban centre. The researcher was a patient of BW and was
struck by his friendly, outgoing personality and the amount of time he dedicated to
patient care despite his responsibilities as head of the department. BW had in-migrated to
Horsham and said he would stay in Horsham for as long as he found new climbs to
conquer in the Grampians.
Manager case study.
Participant BN was a public servant who was a relationally triggered manager with
strong bureaucratic drivers and cultural barriers. BN left Horsham to study at a
Melbourne university and after working in the software industry for four years, had
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returned with strong qualifications and experience in his field of information technology.
He managed to obtain a role after a series of complicated relationships and near-misses
for other positions. After being unsuccessful for those few roles, he eventually bumped
into the wife of the CEO of his current agency. The CEO called him and told him to
come in as there was a job for him, although the position did not eventuate for another
few weeks. When he joined the organisation, his aim was to move into management, but
he was told he was too young:
The recruitment guide drew a graph on the board. It was interesting
feedback. [He drew a] timeline graph, one of those that said the person
that’s got the role is 55 or 60 or whatever it was, he’s had 25 years more
experience on the planet.
Despite this advice, BN still aspired to reach the higher-level roles and decided that he
would achieve his goals faster through training and education: “So it was like, ‘Well, you
need to broaden your horizons.’ How can I do that? I got feedback to go do an MBA and
then at the end of the MBA journey, someone said, ‘What’s one of those?’ ”
BN, not being able to grow older with any speed, opted to undertake continual
professional development. First, with certificate qualifications and then an MBA, which
was in contrast to what he saw as a “runs on the board” approach. As he said: “Because
it was probably the organisation’s opinion that you needed to be 55 plus or have so many
more years on planet Earth.”
BN was at least 10 years younger than many of his peers in management. Some of these
peers did not have bachelor-level qualifications in their senior roles, yet their age
qualified them for the positions they held. BN’s body language was that of an older man
and the researcher was sure he was 10 years older than he was; his appearance, however,
was part of his demeanour to garner the respect that his culture expected. BN stood out as
being not only more qualified than his peers and even those above him, but even more
striking was his positivity about compliance-based activities. A culture of resistance to
change and a strong dislike of compliance activities and the use of software was evident
across the different departments. In this way, BN’s major barrier was cultural, which was
based on a “country-minded” attitude to change, software and processes.
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BN’s attitude appeared to be more “city minded”. Open to frequent change, the latest
software, state-legislated practice and continuous self-improvement, BN was at odds with
many others in the organisation. Other members of his organisation confided to the
researcher that they kept paper copies just in case of an audit, which they believed was
necessary. BN argued that the auditors needed to refer to their electronic documents.
Many highly qualified professionals in other departments of BN’s organisation had their
own internal systems and processes that were at odds with what was considered best
practice. These practices were based in retaining copies on their desktops, or printed and
filed, which reduced access from other staff and led to the duplication of out-of-date and
older copies of important reports, maps and plans. Yet these departments resented the
intrusion of records and IT departments into their systems. These internal and organic
processes were at odds with the state-based procedures contained in lengthy, detailed
reports translated by BN to apply to the organisation. These procedures, although
apparently onerous, were designed to reduce manual labour, increase collaboration and
prevent loss of data or confusion between out of date plans and other documents.
BN’s story was an interesting one regarding how organisational change in Horsham and
its hinterland could be seen as “city” changes that upset the processes and procedures of
staff. When the researcher was first employed to work under BN, her first task was to
“get the project moving”. The researcher quickly discovered the complexity of the
relationship between BN and other employees who he had grown up with. The worlds of
due process, compliance, documentation and project management were hindered by a
culture of face-to-face interaction, which avoided rigid rules and tasks and adherence to
policy and procedure. The researcher’s liaison role was between rigid state requirements
and the more organic structures of the organisation and to develop compromise and
understanding between the two. Hearing the fears and finding solutions to develop a
more natural solution for the different departments produced a better outcome for the
project but highlighted the dichotomy and difficulty in achieving change in rural
agencies.

Discussion
The managers who participated in this doctoral study had been experiencing barriers like
the other members of the trifecta; however, their practice represented legitimacy, due
process and the authority to achieve goals. It is from this viewpoint that the following
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sections explore issues of bureaucracy in collaborative leadership. Although bureaucracy
at first glance appears concerned with personal authority–embedded structures, the issues
of compliance, rules and due process have become masters in their own right. These
processes had become significant challenges to the collaboration required between the
trifecta leaders both in Horsham and in its surrounding communities. The next three
sections explore the issues inherent in institutional leadership and the institutionalisation
of community leadership.
Kafkaesque absurdity in compliance-based systems.
Many employees of agencies responsible for delivering state and federal government
services have compliance and bureaucratic requirements prescribed in their job
descriptions. Some of these agencies also have custom-built software systems for
keeping track of information in readiness for likely auditing. These organisations are
budgeted accordingly to carry the cost of purchasing, supporting and maintaining these
software packages. As employee roles usually include painstaking compliance, some
organisations do not prioritise business efficiency because completing the monotonous
compliance tasks are part of their role.
When employed as a contractor in an agency in Horsham, the researcher met BN and
worked closely with him. The researcher had been contracted to work on upgrading the
document management system, but because of delays was allowed to conduct focus
groups with departments and interview managers individually. During the process of the
software upgrade, it became evident that the current version of software was not fit for
purpose: it was antiquated; it was not being used efficiently; and it had no real
connectivity with any other software systems. The inefficiency of the current software
had increased the workload of employees, which had led to the double handling of
documents. This double handling had developed from a habit of making sure that printed
copies were obtained and stored in case they needed to be produced for an audit. Highly
skilled professionals had saved multiple digital copies in different places, which resulted
in difficulties concerning collaboration and the repetition of work.
The fear of an audit had been the reason frequently given for manually printing, signing
and scanning large quantities of documents. Public Record Office Victoria (PROV) had
established an electronic records scheme, known as the Victorian Electronic Records
Strategy (VERS), in 2003. BN’s agency software system was able to adhere
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electronically to auditing schedules without having to refer to printed material (PROV,
2003). Although the software was over a decade old, it could have reduced hours of
employee time on compliance-based tasks. However, the fear of auditing and the
resentment of many members of the IT section towards city-based processes stymied
these changes.
From the analysis conducted for this regional trifecta study, it became apparent that other
agencies had also been perpetuating inefficient and time-wasting practices. These
practices were increasing the workload of organisational staff as well as complicating the
workloads of community leaders who lacked access to internal resources. These
culturally developed practices are contrary to the place-based regional development
principles, which recommend systems thinking. Braun et al. (2014) argue that an
endogenous approach is appropriate for regional development:
An endogenous approach considers all aspects of the local community. Thus,
endogenous development strategies should not only improve the productive
system but also social and cultural dimensions that affect the overall wellbeing of
the region … innovation and growth only become embedded in a community or
regional economy if the system embraces and supports change. (p. 2)
Therefore, the inefficient compliance systems, which were alienating managers and staff,
were more intensely frustrating volunteers and were complicating any collaboration
between members of the trifecta. Participant BW was an easy going manager whose
lifestyle driver was motivating him to work in Horsham. BW had overcome a staff
barrier through his successful bursary solution. His only remaining barrier was the
amount of time that was being wasted on resolving problems with the internal IT
department. Although BW was a generally relaxed person, which was evident in his
friendly attitude towards people interrupting his interview with the researcher, he did
show another side of his management manner when he mentioned a spreadsheet that
documented the number of minutes he had wasted on one problem: “I’ve got a
spreadsheet going of how much time I’ve spent chasing up the IT Department for
something now … I’m sick of it. … It’s at 161 minutes now.”
The absurdities found in organisational leadership were accepted with resignation by
most managers and employees, but they present difficult barriers for volunteers to
overcome. Organisations that engage the labour of volunteers underestimate the
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alienation the volunteers feel at the inaccessible or complex processes that confront them.
McCabe’s (2015) work on bureaucracy uses the term “distance” (p. 60) to describe the
way that organisations lack empathy for people lower in the organisational hierarchy and
misunderstand the difficulty of working outside a complex social structure.
In Kafka’s novel, The Castle, first published in 1926, the protagonist, K, arrives in a
village governed by the Castle, which has a mysterious and unfathomable set of rules and
regulations. Although he has been sent for by the Castle, K cannot get to it or even find
accommodation in the town. Any effort he makes towards walking or obtaining transport
is thwarted by opinionated and controlling locals, who reluctantly tolerate his presence
when he is continually removed from private inns and boarding houses. Every step of his
progress is hindered by an increasingly complex set of rules that prevent his work as a
land surveyor. This novel is often quoted in organisational theory to illustrate the
hindrances and absurdity of bureaucracy and to satirise modern organisations (Clegg,
Pina e Cunha, Munro, Rego, & Oom de Sousa, 2016; McCabe, 2015; Munro & Huber,
2012). This perspective of frustration, absurdity and alienation is certainly shared by
community leaders. However, what has been overlooked in the organisational literature
is that the rules of the Castle do not isolate K per se; it is the social hierarchy operating in
the village that prevents him from complying with the rules. In the same way, alienating
bureaucratic processes are enforced by social structures that are hostile to outsiders.
These social structures have an obscure hierarchy that complicates the necessary
compliance with state regulations (Beck Jørgensen, 2012).
An analysis of all the members of the trifecta, not just managers, could surmise that the
barriers impeding the achievement of their goals were ones of due process and logical
rules. However, Participant CK’s fundraising efforts for a sensory garden for her
cognitively impaired clients had been hindered by a more prominent project favoured by
the higher executives. The funds she had raised were taken from her on an appeal to
greater authority, which led her to concede that her role was “middle management” and
that perhaps she had no right to believe that she could fundraise for her own project.
This form of social manipulation takes advantage of outsiders, leaders with ambiguous
roles, or those in lower levels of power. In Kafka’s provincial and rigid world, K is often
told he is too sensitive, and if he were more patient, he would gain social power to obtain
the right to do the work he had already been called to do (Kafka, 1926/1946). These
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barriers indicate that the bureaucracy itself is complicated by social rules that are known
only to certain individuals, and which are unfathomable to outsiders or staff at the lower
levels of the bureaucracy (Litowitz, 2011). This sense of mystery enables the powers that
be to adjust the rules and norms to suit their goals and use oppressive utterances that
appeal to authority. In this study of Horsham and its surrounding region, the frustration
with systems and the lack of access to them was shared by all members of the trifecta.
Some of them expressed a lack of time and skill to apply for grants, complete the
necessary forms to meet council guidelines and overcome barriers to their practice.
However, the underlying true barrier behind their inability to complete forms and
paperwork was their status as an outsider to the social system itself. Many leaders
expressed confusion and regret concerning why certain projects or ventures failed, or
expressed a determination to try again, not realising that their very social system was
opposing them. The regional trifecta’s efforts to build its socioeconomic ecosystem could
be scuppered by its own social networks without even the members being conscious of it.
In relation to the winding-up of his business, Participant BS said that “[the agency]
helped quite a bit. It provided some massive e-waste bins for us when we needed to pack
up the shop.”
However, BS was not aware that the agency that his business had been working with had
happily helped him pack up his business when it had lost its lease, but it had also picked
up the funding that BS had been hoping for. BS, although local to the region, had become
an unwitting outsider, excluded from the inner workings of the federal funding system.
The Castle describes in heartrending detail the inefficiencies of a closed social circuit,
where outsiders cannot gain knowledge of the inner workings of the organisation. This
knowledge concerns basic operational processes to succeed in their own roles (Smetana,
2007). Jayne (2017) has observed these hierarchies in operation in the UK, while
Australian social geographer Beer (2014) argues that the interplay between state, federal
and local structures requires leaders to gain specialised capacity to succeed in these
hierarchies (Beer, 2014; Jayne, 2017).
Participant WS’s agency had been threatened with closure by the funding body, yet was
able to achieve systemic change under great time pressure, due to the partnership and
network support she had garnered. After the implementation of this change that had been
led by WS, herself an outsider, she was regarded with great respect, and when she left at
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the completion of her task, she was spoken of longingly. It is possible for managers to
challenge systems that are not delivering the outcomes that the community needs. WS
was able to introduce change because her power and processes had been mandated from
the top echelons of the funding body’s hierarchy.
Change management requires a great deal of partnership and network support as well as a
powerful impetus such as the threat of losing their financial partnership. A manager able
to exercise their authority with full support could facilitate the removal some of the
substantial barriers that were impeding the work of the trifecta. Given the right
circumstances, the manager could leverage structures to achieve change. In the case of
WS, her work in transforming the culture of a major social services agency had had an
impact on the social fabric of Horsham and its hinterland as well as all of the partnering
agencies.
Compliance and bureaucracy.
The term “compliance” is used in this thesis to describe a group of activities required to
be completed as part of the trifecta’s role. Compliance was a dominant theme that
emerged from this study, particularly for the managers operating in highly bureaucratised
environments and the community leaders who were partnering with these organisations.
Compliance is argued by German sociologist Max Weber to be a leader that is never
deposed because it represents a set of bureaucratised orders developed by a previous or
absent leader (Beck Jørgensen, 2012). This set of orders is evident in Horsham and the
surrounding region, where councils, committees, boards and organisations must comply
and submit to their predecessors’ rules and the greater rule of state (Conger, 1993).
Although attributed to Scottish philosopher Thomas Carlyle, Weber discusses
bureaucracy as a systematised culture of customs established by a charismatic great man,
a concept foundational to leadership discourse (Hoffman et al., 2011; Spector, 2016).
Theoretically, the great man leaves behind processes and systems that become
bureaucratised and cannot be overturned, even when there is a change of leadership.
This concept of a disembodied yet continuing leader is observable in Australia’s current
federal government leadership. Policy change goals are often severely hampered due to
legacy processes that cannot be overturned within the three-year terms of governments
before there is a general election. This barrier to leadership practice is a pattern writ large
on the national leadership stage and represents the frustration of many of the trifecta
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members in Horsham who were frequently encountering barriers that were stymieing true
and lasting change. Friedland (1964) argues that Weber intended that the idea of the
charismatic leader would be a psychological concept, though one which would also have
sociological implications, which was the focus of this study. Weber’s interest in the great
man leadership theory was in its supposed power to transform people and processes. The
fascination with charismatic leaders whose leadership could transform organisations is no
longer possible in what has become a bureaucratised era. Leaders such as Napoleon
would lack the kind of success they had in their own eras in a time of public policy. The
decisions of influential charismatic leaders may continue to have significant influence in
flatter hierarchies such as the private sector, but they quickly become entrenched in a
continuous state of practice in the form of procedures, due process and rules in the public
sector.
Conger (1993) posits that during this process of bureaucratisation, the “original and
empowering meaning of the ritual as imbued by the charismatic leader was lost”(p. 285).
This means that although the decision-making processes of the leader remain, the
wisdom, accountability and impetus of the leader is gone. Some leaders in this study
expressed this same emptiness, with a reluctance to adhere to a compliance structure that
seemed devoid of common sense. This apparently senseless system of guidelines and
rules was hampering their leadership planning and management. Community leaders
generally felt this sense of absurdity, whereas managers experienced the disenchantment
and resistance of employees. It is important to understand not only the impact of
bureaucratised leadership but also the process by which the beloved great man theory
becomes a meaningless routine. The charisma of a leader is at first unsettling for
organisations when this new leader rejects the older practices. Later the charisma is
systematised into a safe and regulated bureaucracy (DiTomaso, 1993). Thus the previous
leader is remembered not for their dynamic change but for the safe processes they
formulated.
Great leaders prior to the compliance and accountability era represented significant
change in social, economic and hierarchical systems. Now prolific regulations, rules and
frameworks limit a leader’s transformative power. The mandated procedures and
overlapping patterns of bureaucratic control represent immovable walls, even for leaders
of the country (Litowitz, 2011; O’Leary, 2017).
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Now that leadership theory has moved on from the classical great man, many
organisations partner with federal and/or state governments, which requires a different
set of leadership skills. Multi-level governance includes policies, guidelines and
procedures as well as cross-discipline partnerships. Although these guidelines keep
agencies accountable for public funds and prevents corruption, they slow down the actual
process of achieving the public good. Public policy and regional development literature
calls these guidelines “governing from a distance” (Wang et al., 2017). Organisations
that are reliant on government funding and are structured according to government
requirements become the agents of state or federal departments that rubber stamp their
decisions. For the trifecta, the onerous responsibility to adhere to regulations had created
futility without empowering them in their practice to change Horsham and its
surrounding region. The role of a manager is to regulate creative and organic processes,
and while this observance may protect public monies, it can hamper regional
development.
Compliance and futility.
Although this section of the discussion is placed after the analysis of managers, its
content pertains to all members of the trifecta, and explored how the manager’s world of
compliance and bureaucratic hurdles is often detrimental to entrepreneurs and
community leaders. Little’s (2002) study explored the important question of whether
rural women who volunteer for their towns are exploited when their volunteer labour
serves state interests. This regional trifecta doctoral study similarly explored community
leadership as an exploitation by the state. Horsham and its hinterland communities is
home to a number of hardworking volunteers who are active in tourism, food and
hospitality, and the creative arts; however, these areas are the weaker sectors in terms of
their contributions to the regional economy. Many of these volunteers are women,
especially those serving in multiple roles. Although volunteerism usually applied to
community leaders in this study, there were similarities between the work of volunteers
and entrepreneurs who were addressing gaps in the market because their entrepreneurship
was facing many of the same barriers. When the entrepreneurs and community leaders
who participated in this study were asked if they needed training in tasks such as
applying for grants or fulfilling compliance requirements, most of them said that they
didn’t lack the skills but the time to complete them.
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However, these leaders were finding time to work two or three jobs, so this purported
lack of time to complete compliance requirements was actually prioritising key aspects of
their leadership practice. The managers were being paid to handle the ordered and
regulated world of grants and compliance, so they would resolve them as a matter of
course and as part of their workload. The entrepreneurs and community leaders, on the
other hand, preferred to invest in work they found more meaningful such as marketing or
networking, resolving logistical issues, or recruiting staff. Completing lengthy forms or
competing for grants, with no guarantee that greater funding would be forthcoming,
appeared futile to community leaders. Community leader and entrepreneur Participant
DB said that “we’re busy out there; we haven’t got time to fill in a page; it’s a form
that’s 10 pages long.”
Community leaders and entrepreneurs could prioritise researching, writing and pitching
for grants, but these tasks seemed ineffective and did not guarantee the funds they
needed. Community leader Participant AC, who organised and ran events that aligned
with the interests of local government, made the following comment:
I’ve applied for three grants this year, and so far I’ve been unsuccessful.
Now when you apply for that, that’s not just a five-minute job; you put
your heart and soul into it. You do your research, you get your quotes,
you do all that, and then they say sorry.
Other barriers to securing grants were that the entrepreneurs and the community leaders
who participated in the study did not know which grants to apply for or how best to
complete a grants application. They did receive advice to hire a grants application writer,
but they could not afford to do so. Participant BS, owner of the e-waste business, made
the following comment regarding using grants writers:
We had plenty of offers or plenty of referrals. This person is quite
fantastic; you can pay them and can look at grants for you [and], apply
for them, [but that meant] having the money to fork out for the extra
person.
Complaints regarding the process of applying for grants related to having to supply
details that appeared meaningless. Community leaders complained of needing to explain
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matters that were “common sense” or having to provide “useless” information in minute
detail. Participant DB gave the following example:
Do you know [whether] it’s Crown land or council [land on] the river?
No. That’s right. None of us know. And I said to them, “We don’t need to
know; just ask us where it’s being held. Then you know the answer!”
Participant AC followed up with “So what is the worth? What is its worth? So all this
red tape and all this bureaucracy. What is it worth?”
Larger organisations such as council were the key partners to community leaders and
entrepreneurs and were better resourced to complete their own paperwork, yet they
would continually expect community leaders to fulfil these requirements. Additionally,
many of the forms had been lodged the year before and had many of the same details, yet
forms were not electronic or able to be auto filled by the community leaders. The
potential for organisations to improve partnerships with the trifecta by allocating some of
their ample resources to supporting community goals was not identified by the
participants.
The frustration of having to complete lengthy and complicated forms was further
exacerbated when organisations that had the in-house capability of completing the forms
transferred the responsibility to an under-resourced volunteer workforce. An example of
compliance activities that created a sense of futility was the completion of festivals and
events forms. When DB complained that her paperwork for festivals was too onerous, an
organisational committee began a review of the form. As she said:
They hired a consultant for three months to do this. I reckon I could have
done it in three days. I still haven’t got the form. They’re working on it;
they’re having a meeting every week to work on it, but they haven’t called
any of us that are running festivals or events. So we should have been
involved in those meetings.
In this area of compliance, managers represent that part of the trifecta that is paid to
allocate resources and has insider leverage to assist entrepreneurs and community leaders
who, in turn, can contribute to the goals of the manager. If organisations in Horsham and
its hinterland could recognise this incredible social and economic resource and allocate
staff to assist entrepreneurs and community leaders, this would overcome significant
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barriers for the trifecta, as well as build the much coveted social capital and resilience
that policymakers are attempting to build.
Volunteers contribute greatly to the Australian regional and rural economy given that
their activities contribute towards the liveability of residents and increase community
wellbeing. They build networks that create sustainable social capital, yet their tasks can
border on the meaningless and futile. DB took on an extra day of planning for her festival
when members of the festival committee felt they were at capacity and could not
contribute anymore time due to family commitments. The researcher interviewed DB on
a weekend after DB had worked a 56-hour week post-surgery, which was against the
recommendations of her doctor.
DB’s experience illustrates that the number of unpaid volunteers to draw upon for
community-based work is shrinking and the cohort is ageing. The next generation of
potential volunteers often work full time or cannot afford to carry a volunteer load as
large as the Baby Boomer generation. These problems are not exclusive to Horsham and
its hinterland. The need to better support volunteer leadership and achieve mutuality
between communities and leaders exists throughout Australia. Councils and other
publically funded organisations have an opportunity to partner with community leaders
and entrepreneurs and achieve mutuality through resource sharing and better systems.
Achieving this mutuality between each member of the trifecta and the community will
improve the sustainability of regional and rural towns and decrease volunteers’
experience of futility and frustration.
This sense of futility associated with compliance is also a barrier to Horsham managers
trying to build a culture of adherence to state and federal guidelines in organisational
leadership. Additional to this sense of futility is the fear of auditing, which has prevented
the uptake of automated and digital record keeping and resulted in a continuation of
paper-based systems perpetuated by the socially powerful. Overall, these responses have
led to a low uptake of efficient and faster electronic record keeping that would simplify
processes for managers, entrepreneurs and community leaders in Horsham and its
surrounding region.
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Heuristic models of organisation for regional development.
This thesis argues that documenting the adherence to state and federal guidelines within
organisations should not be expected from community members and entrepreneurs as this
can complicate and hinder their practise. The employees embedded within organisations
are better placed to complete paperwork required for their own requirements and should
assist entrepreneurs and community leaders who benefit the community.
Apart from this examination of documentation, it is important to note that there are also
alternative models of measuring adherence to goals other than compliance-based
management. Given that these compliance-based activities can create barriers to
leadership, it is important to consider whether these activities are not just futile, but
socially exclusionary due to their grounding in an elite class. Atterton (2007) argues that
the strong homogenous ties in rural areas may build social connectedness amongst
certain groups and that this social connectedness can be “potentially
exclusionary”(p. 229). Usually an indicator of social and economic health, bonding
indicates connectedness (Kilpatrick et al., 2015). However, another sign of social and
economic health is “bridging”, or the ability of groups to work with other groups that are
different from them (Moyes, Ferri, Henderson, & Whittam, 2015). Given the bridging
problems in the socially cohesive system of Horsham and its surrounding region, it is
important to consider alternative methods of management.
There is a growing movement of grassroots community management that seeks to make
the best of highly cohesive and organic volunteer labour while avoiding a hyperregulated system. Florian’s (2018) ethnographic study observed volunteers working
within highly structured bureaucratic systems to develop their own methods of
management. These methods were more heuristic and less rigid and were described as
being “organised dissonance”(p. 153). Florian’s study demonstrated that the
powerlessness and frustration exhibited by the volunteers could become drivers to
overcome the problems they were experiencing. Florian’s work found that volunteers
used structures because they “gave orientation and guidance and thus enabled joint
action, efficiency, and growth despite a highly dynamic environment” (p. 160).
This regional trifecta doctoral study, in contrast, revealed that participants, such as AC
and DB, would frequently question the value of the systems themselves. Volunteers in
Horsham and the surrounding region lacked the power to create their own “organised
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dissonance” within the structured environment. Fostering organic leadership through the
creation of looser structures could reduce the workload of council departments and
provide community groups with the freedom to self-organise. Given that the main
complaint volunteers had regarding working with Council was the paperwork, refining
these processes could increase engagement and prevent futility – for example, a Councilmediated process such as an electronic tick box system on an iPad, digital forms with
autofill from previous years, or having a liaison officer complete forms over the phone to
expedite the process.
These processes could achieve compliance through a collaborative and social system that
would dissipate the frustration between volunteers and managers. This collaborative
solution could increase Horsham and the surrounding region’s ability to achieve
sustainable regional development goals at lower costs. Flexible organisational processes
support the organic and network-based power of community volunteer leadership.
Recognising the value of the social rather than attempting to control apparently chaotic
processes would enhance efficacy and improve engagement between the “organic and the
orchestrated” (Davies, 2007, p. 139). Florian’s (2018) study cited the Burning Man
festival as an example of the power of organic collective leadership, which has been a
fascination shared by many other authors as a model of successful tourism, community
building, and regional development (Chen, 2011; Florian, 2018; McRae, Heller, John, &
Gross, 2011; Rosner & Fox, 2016). Burning Man is described in many different ways –
for example, as “civilised tribalism” (St John, 2018, p. 3) or as a model for “creative
cities” (Chen, 2011, p. 93) – yet possibly its greatest lesson for Horsham and its
hinterland is that it demonstrates that culture can be organised and organic, structured
and yet free (Shister, 2019).
The power of using culture as an organising principle allows for a different kind of
valuation of communal agency. For example, adopting an heuristic form of leadership
rather than continuing with outcome and task-focused leadership practices can value the
existing agency of community leaders. Task-centric measures, for instance, focus on
forms, licences, the leasing of space, and the renting of food vans, whereas heuristic
measures place more importance on learning the practice of community leadership and
fostering connections. If heuristic principles were being practised in the trifecta model,
the bureaucratised manager would be working more effectively with the community
leader and vice versa. If the formalisation of community leadership through
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bureaucratisation continues, the indefinable value of community spirit and informal
networks between agencies and leaders could dissipate. Florian (2018) argues that a
feminist examination of the informal social “grassroots” groups and their relationship
with formalised and bureaucratised systems can facilitate a subtle partnership. She states
that the “Burning Man festival balances bureaucratic and collectivist practices to avoid
over- and under-organizing, allowing for creativity, community and involvement while
granting certainty and predictability” (p. 151).
Given that Florian’s (2018) research is so recent, a pilot study applying this method to
Horsham and its surrounding towns could assess whether the Burning Man model could
support regional development while maintaining organic community leadership. The
main strength of the Burning Man heuristic approach is that it has been shown to build a
culture that is as equally powerful as one created by the bureaucratic rigid-rules approach
in producing regional development outcomes.
The socially exclusionary power of football.
To further consider highly connected groups that unwittingly create social exclusion, it is
important to consider a very strong aspect of country Victorian culture that is also
dominant in Horsham and surrounds – football. Several of the managers who participated
in this doctoral study were involved with social service agencies and other related
organisations who had an interest in the socioeconomic health of Horsham and its
hinterland. A social worker the researcher spoke to early in the ethnographic process
described Horsham as having a “dark underbelly” (Personal communication, 2018). The
underbelly being referred to was the hidden prevalence of family violence and alcohol
and drug abuse. As part of the study, the researcher spoke to paramedics about
restraining patients who had taken ice given that Horsham’s central location between
Adelaide and Melbourne provided easy access to drugs. The researcher’s ethnographic
study also revealed that as well as violence and drugs, there was another aspect to that
underbelly and that was the darker side of the region’s popular and celebrated football
culture. While football was widely considered to be a socially cohesive activity, a strong
drinking culture was associated with it and some residents felt alienated by its
exclusionary practices.
Social cohesion is the ability to assimilate new and different people into a community;
however, groups with powerful bonds between themselves can lack the ability to reach
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out to outsiders. In Horsham and its surrounds, football clubs appear to be inclusive, but
to those members of the community who are less sports minded, or have strong artistic,
musical or academic interests, they are less than welcoming. Horsham and its hinterland,
like other Victorian regional areas, has a strong heritage of football as a major pastime.
Some of this regional trifecta’s practices were inherently countercultural to football, such
as supporting the arts, working with disadvantaged families, and promoting all-abilities
sport. The issues of social exclusion and excessive alcohol consumption had been
affecting the trifecta’s work in the community. Despite the appearance of there being a
strong communal feeling, significant issues can emerge in a culture that associates
drinking with socialising. For Horsham and the surrounding region, the local papers
would repeatedly relay messages from police, exhorting fans to exercise restraint in their
drinking in order to reduce violent behaviour occurring at football games. A measure
considered to curb such antisocial incidents was to introduce the sale of lower-strength
beer at the games. The regular messaging in the local papers was a response to the
adverse effects of the pervasive drinking and football culture in Horsham and its
hinterland as well as other parts of rural and regional Australia (Henry, 2012a, 2012b;
Martinich, 2016).
During the conduct of this study, the researcher read that a 22-year-old football fan from
one of Horsham’s outlying towns had sustained serious facial injuries when violently
assaulted during a football match by a 27-year-old male who was charged by police
(Williams, 2019). Studies have shown that the violent and risky behaviour associated
with football and other sports is part of a set of cultural norms. Scholes-Balog et al.
(2016) state that their “findings suggest that it is not sport participation per se that
influences later violence but the drinking norms or culture embedded within certain
sporting contexts” (p. 502). Although football is often considered as a vehicle for
building social capital, it does have a close association with the consumption of alcohol.
Unfortunately, the excessive consumption of alcohol at football matches has led to
incidents of violence, and it has produced the opposite of social cohesion, which is fear
and aggression. Rowland et al. (2015) state that “settings where high levels of risky
consumption occur are also associated with a greater prevalence of violent behaviour and
subsequently reduced levels of perceived safety, factors that can give rise to lower levels
of social cohesion” (p. 210).
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Studies have revealed that alcohol plays a major part in football’s cohesive effect. Zhou
et al. (2014) state that “in a sporting nation like Australia, alcohol consumption is an
important element of post-game celebrations” (p. 280). However, cohesion that is
inextricably linked to the consumption of alcohol can have unhealthy consequences for
communities. Nicholson, Hoye, and Brown (2014) point out the dichotomy in football
between cohesion and disruption:
[There are] contradictory aspects of the sport–alcohol nexus in relation to
ideas of sport being linked to positive health and social cohesion
outcomes on the one hand, and to countervailing tendencies associated
with exclusion and disruption on the other. (p. 295)
Most of the members of the Horsham trifecta are only minimally involved in sport,
preferring to engage in countercultural activities such as tourism, the arts, plant-based
food hospitality, e-waste, alternative energy, and family festivals where alcohol is not
available. These activities seek to build sustainable cohesion without the inclusion of
sport and build overall trust and safety into the wider community.
Although sport is touted to create social cohesion, the evidence base suggests that it
actually decreases social cohesion through its association with alcohol-fuelled violence
and gender inequality. Sporting activities that are praised for providing supposed social
cohesion often expose young people to risky drinking practices. It is not just football that
has this association: a Horsham-based basketball league applied to have the hours of its
liquor licence extended that would cover times when children were playing after-school
basketball. H. Phillips (2013) reported in the Wimmera Mail Times the following
comment from the Wimmera Drug Action Taskforce:
The Wimmera Drug Action Taskforce has urged the region’s sporting
clubs to promote responsible alcohol consumption. Taskforce co-ordinator
and Grampians Community Health alcohol and other drugs counsellor
Brendan Scale said sporting clubs were saturated with alcohol. “A sevenyear-old doesn’t see the distinction between sport and alcohol,” he said.
“All they see is that they went to the basketball stadium and adults drank
alcohol. “The taskforce is solution focused, so we are always keen to work
with sporting clubs because we know there are financial constraints and
there is a strong social culture of drinking. (p. 2)
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Although the Wimmera Drug Action Taskforce seems aware of the drinking and drug
culture being perpetuated in sporting clubs, some members of the community see it
differently as reported by Crabtree (2019) in the Bendigo Advertiser:
The football club is a family. We have to get behind each other and
support them so they can be the future leaders of the club. (The football
club) is the most important thing in town. There’s no better place for them
than that team environment. I’d like to add it’s a problem with society,”
[club president] Mr Frank said. “There are music festivals popping up
everywhere and it’s no wonder these young people aren’t aware of what is
allowed and what is not allowed.
Football, as both a representative of a closed social system and of the embedded drinking
culture, is equally problematic for the trifecta working to increase community resilience
and engagement. The issues of alcohol and drug use, violence and a closed culture were
affecting the entrepreneurs, managers and community leaders in their leadership practice
in Horsham and its hinterland. Building new forms of social cohesion could be supported
by the trifecta’s countercultural practices.
In conclusion, the managers who participated in this study were at the centre of the
trifecta in terms of their skill sets and ability to leverage their positions to support
entrepreneurship and community leaders. The managers were representing organisational
leadership and were achieving financial mutuality, even when their longer-term social
goals were being delayed by hierarchical issues of power. They were acting as the
gatekeepers of the bureaucratic processes that were embedding them into the effective
partnerships that were operating in Horsham and its hinterland towns. There are many
ways to better manage the priorities of adherence to processes, which at the same time
also build a more culturally driven, community-based activism that supports tourism and
local businesses to enrich events for residents.
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Part 3: Community Leaders
The community leaders produced by far the richest data set in this regional trifecta
doctoral study through their diverse engagement in the networks and partnerships that
were operating in Horsham and the surrounding towns. The researcher was most eager to
understand the community leadership element of the trifecta as its key role outlined in the
regional development literature represented an opportunity to develop a model of
regional leadership that aligned with the goals of this study. The Regional Community
Leadership and the Stronger Regional Communities programs, developed by Regional
Development Victoria (RDV), fund leadership development in the regional areas of the
state (RDV, 2019b, 2019c). Formal leadership programs are considered to have
contributed to building capacity in regional areas through equipping leaders (Madsen &
O’Mullan, 2014; Sotarauta & Beer, 2017). Horsham’s leadership program provides a
unique blend of skills-based and transformational leadership training and is highly
regarded by residents, managers and organisational executives. The combination of
transformational and transactional leadership has been shown to be useful for the
challenges of regional leadership with its diverse needs (Davies, 2009; Graymore, Lord,
& Schwarz, 2013).
However, with the exception of one community leader, the researcher deliberately
selected leaders who were not participants in the Regional Community Leadership
program and were outside the networks associated with the program. Most of the
community leaders interviewed for this study did not have a formal background of
leadership training. Participation in this study was intended as an opportunity to engage
with diverse community leaders who did not belong to any formal networks because data
on membership of such networks was already available from a recent evaluation process
with which the researcher had been involved. In this doctoral study, the researcher
wanted to extend beyond leaders who had a sense of legitimacy and discover community
leaders in Horsham and its surrounding region who were working in areas that were not
widely known or had received little recognition.
Some of the community leadership participants had higher education degrees and were
experts in their fields, while others were trained at certificate level or were self-taught
and had left school to work or engage with community groups. Their motivation to take
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up some form of community leadership was to fill a gap that they had perceived was
present in the social fabric of their community.
Table 4
Community Leaders’ Triggers, Barriers, Mutuality and Support Needs
Community
Leader

Trigger

Driver

Barrier

Mutuality

Support Needs

DB

Cultural

Lifestyle
Cultural

Bureaucratic

No

Admin
Liaison

AH

Cultural

Network
Cultural
Values

Cultural

Yes

Ongoing
network

AC

Lifestyle
Values
Cultural

Lifestyle
Cultural

Bureaucratic

No

Liaison
Staff
Systems

PH

Situational
Values

Values

Bureaucratic

Yes

Well
Supported

RG

Relational
Values

Values

Bureaucratic
Funding

Yes

Funding
Systems

JP

Situational

Cultural

Bureaucratic

Yes

Well
Supported

PS

Values

Values

Cultural

Yes

Volunteers
Attitudinal
Change

AC

Values

Values

Cultural

Yes

Volunteers

JM

Values

Values

Bureaucratic

Yes

Overcome
Regulation

KW

Lifestyle

Lifestyle

Culture

Yes

Time

Barriers to community leadership.
Community leaders have already been mentioned in their collaboration with managers
through partnerships with formal agencies in Part 2 and in their relationship with some
entrepreneurs and the discussion of gender barriers in Part 1. Consequently, there is no
need to re-examine these specific findings although they are alluded to occasionally as
brief references. Even controlling for this repetition, the most significant barriers being
experienced by community leaders involved in this study were bureaucracy, culture and
partnerships.
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Bureaucracy.
The issues of compliance, insider systems and inefficiencies have already been discussed
in Part 2 of this results and discussion chapter. These issues were related to the
experiences of community leader participants AC and DB and manager participants BN
and MK; however, Participant RG was being challenged by a different type of
bureaucratic barrier that has not been mentioned in this thesis as yet. RG was a valuesdriven community leader with his own private finance practice who was already
connected to the local hospital through its fundraising activities. He joined the hospital’s
board out of a desire to “give back to the community”. Although he was highly trained
and had experience in the private sector, his experience of a publically funded system
was limited:
I hadn’t done may be the level of research I needed to, but our health
service is a highly complex business. And I try so hard to be really honest.
I really found it difficult in those early years, meaning probably the first
two to three years.
RG had successfully run a business in Horsham for many years as a part owner and had
achieved mutuality through the giving of his time and skills to fundraise for the hospital.
However, in his current situation he found himself out of his depth due to his lack of
knowledge of the way the public system worked:
All the different things we do where the state had influence – where the
department fitted in, where the federal government even fitted into things.
So, yes, a lot of that was so new to me. It was a steep learning curve, but I
do feel now that I have a reasonable understanding, although I’m still
learning things. I would still be learning something out of every contact
with the board.
RG had been on the board for seven years, yet still felt there was more to learn from the
complexity of staff work agreements to the different levels of government involved and,
particularly, the large geographical area covered by the hospital. RG made the following
comment:
The next accident and emergency department [is a long way away];
heading north, it would be Mildura. I don’t know if Hamilton’s got an A
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and E (accident and emergency) or not. So we cover it. We’ve got a big
[area]. Also, the highway with accidents and the like. If it’s critical
enough, it would be straight to Melbourne. But we also cop it given that
the GP situation is really difficult, too. A lot of the more remote areas
don’t have [a] GP on weekends, so our A and E becomes a de facto GP
clinic.
RG was discussing an issue that was still pertinent but was not as severe in 2019.
Horsham and the surrounding towns had experienced a severe shortage of GPs in 2018.
As was the case for other Horsham residents, the researcher had to present herself to the
accident and emergency department that same year when she was unable to get a GP
appointment. Given that doctors’ surgeries were often booked out three weeks in
advance, patients would present at the Horsham Hospital’s accident and emergency
department for routine concerns. RG noted that these healthcare issues that affected
Horsham and the wider region had existed for many years and related to a shortfall in
funding that the longer serving board members could recall from decades earlier. RG
made the following comment:
So my longer serving board colleagues could go back 20 years and
confirm that it was no different then. There’s a lot of disadvantage in our
area even in terms of the cost of transport that we’re not properly funded
for as well as a whole range of other things. There are things that we
should be funded for separately. If the funding was at least somewhere
near the cost to run the business that would make life a lot easier here.
As RG came from private business, he felt he had “wasted a lot of time” trying to figure
out how he could resolve the issues through planning and strategy before realising that
board members struggled to be more strategic due to a lack of funds. As he said: “It
wasn’t really anything management was doing wrong. We [just] weren’t funded properly
or appropriately. That makes it very hard.”
Cultural.
Cultural barriers have an impact on community leaders’ mutuality in their socioeconomic
systems. Most community leaders are values driven, so encountering a cultural barrier to
their practice would deeply affect them on a personal level. As with the entrepreneurs
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who had values-based practices, the community leaders’ identities and drivers were also
intrinsically linked.
Participant PS was a values-driven community leader who was the president of a
community group that was concerned with rescuing, adopting and fostering out cats and
dogs. PS was able to allot time for her volunteer role from her day job because her
employer was fortunately sympathetic to her other commitments. On one occasion when
she was unable to find homes for a number of pets, she converted a spare room in her
home to accommodate six unwanted cats: “We’ve just turned one of our kids’ bedrooms
into a [cat] foster care room with its own entrance; we’ve also put lino down so that we
can [care for] this huge number of kittens.”
The amount of time PS spent working was significant. She described her work as “an
addiction”; however, her strong drivers had produced frustration with disengaged
members of the committee. She made the following comment:
We have some community involvement. We’ve got a couple of younger
committee members. I think that their commitment is the problem. They
like to say they’re involved in an organisation like [agency name], but
they’re not really willing to do work. I’d spend, I don’t know, 25 hours a
week doing work on it.
PS felt confident in her decision-making but found the culture of the community group
was difficult, which led her to feel like she was “nagging”:
It’s just more the act of getting the bits done. It’s just getting the actual
physical work done. It’s hard that you just try. You gotta try to inspire
people rather than nag them into it. No one likes being nagged, I assume.
PS wanted to find more members like herself, who were passionate and hardworking:
People prepared to get their hands dirty. I find it very frustrating that
people comment on their love of cats. They say, “I’d love to adopt them
and all that”, but there’s other stuff they could do to help, but it’s lots of
people commenting. They think that writing a comment is helping the
animals.
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Outside of the community group, PS was confronted by a culture of neglect, abuse and
abandonment of animals that she felt she had the responsibility to resolve. PS was
frequently vocal in local newspapers and on social media; however, specific references to
her stories and posts in this thesis would breach her anonymity. The media articles
pleaded with locals to desex their cats and dogs given that the community group was
receiving more and more kittens that had been abandoned.
Partnerships.
The researcher was conscious that intensely driven leaders would not perceive
themselves as having any barriers because they would consider such obstacles as being a
normal part of their practice. In instances where this was the situation, the researcher
clarified with them that the barriers were the difficulties or challenges. Many of the
values-driven leaders believed that there were no barriers at all, yet on closer
examination there were barriers present. The partnerships were complex, and the social
connections that many of the leaders found difficult were accepted as part of their
responsibilities.
Some community leaders who served on funded boards or committees were either
supported by administrative staff for their paperwork, were sufficiently trained, or were
even partially remunerated. This support had reduced the sense of having barriers and the
associated frustration. These leaders included the previously mentioned RG, who was on
a hospital board, Participant PH, who was on a water management board, and Participant
JP, who was on a sports association board. Incidentally, these better supported leaders
were all male. Their experiences, compared to those of other community leaders who
were not members of a formal board or well-resourced committee, were largely positive,
where the difficulties had become normalised.
PH spoke very highly of his board and had recently been appointed as its chair despite
only having recently joined. The board had been established for a long time and had
strong administrative support. PH spoke in dispassionate and operational terms regarding
the board’s work, the state’s governance of the board, and its collaborations with other
water-based agencies. However, he did admit that he wanted to engage more with the
community:

237

Look, I think I could be more effective if I could connect more with the
community, but that’s a peculiar line to draw because it’s the minister’s
portfolio [and not my decision]. [The] minister and their departments are
really well informed. But personally I would like to be a bit more
connected with the community. That would make the job easier. It might
make it more effective. I’d like the community to be more aware of what
[organisation name] is doing.
PH believed that the agency that his board governed needed to engage with the
community more and improve its natural resource management. The formality of his
role, while legitimate and supported by well-trained staff and board members, was
detached from the population that his organisation was serving. His internal partnerships
seemed to limit his and the water agency’s engagement with the community. In contrast,
the previously mentioned participants AC and DB, the female community leaders
involved in festivals, had more casual ties with bureaucratic partnerships, which both
helped and hindered their values-driven leadership. Their barrier with bureaucracy was
also a partnership given that in order to achieve their goals, they were required to
collaborate with Council.
AC felt called to support other community agencies:
I decided that my pathway was championing organisations to do
fundraising and I basically became an events manager and never ever got
paid for 16 years. So my life has been dedicated to giving to the
community. My brother has referred to me as the walking [local
newspaper], which is a pretty old saying. So I’m just like this network of
information. And I don’t realise sometimes how much information I
actually really have until I get five phone calls a day from people asking
me just different things; like there’s nothing that relates to anything.
However, AC’s strong community network was beginning to pay off now that the
community itself was improving her relationship with Council:
So we’ve worked hard to build that relationship, not with the council but
with the community. So the community is actually driving us towards
better relationships with Council. They ring you and ask, “Can you run a
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New Year’s Eve party? We’ll give you $15,000.” However, we haven’t got
the manpower to do it. So we’re saying no.
AC was finding that she was gaining a kind of partnership with Council that involved
trust and engagement that she had been wanting for over a decade, but, unfortunately, she
lacked the volunteer staff to commit to the partnership with Council. Additionally,
partnering with Council was fraught with administrative tasks that she found onerous,
time-consuming and futile:
Cut the crap, ladies and gentlemen – sorry. We don’t, as volunteers and
event managers in the Wimmera, [have] the time or resources to fill out
paperwork. And you know as someone comes through the gate [we don’t
have time to ask visitors to fill in a survey and ask them] “Where are you
from?” and “Where are you staying?” “Do know how much money you
are going to spend?” I understand that these statistics are really
important. Yes, but how accurate [will this data be]?
AC realised that while she needed to partner with Council, it brought responsibilities that
stretched her volunteer workforce. She also found that even when she had been awarded
a small amount of money, she had paid a high price tag of four days’ worth of
paperwork:
[Their process to apply for] $200 that I think I asked for, for example. It
took me over four days, a period of four days at different intervals, to fill
out the paperwork, the application form. They wanted to know what
regional economic benefit it would have. Now I’m just a volunteer filling
out a piece of paper. I just want a little bit of money, please. But I’ve had
to jump over hot coals to do it. And to be honest, I would not go through
the process again for 200 bucks.
Community leader case study.
Participant KW was an unusual community leader, compared to the others in the trifecta,
in that he was a lifestyle-driven leader who had relational barriers. He was also
representative of other community leaders not included in this study who had the
required technical skills but were less experienced in managing people. These volunteers
are quite important for community leadership, but they struggle to overcome their issues
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relating to delegating, collaborating and managing people. KW joined a local arts and
theatre group when his doctor told him he needed to find a hobby to improve his mental
health after suffering depression. Being a skilled builder who was employed at a local
home improvement warehouse, he thrived on using his skills to build theatre sets. KW
made the following comment:
I’m so passionate about it because [it] gave me a purpose and I got to
meet some amazing people that aren’t judgemental. We can have deeper
differences of opinion, and we can discuss those opinions, and sometimes
it gets personal, sometimes it doesn’t. But at the end of the day, we’re
[working on a] common goal. So that’s how I got involved, and then I
think it was 12 to 18 months before I went on the committee.
KW described the group as his “church”, a place where he could feel accepted and work
towards a common goal. He used his networks with home improvement suppliers to help
the group obtain materials for making the sets free of charge or at a low cost. He also
gave freely of his time, committing hours and hours to set building, which he loved. He
also enjoyed being challenged to work to a brief issued by the designers and directors:
It’s not like building a house where you’ve got a plan of what you want to
build and so on. [The director] showed me a couple of pictures that she’s
seen of stage sets and she says I want to do this. Now I’ve got to try to
make it real and make it into something. Yeah, so I enjoy that challenge of
making the vision work.
What KW found difficult was having to manage and direct other people. He could work
late nights and complete sets by himself, but he struggled to delegate and didn’t enjoy it.
As he said:
I tend to be a doer. And that’s challenged me at times in the set process.
[Show name] particularly. Yeah, I felt like my role was less hands on and
more people management. And that’s something I’ve had to learn to do
better. I’m a diplomat so, yeah, very much aware of when I’m not
offending anybody, or not upsetting anybody, but still wanting to get my
point across. Yes, passive-aggressive, I guess.

240

KW was aware of his difficulties in taking control and felt awkward about the process,
but he was eager to learn how to do it so that he could continue to grow in his role. He
had also noticed the greater involvement of Council in his set builds, which he accepted,
but was contested by an older set-builder in the group. KW described an incident that
occurred:
[The Council inspector] comes out before the show and says, “Oh, you
need a brace here”, “You need this” and “You need that.” But [the set
builder did not want to]. [The set builder would] not do it, and when we
went to bump in [the work had not been done to Council standards]. So
then I had to pick the pieces up and fix it.
KW would undertake the extra work to ensure the sets were built to conform with
Council regulations when the older set builder was absent, which represented a cultural
barrier. KW was self-deprecating regarding his people management abilities, describing
himself as “passive-aggressive”, and would avoid conflict wherever possible. He also
called himself a diplomat and was interested in understanding the reasons for people’s
conflict and frustration:
Yeah, it’s a matter of “Hey, I know you’re upset. How about you do it this
way. Have you thought about this?” Sort of throw a suggestion out there.
I’ve always liked psychology as well. The psychology behind [things];
“Why are you thinking this way?” “You say that that line’s crooked and
that’s why you’re upset, but really it is because it’s on a wrong-coloured
piece of paper.”
KW’s lifestyle-based driver distinguished him from the other leaders in this study. His
driver pushed him to volunteer in a group to improve his life. However, he also
resembled other values-based community leaders in terms of how his identity as a person
was tied up in his volunteer work. As he said: “I sort of discovered that I’ve actually got
to a point that I haven’t been to for ever, where I can actually allow myself to feel pride
in what I’ve done.”
KW’s interview data indicated that there were likely to be many other lifestyle-based
volunteers and community leaders who had the capacity to expand their skills. KW was
seeking engagement to help handle his mental health condition. On the basis of his
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highly developed technical skills, he gradually became aware of an opportunity for
committee-based leadership and developed these leadership responsibilities. During this
process, he recognised that he had the ability to manage people, which helped him
overcome his relational issues.

Discussion
Community leadership had a range of issues in its practice in Horsham and the
surrounding region. Community leaders build social capital through their bridging
abilities to connect groups and create linkages between levels of governance. In Horsham
and its surrounding towns, these linkages connect social agencies, councils, and state and
federal governments with the needs of the community. In this study, community leaders
also yielded the most data on gender and provided the richest data set regarding the
trifecta’s greater goals of improving the social and economic health of Horsham and its
hinterland. This section discusses mutuality in closed communities, passive communities,
gender inequality, women as unpaid builders of social capital, and the critical hope of
this regional trifecta study.
Achieving mutuality in closed communities.
In Horsham and its hinterland, the community leaders who had established strong
networks and formal partnerships that shared their values and encouraged their leadership
were making progress towards their goals and overcoming their barriers. In contrast,
those community leaders who had put aside their goals or were continuing to struggle
against barriers were lacking the necessary networks and partnerships. The researcher’s
observations regarding community leaders in this study are supported by Cheshire &
Lawrence’s (2005) study findings:
Formal partnerships, although crucial for funding leadership, were usually
discovered through networks. Network connections can strongly affect the
efficacy of the leader’s success in the socially complex and closed system
of a small town. No longer are individuals perceived to be the isolated,
atomistic beings of classical political economy, but members of
communities, and embedded in networks of social capital, that prompt
them to pursue collective strategies of reform for the good of all. (p. 436)
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The networks that leaders are embedded in need to be supportive and motivating for the
leader. Unfortunately, some participants in this study have attempted to establish
powerful informal working groups but have had their plans taken over by formal, funded
committees with bureaucratic restrictions. On participant DB was distressed by this
change and found herself unable to complete her goals under these conditions.
Participant DB was an example of a community leader whose strong values-based
leadership had been triggered by her family upbringing, although she lacked a cohesive
network. She had begun to establish her own network at the time of this regional trifecta
doctoral study’s data collection and fieldwork phases. The researcher attended the first
meeting of DB’s nascent network, where the common factor between those she had
invited was a desire to improve the quality of life for those who lived in the area through
the arts, tourism, hospitality and youth sectors. However, many of the attendees at the
meeting were already involved in other groups, workplaces and activities in these sectors,
and their only connection was through DB. In a sense, DB was consolidating the
promotion of community cohesion through business, tourism and youth engagement, and
connecting a number of different actors in her network. Interestingly, this network had no
people who were connected to farming families or associated with any sports clubs in the
area.
Participant KW was another member of the regional trifecta who had become involved in
the arts through joining a local theatre group. The group had to grapple with the constant
tension between producing serious plays that would appeal to only a certain sector of the
community and staging musicals and other popular productions that would garner large
ticket sales from well-attended performances. In a regional area where most men’s social
and leisure activities revolved around the pub and the footy, the theatre group also
struggled to get enough male participants to play the various roles. At the time of data
collection for this study, the theatre group had selected a controversial and political
musical about social elites. However, as it failed to attract enough people to audition, it
switched to a well-known 1980s rock musical. The auditions and call-backs for the retro
musical were attended by the researcher as a prospective participant. The committee was
excited by the strong interest from the community and plenty of male actors and singers
were interested in the roles. The musical was sold out very quickly every night, which
helped to cover the high costs of using the refurbished Horsham Town Hall.

243

Previous productions had struggled to generate sufficient revenue to prepare for the
staging of the next musical. The researcher attended a performance the previous year
where the auditorium was only half full. KW conceded that the group had “lost money”
on that show, which gave them “less in the pot for the next one”. Local theatre groups
provide a significant outlet for arts-focused people in Horsham, who would otherwise not
achieve the mutuality needed to continue. Community leaders with interests beyond
football and 1980s musicals need to adjust their goals to obtain ideological and financial
support from the community.
In comparing DB’s and KW’s practices, DB constantly struggled to find like-minded
people who shared her goals and, therefore, had to undertake extra work when she could
not find enough volunteers to help. In contrast, the theatre group, by compromising its
goals, was able to achieve the necessary social and economic mutuality to continue
staging two productions annually. The group was also able to attract plenty of young
actors, set designers, costume makers and dancers of various ages. The mutuality
provided by the town compensated for the escalating costs of materials and the
performance space. While DB’s festival was always well attended, she was not
sufficiently supported by the community to gain its practical support. The lesson here is
that community-based leaders need to respond to the interests and needs of their
communities. Their labour needs to create experiences, opportunities and change that
contribute to the social capital and liveability of Horsham and the surrounding towns
despite the lack of funding.
Community leaders who achieve mutuality can also leverage their community standing
to advocate on behalf of their community. Community leaders are aware that their
activity is a type of brokerage, where they can mediate between the community and local,
state or federal government interests (Australian Centre for Rural Entrepreneurs, 2018;
Bénit-Gbaffou & Katsaura, 2014). Social network approaches to leadership emphasise
the brokerage aspects of community leadership that the community leaders in Horsham
and its hinterland could harness. Community leaders connect agencies to one another and
advocate for groups to government agencies in practical matters, yet they are often
unaware of the power of their agency (Cullen-Lester, Maupin, & Carter, 2016; YousefiNooraie, Dobbins, Marin, Hanneman, & Lohfeld, 2015).
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The constant defence of community interests to local, state and federal government
bodies requires vision, persistence and hope to overcome the barriers, or, conversely, to
continue their practice despite them. The community leadership role is often the linchpin
between the community and funding bodies such as Council. This advocacy also
contributes to state and federal governments’ goals for regional development. For leaders
to continue performing this undervalued role, there needs to be mutuality between them
and their communities. Communities that support their leaders will achieve better
outcomes that will result in positive change, growth and renewal as opposed to those who
allow their community leaders to be suppressed by the vested interests of the three tiers
of government.
Community leaders and passive communities.
The trifecta’s activity in Horsham and the surrounding region is often highly integrated
in an informal sense. Community leaders work with Council, belong to committees and
work in hospitality, tourism or retail, which sees them interact across the trifecta as a
matter of course, as well as share goals with entrepreneurial and management practice.
The entrepreneurs are providing unique products and experiences to working-, middleand upper-class Horsham and are elevating the attractiveness of the region through
businesses such as plant-based café food, high-quality beauty services, e-waste,
alternative energy, and outdoor activities. These experiences are increasing the liveability
of the region. Many of the managers in Horsham are highly educated and belong to the
tree-changing, creative cohort. They benefit not only from the entrepreneurs’ ventures
but also the festivals led by the community leaders and the other activities organised by
the community groups and the natural resource management. These liveability aspects
compensate somewhat for the lack of transport, medical and higher education
opportunities.
All of the factors of liveability – services, access to transport and education – affect the
ability of leaders to achieve their goals. Despite all the benefits of Horsham, and there is
much expected of it, these leaders miss out on the benefits enjoyed by the inner-regional
leaders due to the misclassification of Horsham as a more functional and independent
region similar to the other “regional cities” in Victoria. Regional cities are considered to
offer a better lifestyle than rural cities despite the fact that they are more expensive, more
crowded and more congested. Horsham, technically a rural city, is frequently referred to
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as a regional centre. Horsham operates as a service centre for the rural towns around it,
which could be why its capacity is often exaggerated (Wilkinson & Butt, 2013). The
Regional Cities Victoria website refers to itself as “a regional leadership group
comprising Victoria’s 10 largest cities outside greater Melbourne – Ballarat, Bendigo,
Geelong, Horsham, Latrobe, Mildura, Shepparton, Wangaratta, Warrnambool and
Wodonga” (RCV, 2018, p. 2).
Regional cities are usually on the peri-urban fringe, or in close proximity to it, and enjoy
relative mobility in the form of public transport. However, Horsham is located at a much
greater distance from metropolitan services, markets and populations. Finally, as the
service centre for shrinking and ageing towns that surround it, Horsham experiences
social disadvantage at a higher level than the regional average and struggles to provide
adequate medical and social services to its residents (HRCC, 2018). Together with the
misrepresentation of Horsham’s capacity, local residents have internalised the narrative
that restoring passenger rail services between Horsham and Melbourne would resolve
their issues of population, medical and public services. This mantra is repeated by the
local state and federal members of parliament as well as the HRCC, which transfers the
community’s increased hope to the politicians, which occurs at the expense of mutuality
and support being developed for community leadership and entrepreneurship.
The narrative of Horsham and its hinterland being in a safe political seat becomes the
explanation for the disadvantage in the area, and the reason why there is poor communal
engagement. The Nationals, who have held the state and federal seats for many years,
have been campaigning and promising more trains for decades. The local councils in the
area have also lobbied and advocated for transport and health for a long time, yet very
little eventuates. The regional trifecta represents the true agency and capacity of Horsham
and its surrounding towns to develop the region’s resources and build social capital.
Communities that continue to wait for political change become passive communities that
are unable to support their local leadership.
Community leadership is romanticised in the embodiment of the “Aussie battler”, and
high rates of volunteerism in the country are admired, celebrated and accepted as part of
country life (Kragt & Holtrop, 2019; Leader-Elliott, Smiles, & Vanzo, 2004; Petrzelka &
Mannon, 2006) The extraordinary resilience of Horsham and its hinterland belies an
ability to cope with setbacks and trials, yet it also traps residents in a lower quality of
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life. Statistics from Regional Cities Victoria (2018) reveal that Horsham had a greater
workforce participation rate and greater efficiency per dollar spent on local workers than
the average for regional cities in Victoria. Regional workers stay in the workforce until
later in life, often working past the current pension age of 67. However, it is important to
consider whether the later working ages of employees are indicative of lower wages and
economic disadvantage rather than a devotion to the Protestant work ethic (Regional
Cities Victoria, 2017; Regional Incubator for Social and Economic Research, 2017).
Horsham has demonstrated remarkable resilience with its low unemployment and high
rates of volunteerism; however, it is important to critically examine whether these
markers of social capital are not merely signs of inequality leading to community
passivity.
Gender inequality.
In Dempsey’s (1990) study of a town in Horsham’s hinterland, there was evidence of
high rates of social inequality for women, particularly wives. Apart from undertaking the
majority of the housework and childcare, women would often also be working outside
the home and providing volunteer labour for local community groups. On top of this
unpaid labour, wives were also expected to provide food for local sporting activities,
events that they did not even attend themselves (Dempsey, 1992). When the researcher
discussed this finding with a female academic who had lived in a rural area when she was
younger, she recalled many Saturdays making sandwiches for her husband to take with
him to football. In later years she discovered that the wives in the town were collectively
catering for events they did not attend, when they thought they were only making their
husband’s lunch for the day.
In the three decades since Dempsey’s (1990) study, women in rural Australia are more
represented in part-time work, at least (Kendig, McDonald, & Piggott, 2016). Rural
women are employed in many fields today where they were drastically under-represented
in the 1990s. However, for women in demanding fields such as medicine, research
reveals that women tend to suppress their femininity in rural areas (Schwarz, 2003). In
the early 21st century, female doctors carried less authority and were considered less
important than male doctors (Schwarz, 2003). Female physicians were also assumed to
be women’s health workers, even if they had specialised in other medical disciplines
(Schwarz, 2003). The medical practice of male doctors was considered genderless and
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female doctors would adjust their behaviour in this supposedly genderless way to be able
to overcome the so-called barrier presented by perceptions of their gender.
Many rural female GPs have supportive male spouses who are able to be the full-time
carer to their children. Although the presence of more women in the medical field can be
seen as a sign of a progressive Australia, the female community leaders who participated
in this study had heavy workloads as a consequence of their desire to benefit Horsham
and its hinterland communities. Given that women taking on demanding community
roles are often supported by a spouse with a full-time wage, it follows that women in
full-time employment would carry a smaller community load than the community leaders
selected for this study.
Although women now enjoy greater home and workplace equality, and can pursue fulltime roles in various medical fields and other highly skilled industries, they do, however,
experience a different type of undervaluing. In Horsham and its hinterland, the gendered
expectation of women supporting male breadwinners has been replaced by women now
being taken for granted as under-appreciated and unpaid builders of social capital.
Women as unpaid builders of social capital.
In the report of the Victorian Population Health survey conducted in 2014, the health
benefits of volunteering were promoted to be an incentive to prospective volunteers
(DHHS, 2017). Kragt and Holtrop (2019) argue that despite the high economic value
added to organisations from volunteers, they had difficulty deciding who gained the most
from volunteering – the volunteers or the recipients. The volunteer community leaders
involved in this study had strong lifestyle, values and cultural triggers and drivers that
shaped their leadership practice. KW began volunteering on the advice of his doctor for
his mental health; PS described herself as addicted to the care of animals; and DB wanted
a community that worked better together. The female community leaders involved in this
study were volunteering as many as 20 to 30 hours per week of their time.
The tasks they performed included completing extensive forms, undertaking menial tasks
such as cleaning or carrying heavy hay bales, or managing social media and planning for
events. The female community leaders were frequently working full time as well as
volunteering, and were usually of an age when their children no longer needed extensive
care. The male community leaders who participated in this study worked longer
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voluntary hours in more seasonal periods for short bursts, which was perhaps once or
twice a year. The women also gave the most time in seasonal periods, but their volunteer
labour was much higher over the course of the year.
In contrast to the women studied in Dempsey’s (1992) study, who performed most of the
household tasks in addition to paid work, female community leaders today are usually
supported by progressively minded husbands who cook, clean, and care for children.
Little’s (2002) literature review found that very little research had been undertaken on the
extent of rural women’s voluntary and unpaid labour outside the family farm. This, she
thought, was quite strange given that “it is, for example, very closely related to the basic
gender division of labour in rural areas and to the orientation and negotiation of women’s
economic, domestic and community roles” (p. 198). Little’s study articulates the
connection between the traditional division of labour between men and women in the
home and their labour in community building. Women’s unpaid labour seems to have
shifted from their homes to community roles. In a commissioned literature review on
gender and household chores and caring tasks, it was found that, unlike other OECD
countries, many Australian families, despite improving the balance of housework
between partners overall, belonged to what the report called “new traditional households”
(Hewitt et al., 2011, p. 9).
The definition of this new traditional household was one where the woman worked part
time and the man had a full-time role (Hewitt et al., 2011). The study showed that since
the 1990s, men have increased the amount of housework they perform and women have
generally decreased the amount of housework proportionately (Hewitt et al., 2011).
However, there has been no corresponding research into whether rural women are also
increasing their community group work as a result of the fewer hours they spend on
housework in their homes. Additionally, greater representation of women in the
workforce does not overcome the division of labour between meaningful work and
menial tasks. Menial community-based compliance involved with cleaning and managing
events has become equivalent to washing dishes, making lunches and picking up children
in the home. These tasks are tedious, repetitive and often thankless. Pearcey (1990)
argues that the separation of meaningful labour from menial household tasks originates in
a false dichotomy created by a capitalist consumer society. Pearcey clarifies that the
“traditional” role of a woman as a housekeeper and caregiver is a construct from the
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industrial revolution, where meaningful work was removed from the home and became
mass produced in the factory (Pearcey, 1990, p. 2).
Historical records reveal that households from the colonial era were characterised by the
sharing of skilled work between the male and female spouses, which involved
supervising apprentices in the family business as well as spinning, weaving, shoemaking
and educating children. The removal of skilled tasks from the home reduced the
household role of women to caring for and schooling children as well as performing
menial household tasks (Pearcey, 1990). It was the removal of the male from the home to
perform modern industrialised work in factories, which peaked in the 1950s after the
Second World War, which separated men from housework and caregiving. This
disconnect has not necessarily led to the current state of gendered inequality; rather, the
inequality has been the result of a capitalised economy where women have become the
consumers of products rather than the skilled producers of their own goods. This
separation from autonomous and creative production has been idealised as being
characteristic of the traditional homemaker role, which, while having been reduced
through female engagement in work outside the home, has been transferred to the
community space. Women, again, are performing supposedly less meaningful roles in the
community simply because they are the only ones who are willing to do them. This is
evident in Horsham and the surrounding region, where women, such as DB, will continue
to organise things that no one else is prepared to do. Little’s (2002) research in rural
towns in England explored the construction of women’s unpaid or voluntary work.
Whilst regional and rural areas boast much higher levels of volunteerism than
metropolitan areas of Victoria and wider Australia, there is a difference between valuing
the contribution of volunteers and exploiting that contribution for state interests.
Participant AC was overjoyed to finally be paid a substantial amount to run an event in
the local community and being able to pay musicians and subsidise food vans and other
event entertainment. However, she confessed that she would remain unpaid so that the
funds could be used exclusively for the running of the event. Celebrating the contribution
of volunteers is also likely to continue to mean that women will remain unpaid for tasks
performed for local, state and federal interests. Their labour is only possible due to
spousal support or the revenue from their own business or day job.
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The trifecta and adversity: A critical hope.
This section provides a summary of the results and discussion for all three groups
explored in this chapter. Through a careful analysis of the results, the researcher was able
to ascertain a cohesive driver that motivated the leaders who had participated in this
study, which culminated in a sense-making narrative (Essers, 2012; Munro & Huber,
2012; Sotarauta et al., 2017). The common factor for the leaders from all three groups to
overcome their barriers was a critical hope, which combined an awareness of the
problems in their respective communities and a clear hope to overcome the barriers.
Some leaders had a strong sense that they were the person with the potential to overcome
the barriers. They were either talented and confident entrepreneurs, experienced
managers who understood the systems and their strengths, or were community leaders
who had faith in the community to overcome the barriers collectively. Participant BD,
the plant-based food entrepreneur, described herself as unperturbed by barriers due to
confidence in the importance of her product and the need for change in her community:
So there are a few logistical problems there, but I’m just one of those
people I think that is determined to break down those barriers; if you
work out what your barriers are, then you can break them down into
workable pieces is the way that I see it. Not everyone agrees with me. A
lot of people to whom I’ve said what my vision is and what I want to
achieve think I’m ridiculous. Because it is a challenge and lot of people
just throw their hands in the air.
In contrast, Participant DB, the community leader who grew up in a very small town,
wanted to build community for its own end: “My passion has always been with
community because I’ve seen firsthand the difference a unified community makes and the
power of it. It’s amazing power. And it’s an amazing connection with others and the
support that I saw.”
DB’s hope was an improved community and admitted to working with any partnership
that allowed her to achieve that end, even if the business owners or governance structures
had other motives:
I think others have different satisfactions, but it’s about making a
difference to the community. But it might not necessarily be for some of
251

them; it’s about putting [town name] on the map more, which is part of
what I think just works. I don’t make that as a mission because I think the
two work together.
Having a critical hope was not just important for entrepreneurs or community leaders but
also for managers in organisational leadership. One manager, Participant WS, had her
hope in an improved culture that would prevent the loss of the department and retain the
funding for the service that she was managing. This hope gave her the impetus to make
tough choices despite opposition from a large section of staff:
We took the values of [the organisation] and we were very careful in how
we lived those values in our teams. So we looked for examples at team
meetings to call people on their behaviour positively and when we were
stepping outside we called each other. We developed that because this is
the way we work. We will be authentic and build on that level of trust to
try to do good work and not just talk about the fact we’re doing it. We’re
actually calling each other out on the good and the not so good.
Another manager, Participant VW, put her hope in providing better outcomes for her
clients, who were frequently from lower socioeconomic backgrounds. She found herself
in competition with other agencies:
We’re fighting for clients. We used to have a business share; we no longer
have a business share. So we have to be the very best we can, like what we
do for our job seekers to make sure they have an environment that is
friendly and comfortable. We provide fruit and lollies and coffee and all
of those things. This is home. [Clients will be] treated respectfully and
politely and people who actually care about you will call you by name. So
that competitive nature of the business hasn’t really changed. We’ve
always believed customers come first; job seekers come first.
This critical hope is essentially a driver that motivates leaders to overcome whatever
barriers they have. Community leaders often do not think of themselves as leaders
because their goal is not to achieve something for themselves; they are activated to
mobilise communities into grasping opportunities. Krishna and Kummitha (2017) argue
that goals that are intended for the community must be perpetuated by the community:
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When community members are together as a team, their optimistic levels
are on the higher side towards collective action Even when they recognise
that the proposed effort might most likely fail, they would still move
ahead as if its success is plausible. In such critical times, they are more
inclined to adopt creative solutions in order to enhance the slim chance of
success. Thus, the previous research recognises that the interventions
rooted in communities offer a high success rate. (p. 40)
If a community is inspired to achieve the goals of the leader, the leader has a much
greater chance of succeeding in their goal. This concept of communities sharing the same
critical hope as their leaders is a crucial aspect of the mutuality between leaders and their
systems; initially, by the leader contributing to the local context and then the local
context supporting and enabling the leader in kind. Steiner and Atterton (2015) posit that
just as entrepreneurship needs to be embedded in a social context and aim to contribute
to the local economy, the rural context needs to shape the entrepreneur. They state that
“the rural context, in shaping the behaviour of rural business owners, encourages them to
operate in economically, socially and environmentally responsible ways” (p. 31).
It is incumbent upon local entrepreneurs, managers and community leaders to not only
provide a collective critical hope for their communities but to also model social, ethical
and strategic agency in partnership with their communities. Ultimately, leaders working
towards their critical hope and bringing their communities along with them is the
manifestation of healthy social capital. Leaders who can continue to overcome adversity
and increase the sustainability of their regions operate “in a social domain to which they
identify and belong, [which] manifests in social interaction and mutuality” (McKeever et
al., 2014, p. 456).
In the end, it is a lack of bridging social capital, as opposed to bonding social capital that
inhibits the modest flourishing of local businesses and ventures. Despite the desire to put
Horsham and its hinterland on the map, the lack of bridging capital had been
demonstrated by the community’s inability to connect and collectivise a heterogeneous
range of individuals and groups (Kilpatrick et al., 2015). Towns and regions that achieve
significant change and revitalisation are theorised to boast both bonding and bridging
social capital through the collective agency of diverse groups (Beer & Clower, 2014;
Eversole, 2003; Madsen & O’Mullan, 2014). Bridging social capital is the ability of
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those bonded groups to connect to others who are different from them. Given the history
of Horsham and its hinterland and the social isolation experienced by some of the
participants in this study, there are some problems with cohesion between groups with
different purposes. If bridging capital does not improve, it creates areas of social and
economic advantage and disadvantage (Torre & Wallet, 2016).
In conclusion, the trifecta is a suitable model for building capacity in regional areas. In
Horsham and its hinterland, the entrepreneur can diversify the economy in a grainfarming region; the manager can leverage systems to overcome social and economic
disadvantage; and the community leader can increase liveability and social engagement.
The participants in this study had been working with the challenges of bureaucracies,
gender inequality, policy barriers and exclusive social bonding. Despite these barriers,
however, their deep commitment, resilience and hope was driving their ongoing practice
and providing a model for transformative community agency. The participants were
mindful nonetheless that alcohol and drug abuse, family violence, high rates of
adolescent pregnancy, housing shortages and other social problems still remained as
issues that needed to be addressed in the region. The lack of services, such as adequate
public transport and healthcare provision, were also continuing to act as barriers to
increasing the number of tourists, new residents and workers to the area, and exclusive
social groups, such as sporting clubs or management bureaucracies, were continuing to
hinder Horsham and the surrounding communities’ collective sense of inclusion and
belonging.
Finally, the results of this study have demonstrated that social networks have been vital
for overcoming the barriers to leadership as well as being critical for supporting the
growth of Horsham and its hinterland, and have proved that these networks could not
have been manufactured. Local agencies and individuals can act as mediators for
delivering services according to the availability of funds. Taking stock of the significant
brokerage, skills, resilience, agency, and funding opportunities that local leaders with
longstanding reputations in Horsham and its hinterland have must be emphasised.
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Conclusion
The central argument of this thesis has been that supporting the regional trifecta as an
integrated model of leadership is the solution to addressing the concerns of regional
development policymakers. Through supporting local entrepreneurs, managers and
community leaders contributes towards the bridging social capital and critical hope of the
local community. The regional trifecta study aimed to understand, acknowledge and
support local, place-based leaders, through embracing the diversity of their roles,
industries and methods and the overall relational quality of their leadership. Although the
regional trifecta research study described in this thesis used Horsham and its surrounding
towns as a case study, its findings will be applicable to other Victorian regions. The
integrated model could be applied by Victorian regions that have an interest in stabilising
and growing their economies through entrepreneurship, public and private services, and
community volunteering.
Introduction.
In the introduction to this thesis, the theoretical and methodological frameworks were
established. The theoretical frameworks were grounded in the studies of McKeever et al.
(2014) and Steiner and Atterton (2015), which provided insights into mutuality and rural
leadership, as well as Mabey’s discourses on leadership theory (2012). The
methodological framework was based on a nuanced understanding of critical
ethnography that was the result of a discussion that involved Putnam’s debate between an
ethnographer and critical theorist (Putnam et al., 1993), Thomas (1993) and Fetterman’s
(2010) insights on practical methods, and argued for Mabey’s dissenting discourse as
essential for a critical study on leadership (Mabey, 2012).
Chapter 1 – Literature review.
The literature review provided an academic background for the impact of various
economic theories on the inland region of Horsham, which included neoliberalism,
economic ecosystems, and the effects of commodifying leadership as social capital
(Baker, 2015; Davies, 2009; Gibson & Klocker, 2005; D. Harvey, 2007). The literature
review posited alternative collaborative, dynamic and social theories of leadership and
leadership development while at the same time challenging classical ideology (Beer &
Clower, 2014b; Carroll & Levy, 2010; Day et al., 2014; Mabey & Mayrhofer, 2015).
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Finally, the literature review provided a definition and background to the three types of
leaders in the trifecta and their relevance to this study: the entrepreneur, the manager and
the community leader.
Chapter 2 – Contextual hermeneutic: place.
The contextual hermeneutic chapter provided an historical and social context that served
as an interpretive tool to understand the participants’ interview data. This chapter
included a short summary of Horsham’s history as a geographical and economic place
(Brooke & Finch, 1982; Reid et al., 1996), a history of farming policies such as the
soldier-settler and closer settlements (Downward, 1926; Lake, 1987) and the German
Lutheran school system as dissent against state control (Huf, 2003; Meyer, 1995;
Wehner, 2017) as well as the regional acceptance of Karen migrants for their
contribution to the economy (Deloitte, 2018; Hindmarsh Shire Council, 2014). This
chapter also explored the concept of social fabric (Bosworth & Atterton, 2012; Madsen
& O’Mullan, 2014) and the ways that this fabric had been torn in Horsham and its
hinterland communities through social disadvantage (Gleeson, 2019) that had been
caused by distance, labour shortages (Humphreys & Wakerman, 2018) and low
educational aspirations of its young people (Cowie, 2014; Robinson, 2012) as well as the
impact this has had on the hope for future generations (Bock, 2016).
Chapter 3 – Parts 1, 2, 3: Results and discussion.
This results and discussion chapter explored the three greatest barriers and drivers that
had been experienced by leaders in this study, which were grouped according to their role
as either an entrepreneur, manager or community leader. Part 1 explored entrepreneurs
and their dominant barriers of staff, culture, distance and (external) partnerships, their
drivers of values, lifestyle and success ,and recounted the case studies of participants SH
and AN. The entrepreneurship discussion section focused on mutuality and
entrepreneurship (Mckeever et al., 2014; Steiner & Atterton, 2015), social enterprise
(ACRE, 2017; M. Anderson & Beavis, 2017), ecologically sustainable business
(Australian Local Government Association, 2018) and grouped female entrepreneurs
community leaders together for the purposes of discussing the social ostracism of women
(Bozin & Yoder, 2008).
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Part 2 explored managers and their dominant barriers of bureaucracy and internal and
external partnerships, their drivers of values and seemingly contradictory internal and
external partnerships. This examination was accompanied by the case study of
Participant BN. The discussion in this section addresses the apparent absurdity of
bureaucracy (Kafka, 1926; Mccabe, 2015), issues of compliance and bureaucracy
(Conger, 1993), and possible heuristic systems that managers could use to support the
community leaders they work with.
Part 3 focused on the last group of the trifecta, the community leaders. Their most
dominant barriers related to bureaucracy, culture, and external partnerships and the case
study in this part was of Participant KW. The discussion section examined the issues of
achieving mutuality in closed communities (Cheshire & Lawrence, 2005), community
brokerage (Bénit-Gbaffou & Katsaura, 2014), community leadership in passive
communities (Kragt & Holtrop, 2019) as well as the issue of gender inequality leading to
women becoming the unpaid and unsung builders of social capital (Little, 2002). Finally,
the last section summarised the need for a critical hope so that all three groups could
overcome the adversity they experience in their roles in driving regional development
(Krishna & Kummitha, 2017).

Contribution to the Literature
This doctoral research study based on the regional trifecta model has made a unique
contribution to the regional development literature in three major ways. First, this thesis
has reframed the discourse of leadership in contrast to psychosocial approaches; it has,
instead, explored leadership as the relationship between a leader and their social system.
Second, the regional trifecta study has provided an insight into the types of people who
take on leadership roles in regional areas and has revealed that they are driven by a desire
to improve conditions for themselves and their fellow residents. Third, this study has
highlighted the tension between formal structures of bureaucracy and governance and the
informally supported and individual agency of leaders. This independent agency is what
regional development policymakers refer to as social capital, which has the potential to
galvanise leaders and their communities to achieve their regional development goals if
they are supported by well-resourced and funded structures.
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Reframing leadership to collective responsibility.
The reframing of leadership from a psychosocial study of personality into an exploration
of the relationship between a leader and their social context is an important one for
fostering regional development. This approach diverges from examining an individual’s
traits and their personal performance to consider the impact of their agency as part of
their collective identity and contribution to their social system. This insight has important
implications for policymakers, leadership development bodies and regional communities.
It urges regional development policymakers, councils and organisations to recognise
their responsibilities in supporting place-based leadership and the power of their
contribution to the success or failure of local businesses and ventures. Historically,
farming policies, such as the closer settlement scheme, have ascribed the responsibility
for failed policy initiatives to individuals rather than recognising that mounting debt,
economic downturns and failed crops are a collective problem that could have been
avoided (Downward, 1926). Policymakers can learn from the past by adopting a
collective sense of responsibility for regional leadership as well as from the recognition
that a leader is only as strong as their partnerships and networks.
This sense of collective responsibility has implications for all members of the trifecta.
For entrepreneurs, this approach changes the question from whether they have the right
personality, capital or skills, to whether they are connected to the right partners and
networks to succeed. They need initial support, clients who are willing to commit to
purchasing their products or services, or corporate or government contracts that provide
sufficient income to cover their business and living costs. Although entrepreneurs may
provide a product or service that fulfils a significant gap in the market and benefits the
economy and their social system, if the community mindset is blind to their contribution,
the business will fail. In the example of Participant BS from this study, the lack of
corporate or government sponsorship resulted in the loss of his e-waste business, which
also impacted on the region. The lack of buy-in from the local council and the
community had stymied his strategic vision for ecologically sustainable waste
management.
For managers, this communal perspective means that the systemic change they can
achieve in their sector is dependent on the extent to which their organisation is willing to
be shaped by their vision. A manager works within complex systems that are

258

characterised by cross-departmental collaborations and extensive regulations and will
encounter problems related to distance, understaffing and limits to their authority.
Participant manager CK had a vision to provide sensory experiences for her patients with
cognitive difficulties; however, the executive management of her governing organisation
appropriated the proceeds she had fundraised; CK’s internal partnerships had prevented
her from providing a sensory garden for her patients. This scenario demonstrated the
mutuality that CK lacked to achieve her goals, although she personally supported her
organisation’s objectives. However, her financial security meant that she would continue
to work towards this vision in the future.
For community leaders, lacking community cooperation does not prevent their
independent agency. Unlike the manager and entrepreneur, they are not financially
dependent on partnerships to continue. However, this doctoral study revealed that a lack
of community engagement with their causes created a sense of futility for the community
leaders, leading to social ostracism that could affect their drivers. As community leaders
provide their own financial security through the income derived from their day jobs or
their spouses, their need for mutuality in order to continue their practice is met through
social networks. Many community leaders who self-fund also need to create their own
social networks so as to counter the criticism, the bureaucratic boundaries, and the sense
of futility they face in their work.
Ultimately, the study found that shifting away from a psychosocial approach challenged
the public perceptions of what makes a good leader as well as why leaders succeed or
fail. This framework acknowledges that if an enterprise or business fails, regions and
communities should question whether they had adequately supported their leaders rather
than attribute the failure to the leader’s inadequacy. This mindset also prompts
policymakers to question whether their policies are adequately supporting leadership
formation and agency rather than attributing failure to the leader alone.
What types become leaders?
The second unique contribution of this thesis has been to provide an insight into the types
of people who become leaders. This insight would possibly have been different if a city
or a larger regional centre had been the setting for this study. This regional trifecta study
of Horsham and the surrounding region revealed a surprising number of diverse leaders.
Examples of these include the self-confessed introvert who excelled in change
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management – Participant WS; the direct manager who adopted more subtle and
communal tactics – Participant RP; and the communal leader who preferred to be doing
practical work rather than delegating to others – Participant KW. The types of people
who become leaders are diverse and their leadership practices can range from tacit to
direct, depending on their leadership triggers, their organisational context, and their
network support.
The defining characteristic of a successful leader in this trifecta study was whether their
drivers were strong enough to overcome their barriers. The most dominant driver of the
leaders, across all the different typologies and industries, was the values driver, which
reflected deeply held ideology and personal conviction. The participants in this study –
regardless of their gender, the industry they were involved in, or their type of personality
– were involved in leadership due to their values, which drove them to contribute
something significant to their local community or the global market. This is not to say
that the leaders were all naturally altruistic, but their aspirations for leadership were
integrated between the personal, economic and communal. The prevalence of values as a
key driver in leadership is a major finding from this study, and it could be explored more
deeply in a paper for a peer-reviewed journal given that its full exploration was beyond
the scope of this thesis. An exploration of values-driven leadership across
entrepreneurship, management and community leadership is important to explore to
conclude this contribution to the literature.
Initially, the researcher believed that values-based leaders would be found, if not
exclusively, but mostly in the community leaders’ category. The researcher’s assumption
was that the entrepreneurial leaders would be driven by success, yet almost all of the
entrepreneurs had powerful values drivers associated with their product or service. Their
values were constructed from a strong belief that their ecosystem needed healthy food,
eco-friendly energy, an e-waste service, or a labour hire agency for apprentices and
trainees. This finding was a surprising indicator of the importance of entrepreneurship in
healthy regional economic development for maintaining the identity of regional spaces
such as Horsham and its hinterland communities.
The researcher’s first exposure to management practices in Horsham had been through
her own employment in the public service, which had given a false impression that many
managers in Horsham would be focused on achievement, career progression and personal
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development. Given the number of managers who had qualifications from capital-city
universities, it was assumed that many of them had only moved to Horsham for career
progression. However, in the small sample that was examined for this study, the majority
of the managers were born and raised in the region and were shaped by professional
values. Although they had left Horsham to train, they were focused on the collective
success and sustainability of Horsham and its surrounding region, which was where they
were now living and working.
Formal structures and independent agency.
The third contribution of this thesis has been to highlight the tension between formal
structures and the independent agency of leaders. This insight is an important critique of
what policymakers refer to as social capital and the ways that community agency is
expected to provide economic returns. This thesis has preferred not to use the term social
capital, except in a critical sense, because it can dehumanise community leaders and
volunteers as mere resources to be spent by governing bodies. In this thesis, social capital
has referred to the ways that people contribute to their economies in measurable ways.
Through this critique of the term social capital, it has been replaced by the term
mutuality, which describes the reciprocal economic and social relationships between
leaders and their communities. Mutuality is not only a more relational term, but
recognises the significant contribution of leaders who are unsupported by formal
structures. In the regional trifecta study, the leaders who had managed to achieve
significant growth in their business, or towards regional liveability goals, had developed
a form of mutuality through their informal networks.
Whilst these informal networks often lack legitimacy and funding, they provide
ideological support for leaders to remain focused on their values. This support sustains
the strength of the leaders’ drivers, which in turn, attenuates the effect of any barriers.
This power is intangible, but maintains the drivers of leaders despite socially and
economically difficult conditions. The networks examined in this doctoral study were
serving as vital social support mechanisms for leaders when they were being confronted
by adversity and opposition. Policymakers could benefit from a greater understanding of
the efficacy of the informal networks that operate in Horsham as well as in other parts of
regional Victoria. Designing policy and structures within councils and other institutions
can optimise the contribution of unsupported leaders through the establishment of
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partnerships. This means that given the strong drivers of leaders and their associated
powerful networks, providing the requisite financial and staff resources for these leaders
has the potential to overcome many problems in regional development.
The informal and yet powerful agency of leaders in Horsham and its hinterland has
provided evidence that leadership, while often difficult to quantify, contributes to the
economic and social sustainability of a region. Community leaders particularly act as
unpaid social entrepreneurs through their ability to commodify and add value to existing
industries such as tourism, business and local events. This ability to enhance existing
networks is central to what policymakers refer to as resilience. Local leaders optimise
local industries and natural attractions through their commitment to building community
capacity and increasing liveability. In this way, the practice of community leaders
overlaps with the agency of social entrepreneurs, who are working with vulnerable
populations to diversify rural industry. These tacit and yet quantifiable contributions to
regional development need to be factored into policy and specific measures designed to
recognise the quantifiable value of their work.
These contributions to the research literature are vital for reframing the way leadership is
understood in rural and regional communities. A psychosocial approach to leadership
fails to take into account the reciprocal agreement between leaders, their supporters and
the changes they initiate in difficult circumstances. The findings regarding the diversity
of the types of people who become leaders and their strong values drivers suggest that
changes need to be made to the focus of leadership training and skill shortage
assessments. Rather than focusing on the skills that the leaders themselves lack, the
emphasis should be on the resource requirements of the leaders so that they can achieve
their goals in a collective way.
Finally, the tension between the informal agency of the leaders’ networks and the formal
structures of the leaders’ partnerships highlights the need for organisations to support the
more informal, less structured aspects of leadership practice. Informal agency has tacit
and yet significant influence that can provide significant resilience for regional
communities given the right financial support and leverage from strategic organisations.
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Recommendations
There are a number of practical recommendations for policymakers, leadership training
organisations, councils and other stakeholders who are engaged in regional development.
Although these recommendations are specific to Horsham and its hinterland, they could
also be applied to other Victorian regions given consideration of their own sociohistorical context. As the efforts of the regional trifecta operating in Horsham and the
surrounding region are often tacit and difficult to quantify, policymakers and local
government need to develop tools to measure the economic and social impact of their
work. If the efforts of these entrepreneurs, managers and community leaders continue to
be unmeasured, they will also remain unsupported. If, however, local, state and federal
governments were able to better recognise the economic and social contribution of the
leaders in the trifecta, they would be able to provide better partnership support. This
support would increase the resilience of the leaders in Horsham and the surrounding
communities.
Partnering with the trifecta would be more effective if institutions were willing to
optimise their internal systems to accommodate the skills and social capital of the leaders
in the community with common goals. Small but strategic investment in administrative
systems and bureaucratic structures would strengthen the drivers of volunteers, who have
a need for their work to be perceived as meaningful and effective. Strategic positions
such as liaison officers would assist in the progress towards regional development goals
by supporting volunteer labour in meeting quality and documentation standards. Local
councils are the unique beneficiaries of community leaders’ labour, community
brokerage, and inside knowledge and networks and could provide reciprocity through
bureaucratic liaison.
Although entrepreneurs are considered free-market agents, there are socio-political
partnerships that many entrepreneurs need in order to gain the required market share to
become financially viable. Entrepreneurs need access to power structures through casual
ties or networks as well as stable formal partnerships to buffer their financial risks.
Entrepreneurs need access to resources for securing functional partnerships, such as
could also be achieved through liaison officers, who could identify appropriate grant
opportunities and offer their grant-writing experience. This thesis advocates for the
formal recognition of entrepreneurs by governmental agencies and trade departments
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through mediated assistance. A skilled bureaucratic liaison officer could mediate the
government systems so that the entrepreneur could concentrate on their strengths and
build relevant skills rather than be defeated by competitive absurdity.
Horsham Rural City Council’s responsibility for occupational health and safety,
economic development, rates control, and festivals and events involves it with every
aspect of community leadership. However, it is too often the volunteers themselves in the
community leadership space who carry the bureaucratic burdens that should be the
responsibility of Council staff. This thesis recommends an evaluation of the staffing and
financial resources Council allocates to supporting volunteer labour, especially for
community festivals, events and programs. The researcher recommends the Burning Man
festival as a case study of effective capacity building to support the labour of volunteers
partnering with Council.
As well as changing corporate culture design to better support unpaid partners in
community capacity building, this thesis recommends that councils and other agencies
review their business systems. A review of the processes used for planning events needs
to consider the number of hours that can reasonably be expected for a volunteer to
perform. Examples of improvements include intuitive, networked and cloud-based
document management, the auto-filling of online forms with previous data, or designated
iPads for online forms that are mediated by Council or designated liaison staff. These
measures should be user friendly, considering that volunteers are contributing to regional
development goals that are shared by Council. Council should also consider whether
their economic plans and goals could be met through existing festivals and community
groups rather than introducing new events and establishing new networks. The Wimmera
River development plan, for example, needs to support existing groups rather than make
their meeting spaces unaffordable, which would value the social capital that these groups
have provided and could continue to provide.
Greater support and increased access to staffing and internal organisational resources
would reduce the absurdity, complexity and emotional load of many of the processes that
community leaders are required to undertake. Supporting the lifestyle drivers of
community leaders by simplifying processes would encourage the leaders’ sense of
meaning and purpose. When community leaders’ administrative needs are being met,
they could devote their time to recruiting and training new volunteers to succeed them,
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which represents another barrier to sustainable community leadership. Regional
leadership operates within a complex web of personal relationships, both positive and
negative, which contributes to social cohesion.
Local councils are required to deliver services within their allocated budgets. A major
source of revenue for councils is the rates they charge to landowners, which, despite
frequent increases, are still insufficient to cover the costs of services to shrinking towns
that do not have the populations to justify charging the exorbitant rates. A potential
solution to the costs of providing services to regional areas is to foster organic structures
for community brokerage. Local community-based agencies could relieve the frustration
inherent in providing services to smaller towns and lower the cost of these services
through the voluntary work of community leaders. This thesis therefore recommends that
councils seek sustainable partnerships with community groups. Significantly, these
partnerships should be formed between the existing networks and the relevant council,
with the latter taking responsibility for the regulatory tasks behind the practical agency of
local volunteers. If the regulatory burden is removed from community leaders and their
volunteers, it would enable them to focus on a cultural partnership that supports the
community and benefits the region.
The future of Horsham and its hinterland communities lies in supporting the local leaders
who are already effective, already engaged in community development, and have
innovative ideas and values-based drivers. Supporting entrepreneurs means helping them
to access start-up capital, seed funding and labour. Practically, this means allocating
government agency resources to identifying and applying for appropriate grants on
behalf of the entrepreneurs so that the latter can focus on their innovative ventures.
Managers can be supported through their organisations offering more effective
recruitment and retention of staff and policies that provide better access to training and
education for the managers’ workforces.
The effective result of these suggested changes would be the mitigation of the barriers
created by compliance requirements and intransigent social hierarchies, which would
then allow Horsham and its hinterland communities to flourish. In conclusion, the
membership of this regional trifecta expresses itself in role-based agency that leads to the
development of mutuality in its various networks. The leaders of the trifecta are
attempting to achieve mutuality through the establishment of supportive partnerships
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with organisations that take responsibility for bureaucratic compliance. These changes
will free up the members of the trifecta to operate according to their leadership strengths
and support the long-term social and economic health of Horsham and its hinterland
communities.
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Glossary
Barriers
Events, people, policy or other influences inhibiting leader’s goals or creating adversity
for their practice.
Community leaders
A category of the trifecta that is focused on community based activities as part of their
leadership practice, community leaders are generally unpaid and have a distance between
them and the formal structures they are subject to.
Conscientization
Term coined by Freire, the Brazilian educator, who viewed the act of education as both
emancipatory and awakening. The term he used for this process of being awakened and
made aware of oppression was conscientization.
Drivers
The motivating drive or reasons or factors for a leader continuing in their practice, these
drivers have a number of subcategories which are similar to their initial triggers,
including values, situational, lifestyle, ideological, organisational.
Ecosystem
The term ecosystem was a term used in the literature to refer to the conditions which
support entrepreneurship. In this thesis, it was used critically, to refer to the market,
social and policy conditions which have an influence on a leader. The term network
refers to a leader’s immediate social influence, partnerships refer to practical finding and
bureaucratic structures. The term ecosystem refers to all the conditions which may be
driving or hindering leadership.
Entrepreneur
From the French verb “entendre” meaning to “undertake”, the term is intended to
describe business men and women who have started a new venture which has grown or
has potential for growth.
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Karen (Ka-ren)
An ethnic group primarily from south-eastern Myanmar who have resettled in Nhill, a
town on the highway between Melbourne and Adelaide.
Leadership formation
The process of developing a leader in skills, attitudes and vision for their specific
practice.
Leadership practice
The act of exercising leadership by a leader, which may involve the direction and
guidance of their coleaders or “followers”.
Leadership Development
The events, resources, programs and approaches intended to develop skills,
competencies, attitudes and understand paradigms related to leadership and leadership
activities. Leadership development can be formal or informal, continuous or
asynchronous depending on the leader’s triggers, drivers and barriers.
Manager
A manager is an individual who operates as a team leader, manager, executive, or CEO
and describes workers embedded in an established public, private or not for profit entity,
with responsibility for staff management, compliance and decision-making.
Modified Monash Model (MMM)
The model designed to address issues of disadvantage based on a regions for healthcare
workforce placement. The regions of city, rural, remote and very remote are
classifications by the AGCS (Australian Geographical Classification System) yet these
are not designed to measure social issues and the MMM is designed to address these
issues.
Networks
Networks represent the people directly connected to the leader that have an impact either
positively or negatively on the leader’s practice, these people are usually friends, family,
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colleagues or associates. Their primary contribution is motivations and support based.
Triggers
The opportunity, event or instance which led to the participant becoming involved in
leadership either consciously or unconsciously, these triggers subcategories are values,
situational circumstances, organisational or lifestyle. Although networks are mostly
informal, they can also be semi-formalised like a committee, working group or group
working on a project together. Their informality relates to their supplementary status as
not being part of the participant’s primary work.
Partnerships
Partnerships represent the formal groups that the participant is involved in, these
partnerships are often systematised, involve funding for the participant’s primary or
secondary work and may involve compliance and bureaucratic feedback. A partnership
involves a level of cross-disciplinary collaboration and may not be as closely aligned
with the participant’s goals, but the participant’s involvement affords financial and
structural benefits as well as creating legitimacy for the participant.
Practice and Practise
The term practise is used frequently in this thesis as a verb to refer to the activities and
mindset of leaders. Unlike a doctor’s practice, which is a noun of the place where the
doctor has his offices, the verb practise refers to the work that a leader does repeatedly,
either to gain skill or as part of their daily activities. This term is important to understand
as it refers to the integrate concept of leadership as a role which is both practical and
ideological. Leaders practise their leadership as they perform their activities of
entrepreneurship, management and community based activities.
Regional
Defined as per the Australian Standard Geographical Classification (ASGC). This
definition distinguishes between metropolitan, regional, rural, remote and very remote,
although there is further distinction of outer and inner regional, which is relevant for this
study. Outer regional areas often have greater social and economic disadvantage through
their greater distance from secondary medical, transport and logistics services, whilst
having similar government incentives to the inner regional. Inner regional locations are
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generally only an hour or so from metropolitan areas and yet receive incentives in
medical, small business grants and other benefits. Outer regional areas generally have the
same benefits and incentives as inner regional spaces despite between at least 3 or up to 5
hours from metropolitan services and markets.
Regional Development
Approaches than are designed to benefit the social and economic sustainability of a
region, as defined by the AGCS (Australian Geographical Classification System), the
approaches are policy based and usually focus on mobilising a number of different
NGO’s, government and private business.
Sustainability
While this term is often used to refer to ecological approaches, the term sustainability for
the purposes of this study refers to the longevity of a region, business or venture.
Sustainability means whether something can last and be maintained over a long period of
time. In the context of regional leadership, this pertains to whether the leader’s ventures,
businesses or systematic change can positively affect the socioeconomic area they live
and work in and whether their efforts can be maintained over time.
Neoliberalism
An economic theory that favours free-market capitalism and de-emphasises welfare
based economic models. This model encourages individuals and regions to pursue
independent market based initiatives to increase wealth and economic growth.
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Appendices
Appendix A – Ethics Approval
HREC Approval
Principal Researcher:

Dr Tim Harrison

Other/Student
Researcher/s:

Mrs Amy Isham

School/Section:

School of Arts

Project Number:

A18-115

Project Title:

The Regional Trifecta Leadership Project

For the period:

06/09/2018 to 01/01/2020

Quote the Project No: A18-115 in all correspondence regarding this application.
Comment:

Asking participants how they felt about the interview etc. is
acceptable but this is not a debriefing (there is no deception in this
project). Please do not refer to it as such.

Approval has been granted to undertake this project in accordance with the
proposal submitted for the period listed above.
Please note: It is the responsibility of the Principal Researcher to ensure the
Ethics Officer is contacted immediately regarding any proposed change or any
serious or unexpected adverse effect on participants during the life of this
project.
In Addition: Maintaining Ethics Approval is contingent upon adherence to all
Standard Conditions of Approval as listed on the final page of this notification
COMPLIANCE REPORTING DATES TO HREC:
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Annual project report:
6 September 2019
Final project report:
1 February 2020
The combined annual/final report template is available at:
http://federation.edu.au/research/support-for-current-students-andstaff/ethics/human-ethics/human-ethics3

Fiona Koop
Coordinator Research Ethics
6 September 2018
Please note the standard conditions of approval on Page 2:

307

STANDARD CONDITIONS OF APPROVAL
1. Conduct the project strictly in accordance with the proposal submitted and
granted ethics approval, including any amendments made to the proposal
required by the HREC.
2. Advise (email: research.ethics@federation.edu.au) immediately of any
complaints or other issues in relation to the project which may warrant
review of the ethical approval of the project.
3. Where approval has been given subject to the submission of copies of
documents such as letters of support or approvals from third parties, these
are to be provided to the Ethics Officer prior to research commencing at
each relevant location.
4. Submission for approval of amendments to the approved project before
implementing such changes. A combined amendment template covering
the following is available on the HRE website:
http://federation.edu.au/research/research-support/ethics/humanethics/human-ethics3
- Request for Amendments
- Request for Extension. Note: Extensions cannot be granted
retrospectively.
- Changes to Personnel
5. Annual Progress reports on the anniversary of the approval date and a Final
report within a month of completion of the project are to be submitted by the
due date each year for the project to have continuing approval.
6. If, for any reason, the project does not proceed or is discontinued, advice
the committee by completing the Final report form.
7. Notify the Ethics Officer of any changes in contact details including address,
phone number and email address for any member of the research team.
8. The HREC may conduct random audits and / or require additional reports
concerning the research project as part of the requirements for monitoring,
as set out in the National statement on Ethical Conduct in Human
Research.
Failure to comply with the National Statement on Ethical Conduct in Human
Research (2007) and with the conditions of approval will result in
suspension or withdrawal of approval.
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Appendix B – Plain Language Information Statement
FACULTY OF EDUCATION AND ARTS

PROJECT TITLE:

The Regional Leadership Trifecta

PRINCIPAL
RESEARCHER:

Mrs Amy Isham

OTHER
RESEARCHER

Dr Tim Harrison

Dear
We would like to invite you to be involved in a research project titled The Regional
Leadership Trifecta, to understand the ways in which regional leaders develop and
exercise their leadership roles and interact with formal and informal groups,
programs or organisations. We have invited you because your work brings you
into contact with these issues and we are trying to understand them better as part
of our research project.
Amy Isham is a PhD Student supervised by Dr Tim Harrison in the Faculty of
Education and Arts at Federation University Australia and both of them are
interested in the learning and working lives of leaders in rural and regional Victoria.
We would like you to participate in the research project through assisting us to
explore some of the following questions:
•
•
•
•
•

How would you describe the process of becoming the type of leader you
are? How did you come to be doing this role?
What has held you back or helped you in your work/role?
Which other people or organisations do you work with to make things
happen?
What would make your job easier/more effective?
Do you think you need more skills/resources/partnerships to do your job
well? If yes, which ones?

The research we are asking you to participate in would require you to be
interviewed one of the researchers and respond to some simple questions about
your experience and understanding of the way that you act out your leadership
role and collaborate with other people or organisations. We are also interested in
your experience of developing into a leader and what difficulties or support you
have had during that process.
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The interview will take around 30-45 minutes. With your permission we will make
a voice recording of the interview that will later be transcribed into a written record.
The voice recording will then be permanently erased. To protect your privacy your
real name will not be used in any written records. If there are any questions you
don’t want to answer during the interview you don’t have to answer them.
Your participation in this research is voluntary. If you don’t want to be involved that
is your choice and you do not need to explain this decision in any way. If you agree
to participate and then wish to withdraw from the research at any time before,
during or after the interview process that is fine as well. Any unprocessed
information that you have provided will be withdrawn from the project. Withdrawal
is not possible after the results have been processed.
Any data we obtain from you through the interview process will be managed to
ensure, as far as possible, your privacy and anonymity. We will only being
interviewing a small number of people from your community, so it is impossible for
us to guarantee your anonymity. Any information you have provided will be kept in
a secure place and will only be accessed by the researchers. The written
transcripts and our field notes will be stored for five years and then disposed of in
an approved, secure way.
When we have completed the written transcripts of the interviews you will be able
to look at them and discuss them with the researcher to make sure that you are
happy with what you have said.
The themes we derive from this research project will form the basis of larger
projects in the same area of study. The research data may also be used for
presentation at conferences or in journal articles. The research will be presented
in such a way to ensure as far as possible the privacy and anonymity of research
participants. We understand that you may wish to remain anonymous about your
involvement in the research project. As researchers we will take precautions to
maintain anonymity for you and other participants. Pseudonyms will be used for
individuals, community organisations and localities to ensure as far as possible
the anonymity of individuals and their communities.
It is not anticipated that the questions asked in the interviews will cause you any
distress. If they do or you are feeling uncomfortable you have the right to ask that
the interview conclude or you may refuse to answer particular questions. If you still
feel distress as a result of the interview you may contact Lifeline telephone
counselling service on 13 11 14 for further assistance and support.
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If you have any questions, or you would like further information regarding the project titled
The Regional Leadership Trifecta. Please contact the Principal Researcher, Mr Tim Harrison
of the Faculty of Education and Arts.
PH: 03 53276265
EMAIL: t.harrison@federation.edu.au
Should you (i.e. the participant) have any concerns about the ethical conduct of this research project, please
contact the University of Ballarat Ethics Officer, Research Services, Federation University, PO Box 663, Mt
Helen VIC 3353. Telephone: (03) 5327 9765, Email: research.ethics@federation.edu.au
CRICOS Provider Number 00103D
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Appendix C – Consent Form
PROJECT TITLE:

The Regional Leadership Trifecta

RESEARCHERS:

Dr Tim Harrison (Primary)
Mrs Amy Isham (PhD Candidate)

Consent – Please complete the following information:
I _______________________________________________ of
____________________________________________________________________________+
Hereby consent to participate as a subject in the above research study.
The research program in which I am being asked to participate has been explained fully to me,
verbally and in writing, and any matters on which I have sought information have been answered to
my satisfaction.
I understand that: all information I provide (including questionnaires) will be treated with the
strictest confidence and data will be stored separately from any listing that includes my name and address.
Aggregated results will be used for research purposes and may be reported in scientific and
academic journals.
I am free to withdraw my consent at any time during the study in which event my participation in
the research study will immediately cease and information/data obtained from it will not be used.
I understand the exception to this is if I withdraw after information has been aggregated - it is
unable to be individually identified - so from this point it is not possible to withdraw my
information/data, although I may still withdraw my consent to participate.

SIGNATURE:___________________________________

DATE: ____________________.

Federation University Australia, Human Research Ethics Committee: Final Report
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