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‘ The Journey So Far gives us the opportunity 
to take stock, reflect and celebrate our 
achievements in this regeneration project.  
It also provides us with valuable insights  
as to how we can refine the Broadmeadows  
model and take it to other regions around  
the state.’ 
Hon Bronwyn Pike MP, Minister for Education
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About this document

Primarily the Journey So Far (JSF) is intended to be a guide for principals and school 
communities contemplating a regeneration project. The pages that follow share our 
experiences of managing the Broadmeadows Schools Regeneration Project (BSRP) and 
provide information and insights into the highs and lows of the project. 

This document is also for the Department of Education and Early Childhood Development’s 
(DEECD) regional and central office staff. For the former, the document will provide insights 
and lessons. For the latter, it will be used to measure the value of regenerations. 

This document is divided into sections based on related groupings, rather than chronology.

> Section one: Executive summary

> Section two: Background and context

> Section three: Getting started

 - Project management

 - Resourcing

> Section four: Key strategies

 - Curriculum & teacher practice

 - New facilities

 - Organisational development

 - School organisation

 - Community development

> Section five: Common threads

 - Communications

 - Leadership

 - Important relationships

> Section six: Early years services 

> Section seven: Reflections 
- The reality of regeneration.

This document is not a step-by-step manual on how to do a regeneration, as templates and 
checklists can be prescriptive and narrow people’s thinking. Instead you will find loads of 
useful information to help you do what is best for your project and community.

Every regeneration will be different and each 
journey will be unique. This was our journey.

1

2
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Who the document is for

How the document is organised

No checklists or templates

1ABOUT THIS DOCUMENT



Taking time to reflect on the Broadmeadows Schools Regeneration Project’s journey so far gives us the opportunity  
to consider where we’ve come from, where we are now and where we’re headed.

A suburb of low socioeconomic status, educationally Broadmeadows was a place of low achievement and even  
lower expectation.

When the project began in 2004, buildings were in a state of disrepair; teachers were not being supported or motivated 
to improve teacher practice; and students were either not attending school or not achieving their potential. Over the years 
attempts were made by governments to improve the situation. However, Broadmeadows’ issues had become so vast and 
complex that there was no single solution. To fix it, education in Broadmeadows had to be dismantled and rebuilt from the 
ground up.

The formal commencement of the BSRP in late 2006 heralded change in Broadmeadows and signalled a commitment from 
the Victorian Government and educators in Broadmeadows to give children in the area the best start in life. It recognises that 
all students have the potential to achieve and that principals, teachers, parents, communities and government must work 
together to provide our children with the education they need and deserve.

The hard work and dedication of many people has shown us this is achievable. None of us will sway from our commitment 
until the data, outcomes and the sentiments and beliefs of the community reflect that Broadmeadows is giving young people 
the best education anyone can offer.

Foreword

Darrell Fraser, Deputy Secretary, 
Office for Government School 
Education, DEECD

Wayne Craig, Regional Director, 
Northern Metropolitan Region, 
DEECD

Hon Bronwyn Pike MP, 
Minister for Education

Every child should have every opportunity to reach their potential and that’s exactly what the Broadmeadows Schools 
Regeneration Project has aimed to achieve.

Determined to lift educational provision and educational achievement in Broadmeadows, the Victorian Government,  
through the $1.9 billion Victorian Schools Plan, has made a significant investment in the area by virtually rebuilding the 
education system from the ground up, investing $57.4 million between 2007 and 2009.

Many individuals and organisations have invested their time, determination and conviction to turn the Broadmeadows Schools 
Regeneration Project into reality. It is a fantastic example of what state and local governments can achieve by working together 
to reimagine the future of our local communities. 

The project is also an example of the Blueprint for Education and Early Childhood Development at work. It has challenged 
traditional ideas and teacher practices, committed to delivering a high quality education and is built on strong community  
and inter-governmental relationships. 

 The Journey So Far is a reflection of the lessons, challenges and achievements of Victoria’s largest and most ambitious 
educational change management project.

I would like to thank everyone involved in the project for their efforts so far. I wish them well for their continuing journey. 
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The primary aim of the project is  
to significantly improve the  
literacy and numeracy outcomes  
of students attending schools in  
the Broadmeadows area.
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‘ Previously we’d hoped money would fix the 
problem. “Here’s some money go off and fix it if 
you can.” But we realised it would take more than 
money ... the whole system needed to change.’

Wayne Craig, Regional Director, Northern Metropolitan Region, DEECD
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of curriculum pathways 
for senior students, make 
Broadmeadows’ schools the 
schools of choice and  
build state-of-the-art 
facilities for community use. 

A major part of the project 
has involved reinvigorating 
the curriculum and teaching 
and learning practice in all 
schools to meet the needs of 
how children are learning in 
the 21st century. To improve 
classroom practice and 
build capacity at the school 
level, the Achievement 
Improvement Zones (AIZ) 
program was introduced by  
the Northern Metropolitan 
Region (NMR) in 2008. 
The areas of focus are 
school improvement, data, 
behaviour, literacy and 
numeracy and coaching. 
Each area is led by  
an educational expert.

Construction of new  
school buildings to meet 
the needs of the updated 
curriculum has occurred 
simultaneously with 
curriculum development.  
It has involved merging  
17 schools (secondary, 
primary and special schools) 
into 10 schools with seven 
new school buildings  
being created.

How we will measure 
what we’re trying to 
achieve
The BSRP will be measured 
against the following key 
performance indicators 
(KPIs):

EXECUTIVE SUMMARY

Welcome to the Journey So 
Far (JSF) – a reflection on 
the Broadmeadows Schools 
Regeneration Project 
(BSRP). The project began 
in 2004 when 17 schools 
from the low socioeconomic 
suburb of Broadmeadows in 
Melbourne’s north embarked 
on the largest and most 
complex educational change 
project ever undertaken  
in Victoria. 

Even though the project had 
its beginnings in 2003-04, 
this report focuses on the 
past four years of the journey 
(2006-09). It looks at what 
has been achieved and how 
it was done, what worked 
well and if we had our time 
again, what we would do 
differently.

Contributors to the JSF 
include all major participants 
in the project: principals, 
the project team, teachers, 
department senior 
management, school 
councillors, the local council  
and the Minister for 
Education. To keep the 
JSF within budget, column 
inches and time frames, 
this report does not include 
reflections from architects 
or other department staff 
involved in the project. It 
is hoped the reflections of 
major participants will touch 
on the roles and activities  
of these participants.

Striving for  
educational 
excellence
The primary aim of the 
project is to significantly 
improve the literacy and 
numeracy outcomes of 
students attending schools 
in the area. The project 
also aims to improve 
retention rates to Year 
12, provide a wider range 

Executive summary

2

1

3

4

Improved student 
performance

Community 
development

Greater market 
share

‘Regeneration 
model’ for DEECD

For more information on 
the project’s KPIs see  
page 15
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Completing mergers and school building programs to supplement curriculum development

With many school buildings and mergers underway, the priority for the project in 2010 is to complete the remaining 
mergers, finalise and implement new curriculum, continue construction and secure funding for the remainder of the 
building program. As at 30 April 2010, the status of the schools are: 

Merging schools

Non-merging schools

Schools New name Merger status Facilities status

Broadmeadows,  
Hillcrest and Erinbank 
secondary colleges

Hume Central 
Secondary College

Merged  
August 2007

Blair Street campus – stage 1  
completed; stage 2 underway

Dimboola Road campus – stage 1 
completed; stage 2 underway 

Town Park campus – stage 1 underway

Campmeadows and 
Meadowbank primary schools

Meadows Primary 
School

Merged  
January 2009

Construction underway

Broadmeadows West,  
Jacana, Meadow Fair North 
and Westmeadows Heights* 
primary schools

Broadmeadows 
Valley Primary 
School

Merged  
July 2009

*WHPS merged  
in late 2009

Construction underway and due for 
completion mid 2010

Dallas and Upfield  
primary schools

Undecided Expected to merge 
early 2011

Funding for construction secured

Schools Status

Broadmeadows Primary School New facilities opened in term 4, 2009

Broadmeadows Special Developmental School Funding to be allocated

Hume Valley School Funding to be allocated
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Funding to date
Since 2007, the BSRP has received $57.4 million, which  
has confirmed construction of five of the seven proposed  
new schools.

Strengths of the project so far
Being the first regeneration project of such magnitude within 
Victorian education has been exciting. With few blueprints 
for processes, it has allowed creativity and experimentation. 
This freedom has led to great rewards for those involved 
along with some wonderful accomplishments. To date, a few 
factors that aided the success of the project were:

•	 small,	focused	and	expert	project	team

•	 partnership	approach	with	local	government	and	other	 
community agencies

•	 time	taken	to	cultivate	relationships

•	 strong	project	management	–	early	identification	of	
boundaries, solid planning and organisation

•	 facilitation	of	honest	conversations	about	curriculum

•	 learning	space	trials	–	opening	existing	spaces	within	
schools to help staff experiment with new teaching 
methods in readiness for the new buildings

•	 involvement	of	students	in	the	building	design	process

•	 development	and	provision	of	a	structured	leadership	 
development program

•	 appointment	of	principals	of	merged	entities	prior	 
to merging

•	 communicated	with	the	community	via	a	website	and	 

simple fact sheets.

With hindsight, there are aspects that could 
be improved to achieve better outcomes
As with any large project, there have been many valuable 
lessons along the way. So that others may benefit from what 
the project has discovered, these insights are included in 
every section of this document. Below are the main areas  
of discussion:

EXECUTIVE SUMMARY

Order of work streams Underestimating  
the impact of  
change 

Demands on 
principals’ time

Trust and 
support of staff
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‘ The project is making a real difference to students because it  
addresses all aspects of what children need to get the most out of 
their education, not just patching up individual problems in isolation. 
It is a holistic approach with the very best elements of education 
incorporated into these schools, to give every child in Broadmeadows 
the opportunities they deserve.’ 

Hon Bronwyn Pike MP, Minister for Education
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In 2004, several principals from schools 
in the Broadmeadows area came together 
and acknowledged their schools were 
stuck in a downward cycle of plummeting 
enrolments, poor literacy and numeracy 
results, low retention rates and low staff 
morale. Facilities and equipment were 
dilapidated, broken, outdated and unfit  
for purpose. 

‘ I am not criticising those who came before  
but for too long, Broadmeadows has been put  
in the too hard basket.’

Darrell Fraser, Deputy Secretary, Office for Government School Education, DEECD



High absenteeism

•	 		Average	22.4	days	
absent at primary level 
compared to state 
average	of	12.5	days

•	 	Years	9	&	10	students	
have an average 35 
days absent

Lack of subjects 
offered

•	 	Significant	gaps	in	
the pathways offered 
at secondary school 
and certain subjects, 
including economics, 
music, accounting and 
art, are not offered at 
Years	11	&	12

Low retention rate

•	 	Only	40%	of	students	
undertaking VET 
complete their training

•	 	Only	30%	of	students	
who	begin	in	Year	7	are	
still attending school in 
Year	12

Low reading 
performance

•  Average AIM reading 
performance	at	Year	3	
is	1.8	compared	to	the	
state	average	of	2.3

•	 	Average	AIM	reading	
performance	at	Year	5	
is	2.7	compared	to	the	
state	average	of	3.2

Identify the problem

Declining numbers

•	 	Between	2001-16,	
the	5-17	year-old	age	
group is expected to 
decline	by	13.5%	

•	 	16%	decline	in	 
student enrolments 
since 2000

Choosing other 
schools

•	 	1000	school-aged	
people living in 
Broadmeadows  
choose a government 
school outside the area

•	 	Forecast	for	the	2006	
school	year,	66%	of	 
Year	6	students	choose	
a high school outside 
Broadmeadows

Developmentally 
vulnerable students

•	 	Measured	against	
the Australian Early 
Development Index, 
41%	of	children	
are identified as 
developmentally 
vulnerable compared 
to a national average 
of	22.6%	

Low socioeconomic 
factors

•	 	An	unemployment	 
rate	of	19%

•	 	Third	most	
disadvantaged 
municipality in Victoria

In light of the data below, small clusters of schools came together and began seeking ways of improving school outcomes. 
Much of this work occurred in isolated pockets and was not coordinated as a project until Northern Metropolitan Region staff, 
Ken Peak and Peter Enright, intervened to bring the clusters together. Ken and Peter provided leadership and direction to the 
fledgling regeneration project. 

Early in 2005, the principals established the Principal Reference Group. Its purpose was to develop the merger configurations 
and school sites for rebuilding and to audit the curriculum and teacher practice. 

By this stage an extensive consultation process was underway. Community groups, local council, parents and teachers were 
consulted over the proposed options. In March 2005, this culminated in a meeting of over 450 teaching staff who discussed 
options and then voted on each option.

Here	is	a	snapshot	of	the	educational	data	and	wider	Broadmeadows	demographic	in	2004-05:

7BACKGROUND & CONTEXTBACKGROUND & CONTEXT
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Strategies for change
In December 2005 the business case, Broadmeadows 
Schools Project – A proposal for choice, diversity and 
opportunity in Broadmeadows, was submitted to the 
Department for consideration. It proposed:

1 twelve primary schools be reconfigured to 
become seven

2 one secondary college be formed, consisting of two 
Years 7-9 campuses and a Years 10-12 campus

3 a strong focus on improving student outcomes by 
developing a learning culture that supports inquiry and 
self-directed learning

4 a diverse and sustainable curriculum be developed 
5 establishing an educational framework working party 

to help expand and deepen teachers’ pedagogical 
knowledge and skills 

6 a budget of $52 million.

The business case laid the groundwork for the project 
and is where the five strategies, which now underpin the 
project, originated. 
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Aim
•	 Rebuild	and	revise	a	curriculum	 

that produces literate and  
numerate students

•	 Introduce	more	personalised	
learning, team teaching and  
digital technologies

Status 2009
•	 Primary	and	secondary	schools	

have built the framework of the 
new curriculum and are gradually 
introducing team teaching

•	 Literacy	and	numeracy	is	a	core	
focus of all schools

Aim
•	 Build	seven	new	schools	over	 

nine campuses

•	 Use	latest	educational	design	
from local and international school 
design consultants and architects

•	 Design	facilities	conducive	 
to the new curriculum and  
teacher practice

Status 2009
•	 Construction	of	Hume	Central	

Secondary College’s three 
campuses is underway and 
partially completed and occupied. 
Final completion date - late 2010

•	 Construction	of	Broadmeadows	
Primary School was completed  
in late 2009

•	 Construction	of	Broadmeadows	
Valley Primary School is underway. 
Completion date - mid 2010

•	 Construction	of	Meadows	Primary	
School started in mid 2009. 
Completion date - late 2010

•	 Dallas	Primary	School	and	Upfield	
Primary	School	–	funding	allocated.	
Construction start date not 
confirmed

•	 Hume	Valley	School	–	funding	to	
be allocated

•	 Broadmeadows	Special	
Developmental	School	–	 
funding to be allocated

Aim
•	 Schools	to	be	a	part	of	the	

community and school facilities 
available for the community to use

•	 Explore	the	opportunities	with	
Hume City Council and Kangan 
Batman TAFE for shared facilities

Status 2009
•	 All	school	designs	provide	easy	

community access to facilities 
including indoor and outdoor areas

•	 Early	Learning	Centres	that	 
include consulting rooms for 
community social services,  
will open on four sites

•	 Contribution	towards	the	
construction of Broadmeadows 
Basketball Stadium

•	 Significant	contribution	to	state	
and local governments’ Transit 
City/Central Activities District 
initiative (e.g. pedestrian bike  
path through the Dimboola Road 
site to link central Broadmeadows  
with Jacana)

Organisational 
development

Aim
•	 Introduce	targeted	and	ongoing	

professional development to keep 
teaching skills relevant

•	 Develop	leadership	capacity	in	staff

•	 Engage	families	and	other	 
partners in education

Status 2009
•	 Achievement	Improvement	Zones	

introduced 2008 (see page 25 for 
more information about AIZ) 

•	 Ideas	Lab	opened	2008	 
(visit www.ideaslab.vic.edu.au)

•	 Leadership	program	held	 
(more information on page 56) 

3

Curriculum and  
teacher practice New facilities Community development 

(Early years)4 5

School organisation1

The five strategies and an update on their current status are:

2

Aim
The merger of schools into new configurations and entities

Status

•	 Secondary	colleges	–	Broadmeadows,	Hillcrest	and	 
Erinbank to merge

•	 Broadmeadows	West,	Westmeadows	Heights,	 
Meadow Fair North and Jacana primary schools to merge

•	 Meadowbank	and	Campmeadows	primary	schools	 
to merge

•	 Dallas	and	Upfield	primary	schools	to	merge

•	 Broadmeadows, Hillcrest and Erinbank merged in August 
2007 to become Hume Central Secondary College

•	 Three	primary	schools	merged	in	July	2009	and	became	
Broadmeadows Valley Primary School. A fourth school 
merged in late 2009

•	 The	two	schools	merged	on	1	January	2009	and	became	 
Meadows Primary School

•	 These	schools	are	expected	to	merge	in	2011
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The original 17 schools participating in the project were:

Broadmeadows Special 
Developmental School

Dallas North  
Primary School

Hume 
Valley School

Upfield  
Primary School

Bethal  
Primary School

Broadmeadows  
Primary School

Broadmeadows  
Secondary College

Coolaroo South  
Primary School

Hillcrest  
Secondary College

Meadow Fair North 
Primary School

Jacana 
Primary School

Westmeadows Heights 
Primary School

Broadmeadows 
West Primary School

Dallas Primary School  
& Kindergarden

Campmeadows 
Primary School

Erinbank  
Secondary College

Meadowbank 
Primary School
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After the Department accepted the 
proposal in early 2006, the Regional 
Director Wayne Craig, decided to  
appoint an experienced project manager  
to drive the project. 

‘ The first few months really sets the tone for the  
life of the project ... I’d recommend taking time  
to listen, think and make connections before  
starting to plan.’

David Brooks, Project Director, BSRP, DEECD 
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David Brooks was appointed in 
October 2006 and his priority was 
to form a team to work with the 
principals to deliver the project.  
By April 2007, the team was 
assembled and consisted of a:

•	Project	Director	–	to	lead	the	
project and this team 

•	Operations	Manager	–	to	manage	
the building/planning processes 

•	Curriculum	Director	–	to	manage	
the development of a new 
curriculum 

•	Communications	Advisor	
–	to	manage	all	aspects	of	
communication. 

Determining a  
starting point
The role required a person 
with strong planning and 
strategic analysis skills 
who had a track record of 
delivering complex projects. 
David also came with an 
extensive network at a 
senior level across several 
government departments, 
which proved invaluable 
when striking obstacles.

It is not an easy task to 
get a complicated project 
underway and David needed 
to clarify what had to be 
done, to plan for it and then 
make it happen. Here’s an 
insight into what he did.

David’s first actions were:

•	 Seeking	to	understand	 
the project

 This included: reading a 
mix of business cases, 
school level reports and 
government reports on the 
area; driving around to see 
the area and schools; and 
talking to the people who 
initiated the project

•	 Spruiking	the	role	

	 Using	one-on-one	
conversations, meetings 
and emails to let people 
know who was in the role 
and what the role involved

•	 Establishing	a	 
leadership position

 Taking every opportunity 
to go to meetings and 
adopt a leadership role

•	 Meeting	key	players	in	
their own environment 

 Time was taken to meet 
principals and tour 
their schools, as well as 
meeting with DEECD 
regional and central  
office staff and  
local councillors

•	Listening

 ‘I found it extremely 
important to go in with  
an open mind without  
pre-conceived ideas and 
just listen … to get the 
facts together and then 
form opinions.’ 
David Brooks, Project Director, 
BSRP, DEECD

•	 Determining	priorities	

 David analysed the 
information he gathered 
to work out what was 
important and/or 
urgent, who the major 
stakeholders were and 
their needs, the risks and 
how best to manage them, 
what resources would 
be needed and what 
approach he should take 
to run the project  
(e.g. collaborative, 
dictatorial)

•	 Setting	up	the	basics	

 Within three months, 
David had worked out a 
basic framework to run 
the project. 

‘The project framework 
was deliberately kept 
very simple (i.e. the 
five strategies and 
communications) with a 
high level project plan.’
David Brooks, Project Director, 
BSRP, DEECD

Project management
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Prioritising the five strategies
The five strategies each presented their own opportunities and difficulties. The diagram below, developed by David and 
endorsed by the project team, was a valuable tool for the team to understand the challenges and impact of each strategy.  
It was clear from the start that teacher practice and leadership would have the biggest impact and present the biggest 
challenges for the project.

Curriculum and  
teacher practice

Organisational  
development

Community  
hubs and  

early years

New  
facilities

Organisational 
structure

Legend
Size of ‘bubble’ indicates 
impact of strategy on vision

Red  high probability of success with current capabilities

Orange medium probability of success with current capabilities

Grey  low probability of success with current capabilities
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Establishing a Project  
Advisory Board

In late 2006, a Project Board 
was established to provide 
input into strategies and 
plans for the project. The 
board also provided rigour 
and accountability in project 
processes and was a forum 
to explore opportunities for 
innovation to help achieve 
both educational and 
community outcomes. 

Membership of the  
Board included: 

•	 the	Mayor	and	CEO	of	
Hume City Council (HCC) 

•	 the	CEO	of	Kangan	
Batman TAFE Institute 

•	 senior	DEECD	officials	
(deputy secretary,  
regional director, human 
resources executive) 

•	 a	principal	and	a	school	 
council president 

•	 a	local	community	 
service provider

•	 a	Department	of	
Human Services (DHS) 
representative

•	 a	Microsoft	representative	

•	 several	independent	
members (business 
advisors).

The Board met monthly in 
2007 and has met  
bi-monthly since 2008.

‘To my knowledge it’s the 
first time state and council 
have worked together at 
that level. We usually work 
in isolation. This time we’re 
part of the Board and that 
is super for us because 
we’re right in amongst the 
discussions.’
Domenic Isola, CEO,  
Hume City Council

Working with the  
local council 

Early on HCC was engaged 
to be part of the project. The 
council’s mayor and CEO 
were invited onto the Project 
Board and became active 
members in guiding the 
direction of the project. The 
council sees education as an 
enabler to creating a better 
community and wants an 
educational precinct within 
central Broadmeadows. The 
council is an advocate of 
the senior campus on Town 
Park and supported the 
Department in its acquisition 
of the land. 

See	page	60	for	more	
information on Town Park

The opportunity to plan 
and organise without 
distraction

By a stroke of luck, the 
Christmas holiday break fell 
within two to three months 
of David starting. This period 
gave him valuable time to 
reflect, plan and organise 
without interruption as less 
happens in schools over  
this period.

Spending time cultivating 
relationships

Inevitably, a regeneration 
project is about change. 
It requires many people 
to go through significant 
change and this can be 
confronting for some. For 
the regeneration to be 
successful everyone needed 
to work well together. It 
was necessary to work 
hard to build productive 
relationships within the 
immediate project (i.e. 
principals) and with other 

stakeholders (i.e. regional  
and central office staff,  
local government and  
local media).

Relationships with parts 
of the regional office, 
particularly the Regional 
Network Leader (then  
Senior Education Officer) 
role and school improvement 
area could have been 
better managed. Stronger 
relationships with this area 
would have allowed for 
better coordination of effort 
regarding improvement 
programs.

See	page	58	for	more	
details about which 
relationships were most 
critical to the project

Being prepared to  
listen and think

Much time was spent at 
the beginning of the project 
listening to people’s ideas, 
hopes and wishes for the 
project. Coupled with the 
listening was lots of thinking 
time to play-back what was 
said, make connections and 
to start formulating a plan. 

Setting firm boundaries and 
establishing responsibilities

Many aspects of the project 
required clear parameters.  
In particular, it was critical  
to decide: 

•	 what	will	be	delivered,	
when and how success will 
be measured

•	 where	responsibilities	begin	
and end for each person 
(i.e. decision making, 
communication etc.)

•	 how	business	between	the	
regional office and schools 
will be managed.

David took the time to 
set clear boundaries and 
responsibilities. Although 
these boundaries could have 
been clearer in some areas, 
on the whole they assisted 
with decision making as the 
project progressed.

Money: obtaining funds, 
setting budgets and 
keeping track of the cash

We wanted to create a 
culture where expectations 
could be delivered on 
time and on budget. It 
was important to gain and 
maintain the confidence 
of stakeholders that the 
BSRP was worthy of their 
time, money, resources and 
influence. Generally money 
was managed as follows:

•	 financial	operations	 
were managed by the 
regional office

•	 budgets	were	managed	 
by the Project Director

•	 funding	came	from	
DEECD central office  
after negotiation and 
budget bids

•	 bids	for	state	funding	 
were coordinated by 
DEECD Infrastructure 
Division (ID)

Despite the large number of 
schools within the project, 
after some negotiation it was 
usually clear who should pay 
for what (i.e. the project, the 
school/s or a combination). 
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What was effective and why
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Difficulties, issues 
and barriers

Underestimating the 
impact of change

Many people fear change 
and find it difficult to change. 
Despite knowing this, the 
impact of the proposed 
changes on the people 
involved in the project, 
particularly principals and 
staff, was underestimated. 
Early on it was assumed 
that principals were 
confident to lead their school 
communities through the 
changes. It became apparent 
as the project progressed 
that some principals were 
not comfortable managing 
the change and/or did 
not fully understand the 
implications of all of the 
proposed changes. In 2008, 
regional office took a more 
interventionist approach and 
directed how the change 
process within schools was 
to be managed. 

‘ I don’t think one can 
underestimate the 
challenge and effort 
involved in transforming 
teacher practice and 
the significant change 
management skill and 
planning this entails.’
Darrell Fraser, Deputy Secretary, 
Office for Government School 
Education, DEECD

‘ It was also the reality of  
the sheer scale of the 
change that had to take 
place – I don’t think the 
Department really had a 
handle on how big it was.’
Jane Thomson, Communications 
Advisor, BSRP, DEECD 

This uncertainty caused 
anxiety and cynicism 
among staff and parents 
and the changes were not 
accepted as readily as had 
been hoped. This caused 
many hold ups, including 
delays with decisions and 
reluctance to trial new 
teaching methods.

Principals’ workload

The regeneration project 
significantly increased 
each principal’s workload. 
Principals were expected 
to simultaneously continue 
responsibility for the day-
to-day operations of their 
school, be involved in the  
design of a new school, plan 
a merger, introduce new 
teacher practice and provide 
strong leadership to guide 
the changes. 

‘ My wife described me as 
doing two jobs – running  
our campuses and building  
a new school.’ 
Greg Williams, former principal 
Broadmeadows Secondary College/ 
former co-principal Hume Central 
Secondary College

For many principals it was 
the first time they had 
experienced merging and 
building. This added an extra 
dimension of complexity to 
their workloads. On several 
occasions the BSRP team 
offered extra resourcing 
to help ease principals’ 
workloads, however, the 
offers were generally 
rejected.

Decision making processes

Despite schools being 
part of the public service, 
governance typically occurs 
at a local level via the school 
council and principal. This 
self-management model 
means the Regional Director 
only has an influencing 
role on some issues with 
individual schools and their 
principals. This structure 
made it difficult to ensure 
consistency of regional, 
project and individual school 
decisions and priorities 
on some key decisions. 
To overcome this we 
had to work hard to win 
agreement and commitment 
to many key decisions, 
usually through talking and 
sometimes by imposition. 
Generally, decisions got 
made but it often took 
considerable time and effort, 
which in turn meant delays 
to the project.

Next Steps

Securing budget for 
remaining school mergers

As at May 2009, $57.4 
million had been secured 
for the building of the new 
schools. Funding allocations 
have been made to the 
following schools: 

•	 Hume	Central	Secondary	
College	–	funding	
allocated over three years

•	 Broadmeadows	Valley	
Primary	School	–	funding	
allocated over two years 

•	 Meadows	Primary	School	

•	 Broadmeadows	Primary	
School

•	 Dallas	and	Upfield	 
primary schools

•	 Hume	Valley	School	–	
Years 11-12 located at 
Hume Central Secondary 
College’s Town Park 
campus and a base at  
the	Dallas	and	Upfield	
primary school.

Awaiting funding:

•	 Broadmeadows	Special	
Developmental	School	–	
funding to be allocated

•	 Hume	Valley	School	–	
Prep to Year 10 - funding 
to be allocated.

Completing mergers and 
building program

The priority for the project 
in 2010 is to complete 
the remaining mergers, 
finalise and implement new 
curriculum and progress the 
building program. The status 
of the schools is detailed on 
page 4.
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Measuring outcomes

In early 2007, the Project Board agreed to a set of key performance indicators (KPIs) and targets for each outcome.  
The project’s performance is measured against the KPIs listed below:

Outcome one - Improved student performance

Outcome two - Greater market share 

Outcome three -  
Community development

1

2

3

KPI Target 2004 2006 2008

Reading*

Year	3 2.5 1.7 2.0 1.9

Year	5 3.5 2.8 2.9 2.8

Year	7 4.5 3.6 3.6 3.5

Year	9 5.5 N/A 4.5 4.5

Numeracy*

Year	3 2.5 1.9 2.0 1.5

Year	5 3.5 2.7 2.9 2.6

Year	7 4.5 3.4 3.5 3.4

Year	9 5.5 N/A 4.2 4.1

VCE
Average study score 25.0 22.5 24.5 22.0

KPI Target 2004 2006 2008 2009

Enrolments
Primary 2,110 2,323 1,998 1,848 1,774

Secondary 1,800 1,461 1,259 994 1,037

Special 320 136 167 285 290

Totals 4,230 3,920 3,424 3,127 3,101

This goal has broadly been 
achieved with new schools’ 
facilities to be accessible 
to the community before 
and after school hours. 
Much needed sporting, 
recreational and performing 
arts facilities are being built 
on all campuses. Walkways 
linking the schools to the 
community and parks are 
also being built.

Some of the facilities have 
been jointly funded by the 
Department and the local 

council. The benefits of 
joint community use of the 
facilities are:

•	 development	of	
community pride

•	 development	of	health	and	
activity programs

•	 reduction	of	vandalism	
through constant use of 
facilities

•	 value	for	money	
investment

•	 development	of	
connections with the 
school and education.

Outcome four -  
‘Regeneration model’ for DEECD

How we know we’re on the right track –  
Outcomes Logic

4
The project has contributed significantly to the 
development of a regeneration model. This document 
contributes to this outcome.

Refer to the Outcomes Logic section on the back fold-out page.

* Scores based on AIM/NAPLAN data using VELS scales. 0.5 is equivalent to one year of expected progress (e.g. average for Year 9 reading is two years below expected standard)
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What we’d keep 

In hindsight … 

Project Board

The Board was valuable in 
providing rigour to manage 
the project. A detailed project 
highlights (status) report was 
distributed at each Board 
meeting. It was a valuable 
tool to ensure the team 
and its work was focused 
on project deliverables. 
Decisions made by the Board 
provided David with a higher 
level of authority to support 
his negotiations with schools 
and other stakeholders.

The Board was also an 
effective forum to deliver 
joint approaches to 
opportunities to extend the 
benefits of the project for the 
Broadmeadows community. 
A great example of this is the 
work with the Transit City/
Central Activities District, 
which is a Department of 
Planning and Community 
Development (DCPD) 
initiative.

Early identification of 
boundaries

Establishing the primary  
aims and outcomes of  
the project early helped  
align people’s priorities.  
The aims and outcomes  
were deliberately kept to  
a minimum to ensure they 
were clear and manageable. 

Small, focused and  
expert team

A tight-knit team with 
specialist skills in 
project management, 
communications, facilities 
development and curriculum 
practice complemented the 
principals’ skills and allowed 
the project to maintain 
momentum independent of 
day-to-day school activities 
and timetables.

Time to build relationships

Strong relationships have 
been significant in shaping 
the project and its direction. It 
took a great deal of time and 
patience (and persistence 
in some cases) to build and 
cultivate these relationships.

‘In relationships there has to 
be trust, respect, openness 
and honesty ... And with 
Wayne Craig and David 
Brooks there was nothing  
but that.’ 
Domenic Isola, CEO,  

Hume City Council 

For further information 
on relationships, please 
refer to the ‘Important 
relationships’ section  
on	page	58

Mechanisms for 
maintaining momentum

Project momentum is about 
keeping the principals, school 
communities and project 
team enthused and working 
towards the same vision. It is 
critical to achieving the aims 
of the project. Some of the 
mechanisms David used to 
maintain people’s focus were: 

•	 weekly	email	updates

•	 monthly	principal	meetings

•	 communication	strategies	
for events such as the 
appointment of a new 
principal

•	 hosting	seminars	 
(i.e. a day on mergers)

•	 meeting	and	talking	
regularly to principals and 
other key stakeholders

•	 making	himself	available	 
to listen

•	 reinforcing	the	plan	to	
deliver the project.

‘One of the most complex 
issues is maintaining the 
momentum of the project 
over a number of years.’ 
Darrell Fraser, Deputy Secretary, 
Office for Government School 

Education, DEECD

Momentum was required on 
many different levels, namely 
project and community. 
Strategies for maintaining 
community momentum 
are discussed in the 
communications section of 
this document.

Planning and organisation

Taking the time to 
research, listen and talk to 
participants at the start of 
the implementation phase 
of the project enabled David 
to understand the issues and 
choose the direction and 
strategies that would best 
serve the project. Sufficient 
planning time established 
strong foundations for 
the project. For example, 
early organisation of 
regular meetings with key 
stakeholders benefited the 
project in the long term.
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What we’d change

Obtain clearer authority 
over principals and  
school councils on key  
strategic issues

As many principals and 
school councillors were new 
to designing and merging a 
school as well as managing 
the change, it was difficult at 
times for them to make sound 
and informed decisions. 
Given this, it would have been 
helpful for the project team 
to have had authority on 
some issues and decisions. 
This would have moved the 
project along.

Better explanation  
of project team roles  
and functions

Although it was believed the  
function of each project team 
member was explained well 
to the principals and other 
stakeholders, it became 
obvious during compilation 
of this document that role 
clarity was an issue. Many 
principals said they were not 
clear about:

•	where	some	responsibilities	
began and ended - project 
team or school responsibility

•	the	role	of	the	
communications advisor

•	who	had	ultimate	
responsibility	for	budgets	–	
project or schools

•	who	should	make	final	
decisions about school 
mergers. 

To overcome this, defined 
boundaries need to be 
reinforced and discussed and 
then changed if required. 

Recruit and appoint  
principals earlier

Principals of new schools 
or merged entities need to 
be appointed quickly to aid 
decision making. Putting 
the principal in place early 
means there is one voice 
for communication and 
decisions. It also delivers 
better decisions, as the 
principal will be working over 
the long term in the school 
they help to create.

‘ The issue of the principals 
needs to be addressed 
in the very early stages 
of the project. We need 
to have someone who is 
leading and managing 
the staffing and setting 
expectations of what 
needs to be done to 
operate in these new 
facilities.’
Darrell Fraser, Deputy Secretary, 
Office for Government School 
Education, DEECD

‘ Get an overarching 
principal appointed as 
soon as possible.’ 
Rob Greenacre, Principal,  
Meadows Primary School

‘ Have one overarching 
principal sooner but 
I understand people 
wanting to hang onto  
their positions.’ 
Anne Morton, Principal, Meadow 
Fair North Primary School

‘ If you agree on a 
regeneration you need  
one leader.’
Lyndel Hebden, Dimboola Road 
Campus Principal, Hume Central 
Secondary College

Realistic time frames

A regeneration project takes 
time. The appointment of 
a team, the design process 
and the allocation of funding 
can be a complex and 
time consuming process. 
Long time frames are also 
required to introduce change 
management processes and 
for people to understand 
and accept the changes. It is 
critical that sufficient time 
is allowed and planned for, 
along with the identification 
of risks that have the 
potential to affect the 
timeline. Outlining processes 
against realistic time frames 
will help to manage project 
participants’ expectations. 

Introduce new  
technology early

Introducing technology 
options into the teacher 
practice and curriculum 
stream early in the project 
will allow teachers to 
explore how best to use and 
integrate technology with 
the curriculum. Not only is 
technology an important 
lever for improvement,  
there are also huge 
expectations from teachers, 
students and parents that  
it will be an integral part  
of the new schools and 
teaching practices.

Put the project team 
in place prior to 
implementation

Getting the project team, 
particularly the curriculum 
role, assembled prior to 
beginning work on the  
project would have been 
ideal. Instead, the architects 
had been engaged on the 
design of the Dimboola Road 
and Blair Street sites and 
were leading discussions 
about teaching and  
learning practice.

Concurrent discussions 
around design and teaching 
and learning, tended 
to overload principals 
and teaching staff with 
information and did not 
allow time to evaluate and 
question either process. 
With hindsight, people and 
structures should be in 
place to ensure changes to 
curriculum lead the design 
process and not the other 
way round.

Consider taking  
principals offline

The amount of change 
principals	had	to	manage	–	 
as well as run their own 
schools	–	was	too	much	
in most cases. At the end 
of 2008, Rob Greenacre, 
principal of Meadows 
Primary School, was given 
leave to manage the final 
stages of Meadowbank and 
Campmeadows primary 
schools merger. This trial 

worked well.
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Clarify the relationships 

•	 between	the	regional	office	and	schools	
with	regard	to	decision	making.

‘ I think if a school joins a regeneration 
project then new thinking needs to 
happen about the relationship …  
it needs to be clarified in a fair amount  
of detail. We did some work on this via 
the Project Board but I don’t think we bit 
the bullet enough.’ 
David Brooks, Project Director, BSRP, DEECD

Analyse the project 
strategies 

•	 to understand which 
are most important, 
what the risks are and 
what the challenges 
may	be.

Have a frank discussion 

•	 with	an	experienced	change	 
manager about what to expect  
in	a	big	change	project.

‘ We should have signalled up front the 
sorts of issues, decisions, ups and downs 
etc. that a project this size will face,  
why and what to do earlier in the  
project than we did.’ 
David Brooks, Project Director, BSRP, DEECD

Create and enforce  
a culture 

•	 where expectations 
are always met – 
actions speak louder 
than	words.

Set a clear vision early

•	 and have measurable 
KPIs	and	targets.

General tips
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Resourcing the BSRP had three elements: 
1	 the	BSRP	project	team	–	personnel	needed	to	run	

and support the project
2  resourcing	within	schools	–	to	contribute	to	

and lead the project
3	 capital	budget	–	money	required	to	construct	

the new schools.

The BSRP presented three major change projects for the 
principals of the Broadmeadows schools:
> planning for the mergers
> designing new facilities
> improving teacher practice and curriculum. 

A major challenge for the leadership teams was how 
to resource these change projects and continue to run 
their schools. Teachers involved in the project also faced 
similar challenges. The major resources needed by the 
project were these people’s time and expertise. While 
some freed up their time by delegating other work, many 
dedicated substantial discretionary time to this task.

Resourcing

RESO
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BSRP project team
The main priority in putting 
this team together was 
to include expertise in 
communications, teaching 
and learning, leadership, 
building planning and 
design and community 
partnerships. In late 2006, 
the following roles were 
agreed upon:

•	 Project	Director	–	to	lead	
the project and this team

•	 Operations	Manager	–	 
to manage the building/
planning processes

•	 Curriculum	Director	–	to	
manage the development 
of a new curriculum, 
teacher practice and 
school leadership

•	 Communications	Advisor	
–	to	manage	all	aspects	 
of communication.

While there was some 
pressure to add an 
administrative support 
role, it was decided each 
person could complete 
administrative tasks 
themselves with the regional 
office providing support at 
peak times.

Each team member was 
selected for their specialist 
knowledge, along with skills 
and values that included:

•	 team	player	–	be	
influenced by and have 
influence on one another 
(i.e. building design 
needed to influence 
teacher practice and  
vice versa)

•	 strategic	thinker	–	people	
who could look past the 
next stage/step of the 
project (short term) or 
element of the project 
(outside their square) and 
think about opportunities 
and risks for the project as 
a whole and the long term

•	 interpersonal	skills	–	
ability to work with all 
sorts of stakeholders  
who sometimes have 
different priorities

•	 focus	on	delivery	–	 
as a complex, well 
funded project with real 
time frames, each team 
member needed to 
have a delivery mindset 
and be able to work 
autonomously in an 
ambiguous environment.

A provision was made  
for discretionary funds  
to allow expert advice  
to be ‘purchased’ for 
communications (i.e. issues 
management) and other 
work, including leadership 
development and support  
to schools. There is an 
acceptance that regeneration 
projects need resources and 
accordingly the Department 
now has in place a program 
that provides operating 
funding to regional offices 
for the delivery of 
regeneration projects.

Resourcing  
within schools

Role of the principal

Principals are the main 
resource within a school  
to drive changes in teacher 
practice and design new 
facilities. While this means 
an increased workload, it is 
possible to offset the extra 
workload by delegating 
components of the changes 
to trusted staff.

‘ You can’t run a school and 
plan a new one … you leave 
it to the AP but it has the 
domino effect – the AP  
can’t do their job and they 
rely on staff and then the 
students get left with CRT  
– it’s not ideal.’ 
Denise Veltre, former principal 
Hillcrest Secondary College/ 
former co-principal Hume Central 
Secondary College

Teachers and support staff

In the early stages of the 
project, staff were initially 
seen as a resource to inform 
parents and students about 
the	project	–	to	clarify	
issues, build excitement 
and understanding and to 
explain that the changes 
were finite. However, staff 
generally did not fulfil this 
role because they did not 
feel well informed. This was 
coupled with the fact that, 
as any organisation finds in 
times of change, some staff 
coped with the uncertainty 
of the changes taking place 
better than others.

Role of RNL

The RNL is a dedicated 
resource to assist schools 
with the curriculum change 
management process and 
to improve teaching and 
learning. Extra funding 
enabled the project’s RNL 
to employ four literacy and 
numeracy coaches to work 
with our primary schools.

This saturation method aims 
to build on teachers’ skills 
and establish sustainable 
curriculum practice across 
the primary year levels. 

Capital budget
The capital budget is very 
formulaic. Essentially, 
each school construction 
budget equals the long 
term student enrolment 
estimate multiplied by X 
square metres per student 
multiplied by $X per square 
metre. Some room exists 
for negotiation. The project 
tried as much as possible 
to design and build schools 
that fitted this standard 
building formula to meet 
one of the project objectives 
(i.e. providing a project 
model that can be replicated 
elsewhere in Victoria). 

A three-year project  
budget was determined 
once the fundamentals of 
the project were established. 
Choices were made where 
the construction of the 
proposed building design 
could not be met with the 
available resources and 
subsequently the scope and 
approach of building designs 
were refined.
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What we’d keep 

What we’d change

Our approach to the capital budget

Designing and constructing the new schools within the 
Department’s established capital funding formulas helped 
to drive discipline and innovation in planning. It also held 
the project in good stead with DEECD central office. When 
the project sought extra funds, central office knew the 
project was doing so for legitimate and important reasons.

An expert team

A small, skilled team was important in driving the project 
and ensuring things kept moving no matter what issues 
were being experienced at an individual school level. 

Timing of bringing the project team on board

Unfortunately,	the	project	team	was	being	assembled	as	
the project was being rolled out. The role filled last was 
the Curriculum Director, which proved to be problematic 
for the project. While this discipline should have led and 
influenced much of the building design, a person did not 
start in the role until April 2007 which was at least six 
months after the architects had begun work on two sites.

The way the team is introduced to the  
principals and staff

An induction would have helped everyone to get a better 
understanding of each other’s roles and responsibilities. 
However, the regeneration model of a regional project 
team, project board and school principals working together 
is a new business model and is still being refined. 

Relief for principals

School leadership teams have to recognise upfront that 
a regeneration project will take a significant toll on their 
time. They have to make hard decisions on what elements 
of running their schools can be delegated to free up their 
time. We would also advise that any offers of help from 
regional office be readily accepted.

Information for teachers

Staff can play an important role in disseminating 
information to students and parents. To make this easy for 
them, key messages and other information needs to be 
accessible and regularly updated. Staff need to be aware 
of where extra information can be found. They also need 
to understand that conclusive answers cannot always be 
provided due to the nature of the project. Finally, staff must 
be given boundaries for expressing personal opinions about 
the project to students and/or parents.

In hindsight … 

‘ I wish I was able to give more opportunities for teachers to visit other schools 
and to have had more staff trial team teaching. It was a dilemma of resourcing.’
Denise Veltre, former principal Hillcrest Secondary College/former co-principal Hume Central Secondary College
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Take time to help others understand 
the business model

•	 Using	a	project	board,	regional	
team and principals to work on 
a regeneration project is a new 
approach	to	school	improvement.	
Don’t assume that everyone will be 
familiar	and	comfortable	with	it	-	
early discussions can help people  
see	how	this	approach	can	work.

Secure adequate funding and 
resources

•	 Regenerations	need	sufficient	
resources	to	succeed.

General tips
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In simple terms, curriculum is the  
‘what’ and teacher practice is the  
‘how’ of teaching and learning.

‘ Providing the highest quality teaching and learning 
in schools lies at the core of our job of ensuring every 
Victorian student receives a world-class education. A 
robust curriculum that engages students in their learning 
and supports teachers in their role is paramount to the 
success of this project and to the bright futures ahead of 
all young people in Broadmeadows.’ 

Hon Bronwyn Pike MP, Minister for Education 
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Defining what was needed

Defining curriculum and teacher practice

Curriculum is frequently used as a broad term to categorise those activities or processes that relate to student learning. These 
include curriculum content, assessment practices, instructional models, extra curricular activities, how the school is organised 
for learning, how resources are allocated for learning and how schools cater for the special learning needs of students.

From the perspective of the BSRP, curriculum is specifically concerned with what students should know and be able to do to:

Teacher practice is recognised as the most important factor contributing to increased student learning and academic success. 
It is about the strategies that can be used to achieve learning objectives and the skills for planning and delivering appropriate 
learning experiences for students. This includes how to: 

It requires teachers to know their students well and to understand the curriculum requirements.

Why changes  
needed to be made

Student achievement 
was significantly below 
benchmarks

Measures such as 
Achievement Improvement 
Monitor (AIM) results 
and Victorian Certificate 
of Education (VCE) 
achievement were 
significantly below state 
benchmarks across the 
secondary and primary 
schools. A particular concern 
was student literacy with 

students entering Year 7 at 
an average of one to two 
years behind the state norm 
for academic achievement 
in reading and writing. In 
addition, retention to Year 
12 was an issue for the 
secondary schools. 

Inadequate support 
structures

Educational leadership and 
appropriate structures to 
support continuous  
school improvement 
through sustained focus 
on curriculum and teacher 

practice development was 
also lacking in some schools.

A lack of whole school  
curriculum planning

Due to the poor results, 
the schools seemed to be 
continuously bombarded 
with external improvement 
programs. However, many 
lacked an overarching 
strategy for planning the 
‘what’ and ‘how’ of learning. 
As a result there was 
significant variation between 
classrooms. So even though 
schools were aware of the 

data, there was a need for 
schools to be more strategic 
in how they used the data  
to diagnose learning issues 
and inform changes in 
teacher practice. 

‘ There was no depth of 
understanding of the  
data … and you need to 
know the relevance of  
the data to be able to plan 
the appropriate program 
that caters to the needs of 
the students.’ 
Carmela Bianco,  
Acting Principal, Broadmeadows 
West Primary School

Curriculum & teacher practice
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Achieve mandated 
standards

Engage  
students

Explain, 
demonstrate and 
question

Encourage 
student 
questions

Promote complex 
thinking

Evaluate student 
learning

Prepare them for the next stage 
of their learning

Get ready for life  
beyond school
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How we went about 
changing things

Appointed an expert to 
lead and drive the changes

In April 2007 Anna Vlass 
was appointed to lead the 
curriculum and teacher 
practice stream. Her main 
responsibility was to provide 
educational leadership 
by leading teachers and 
principals in building a 
sustainable and robust 
teacher practice that reflects 
how students learn in the 

21st century. 

Established a curriculum  
development team

The initial focus was on the 
three secondary schools 
that were to be merged 
first. To bring consistency 
and structure to the 
curriculum of the merged 
secondary college, a team 
consisting of assistant 
principals, literacy coaches, 
curriculum coordinators 
and Anna was formed. 
Their role was to build the 
curriculum framework, 
consult with staff, plan the 
professional development 
and develop the curriculum’s 
documentation, reflection 
and monitoring processes.

Determined the area  
of focus to address the  
key curriculum and 
learning issues

Key influences in 
determining areas of 
focus for the curriculum 
development team were: the 
history of underperformance; 
the proposed new learning 
spaces; and the project 
curriculum strategies of 
team teaching, inquiry 
learning, personalised 
learning, literacy and 
numeracy. School-level 
student literacy data was 
particularly compelling 
and led to a strong focus 
on literacy strategies in 
the curriculum design. 
The data indicated that 
students’ literacy difficulties 
were central to broader 
underachievement patterns 
across all subject areas and 
year levels.

Changed the focus of 
conversations

Conversations needed to 
move away from focusing on 
the day-to-day operations 
of the school to the core 
business	of	the	school	–	
teaching and learning. Giving 
the principal and leading 
class staff responsibility and 
accountability for developing 
the curriculum helped to 
move conversations away 
from being about ‘buses, 
dunnies and dustbins.’

‘ There is a new expectation 
that the same old same old 
is not good enough. I think 
we have teaching teams 
who are talking about the 
most effective strategies 
to use on the cohorts of 
students and are moving 
their conversations away 
from bins and buses.’
John Nelson, RNL, Northern 
Metropolitan Region, DEECD

Researched a range of 
curriculum design and 
delivery models

A range of curriculum 
designs and delivery  
models were researched  
and presented to the 
curriculum development 
team. In particular, the  
work of Andrew Seaton  
and Robert Marzano  
guided the team’s work in 
developing a curriculum 
framework that addressed 
the key curriculum and 
learning issues.

The delivery framework, 
based on the Seaton 
model, includes discipline 
and transdisciplinary 
learning and opportunities 
for personal inquiry and 
community learning. The 
work of Marzano influenced 
the direction of curriculum 
content and approaches to 
literacy. The key strategies 
adopted include:

Encouraged and led 
curriculum conversations

The development of 
the framework involved 
consultation with various 
groups including leadership, 
learning and discipline 
teams. Individuals with 
relevant expertise were also 
consulted. The proposed 
model was the basis for 
many conversations and 
clarification about:

•	 what	is	meant	by	
focused learning and 
transdisciplinary learning

•	 how	to	organise	and	
plan for transdisciplinary 
learning

•	 how	to	make	decisions	
and plan the curriculum  
so that it is balanced  
and represents all  
learning areas. 

These conversations were 
invaluable and linked well 
with the work that needed to 
be undertaken to document 
curriculum content. It 
was also important as the 
learning and discipline 
teams had been somewhat 
marginalised as their 
roles had become more 
administrative rather than 
curriculum focused in the 
move towards a year level 
team based structure. This 
process was a catalyst for 
reinvigorating curriculum 
discussions about discipline 
based learning, decisions 
about standards and  
what was essential at each 
year level. 

‘ There has been a huge 
shift in the language used. 
Staff are talking about the 
curriculum and a change in 
the way we manage  
the kids.’
Irene Iliadis, Town Park  
Campus Principal, Hume Central 
Secondary College

1

3

2

4

Guaranteed and  
viable curriculum 

Academic vocabulary 
program

Greater market  
share

Sustained silent 
reading program
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Breaking with tradition:  
introducing new spaces

The new school designs 
have probably been the most 
challenging aspect of the 
change for a large number 
of teachers who traditionally 
worked in isolation. For 
many, the new spaces acted 
as a catalyst to examine 
their practice, particularly 
how they plan and work 
collaboratively. As teachers 
have become more exposed 
to and familiar with the 
designs, there has been a 
greater understanding that 
the learning communities 
provide a range of learning 
spaces	–	not	just	an	open	
barn	type	arrangement	–	
with the potential to better 
support the learning needs 
of different cohorts of 
students. A small number 
of teachers chose to 
leave because they were 
uncomfortable working 
in a collaborative learning 
environment. 

Achieved a common  
understanding of 
terminology

Early on it was realised that 
the curriculum strategy of 
inquiry learning required 
definition and a common 
understanding of what it 
looks like in practice. Some 
key misunderstandings that 
needed clarification were 
that inquiry learning does 
not mean teachers cease  
to teach content and content 
is negotiable. 

Helped teachers make  
curriculum changes before  
new facilities are built

It has been difficult for 
teachers to plan for the 
transition into new learning 
spaces and to work and 
plan collaboratively while 
still working in traditional 
classrooms and school 
structures. To overcome this, 
schools established learning 
teams based around the 
learning communities that 
will operate in new spaces.  
This supported some initial 
work in the use of data to  
set learning goals for 
students and to share  
teaching strategies. 

Other schools opened 
up spaces to provide 
opportunities for teachers  
to experience working in 
shared spaces. This provided 
some good insights and 
discussion about what 
works (and what doesn’t). 
Another strategy was to visit 
other schools to get a sense 
of what the new learning 
spaces may look like and 
to find out about teacher 
experiences.

Established school 
structures that support 
professional learning

The project’s focus 
on curriculum helped 
existing discipline teams 
to re-evaluate and refresh 
how they were currently 
supporting teacher 
practice and curriculum 
development, as well as 
what needed to be changed.

As a result, discipline teams 
are now responsible for the 
development of a continuum 
of content that provides 
guidelines and sequencing of 
specific discipline knowledge 
and skills at different year 
levels. The teams provide 
clarity around roles and 
responsibilities along with a 
process for developing skills 
and capacity.

Year level teams are cross-
disciplinary and support 
greater connection between 
disciplines, development 
of transdisciplinary units, 
collaborative planning and 
teaching strategies. 

Participated in  
professional practice and 
learning programs

Professional development 
for teachers has been 
an important element of 
the project, particularly 
with regard to changing 
curriculum and teacher 
practice. 

The AIZ program supported 
the work associated with 
improving teacher practice 
in Broadmeadows’ schools. 
As part of the project, 
school improvement 
teams undertook a suite of 
professional development 
activities covering explicit 
teaching strategies around 
literacy, numeracy, student 
management, coaching 
and interpreting and 
understanding data. These 
teams now act as change 
agents in their schools and 
support the learning teams 
to improve their practice.

‘ AIZ fits in nicely with 
Marzano. They complement 
each other and make a  
coherent package.’ 
Anna Vlass, Curriculum Director, 
BSRP, DEECD

Achievement Improvement Zones
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The AIZ initiative is a 
three-year initiative of the 
Northern Metropolitan 
Region and aims to 
improve the literacy and 
numeracy achievement 
levels in 55 participating 
schools by a minimum of 
15 percent. 

National and international 
educational academics 
have been contracted 

to deliver the program 
in the disciplines of 
school improvement, 
data, behaviour, literacy, 
numeracy and coaching. 

The	academics	are:

•	 Prof.	David	Hopkins	
(School Improvement 
Model)

•	 Prof.	Patrick	Griffin	
(Understanding	Data)

•	 Prof.	Ramon	
Lewis (Behaviour 
Management)

•	 Prof.	John	Munro	
(Literacy)

•	 Prof.	Peter	Sullivan	
(Numeracy)

For more information  
on AIZ go to  
www.aiz.vic.edu.au
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Barriers, challenges 
and issues

Believing things  
can change

Comments like these 
were often heard during 
discussions about the 
proposed curriculum 
changes. To ensure schools 
do not continue to do what 
they’ve always done and 
to raise expectations of 
students, a belief by all 
members of the school 
community that teachers 
can improve student learning 
and that all students can 
learn is needed. Achieving 
this mind shift required 
strong leadership that 
focused on teaching and 
learning. 

‘We’ve gotten rid of the 
cobwebs. The notion of 
close enough is good enough 
is almost gone. Enough of 
using the type of kids as an 
excuse for not meeting the 
kids’ needs and setting low 
expectations.’ 
Irene Iliadis, Town Park  
Campus Principal, Hume Central 
Secondary College

Gaining the trust and 
support of staff

As with any large scale 
organisational change, 
reactions to curriculum 
changes have been varied 
and ranged from total 
mistrust to fully supportive. 
Anna felt that if the project 
was going to lead to 
significant and sustainable 
change in culture and 
teacher practice then the 
changes had to be led from 
within. She viewed her role 
as	that	of	a	facilitator	–	
someone who could explore 
different models, theories, 
implementation strategies 
and then with the school’s 
team, develop frameworks 
and models for curriculum 
design and delivery  
and teacher practice.

Taking the time to have 
conversations with teachers 
and members of the 
leadership team helped 
gain insight into issues and 
different perspectives. At  
the same time, it helped 
Anna gain the trust and 
support of the staff who 
would lead the changes.

‘ When I commenced work 
at the secondary college it 
soon became clear to me 
that if the work was to be 
effective, my role needed  
to work with a team who  
in turn would lead the 
changes within their  
school community.’
Anna Vlass, Curriculum Director, 
BSRP, DEECD

A few hiccups that led  
to resistance

It is important to recognise 
that staff overwhelmingly 
supported the need for 
change and the broad 
objectives of the project. 
However, in the 
implementation process 
some elements of the 
change were resisted by 
different groups, including:

•	 teachers	concerned	 
with a loss of discrete 
learning time for their 
discipline/subject

•	 teachers	not	comfortable	
working in teams. 
For some this can be 
interpreted as a lack 
of confidence in their 
own teaching practice 
and knowledge of how 
students learn

•	 teachers	cynical	about	
change, the new learning 
spaces and teacher 
practice. Some of these 
teachers are highly 
competent but over time 
have become cynical 
through lack of leadership 
and voice in their school 

•	 principals	and	teachers	
who resent accountability

•	 principals	who	see	their	
school as autonomous, 
rather than part of  
a system

•	 principals	and	teachers	
who feel insecure about 
their future in the newly 
reorganised schools.

‘ You don’t 
understand 
our kids’

 ‘Our kids are 
different’

 ‘These are 
Broady kids’ 
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Magnitude of the  
change required in 
secondary school

The sheer size of the 
change required within the 
secondary schools was 
only realised after Anna 
spent several intensive 
weeks assessing the 
three secondary colleges’ 
curriculum structures and 
staff capacity to manage 
change. It became apparent 
that all her time and energy 
would need to be devoted  
to the secondary level if  
the schools were to 
successfully merge and 
develop a robust curriculum. 

The primary principals 
graciously accepted 
the greater need of the 
secondary college and 
set about developing and 
implementing educational 
change practice within 
their schools with minimal 
support from Anna. 
However, it would be 
ideal for each sector to 
have its own curriculum 
expert. This would ensure 
educational change happens 
simultaneously and in a 
sequential manner across 
all year levels. It would also 
relieve pressure from the 
single curriculum expert.

Design of buildings  
already underway

By the time Anna arrived 
in April 2007, the design 
process had been underway 
for six months. This meant 
costings and initial designs 
had been determined 
and Anna’s opportunity 
to discuss and explore 
ideas around curriculum 
and design was limited. In 
some cases the design has 
influenced the curriculum 
rather than the curriculum 
influencing the design.

Difficulty understanding  
21st century learning

The what, why and how 
of 21st century learning 
and good teacher practice 
has never been clearly or 
succinctly articulated. This 
has made communicating 
the pedagogical changes 
to staff and the community 
very challenging. 

‘ I found it difficult 
to explain in 
simple language 
what the changes 
to the curriculum 
are and what 
exactly 21st 
century learning 
is. This is partly 
due to its enormity 
and also because 
it was interpreted 
differently by 
everyone. As a 
result, curriculum 
was not explained 
well to people and 
the messages were 
bland or non-
specific.’ 
Jane Thomson, 
Communications Advisor, 
BSRP, DEECD
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In schools that are yet to have their new facilities built, 
teachers will continue to practice new approaches to 
teaching and learning in reconfigured spaces (i.e. by 
knocking out walls) to mimic the new learning spaces 
that will be built in their new school.

With most of the time invested in curriculum development spent on the secondary school to date, the next step for the 
project	is	to	focus	on	changing	teaching	and	learning	practices	in	primary	schools.	A	dedicated	resource	–	the	RNL	–	has	
been allocated to work with the primary schools. The RNL’s main focus is school improvement, helping schools lift their 
performance and holding them accountable for underperformance. 

To ensure the transition to new teaching practices  
and learning spaces runs smoothly, continuous 
development of staff and their skills will need to occur. 
This will focus on:

•	 using	data	to	identify	learning	needs	and	adapt	
teaching practice

•	 collaborative	planning	and	team	teaching	

•	 formative	assessment	practice

•	 planning	for	differentiated	learning

•	 understanding	how	new	learning	spaces	can	support	
teaching practice

•	 using	ICT	to	enable	more	authentic,	engaging	and	
effective learning.

Some of the indicators that will be used to  
evaluate whether the curriculum changes have  
been successful include:

•	 a	distributed	leadership	model	where	teachers	at	
certain levels view themselves as leaders of learning

•	 a	documented,	guaranteed	and	viable	curriculum

•	 teachers	having	conversations	about	teaching	 
and learning

•	 teachers	working	collaboratively	and	using	data	 
to plan student learning goals and appropriate 
teaching strategies

•	 students	achieving	and	meeting	state	benchmarks	in	
literacy and numeracy

•	 students	being	able	to	talk	about	their	learning	–	 
what and how

•	 increased	enrolments

•	 students	remaining	to	complete	Year	12

•	 a	physical	environment	that	is	inviting

•	 high	levels	of	parental	engagement.

Cultural differences and parental negativity towards 
education has meant Broadmeadows’ schools 
experience low levels of parental engagement. Inviting 
parents on tours of the new schools are opportunities 
to expose them to the new learning spaces and a way of 
helping parents engage in their child’s education. 

Implementing the curriculum in  
the new spaces

Provide expert support for primary schools

Professional development for staff Measuring success

Introducing the new curriculum to  
each school community1

3

5

2

4

Next steps

For	more	information	on	the	RNL	role,	please	refer	to	the	Resourcing	Section	on	page	20.
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What we’d keep 

Honest conversations 
about curriculum

Professional conversations 
are essential for the 
continuous evolvement 
and improvement of 
the curriculum. Schools 
need to create a culture 
and environment where 
teachers are supported and 
encouraged to continually 
assess, review and 
challenge the curriculum. 
Conversations using quality 
data are required on both 
a	micro	and	macro	level	–	
from a teacher reviewing 
the delivery of their lesson, 
through to assessing 
the sequencing of the 
curriculum between the 
year levels.

‘ Without these types of 
conversations you don’t 
have a culture of trust and 
there’s a risk a school’s 
performance will plateau 
or drop.’ 
Anna Vlass, Curriculum Director, 
BSRP, DEECD

Using a core team

A core curriculum 
development team is 
essential for keeping 
the group focused. The 
group needs to have a 
strong understanding 
of how, why and what 
changes are happening 
to the curriculum and be 
in agreement about the 
changes taking place. 
Regular team meetings 

are important for the 
discussion of any ideas 
around the curriculum or 
problems arising with its 
roll out. It also keeps the 
team on target and abreast 
of what is happening 
curriculum-wise across  
the school. 

Opening up spaces

Providing the opportunity 
for staff to experience a 
range of learning spaces 
prior to buildings being 
constructed helped them 
understand the concept 
of learning communities 
and facilitated working in 
shared spaces. This was 
achieved by opening  
up spaces in existing 
schools to create larger 
learning areas.

‘ Although it cost schools  
to open up the spaces, 
it was worthwhile as 
it allowed some good 
insights and prompted 
discussion about what 
works and what doesn’t.’ 
Anna Vlass, Curriculum Director, 
BSRP, DEECD

‘ In 2008 we remodelled 
our secondary classrooms 
to reflect more flexible 
and open design and it’s 
worked really well.’ 
Diane Bassett, Principal,  
Hume Valley School

‘ Some of our staff have 
tested open spaces and it 
has been very successful 
with the staff and students 
working brilliantly in those 
spaces. It worked because 
we did our research and 
prepared our staff so they 
were ready for it.’ 
Peter Hodson, Principal, Upfield 
Primary School

Get the resistors on side

While nobody refused to 
participate in developing a 
new curriculum, some staff 
did resist and this made it 
difficult at times. Strategies 
that helped to overcome 
this so the project was not 
too delayed include:

•	 present	data	that	
provides evidence  
for change

•	 acknowledge	the	good	
work that has been done 
and the achievements  
of teachers 

•	 support	the	proposed	
curriculum model with 
documented theory  
and	research	–	Marzano	
has been particularly 
useful in this 

•	 facilitate	conversations	
and provide opportunities 
for feedback about 
proposed models and 
frameworks	–	and	then	
act on this feedback. This 
has meant explaining 
why something is not 
appropriate or possible 
through to actual changes

•	 be	well	planned	and	
provide clear planning 
guidelines

•	 be	honest.	Acknowledge	
that developing a new 
curriculum is a work 
in progress; that as a 
curriculum planning 
group, the thinking 
will need to be refined 
through constant 
questioning and 
consultation; that the 
curriculum is a living 
document which should 
be constantly reviewed 
and evaluated 

•	 involve	staff	who	resist	
but have expertise. This  
worked initially on an 
informal basis with some 
staff in the project. As 
their confidence and 
involvement increased, 
some took more formal 
roles in the curriculum 
change process.

‘ We listened to staff 
who had concerns and 
supported them through 
the change pathway at a 
manageable pace.’
Diane Bassett, Principal,  
Hume Valley School

In hindsight … 
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What we’d change

Appoint the curriculum  
expert earlier

Curriculum and teacher 
practice has had the 
biggest effect on the 
project and has been 
the most challenging to 
change. It is a time and 
people intensive role and 
Anna has been pivotal 
in helping staff unravel, 
rebuild and understand 
the curriculum framework 
and the structures to 
evaluate and monitor it. 
There is agreement that the 
curriculum expert should 
have been employed earlier 
and because of the scale 
of the project, an expert 
should have been employed 
at the primary level as well. 

Better articulate  
the vision

It was evident as work 
progressed on the project 
that most staff had a poor 
understanding of the 
project’s vision and goals. 
Without this background 
knowledge it was almost 
impossible for staff to 
reflect on teaching and 
learning practice.

A change management 
strategy for the proactive 
management of supportive 
and resistant staff may 
have expedited the process 
of getting staff to accept 
and support the changes 
taking place. 

Involve the staff more

Ultimately,	teachers	will	
deliver the new curriculum 
and therefore be the ones 
who impact how successful 
a new teaching and learning 
model will be. A planned 
approach is needed to 
enable staff to make a valid 
contribution towards the 
design process. Staff need 
to be involved in:

•	 developing	the	
educational vision for  
the new school

•	 analysing	the	current	
teaching practice and 
identifying a new approach

•	 understanding	how	their	
new teaching practice 
can be supported by new 
learning spaces. 

‘ Staff need to be immersed 
in the teacher practice and 
pedagogy and understand 
the big picture before the 
designers are bought in.’
Denise Veltre, former principal 
Hillcrest Secondary College/
former co-principal Hume Central 
Secondary College

Start curriculum planning 
sooner rather than later

‘ Curriculum should be the 
driving force behind any 
regeneration project.’ 
Rob Greenacre, Principal, 
Meadows Primary School

If the project had its time 
again, curriculum planning 
would begin first so it 
could inform the design, 
communication and 
change process. Anna’s 
appointment after the 

design process had begun 
diminished her ability  
to build staff knowledge 
and understanding of how 
good teacher practice 
influences design. 

Acknowledge different 
needs between primary 
and secondary schools

Although the core 
business of teaching and 
learning and curriculum 
development is the 
same, the way learning is 
organised in both sectors 
does vary. Historically, 
secondary schools are 
organised around learning 
disciplines and teachers 
are specialists within their 
discipline areas. Conversely, 
primary school teachers 
are generalists, who teach 
across disciplines and 
frequently adopt more 
integrated pedagogical 
approaches.

Because of these subtle 
differences between the 
sectors and the project’s 
scale, it would have 
benefited the project 
to have employed a 
curriculum expert within 
each sector. 

Better access to and 
implementation of 
professional development

Principals need a greater 
ability to free up staff 
to attend professional 
development opportunities. 
The strain on financial and 
staffing resources was an 
issue for many schools and 
a destabilising influence 

on students faced with a 
steady stream of casual 
relief teachers (CRTs).  
Extra financial resources 
are needed to enable 
principals to employ 
additional staff or bring 
professional development 
(PD) programs in house. 

What they’re doing back 
at school

Principals need to be 
responsible for introducing 
quality PD programs to  
schools. PD needs to be 
structured, have a purpose 
and get staff participating 
in group discussions.

‘ Well planned and structured 
professional development 
meetings are fortnightly 
and teachers are asked 
to present on a specific 
aspect of their work. 
Teachers are encouraged 
to challenge each others’ 
work and not just accept 
what their colleague  
is saying.’ 
Karen Nicholls, Principal,  
Coolaroo South Primary School

‘ We introduced a level of 
accountability by getting 
staff to complete a weekly 
proforma that detailed 
what they did in their 
lessons over the week, 
including what they did to 
progress the kids’ learning. 
This has worked well … 
really well.’ 
Vicki King, Principal, Westmeadows 
Heights Primary School 

In hindsight … 
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Too often the focus of the schools was on the design and 
build of the new facilities. It is important to remember 
that buildings are secondary to the main game - good 
teacher	practice	–	and	that	is	where	most	time	and	
energy should be directed.

General tips

The designs of the new schools are modelled on 
learning communities. This means a core teaching 
team has responsibility for the learning within each 
community, with a team leader ensuring student data 
is used for decisions about teaching strategies and 
student groupings. The spaces must create settings 
for innovative teaching and collaborative practice and 
support a more personalised approach to learning. 
Hence, it is vital the facilities team works closely with the 
curriculum team to ensure the architects are designing 
spaces that will be appropriate and can accommodate 
the new curriculum and teaching models. 

If a culture of reflection, inquiry and planning does not 
exist, then schools will continue to do what they have 
always done and nothing will change. Schools need to 
use data to analyse student performance and teacher 
practice. This then needs to be linked to effective  
internal accountability processes across the school  
and within learning teams.

Relationship between building  
design and curriculum is critical

Address the culture early, don’t let it be 
an excuse for poor performance

New buildings versus teacher practice

For curriculum change to succeed, principals must make 
organisational arrangements which support teaching 
teams to review curriculum content, plan learning 
experiences, monitor student progress over time and 
plan teaching strategies. 

Support teachers to make the changes

With teaching often being an individual pursuit  
(i.e. lone teacher in the classroom with little peer 
interaction or assessment), it’s important to develop  
the capacity of teachers to work collaboratively so they 
are comfortable sharing ideas and teaching in front of 
peers. This means team leaders need to guide work to 
develop this capacity. 

New curriculums and approaches to learning may 
require teachers to do things differently. For some, 
this will mean acquiring new skills. It means teachers: 
understand learning process; know how to improve 
student learning and set learning goals; and develop a 
repertoire of teaching strategies that support students 
to learn. For many embarking on a regeneration it will 
be helpful to develop a school-wide teaching framework 
which enables a common language for evaluating and 
reflecting on practice, and providing for professional 
learning opportunities to develop knowledge and skills. 

Develop the capacity of teachers  
to work collaboratively

Professional practice and learning

1 4

5
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Appointing builders 

The main criterion 
used to select builders 
was prior experience 
of working with and 
building schools 
and involvement in 
similar projects. This 
selection process 
was comparable for 
the architects, with 
emphasis on innovative 
and creative design, 
as well as the ability to 
work with schools and 
educational planners. 

Educational specialists 

Within the Department’s 
capital works program, 
the focus moved to 
designing facilities that 
supported learning. 
Research linking building 
space and pedagogy was 
conducted and contact 
made with educational 
specialists Randall 
Fielding and Prakash Nair 
from	US-based	Fielding	
Nair International and 
Kenn Fisher from Rubida 
Research in Adelaide. 
They were engaged 
by the architects to 
assist with the design 
of the new schools. 
It was their role to 
determine each school’s 
educational philosophy 
and translate that 
approach into physical 
spatial principles. A brief 
was then given to the 
architect to produce a 
design that reflected 
the school’s teaching 
philosophy. 

Early days

As the project team 
was not formed when 
the initial architect 
selection process 
began, the facilities 
expert was not able to 
support this process or 
offer the schools any 
advice.	Unfortunately,	
this meant there was 
no one overseeing the 
broader process and as 
a result, many decisions 
were made in silos rather 
than collectively. For 
example, Broadmeadows 
Secondary College, 
although one of the 
schools that was forming 
the new secondary 
school, was not involved 
in the selection of the 
architect for the new 
school’s Years 7-9 
campus on Dimboola 
Road. This selection 
was made by Hillcrest 
and Erinbank secondary 
colleges.

Appointing architects 

The architects 
and builders were 
appointed in mid 
2006 using a modified 
process, where the 
Department selected 
10 architects from its 
preferred panel. The 
architects presented 
to the schools, who 
then made a selection 
and forwarded it as a 
recommendation to the 
Department. DEECD 
then engaged the 
architects on behalf of 
the schools. 
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Parameters of the work stream
The facilities work stream was responsible for the design, 
build and internal fit out of all new school facilities. This 
work included everything from the learning areas to the 
administration block and the sporting grounds. As well as 
constructing the new buildings, this work stream had to: 

•	 ensure	the	designs	would	support	the	new	teacher	learning	
practice (e.g. pedagogically sound spaces)

•	 coordinate	all	below-ground	infrastructure	(e.g.	gas)

•	 introduce	new	ways	of	doing	things	(e.g.	environmental	
considerations and requirements)

•	 consider	traffic	management	planning	(e.g.	bus	routes,	roads,	
car parking)

•	 manage	land	acquisition	(where	required)	including	liaison	
with local government

•	 support	community	development	

•	 work	with	state	and	local	governments	through	various	 
joint initiatives.

The work stream was managed centrally from the BSRP 
project team by Elvis Jeannot, an architect by training with 
a background in facilities management and school design 
within DEECD. 

New facilities

Key processes and people



Decision making

Design stages and purpose

The design process took 
about a year to complete 
and occurred in three stages: 

Prep meetings

These meetings were run 
for each new site by the 
Infrastructure Division (ID) 
and were attended by the 
appointed architects, Elvis 
and relevant principals. The 
meetings aimed to ensure 
the plans met Department 
standards, were within 
budget and the designs 
would work educationally. 
The principal was required 
as the educational expert.

The role of the 
Infrastructure Division

Submissions about design 
are made to ID which 
makes the final decision at 
three stages: Masterplan, 
Schematic design and 
Design development. Prior 
to this, the school planning 
group and the school council 
must approve the proposed 
designs at each design stage. 

Throughout this process, it 
was important to manage 
relationships with key 
officers in ID and the 
Program Manager by 
keeping them informed and 
continually advocating the 
benefits of the project and 
its designs. As well, it was 
helpful to have a detailed 
understanding of the rules  
ID are bound by.

Configuration and  
location of schools

The decisions about how to 
configure the schools and 
where to locate them were 
made in 2006. All decisions 
were made in line with  
the current government 
policy that schools only 
merge if it is the wish of  
the school community. 

Because Broadmeadows is 
a well established suburb, 
the Department was limited 
in its selection of sites for 
the new schools. No council 
land, with the exception of 
Town Park (see page 60  
for more on Town Park), 
was for sale. The only option 
was to rebuild on land the 
Department currently 
owned. Desirable sites to 
rebuild on were of a good 
size and located close to the 
community and amenities. 

Once the decisions to merge 
were made, the schools 
worked together to decide 
where to locate the schools. 

Dimboola Road was 
chosen because of its size 
and central location. The 
Meadowbank Primary  
School site was chosen in 
preference to Campmeadows 
Primary School because 
of the latter’s proximity to 
an arterial route and high 
tension powerlines. King 
Street was chosen for the 
site of the new Dallas and 
Upfield	primary	school	
because the six hectare site 
would enable a larger than 
usual school to be built with 
plenty of room to spare for 
recreational facilities.

All schools endorsed the 
final school configurations 
in 2006.

Masterplanning and 
deciding where to locate a 
school on a site

This stage of the design 
process was focused on 
determining where to put 
each part of the school 
on the chosen sites. For 
example, is the prep section 
located near the road and 
the admin block at the rear 
of the site? To assist with 
the decision making, a set 
of criteria were developed 
by the principals and school 
council in conjunction with 
Elvis and NMR. Factors 
such as size, noise, amenity, 
proximity to services 
and transport were also 
considered.

How designs were chosen

The design process was 
guided by a set of principles 
that were developed 
and agreed on for each 
merging entity by Elvis and 
the principals before the 
design process began. The 
principles were founded 
on a teaching and learning 
approach and as design 
options were developed, 
they were tested against 
these principles. 

‘ A major risk with this 
approach was the majority 
of schools were still working 
out the teaching and 
learning plans during the 
design process. This made 
decisions very difficult 
and placed principals and 
teachers under pressure.’
Elvis Jeannot, Operations Manager, 

BSRP, DEECD

1

2

3
Design 
development

Detailed technical plans 
with information on 
room layout, placement 
of doors and windows, 
colour schemes, fittings 
and	carpet.

Program Manager 

ARUP	Indec	is	the	
program manager 
contracted to ID and is 
responsible for overseeing 
capital works and designs 
across the state.

Schematic design

A more detailed 
overview of the 
Masterplan including 
the size and location of 
the learning spaces and 
how they connect with 
each other on the site

Masterplan 

Development of 
conceptual designs that 
set how the school will 
look overall
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What worked well
With so many people 
involved, decision making 
about designs had the 
potential to cause many 
headaches. Fortunately, 
most decisions went 
smoothly due to the 
following factors:

•	 most	school	leaders	had	
an open mind when they 
considered designs

•	 confidence	in	the	
architects, the educational 
planners and expertise  
of Elvis Jeannot 

•	 a	lot	of	time	was	spent	
supporting and explaining 
the projects, changes 
and the principles which 
underpinned the designs.

Managing competing 
priorities

Managing expectations 
was critical when trying to 
determine the final design 
option for each school. Elvis 
worked with all parties to 
ensure they understood 
what could be achieved 
within the available budget 
(e.g. explaining costs 
of material such as the 
difference between steel and 
wood). At times this meant 
being firm and saying no, 
which was not always an 
approach that endeared Elvis 
to the principals!

It was common to assess 
and compare options 
by testing them against 
the design principles. 
For example, the design 
principle of a community 
school needs to deliver a 
good school first, without 
the community component 
compromising the operation 
of the school.

Money

Obtaining it

There is a standard formula 
for obtaining money for 
infrastructure projects, 
which is mostly driven by 
forecasts of long term 
enrolments. At the start of 
the BSRP, preliminary 
budgets were established for 
each discrete school project. 
This was created using the 
entitlements and standard 
Department costings. The 
detailed cost for each project 
was then worked out 
through the design. After 
this, the final approved cost 
was included in the final 
State Budget. The region is 
consulted in determining the 
priority projects to be funded 
in each budget.

Discretionary funding

ID manages the overall 
state capital program and 
must try to be consistent 
with its special factor 
decisions and keep within 
the Department’s budget 
guidelines. A solid business 
case has to be mounted  
for why the extra funds  
are needed. It can be a 
difficult process for the 
schools at times. 

‘ This is the most grinding 
part of the process. It is 
made difficult because there 
are so many grey areas.‘ 
Elvis Jeannot, Operations Manager,  
BSRP, DEECD

Control of funds

The school principals 
and Elvis provided 
recommendations and 
advice only with regard to 
funding for new buildings. 
All funding approvals occur 
centrally in the ID, with 
the area signing off on the 
tender and the appointment 
of architects and builders. 
The scope of the tender 
determines how funds  
are spent. 

Getting funds from  
other sources

Due to its scale, BSRP 
provided opportunities to 
link with other arms and 
levels of government and 
help secure better services 
and facilities for the local 
community. This included 
things such as the ability 
to develop early learning 
centres on four sites; extra 
recreational facilities (e.g. 
the Main Street extension); 
and a gymnasium for 
community use. Additional 
funding for these things 
was obtained through 
liaison with the Office of 
Children, DEECD Ministers, 
and government agencies 
such as the Department of 
Planning and Community 
Development (DPCD) and 
Hume City Council.

 

Managing costs

In all large infrastructure 
projects, it is expected 
that costs will change 
due to site conditions and 
materials. Therefore, it can 
be challenging to manage 
building designs and costs 
within the budget provided 
by the Department. 
Unexpected	events	did	
crop up (and will continue 
to during the construction 
phase), such as rocks in the 
ground that prohibit building, 
as discovered at the Blair 
Street site. These obstacles 
were overcome by the 
Department providing extra 
funding or by changing the 
design process. For example,  
in 2008 a sharp spike 
in steel prices saw the 
construction costs of 
some schools soar. To 
reduce costs, steel-heavy 
designs were redrawn and 
alternative materials were 
substituted for steel. The 
redesign process resulted 
in significant delays in 
construction.

The approach of the BSRP 
was to be transparent and 
adhere	to	process	–	the	
project tried hard to fit 
within the set budgets and 
within the processes used by 
central office. As well, BSRP 
was honest when problems 
arose and went back to the 
Department if the problems 
led to cost changes.

‘ It would be ideal if more money was available 
to allow innovative designs. We were trying 
to push schools and architects to develop 
transformational spaces but old budgets  
just make this challenging.’ 
Elvis Jeannot, Operations Manager, BSRP, DEECD
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Managing sub-consultants

The main source of budget 
fluctuation was unfavourable 
tender results and poor 
consultant advice. This 
situation came about 
because when an architect 
is appointed they have 
free reign to employ 
sub-consultants, such as 
electrical and structural 
engineers, quantity 
surveyors and landscape 
architects.	Unfortunately,	the	
Department has no control 
over who is employed as 
a sub-consultant. In an 
example of poor consultant 
advice, a sub-consultant 
twice supplied inaccurate 
construction costs to the 
architect. The inaccuracies 
were detected during the final 
design stage and as a result, 
construction was delayed 
as the affected school had 
to be redesigned to make 
significant cost savings.

‘ A suggestion to prevent 
the poor sub-consultant 
situation from happening 
again is for the Department 
to consider a similar 
system as applied to the 
appointment of architects 
and builders by developing 
a preferred supplier list for 
sub-consultants.’ 
Elvis Jeannot, Operations Manager,  
BSRP, DEECD

Challenges, issues 
and barriers

Expanding the thinking  
about designs

Within the first stage of 
design, it became apparent 
a gulf existed between what 
architects, builders and 
educational planners were 
proposing from a design 
viewpoint and what the 
principals, staff and their 
school communities could 
visualise. As the conduit 
between the two parties, 
Elvis had a huge challenge to 
close the gap and to get both 
parties to understand each 
other’s needs and ideas.

Elvis’ task was made difficult 
as few examples of the 
proposed schools existed.  
So to paint a vision, the 
team had to use documents, 
drawings and articles from 
Victorian, interstate and 
international schools where 
some of the design elements 
were similar. This was 
supplemented through visits 
to other Victorian schools 
and some schools in the 
US.	As	well,	the	educational	
consultants shared a range of 
reference projects with staff. 

Design review process

Principals were required 
to attend reviews of each 
design phase (Masterplan, 
Schematic design and 
Design development)  
to explain the educational 
rationale for the designs. 
Unfortunately,	as	the	
curriculum stream was yet 
to begin and little had been 
articulated with regard to 
new teaching and learning 
practice, it was difficult for 
some principals to provide 
good insight into how the 
buildings could best support 
new teaching and learning 
methods.

Elvis, the architects and  
sub-consultants also 
attended the compulsory 
reviews to explain the 
technical aspects and 
costings of the designs. 
Depending on the 
complexities of the designs, 
each review meeting 
averaged about two hours. 

‘ Principals should be part 
of the initial briefings and 
provide informed input. 
However, there is the 
danger that principals can 
be distracted from their 
area of expertise – teaching 
and learning - and become 
consumed by buildings 
and facilities. We need to 
be careful about assuming 
principals know much about 
school design beyond  
their opinion.’
John Nelson, RNL, Northern 
Metropolitan Region, DEECD

Working within 
Departmental parameters

The project worked hard to 
fit within set Departmental 
budgets and processes. 
This formed the basis of a 
solid working relationship 
between the BSRP team 
and ID. Areas of tension 
that were worked through 
successfully because of  
the strength of this 
relationship were:

•	 funding	 
(discussed earlier)

•	 type	of	design	–	 
capacity to be creative 
within funds available

•	 capacity	for	
experimentation.

‘ Staff need visuals  
to look at so they  
can picture what  
they may do in the 
new space.’
Lyndel Hebden, Dimboola 
Road Campus Principal, 
Hume Central Secondary 
College
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What we’d keep 

Involving students in the design process

At different points, the architects gave students the 
opportunity to be involved in the design process. They 
conducted workshops with students where they delved 
into how the students learn best and the best types of 
learning environments. As well as gathering valuable 
information for the architects, the workshops deepened the 
students’ understanding of the project and helped make it 
a reality for them.

‘ The work Randy and Prakash and [the architects]  
did with the students was great. They spoke to the 
students and asked them how do you want to learn?  
What spaces to you want to learn in? What do we need  
to design? The students then presented what they wanted 
– it was very powerful.’ 
Denise Veltre, former principal Hillcrest Secondary College/ 
former co-principal Hume Central Secondary College

Educational specialists

The educational specialists brought the design process 
to life for principals and teachers and enabled them to 
challenge and explore ideas.

‘ Educational planners make sure the design responds to the 
educational brief and work with the school to understand 
the design and how it will work in practice.’ 
Elvis Jeannot, Operations Manager, BSRP, DEECD

‘ Kenn Fisher was an excellent interpreter between 
architects and education. He’s good at listening and 
interpreting educational needs into designs.’ 
Marcia Harriman, Assistant Principal, Hume Valley School

Transparent approach

Working within the Department’s guidelines and 
processes, particularly where budget was concerned, 
worked well as it fostered a positive working relationship 
between the project and central office. The relationship 
was also strengthened by the project’s willingness to 
be honest with the Department by including its people, 
keeping them abreast of progress and seeking their  
advice when required. This approach served the project 
well and resulted in additional funds being made available 
when required.

Facilities expert

Having a person with Elvis’ knowledge of the Department’s 
infrastructure processes was advantageous. It meant 
that even though it was a new role, Elvis did not need to 
spend time working out the intricacies and politics as he 
already had experience and many contacts in the area. 
This allowed him to act as an effective conduit between 
the Department and principals. Being a dedicated resource 
also enabled Elvis to manage the architects and push the 
design	process	along	–	previously	this	had	been	left	to	the	
principals who, with an enormous amount of work on their 
plates, had been unable to spend the required time with 
the architects.

In hindsight … 
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What we’d change

Appointment time of architects

The architects were appointed too far ahead of the 
project’s facilities and curriculum experts (architects 
were appointed in mid 2006 with the facilities expert 
joining the project in December 2006 and the curriculum 
expert in April 2007). Had the experts been in place at 
the time of the architect panel presentations, they could 
have supported principals and their school communities 
to make more informed decisions. Their absence 
meant the architects’ decisions were made without the 
curriculum and school design knowledge that came later 
via discussions and workshops with the curriculum and 
facilities experts and educational specialists.

Order of the design process

After the curriculum work stream began in earnest, it 
became evident the design process had started too early. 
As many designs were already in place and learning spaces 
already defined in plans, most principals felt it constrained 
curriculum development and was not as ‘blue sky’ as it 
needed to be. If the project had its time over, the design 
process would not start until at least some of the early 
thinking about curriculum had been done.

Work intensively with staff before the designers arrive

Too many assumptions were made about staff and their 
understanding of the big picture when work first began 
with	the	architects.	Unfortunately,	many	were	still	coming	
to grips with the changes and had little time to reflect on 
pedagogy. The downside to this was that many staff did 
not have the opportunity to get involved in the design 
process, as they were not equipped to do the thinking that 
was required to inform the designs. This was not their fault. 
Too little time had been spent imparting the overarching 
vision of the project and on defining the new pedagogy. 

‘ Bring pedagogical learning and knowledge on board first 
– staff need to be able to envisage what they want and 
know how it’s going to work and why, and how it will be 
achieved. Go to the designers once you’ve done this.’ 
Denise Veltre, former principal Hillcrest Secondary College/former  
co-principal Hume Central Secondary College

Strive for consistency between multi-campus schools

As the architects were appointed prior to the formation  
of the project team and before any mergers had taken 
place, a holistic approach to the appointment process was 
lacking. This resulted in a lack of consistency between sites 
with architects being appointed by current schools rather 
than the new merged entities. With three new campuses, 
the new secondary school (HCSC) was most affected by 
this decision. 

‘ It was very disappointing not to have Fielding Nair (FNI) 
involved in the design of Hume Central’s senior campus 
but the decision was made for us despite a condition that 
the appointed architects work with FNI. It was a shame 
as we’d worked hard and had a shift in thinking about 
teaching and learning and the use of space. I would have 
liked to continue that work through the design of the 
senior campus with FNI.’ 
Greg Williams, former principal Broadmeadows Secondary College/ 
former co-principal Hume Central Secondary College.
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General tips

Ensure architects understand the school environment

It is vital the architects and builders have an intimate 
working knowledge of the schools, including their nuances 
and any special requirements (e.g. fencing required for 
special needs children). To overcome this, don’t assume 
the architects and builders know schools. Brief them and 
provide an overview of the school and its environment. 

‘ [The architects] did not get to grips with the constraints 
that schools were under, such as realising six staff couldn’t 
attend meetings called at the last minute.’ 
Denise Veltre, former principal Hillcrest Secondary College/ 
former co-principal Hume Central Secondary College

‘ The architects spent several days within the school 
environment in the initial stages to develop an 
understanding of the school’s requirements, which was 
extremely beneficial.’ 

Susi Wirth, Principal, Broadmeadows Special Developmental School

Implement a no surprises policy in dealings with ID

Monitor costs regularly and update ID at agreed intervals. 
Bring any issues, problems or unexpected occurrences to 
their attention promptly and then work collaboratively to 
solve them. 

Better articulate the design process to principals  
and staff

Principals and staff need to be briefed early on about the 
design process and what it entails. Expectations that it 
is a lengthy and iterative process need to be set up front. 
Designs will change and there will be much to-ing and  
fro-ing between the principal, operations manager, 
architects and the Department. 

Select models over fly-throughs

If budget allows, choose a model of the proposed building 
in preference to a video fly-through. Models seemed to 
resonate better with the school community and staff as 
they allowed people to view something tangible. This 
meant they were able to absorb the changes over time. 



Staff adaptation

Mergers also brought 
considerable change 
with staff having 
to adapt to a new 
leadership and school 
culture, different 
organisational structures 
and procedures and 
larger student and  
staff numbers.

Professional 
development for 
staff

For many, the changes 
have been confronting 
and challenging but 
exciting. To support 
staff with the changes, 
the organisational 
development 
strategy focused 
on the professional 
development of 
teachers and school 
leaders to enable them 
to lead the changes.

High quality 
structures and 
practices 

The work stream aimed 
to help the schools 
develop high quality 
structures and practices 
to enable them to 
deliver the project’s 
outcomes. It involved 
building the capacity 
of staff to deliver high 
quality teaching and 
learning programs  
and the leadership 
capability within  
schools to drive change. 

New teacher 
practice

The new teacher 
practice saw the 
introduction of such 
things as team teaching, 
inquiry learning, 
personalised learning 
and transdisciplinary 
learning. Greater 
emphasis was on 
accountability, better 
understanding and  
use of data and 
developing a robust and 
sustainable curriculum.

39KEY STRATEGIES

O
RG

A
N

ISA
T

IO
N

A
L D

EV
ELO

PM
EN

T

What we did

Agreed on the need  
for change

Regional staff Ken Peak  
and Peter Enright spent 
many hours speaking 
to principals and the 
community about the school 
data to make a compelling 
case for change.

After the schools came 
together and decided 
to either merge, move, 
reconfigure or change their 
teaching practice, they 
agreed that reform across 
the system was required. 

Identified areas for 
development 

The project put in place 
processes to identify and 
plan the changes and 
organisational development 
activities required for the 
four groups of merging 

schools. Retired principals 
were brought in to assist 
some principals with the 
merger planning. 

Put strategies in place at 
the school level

Lots of activities were 
undertaken at an individual 
school level as opposed 
to the project level. This 
allowed schools to focus 
on the areas that would 
benefit their staff the most. 
How each school managed 
the process varied but 
generally, most began with a 
reflection upon their current 
curriculum provision. This 
was followed by an honest 
appraisal of what was 
working and what could be 
left behind to determine 
what should change. Some 
chose to celebrate what was 
working well.

Implemented programs 
and provided development 
opportunities

There were several project-
wide development initiatives 
that were offered to staff 
involved in the project.  
The programs focused  
on leadership, learning, 
literacy and numeracy. 
These included:

•	 AIZ	(page	25)

•	 Developing	Leadership	
Capacity Program (DLCP) 
(page 56)

•	 Seven	strategies	of	 
higher learning.

To complement this, several 
field trips were arranged to 
allow staff to view schools 
that were using new and 
innovative learning spaces. 
These included Woorana 
Park Primary School, Mildura 
Primary School, Mildura 
High School, Red Cliffs 

Secondary College and 
Sunraysia Institute of TAFE. 
Several principals also visited 
schools	in	the	United	States	
and	United	Kingdom.

‘ There were opportunities 
to visit other recently built 
and/or remodelled schools 
to look at what teaching and 
learning could look like in  
differently configured 
spaces and to talk about the 
positives and negatives.’ 
Marcia Harriman, Assistant 
Principal, Hume Valley School

Organisational development



Timing

The overlap of PD activities 
meant a number of staff 
within a given school were 
often out at the same 
time. This had an impact 
on program continuity 
(particularly in the special 
developmental school where 
continuity and routine are 
critical) and proved difficult 
for the remaining staff who 
needed to cover their absent 
colleagues. Schools worked 
hard to overcome these 
difficulties by employing 
CRTs or by utilising 
members of the leadership 
team or specialist staff. 
Unfortunately,	it	was	not	
always possible to cover  
PD activities.

Nothing mandated 
regarding development

Initially, the approach to 
PD was almost entirely 
driven at the school level 
rather than the project 
level. This resulted in an 
ad hoc approach with little 
rigour around it. At times, 
there was also repetition 
or reinvention of the wheel 
as there was no overview 
from a project perspective. 
In late 2007, the project 

realised more direction 
around PD was needed as 
most principals had limited 
change management 
experience and were overrun 
with merger, design and 
general school business.

Cost

The cost of some PD 
activities can be steep and 
may prevent some schools 
from taking part or from 
extending it to more than 
one staff member. Along 
with this, there is also the 
cost of employing CRTs 
to cover staff who are 
undertaking PD activities. 

Difficulty identifying areas 
of focus

As with any PD, the potential 
to expand a myriad of areas 
and skills is infinite. Given 
this, it can be difficult to 
determine which area to 
focus on. With no framework 
to guide these choices and 
limited external help, it was 
a challenge for most schools 
to choose which PD to offer 
their teams.

‘ Occasionally there were too many 
things happening at once and not  
all the people who would have  
benefited from PD were able to  
attend … we often had to limit  
the number.’ 
Diane Bassett, Principal, Hume Valley School

‘ Staff have had 20 days off for PD.  
It takes its toll on a small staff  
and the students.’ 
Carol Taylor, Principal, Jacana Primary School

Barriers, issues and challenges
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What we’d keep 

Forums

Activities, such as 
the cluster-wide and 
community-based 
forums, that gave staff 
the opportunity to listen 
to others and contribute 
to the plan for change 
had the most impact 
from an organisational 
development perspective.

Structured programs – 
AIZ and DLCP

Both the AIZ and DLCP 
programs have benefited 
the staff who participated. 
AIZ has brought continuity 
of practice across the 
schools and demonstrates 
what good teacher 
practice looks like across 
all areas of education. 
DLCP gave potential 
leaders the opportunity to 
develop their leadership 
skills over a year-long, 
intensive program. 

‘ AIZ is outstanding. It is 
a conceptual framework 
with research and 
experts. What we’re 
doing with David 
Hopkins, John Munro and 
Ramon Lewis is evidence 
of another form of growth 
– teacher planning, data 
and behaviour. The staff 
see the sense of it.’ 
Keith McDougall, Principal, 
Broadmeadows Primary School

‘ AIZ is very important for the project. It 
will ensure all schools have a common 
understanding of teacher practice and 
literacy and numeracy development. It gives 
staff a framework to operate within.’ 

Val Karaitiana, Principal, Dallas Primary School and Kindergarten

‘ The change management process we were 
introduced to [on the DLCP program] 
- Kotter’s eight steps – for me that was 
something I was able to take and run with.  
I have been involved in change management 
for many years and done lots of sessions on 
how to implement change, but I had never  
had a step-by-step model that I was 
comfortable with and that I could say yep I 
really think this is going to work for me and 
work for the staff I am dealing with.’ 
Amanda Henning, Assistant Principal,  
Dallas Primary School and Kindergarten

In hindsight … 

There	is	a	general	consensus	that	so	much	more	could	and	should	have	been	done	with	regard	to	PD.	Unfortunately,	given	the	
age-old issues of time and money, PD is not often given the attention it deserves.
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What we’d change

Develop a project-wide 
strategy

Rather than each school 
working in isolation to 
develop their staff, it would 
have been more effective 
to pool resources and ideas 
at a project level and then 
mandate programs that 
would help the project 
achieve its goals. Of course, 
an overarching strategy 
would have to be flexible 
enough so schools could 
tailor programs to meet 
their needs. For example, 
one school may need to 
focus on literacy ahead of 
numeracy and vice versa. 

‘ I try to explain to staff how 
they fit in and say “you’re 
here for the kids and they 
can achieve.” Staff can see 
the value of PD when you 
give them context.’ 
Vicki King, Principal, 
Westmeadows Heights  
Primary School

Plan the change agenda 
strategically

Few principals had 
experience in developing 
and implementing a  
change strategy. But many 
agreed that a robust change 
strategy in place prior 
to the commencement 
of the project would 
have alleviated some 
of the resistance that 
was encountered when 
strategies for staff 
improvement were  
initially presented. 

‘ It was important to 
celebrate what was 
being done well and plan 
the change agenda in 
manageable stages.’ 
Diane Bassett, Principal,  
Hume Valley School

Set aside budget for 
Casual Relief Teachers

Given the enormous benefit 
to both staff and the school 
from PD activities, it would 
have been beneficial to 
provide a greater number of 
staff with PD opportunities. 
However, it was difficult 
to cover absent staff when 
they participated in PD. 
One way to overcome  
this would be to allow a 
budget for CRTs to cover 
PD activity.

‘ We have a ready supply of 
teachers to cover PD.’ 
Val Karaitiana, Principal, Dallas 
Primary School and Kindergarten 

Appoint a person to drive 
the work stream

At times the PD component 
of the project lacked 
momentum as the 
principals were consumed 
with the project and the 
day-to-day running of 
a school. A cohesive, 
overarching PD strategy 
to guide their approach 
was also lacking. It would 
have been more effective 
to coordinate the PD 
effort across the project 
via a central person. 
This resource could 
have identified potential 
programs, helped schools 
assess development needs, 
coordinated resources and 
ensured consistency.

Monitor and assess

At a school level there was 
little evaluation of which 
kinds of PD were effective. 
It would be ideal to have 
a central point where 
everything PD related was 
collated, assessed and 
shared with principals  
and teachers. 

Provide a sounding board

Given the pressures that 
principals are under with 
the increased workload, it 
may have been helpful to 
have had a main contact 
point. This contact point 
could have been used to 
bounce ideas off, to help 
principals determine the 
development needs of their 
staff and to encourage 
principals and staff to take 
the next steps (i.e. to map 
out a scaffold approach and 
progress through it).
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School organisation

Making the merger happen

Several people were 
employed on a needs basis 
to work with the merging 
schools to establish the 
leadership structure for 
the new schools. This 
involved developing a plan 
of what needed to be done 
to prepare the schools for 
merging and included  
things such as the new 
school name and uniform. 

Each group of merging 
schools established a  
merger committee with 
roles divided between staff, 
parents and the project 
team. Although in some 
cases, merger committees 
did not work as well as they 
could have.

Defined new processes

Because a regeneration 
project had not been done 
on this scale before, there 
were times when everyone 
needed to feel their way. 
Obstacles, unforseen 
issues and unintended 
consequences were a 
regular occurrence and 
solutions were sought to 
resolve issues or streamline 
processes. For example, 
David Brooks recommended 
to the Department that 
principals of merging schools 
should be appointed six 
months prior to the merge. 
This gives the new principal 
time to focus on and manage 
the merger process. This 
recommendation was 
accepted by the Department 
and is now standard practice.

Challenges, issues  
and barriers

Staffing arrangements

The biggest issue for staff 
was	job	security.	Until	this	
issue was settled and staff 
had clarity around their roles, 
the project was unable to 
make headway with things 
such as teacher practice.

‘ They were not prepared to 
discuss teacher practice 
when their job security  
was unclear.’ 
Greg Williams, former principal 
Broadmeadows Secondary College/
former co-principal Hume Central 
Secondary College 

No pro-forma to follow

There was no departmental 
guidebook to follow in terms 
of how best to merge the 
three secondary colleges 
and their operational 
processes and systems (e.g. 
bank accounts and school 
data). For a short time, the 
three colleges and project 
operated in trial and error 
mode, which proved to 
be a time consuming and 
frustrating process.

School names, uniforms 
and logos 

The naming of a school and 
the development of a new 
uniform and logo were the 
most outward and exciting 
signs of change but they 
were also the most sensitive 
and fraught processes. 
Whole school communities 
wished to participate and 
take a reminder of their old 
school to the new entity. 
Choosing a new school 
name is governed by strict 
guidelines, with the name 
having to reflect the location 
of the area. In the case of 
the three merging secondary 
colleges, the incorporation 
of the word ‘Broadmeadows’ 
into the new school name 
was obvious. However, 
Hillcrest and Erinbank 
secondary colleges objected 
as they felt its use would 
give the impression that 
Broadmeadows Secondary 
College was the dominant 
college and had taken over 
rather than merged with the 
other two. The name Hume 
Central Secondary College 
alleviated these concerns 
and heralded a new college 
for the area.

Defining school organisation
The school organisation strategy encompassed the decision 
making process around the merging and configuration of 
schools. Work in this stream covered all activities that were 
involved in deciding which schools would participate in the 
project and whether they would merge, remain stand alone, 
build new facilities or change their curriculum practices. 

 
While much of this work occurred pre-2006, the focus of the 
work stream documented here (post-2006) is centred on the 
detail of merging (e.g. selection of new schools names and 
uniforms, decanting processes etc.).

It was decided that a separate strategy to deal with school 
organisation was required due to the size and scope of the 
decisions about organisational structure the project would 
need to make and because of the politics involved.
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What we’d keep 

Establishment of a  
shell school

Establishing an interim 
school council as a 
governing body six months 
prior to merging gave a 
good amount of time to 
work on strategies and 
future planning for the 
new school. It also allowed 
time for administration and 
technical systems to be 
sorted out before the new 
school opened.

Appoint principals of 
merged entities early

The decision to appoint the 
principal six months prior 
to the schools merging has 
proved beneficial. It allowed 
the principal to take 
ownership of the role and 
start developing the vision 
and culture for the new 
school. It has also proved 
stabilising for staff to have 
only one person articulating 
the vision and direction of 
the school.

‘ The uncertainty of not 
knowing I had the role 
made it hard. I became 
much more focused once 
I was confirmed as the 
principal of the new 
school.’ 
Rob Greenacre, Principal, 
Meadows Primary School/ 
former principal Meadowbank 
Primary School

Merger day

In 2007, a day dedicated 
to merger activities was 
held for principals from all 
schools. The aim of the day 
was to provide principals 
with information on the 
what, why and how to bring 
schools together. Guest 
speakers with specialist 
knowledge in human 
resources, communication, 
finance and leadership 
spoke to the group about 
things they would need to 
consider and prepare for. 
In addition, the group had 
the opportunity to listen 
and ask questions of a 
school principal who had 
run a merger a few years 
earlier. The guest principal 
was candid and offered real 
insight into what can work 
well in a merger and what 
to avoid.

Staffing Memorandum of 
Understanding

The project team worked 
with the schools, DEECD 
central	office	and	the	AEU	
and	CPSU	to	manage	the	
process of establishing a 
staffing memorandum of 
understanding	(MOU).	It	
was done well ahead of 
the actual merger, which 
alleviated staff anxiety.

Decanting process

Shortly after the merger 
of the secondary colleges, 
Eltham Secondary College 
assistant principal Hermina 
Burns was appointed on 
a temporary contract to 
manage the decanting  
of the Dimboola Road 
campus of Hume Central 
Secondary College.

‘ We did really well with the 
decanting. It was smooth 
and orderly. The move 
was exhausting, there was 
emotional baggage and 
the strain on everyone 
was enormous but the 
students firmly believed 
we were one school. We 
also showed the parents 
there was not blood on the 
streets as they predicted 
there would be.’ 
Denise Veltre, former principal 
Hillcrest Secondary College/
former co-principal Hume  
Central Secondary College

Freeing up a principal

In mid 2008, a decision 
was made to free up Rob 
Greenacre, the principal of 
the new Meadows Primary 
School. The rationale 
behind this was to allow 
Rob to concentrate solely 
on bringing the two schools 
together without the 
distractions or competing 
interests of running a 
school. As a result, Rob 
has felt a greater degree 
of ownership over the 
direction and vision of 
the new school. This has 
compelled him to work 
harder than ever before 
to create something the 
community can be proud of. 

Farewelling a school

Before a school was 
merged and demolished, 
time was taken to 
acknowledge and celebrate 
its past. This gave past and 
present staff, students and 
parents a sense of closure 
and going out on a high and 
feeling they can take the 
next step towards merger. 

In hindsight … 
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What we’d change

Co-principal concept

In the lead up to the merger 
of the three secondary 
colleges, a decision was 
made to appoint the three 
existing principals as  
co-principals of HCSC. 
It was tried because the 
principals were in place 
and it was felt that they 
had gotten the project to 
a point and could keep it 
going until a single ongoing 
principal could be recruited. 
However, in reality it did  
not work well.

‘Too many chiefs and not 
enough Indians … and the 
Department wasn’t ready 
for co-principals, as they 
only wanted to deal with 
one person.’ 
Denise Veltre, former principal 
Hillcrest Secondary College/
former co-principal Hume Central 
Secondary College 

‘Co-principals did not  
work as well as planned 
and had a destabilising 
effect on staff.’ 
Lyndel Hebden, Dimboola Road 
Campus Principal, Hume Central 
Secondary College

‘I was confident Denise 
and I could make it work, 
but strong leadership is 
needed to articulate a 
clear vision and rationale 
which co-principalship 
doesn’t allow. Trying to 
make decisions was a 
nightmare.’ 
Greg Williams, former principal 
Broadmeadows Secondary 
College/former co-principal Hume 

Central Secondary College 

Timing of secondary 
school merge

The three secondary 
colleges were merged in 
August 2007. The reason 
for the mid-year merge was 
to give prospective parents 
some certainty about the 
status of HCSC for the 
2008 school year. However, 
there were several 
disadvantages. The most 
notable were the difficulties 
with the Department’s 
school accounting and 
HR systems which were 
inflexible and could not 
manage a mid-year change. 
This caused workforce and 
general planning, budgetary 
and timetabling problems 
for the 2008 year. Data was 
not available for the merged 
school in 2008. Regardless 
of the administration 
issues, some schools are 
still choosing to merge  
mid-year.

Merger planning 
governance working  
party groups

Most of the working parties 
within this governance 
structure proved to be 
too big (e.g. 20 people.) 
This made it unwieldy 
and difficult to make 
decisions. Many of the 
members also lacked 
the required skills (e.g. 
communications writing) 
and were not interested 
in the real work of the 
group (e.g. many people 
joined the communication 
working groups as they 
wanted to work on the 
new name and uniform 
but were not interested in 
developing and carrying 
out activities to engage 
their communities in the 
changes). To improve 
these groups we would 
recommend:

•	 making	the	groups	
smaller and more 
focused

•	 including	people	with	
the appropriate skills to 
allow them to participate 
productively

•	 involving	a	strong	leader	
to manage the group

•	 checking	that	people	
are prepared to do the 
required work (i.e. can 
they make the time?).

KEY STRATEGIES
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Community development
An aim of the project is to develop the local community 
and build facilities that are available for community use 
outside school hours. 
This approach:

Several initiatives that fall under this strategy, include:
1 community hubs/early years services

2 sporting facilities

3 enhancements to public thoroughfares.
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What we did

Working with different 
local and state 
departments

To achieve these changes, 
time was spent engaging 
with stakeholders who had 
similar objectives to the 
project and at a whole-
of-government level. This 
included HCC, DPCD, DHS 
and Kangan Batman TAFE.

An example of how 
the project has worked 
with different parts of 
government to provide 
the local community with 
better facilities is the new 
basketball court stadium for 
Meadows Primary School. 
Along with education 
funding, the project will 
use money received from 
Neighbourhood Renewal 
and the Commonwealth 
Government’s Economic 
Stimulus Plan to build a 
basketball court with an 
adjoining soundproof music 
room. The design allows 
the space to be converted 
into a performing arts and 
a community centre by a 
clever tilt wall.

Schools and shared 
facilities

As part of the brief, 
architects knew their designs 
had to be functional and 
accessible at both a school 
and community level. 
Industrial catering kitchens, 
full-size basketball stadiums 
that double as performance 
centres and public walking 
tracks around schools have 
been designed as facilities 
for use before and after 
school hours. 

‘ The facilities are not 
single usage. They are to 
be maximised in terms 
of function and hours of 
operation. There is also a 
change in the design of the 
grounds so they are part of 
the community and can be 
used for passive recreation.’ 
Greg McLaren, Transit City & Urban 
Design Manager, HCC

Built on strong early  
years links

The links between 
Broadmeadows’ community 
services, primary schools 
and early years centres are 
strong. The project sought 
to build on these links and in 
2007 undertook a detailed 
demographic supply and 
demand study to establish 
the needs of pre-school 
provision in the area. Funding 
was secured from the 
Victorian State Government 
and the Commonwealth 
Government’s Economic 
Stimulus Plan to construct 
four early learning centres  
on our new primary  
school sites. 

See	page	61	for	more	on	
early years services

Enhancements to public 
thoroughfares

In partnership with local 
government and DPCD,  
the project has worked to 
design and construct bike 
tracks, public walk ways  
and new roads.

Challenges, issues  
and barriers

Working with other 
government departments

Each government and local 
department operated on 
different budget cycles 
and decision making 
processes and structures. 
The differences often made 
processes laborious and 
constrained decisions. For 
example, the Department’s 
budget is allocated in May 
whereas HCC’s is allocated 
in November. Also projects 
outside the HCC’s three-
yearly planning cycle are 
unlikely to be considered  
for funding.

‘ The lack of coordination 
between budget processes 
means we can plan and 
design but cannot make 
commitments and can’t 
inform planning teams or 
the community about what 
is happening.’ 
Elvis Jeannot, Operations Manager,  

BSRP, DEECD

Engaging the community

Community participation  
in developing the new 
facilities was limited. 
Language, cultural and 
educational barriers meant 
decisions around community 
facility needs and 
requirements were made by 
the principals, architects and 
the local council.
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Today’s school  
is open beyond 3pm
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What we’d keep 

What we’d change

Working with local 
councils and departments

This approach worked 
well and developed 
a coordinated and 
sustainable way to develop 
schools and other facilities 
in Broadmeadows.

Learning from other 
existing successes

A great example of learning 
from the successes of 
others was the project’s 
visit to Yuille Primary 
School in Ballarat. Schools, 
local government and 
service providers visited the 
school in 2007 to see how 
they went about it.

Strong focus on 
delivering facilities that 
can be shared and used 
by the community

This outcome needs to 
be made explicit as an 
objective for it to happen. 
This functionality was 
also incorporated as a 
design principle for the 
school planning and 
design processes to ensure 
community facilities 
remained a focus.

Strong evidence-based 
approach to decisions 
about community 
facilities

It is important to make  
sure the right decisions  
for communities are made. 
For example, extensive 
work by a demographer 
was undertaken to 
understand the need for 
early years services and  
to ensure they were 
designed for these needs.

Spread the net wider

The whole-of-government 
approach could be further 
expanded to include local 
health and social services 
and businesses.

More engagement with 
community service 
providers rather than just 
focusing on facilities

There was a tendency to 
focus on the actual facility 
needed or being developed, 
rather than engaging and 
working with the service 
providers. Given their 
experience and the key 
role they play in running 
community facilities, 
working and engaging  
with the providers would 
have been beneficial to  
the project.

A greater focus on 
programs and services

It can be easy to only 
hone in on the designs 
and buildings of new 
facilities and assume the 
programs and services will 
naturally fall into place. It is 
important that attention is 
also given to making sure 
the right programs and 
services for the community 
are being introduced. 

In hindsight … 
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Most people accept and understand that 
communication is an important part of 
day-to-day life. However, the purpose of a 
stream dedicated to communication within 
a project is not widely understood.

‘ There were lots of assumptions that if you’re 
opening your mouth and noise is coming out that 
you’re communicating.’ 

Jane Thomson, Communications Advisor, BSRP, DEECD
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For BSRP, it has been the role of the communication 
stream to:
1 disseminate accurate and timely information about the 

project to all stakeholders
2 foster two-way communication by providing a contact 

point for people to obtain information from and give 
feedback to

3 manage issues and prevent rumours 
4 ensure consistent messages about the project go out 

to the right people at the right time
5 create awareness of the project and its goals
6 get buy-in and support for what is happening 

from stakeholders
7 develop marketing collateral (e.g. website, fact sheets) 

and branding to promote the project
8 build relationships with local media and other 

project stakeholders
9 create events and opportunities to showcase the 

project (e.g. local fair and project expo).

Communications
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Getting the  
message out there

By the time Jane was 
appointed to the 
project, many things 
had changed and 
decisions had been 
made (e.g. where to 
locate the new senior 
campus). However, 
these advances and 
decisions had not 
been communicated 
to the community 
in a consistent or 
coordinated manner; 
hence a huge 
information void existed 
and rumours had begun 
in the community. 
Getting the message 
out became an urgent 
priority. Jane quickly 
developed some project 
branding, a brochure 
about the project 
and some marketing 
banners. 

Getting to know 
the community and 
stakeholders

In an effort to better 
understand the 
Broadmeadows 
community and get 
a feel for the issues 
facing the schools, Jane 
spent time with each 
principal to discuss 
their communication 
needs. This proved to 
be a worthwhile way 
to collect information, 
build relationships 
and to understand 
the diversity of each 
school community. Jane 
also tried to establish 
communication 
channels with staff, the 
broader school and  
local community. 

Defining the role

A very broad job 
description gave Jane 
a general idea of what 
was to be delivered. 
Jane’s initial challenge 
was to decide how 
to make this happen. 
With so many facets 
to communication 
and a myriad of 
communication 
activities that could 
be implemented, the 
challenge was to keep 
the role manageable 
while achieving its 
purpose.

‘ I have changed the role 
over time and pared 
it back as I realised I 
couldn’t do it all. My 
role is more targeted 
now as I’ve focused on 
events, the website, 
fact sheets and 
advertising as these 
are things which  
I can control.’ 
Jane Thomson, 
Communications Advisor, 
BSRP, DEECD

First steps

‘ A consultancy provides a sounding board for ideas 
and issues and comes with flexibility minus the 
constraints of process.’ 
Jane Thomson, Communications Advisor, BSRP, DEECD
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Why a dedicated 
communications person 
was needed

Initially, a strategic 
communication firm (Scaffidi 
Hugh-Jones) was engaged 
to develop a communication 
strategy that would provide 
the framework for how 
communication should be 
handled across the project. 
The strategy identified key 
stakeholders, outlined ways 
to reach the stakeholders, 
advocated a project story and 
messages and highlighted 
potential issues and 
mitigation strategies.

However, it was quickly 
evident that a dedicated 
and specialist resource 
would be needed to manage 
communication due to the 
scale of what had to be 
communicated across the 
17 schools and community. 
The Department’s central 
communications unit was 
unable to resource the role,  
so an external appointment 
was made.

Jane Thomson was 
appointed as the project’s 
communications advisor in 
February 2007. 

Scaffidi Hugh-Jones was 
retained after Jane’s 
appointment to provide 
ongoing strategic 
communication and issues 
management advice and 
implementation support  
as required.
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Fact sheets

The fact sheets - simple A4 
double-sided and double-
columned pages - have been 
highly effective in providing 
up-to-date information 
to parents and the local 
community. They have 
provided answers to parents’ 
most common concerns, 
such as knowing when the 
schools will merge, when 
construction will start and 
finish, what the new school 
name will be and what the 
new uniform will look like.

Simple language, good use 
of headings, bullet points, 
colour and imagery, has 
made the fact sheets user-
friendly. The fact sheets 
were personalised by using 
images of the students from 
the merging schools. Fact 
sheets were colour-coded 
for easy identification 
and are updated on an 
as-needs basis. As well as 
individual fact sheets for 
each merging/merged entity, 
there is a general primary 
school fact sheet giving an 
overview of the primary 
schools. Both the primary, 
secondary and general fact 
sheets are translated into 
Arabic and Turkish on an 
annual basis. 

Fact sheets are cost-effective 
as they can be emailed and 
printed in colour or black 
and white on regular A4 
copy paper. They are used at 
school or project events and 
are distributed to current 
and prospective parents. 

Jane maintains the fact 
sheets to ensure consistency 
of messages.

Website

A project website was first 
recommended in 2005 
and then again in late 
2006. It was deemed a low 
priority as it was assumed 
only relatively few homes 
in Broadmeadows had 
internet access. However, 
focus group testing in 2007 
showed there was a clear 
need and demand for a 
project based website. 

The website, www.
ourbroadmeadows.vic.edu.
au went live in early 2008. 
It has been a useful tool 
and averages about 120 
unique visitors per week 
and is viewed by interested 
stakeholders, schools and 
the community. 

Events 

‘ While the events have 
been time consuming, 
labour intensive and 
costly exercises, they 
have definitely been an 
effective and meaningful 
way to connect with the 
community, raise awareness 
of the project and to get 
community feedback.’ 
Jane Thomson, Communications 
Advisor, BSRP, DEECD

Attending or creating events 
that raise awareness and 
the profile of the project 
has worked well. They 
have given the community 
the opportunity to ask 
questions and look at the 
building plans in an informal 
and relaxed environment. 
Events have also proved 
to be a great way to build 
the community’s trust and 
support for the project.

Project information stands 
have been located at the 
local fair, shopping centre 
and in the foyer of the Hume 
Global Learning Centre. Each 
school or merging entity 
has been represented with 
banners, information boards 
and fact sheets. It has taken 
considerable time, effort and 
budget to stage each event.

It was necessary to publicise 
each event. This was 
done via notices in school 
newsletters, print and 
radio advertising and flyer 
drops. Providing goodie 
bags and prize giveaways 
at the events also helped to 
increase attendance.

Advertising 

At least twice a year, 
BSRP invested in a full or 
double-page update about 
the project in the local 
newspaper. Anecdotal 
evidence from principals 
and parents suggests the 
adverts have been widely 
seen and generated a 
positive response. It served 
as another avenue to 
maintain a presence and to 
demonstrate transparency. 
In turn, this helped build 
trust among the community  
and build brand awareness.

Local media and journalists

The local media has been 
very supportive of BSRP. 
David and Jane developed 
a relationship with local 
media by briefing journalists 
on a regular basis and 
identifying potential stories. 
Department media protocols 
still apply and journalists 
are still required to submit 
enquiries via the media 
unit. However, David’s 
senior position enables him 
to respond directly to any 
media enquiry. 

As the local papers are 
widely read, they have been 
an excellent way for the 
project to connect with the 
community. 

COMMON THREADS

Communication tools: what was effective and how we developed them
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Difficulties, barriers  
and issues

Articulating what the role 
is and does

This involves being able 
to articulate what the 
communications role was 
responsible for and how it 
would support and enhance 
existing communication 
mechanisms within schools, 
as well as provide new 
avenues for communication.

‘ I think most of the principals 
were wondering what I 
could add as most of them 
believed they were doing an 
okay job of communicating 
with their staff and 
community.’ 
Jane Thomson, Communications 
Advisor, BSRP, DEECD

Questions about the value-
add of communication

There was a great deal of 
cynicism about marketing 
and communications and 
little understanding of 
the strategic value good 
communications and 
marketing can do for a 
school. Marketing and 
communications was initially 
seen as a low and frivolous 
priority that was costly and 
probably not going to work. 

Over time, principals have 
started to accept that 
marketing is part and parcel 
of running a school. Some 
are doing a really good job of 
getting their school noticed 
and they enjoy marketing 
their school.

Boundaries and 
responsibilities  
regarding marketing

There were grey areas about 
what was project or school 
related marketing and who 
should pay. By nature, the 
schools did not have a 
marketing budget, so they 
were generally loathe to pay 
for marketing activities they 
thought to be project related. 
Interim signage, school 
re-brands and merged entity 
school related brochures 
were all in the grey zone 
of	who	should	pay	–	the	
project or the schools? For 
example, debate surrounded 
who should pay for the 
re-branding of HCSC. The 
newly merged entity had 
to re-brand and in some 
quarters of the college, it 
was felt the project should 
pay. Conversely, the schools 
agreed to merge and should 
have anticipated the re-
branding costs as part of the 
merge. In the end  
HCSC paid.

‘ A general rule of thumb with 
regard to communications 
and marketing costs is that 
if I don’t have absolute final 
say on it – the project  
doesn’t pay.’ 
Jane Thomson, Communications 

Advisor, BSRP, DEECD

Time

With competing demands, 
principals would often 
not respond in a timely 
manner to confirm or 
provide information. 
Often information would 
be published without all 
principals seeing or agreeing 
to information. 

‘ Sometimes it felt like 
working in an information 
void but I worked out that if 
the principals felt strongly 
about something they would 
let you know.’
Jane Thomson, Communications 
Advisor, BSRP, DEECD

Developing a working  
relationship with  
central office

The working relationship 
between the central office 
communications unit and the 
project communications role 
is an important one. A large 
regeneration project with its 
own communications advisor 
posed a new way of working 
and there were no policies 
or procedures on how to 
manage the relationship 
between the two units. 
Initially there were  
issues around: 

•	 Authority	and	sign	off

 Jane saw her role as 
coming under the 
auspices of the project 
with David having final 
sign off whereas the 
communications unit 
sought final sign off on 
communications work. 

•	 Messaging

 There were competing 
priorities around 
departmental and  
project messaging.

•	 Time	pressures

 Because of the heavy 
workload of the 
communications unit, 
it could not always 
respond to the project’s 
communications 
requirements within a 
desirable timeframe.

 Compromises had to 
be made on both sides  
with processes agreed to 
on authority and sign off, 
priority messaging and  
the management of  
time frames.
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Connecting to the 
community

Each community is unique 
and communication must be 
tailored specifically to that 
community. Broadmeadows 
is a low socioeconomic 
area and includes a large 
migrant population with 
associated cultural barriers. 
For Broadmeadows, 
communication is best 
carried out face-to-face  
and written information 
needs to use simple, jargon-
free language. Very early on 
a brochure that was text and 
jargon-heavy and included 
many government messages 
and figures was produced. 
It failed to connect with 
community and nothing like 
the initial brochure has been 
produced again.

‘ It was great to have 
something to give people but 
it missed the mark because 
the language was too 
complex and bureaucratic. 
The local community took 
one look at it and put it 
back.’ 
Jane Thomson, Communications 
Advisor, BSRP, DEECD

‘ Some of Jane’s early writing 
meant little to our school 
community as it didn’t 
always connect with where 
they were coming from.’ 
Anne Morton, Principal, Meadow 
Fair North Primary School

‘ You need the knack of 
getting through to the 
community and actually 
connecting with them. A suit 
just scares people. You need 
to speak in plain English.’ 
Michelle Thomas, School Council 
President, Dallas Primary School and 
Kindergarten

Determining messages

Education, like many other 
professions, is full of jargon 
and technical concepts. 
Lack of definition for such 
terms as ‘teacher practice’, 
‘pedagogy’, ‘personalised 
learning’, ‘21st century 
learning’ and ‘inquiry 
learning’ created problems 
for communications. 
Different words were used 
by different schools and 
central office, which were 
interpreted and understood 
differently. This made it 
extremely difficult to move 
the communications beyond 
new buildings and explain 
to the community the 
improvements and changes 
being made to education in 
the area. 

What we tried that 
didn’t work so well

Staff newsletter

Introduced in early 2007, 
the staff newsletter aimed 
to keep staff informed of 
what was happening in the 
project. It lasted about 10 
issues and was put to bed 
because limited feedback 
was received from teachers 
on the relevancy or need 
for the publication. Jane 
was denied access to send 
the newsletter directly to 
staff and had to rely on 
principals for distribution. 
Feedback from a focus group 
showed the newsletter was 
distributed haphazardly. 
The lack of clarity around 
pedagogical terminology, 
as well as ad hoc input from 
staff meant it was difficult to 
develop appropriate content 
and the newsletter struggled 
to provide any meaningful 
information beyond new 
buildings. 

‘ I could have tried harder 
with the newsletter and 
I would encourage other 
regeneration projects to 
find a way of getting it into 
the hands of all staff and 
seeking feedback. You need 
clarity on what good teacher 
practice is and how and why 
it’s being changed to have 
meaningful content.’ 
Jane Thomson, Communications 
Advisor, BSRP, DEECD

Passionate parents group

Through her travels around 
Broadmeadows, Jane identified 
12 or so parents as supporters 
of the project and saw the 
opportunity to involve them as 
conduits between the project 
and the community. Contact 
was made and a lunch was 
arranged where Jane and the 
parents could meet and get to 
know each other and discuss 
ideas. Sadly, not one person 
showed on the day.

‘ I needed to spend time 
building individual 
relationships and build their 
trust before bringing them 
together as a group.’ 

‘ I am in no doubt the 
parents were supportive 
and enthusiastic about 
the project but I realised it 
would be a time intensive 
exercise that may or may 
not work, so I didn’t pursue 
it further.’
Jane Thomson, Communications 
Advisor, BSRP, DEECD 

Over reliance on principals 
as a communication vehicle

Principals made a decision 
early in the project that 
they would be the main 
provider of information to 
staff, students and school 
communities. Although 
different communications 
mechanisms were outlined in 
the communication strategy, 
much of the communicating in 
school communities relied on 
the principal. This was not an 
effective model as principals 
were stretched running their 
school as well as designing a 
new one and planning for a 
merger. Time should be taken 
at the start of the project to 
outline the different ways of 
communicating and should 
focus on what will be most 
effective with the resources the 
project has at its disposal.
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What we’d keep 

Project story

The project story was 
developed as part of the 
original communication 
strategy. It was designed 
to tell people, in a nutshell, 
about why the project was 
needed, its aims, how we’d 
reach the aims and what 
success would look like.

A specialist 
communications 
resource

To manage the 
communication effort 
for a project of this 
size and complexity, a 
specialist communications 
resource was vital. This 
encompassed everything 
from creating a website to 
producing briefings for the 
Minister. It was important 
to have a person who 
oversaw the overarching 
communication strategy 
about what the project 
would say, who it would 
be said to and how it 
would be said.

Focus groups

At several points during 
the project, focus groups 
were held to assess the 
effectiveness of project 
communication; collect 
ideas and input from 
stakeholders about 
the project; and gauge 
support and opposition for 
key decisions. As well as 
providing the project with 
valuable information, the 
focus groups also served 
as an opportunity to share 
details about the project 
with key stakeholders.

Website

The website is an effective 
and cost efficient tool 
for communicating 
consistent messages 
about the project. It can 
also offer portals enabling 
teachers to share work. 
As well, students can be 
encouraged to produce 
video clips or stories  
about the project for 
the website. Part of the 
success of the website  
has been its simple design 
and easy navigation.

Fact sheets

The basic A4 fact 
sheets proved to be a 
very effective way of 
communicating simple 
messages and facts about 
each school to parents. 
The simple design made 
the fact sheets easy to 
update. It was a good, 
low cost communication 
option.

Events

Events proved to be a 
good way for the project 
to get people involved, 
build camaraderie and to 
reach a large part of the 
community. As events are 
time intensive and costly 
to stage, the benefits 
should be weighed 
carefully. The potential 
benefits will depend on 
the nature of the local 
community and what  
they respond best to  
(i.e. some communities 
may prefer to receive 
written communication 
or to have small meetings 
with staff).

What we’d change

Role definition

It is important to be 
clear about what the 
communications role 
will encompass from the 
start and to make sure 
all affected stakeholders, 
particularly principals, 
understand the role’s 
scope. The main things  
to establish are what  
the role will do, what the 
role will not do, what value 
the role will add and how 
the role will work with 
other stakeholders.

Sharing the 
communication strategy 

There was a lack of 
understanding about the 
communications role 
and what it aimed to 
achieve. Time should be 
spent at the beginning 
discussing key parts of the 
communication strategy 
and the importance of 
good communication. 
Each party’s role in relation 
to communications also 
needs to be articulated so 
that different ways and 
communication channels 
can be set up to get 
the messages out to all 
stakeholders.

Access to staff and 
schools

The ability of the 
communications stream 
to reach teachers was 
limited. Direct access to 
staff was often blocked as 
a result of the principals’ 
earlier decision to be the 
primary communication 
channel. This was a 
shame as teachers are 
good conduits to the 
community and parents 
generally seek their advice. 
If we had our time again, 
we would seek agreement 
at the project’s beginning 
to access staff directly.

Brochure (initial)

Brochures are good 
communication vehicles 
as they can be widely 
distributed and are 
a good speaking aid. 
However, the first 
brochure produced was 
not effective because of its 
complex and bureaucratic 
language. This meant 
it lacked meaning for 
the community. Take 
the time to get to know 
your community and put 
yourself in their shoes 
and ask: ‘if I were a parent 
in this community, what 
would I want to know?’

In hindsight … In hindsight … 
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Key principles:

•	 It	is	important	to	know	your	audience	and	to	tailor	
messages to them while retaining consistent, overall 
project messages

•	 Language	must	be	kept	simple	and	jargon-free

•	 Write	separately	for	government	stakeholders.

General tips

Revisit the communication strategy regularly and refresh 
it on an annual basis or when significant change occurs. 
If it is a high quality, robust document it will provide a 
good guide for your communication activities during the 
project’s life.

When doing updates, include all schools even if nothing 
is happening with those schools for this advertising 
period. Omitting schools resulted in worried phone 
calls from parents concerned their school was no longer 
participating in the project.

Make your communication strategy a living 
document, not a desk dweller

Ensure updates are inclusive

1

2

Identify potential events early to take advantage of 
marketing goods companies who source and print 
promotional goods overseas. They are considerably 
better value but need at least 10 weeks lead time.

Plan ahead

Developing messages

If possible, involve students in your events. They make 
great ambassadors for the project and because of their 
energy and enthusiasm it makes the event relevant to 
the community. As well, it gives students excellent work 
experience and a sense of pride.

Get principals and teachers involved as well. Principals 
are the public face of the project and can talk 
confidently about what’s happening in their school. 
Most principals seem to enjoy the experience and 
appreciate all the hard work of planning, coordinating 
and financing an event being done for them, so they are 
happy to turn up for a few hours. 

Keep giveaways simple and useful. For example, rulers 
and coloured pencils are good as they are relevant to 
education and schooling and are relatively inexpensive. 
Remember that the focus of the event should be on 
the opportunity to let the community know what is 
happening	in	the	schools	–	rather	than	a	free	for	all.

A website may not be necessary for all regeneration 
projects. A dedicated page on an existing school site 
may suffice. To ensure a consistent message, get other 
merging schools in the project to link to the page rather 
than each school producing its own web page.
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Involve students

Principals and teachers make  
good ambassadors

Giveaways

To have a website or not to have a website?
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‘ The critical aspect 
to success in a 
regeneration is having 
a leader, a leader,  
a leader.’ 
Irene Iliadis, Town Park  
Campus Principal, Hume Central 
Secondary College

Leaders are the glue
As a major change project, 
BSRP meant schools 
changing how they did 
business, (e.g. teacher 
practice, curriculum and 
family engagement). It also 
meant changing where 
they did business and how 
their business was to be 
organised. This represented 
change on a massive scale. 
Change doesn’t happen by 
itself	–	it	must	be	led	and	
requires effective leadership 
skills. Most leaders in our 
schools had little direct 
experience in leading any of 
these types of change. As 
a result, a major challenge 
was to build their leadership 
capacity and equip them 
with the skills to lead this  
massive change.

Modelling good leadership

The project team deliberately 
went about its work with 
schools in ways to model 
good leadership. The team 
modelled the need to 
think strategically; to plan; 
to identify and manage 
stakeholders; and to promote 
open and transparent 
communication and  
ethical behaviour.

‘ The framework of the 
project team has been 
outstanding. It is a good 
model and should be 
replicated and cascaded 
down into schools.’ 
Glenn Proctor, Executive Principal, 
Hume Central Secondary College

‘ David’s leadership and 
management has been a 
steadying influence on  
the project.’ 
Peter Hodson, Principal,  
Upfield Primary School

Selecting staff to lead

As the project gained 
momentum so did the 
principals impetus to step up 
and lead. The introduction 
of structure, rigour and 
purpose to the curriculum 
and teacher accountability 
was the result of principals’ 
growing leadership capacity 
and expectation on staff.

‘ In the past our roles were 
blurred. Now we’ve written 
up all roles. It has given 
clarity of purpose and 
everyone knows their role  
in the organisation.’ 
Rob Greenacre, Principal,  
Meadows Primary School

‘ We involved staff at all 
levels in all forums and 
discussions related to 
the direction for change. 
We gave all staff the 
opportunity to participate 
in the planning, decision 
making and formulation 
of our direction - giving 
them ownership. We 
acknowledge and celebrate 
what we do well and look 
at our opportunities for 
improvement.’ 
Diane Bassett, Principal,  
Hume Valley School

Selecting a new principal

There has been a move 
away from appointing 
technical leaders to 
appointing new principals 
who can demonstrate 
strong leadership, a deep 
understanding of good 
teacher practice and how 
the new spaces work. 
In the case of HCSC, no 
appointment was made in 
the first recruitment round, 
as no candidate was deemed 
suitable for the position.

Leadership

In 2008, leadership change consultants Silent Partners 
were employed to develop and deliver a program to help 
deepen the pool of leaders across the schools involved in 
the project. The program, Developing Leadership Capacity 
Program (DLCP), was run for 18 assistant principals, 
leading teachers and aspirant leaders. The objectives of the 
program were to:

•	 develop	the	key	leadership	skills	of	strategic	thinking,	
change management and project management

•	 further	develop	participants’	self-awareness	and	
emotional intelligence

•	 facilitate	project	schools	becoming	accredited	for	
Performance and Development Culture

•	 increase	project	schools’	understanding	of	 
personalised learning.

Participants and their bosses were surveyed after the  
nine-month program was completed and all agreed that 
the practical nature of the program allowed key learnings  
to be implemented back at school. Another  
great outcome was the increased confidence shown by 
program participants by the program’s end. 

‘ The shifts in some participants during the program 
exceeded my expectations, particularly people’s 
confidence at the end of the program compared to the 
start and their understanding of the bigger picture.’ 
Sharon Butler, DLCP facilitator

A structured leadership program
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What we’d keep 

What we’d change

General tips

Regular principal, 
Regional Network 
Leaders and Regional 
Director meetings

Meetings were regularly 
held between a principal, 
RNL, RD and the project 
team to plan and 

implement the changes. 
The meetings provided 
extra support for the 
principals and kept the 
other region based staff 
up-to-date with a school’s 
progress.

Appointment of 
overarching principals

Most principals, assistant 
principals and staff 
from schools involved 
in mergers were critical 
of the decision to put 
existing principals into  
co-principal roles of 
the new school entities. 
Rather than this interim 
measure, all of them 
indicated that the 
appointment of an 
overarching principal for 
the new school should 
be made as close to the 
decision to merge as 
possible. It was felt that 
installing an overarching 
principal sooner would 
have provided a clearer 
vision and greater stability 
for staff.

‘ I would appoint a 
principal straight  
away [after deciding to 
merge] as every leader 
to date has redefined 
the project and this is 
destabilising. Staff feel 
pushed and pulled.’ 
Irene Iliadis, Town Park Campus 
Principal, Hume Central 
Secondary College

Tweak the program

The leader of the DLCP 
indicated that a few 
changes would be 
required if the program 
was to be run again, 
mainly:

•	 ensure	follow-up	
days (one per term) 
are included as part 
of the program for 
the following year, to 
enable learnings and 
changes in practice to 
be sustained

•	 be	clearer	on	the	
selection criteria for 
the program and the 
leadership expectations 
of participants  
post-program.

Understand your staff 
and their expertise

Knowing the strengths 
and weaknesses of staff 
helped principals to guide 
them and provide the 
right placement for them. 
Many principals chose 
to make this explicit by 
documenting roles into 
written descriptions. 

A strong set of values

‘ Leaders need to establish 
the vision for the new 
school and then work 
with staff to develop the 
values of the school. This 
ensures the vision of the 
school is understood and 
shared by the staff.’ 
Denise Veltre, former principal 
Hillcrest Secondary College/
former co-principal Hume 
Central Secondary College

Effective leadership

Don’t underestimate 
the importance of 
effective leadership in 
implementing sustainable 
change. The project team 
must consciously model 
effective leadership at 
all times. If leadership is 
important to the success 
of the regeneration project 
then leadership has to be 
demonstrated by all.

In hindsight … 
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Important relationships
Strong relationships have been critical to the progress 
of the project. The strength of relationships has affected 
outcomes through the project with positive, productive 
relationships helping to overcome issues while weaker 
relationships that have not been nurtured, have hindered 
progress at times. An overview of the important 
relationships is provided here.

‘ Change is easier 
if people want 
it to happen – 
people are the 
key to change. 
You can never put 
too much effort 
into building 
and maintaining 
relationships.’ 
David Brooks, Project Director, 
BSRP, DEECD

•	 Project	team

 This team needed to be 
a tight bunch, committed 
to the project and able 
to speak as one. These 
traits enabled the team to 
effectively plan and meant 
they could rely on each 
other to deliver and speak 
consistently. It was also 
important to present this 
way to other stakeholders.

•	 Regional	Director	 
(Wayne Craig)

 A critical player who had 
the final say on most 
things. It was vital to have 
his confidence when BSRP 
made crucial decisions 
such as school sites and 
mergers. As well, he was 
able to open doors to other 
people and organisations 
the project team had to 
deal with. 

•	 School	principals

 As the voice of authority 
in each school, principals 
have the ability to interact 
most with students, their 
families and school staff. 
Their influence meant  
they could pave the way 
for progress or prevent  
it. Good relationships  
led to open discussions 
about issues and made 
situations that required 
compromise easier.

•	 Minister	for	 
Education’s	office

 Their support was 
important in getting 
decisions made at times 
and for having the Minister 
attend events related 
to the project. Support 
was established and 
maintained by delivering 
on what was promised and 
by keeping them informed  
of issues and progress in  
a timely manner.

•	 Local	State	member	for	
Parliament (John Brumby) 
electoral	office	–	became	
Premier in August 2007 

 As community members 
will often go to their local 
member’s office with 
concerns over a project, it 
was important to keep the 
office informed so it could 
provide accurate advice to 
community members.

•	 Local	Council:	Hume	
City Council (particularly 
Mayor,	CEO	and	some	 
of the Directors) 

 These relationships were 
important as there were 
lots of opportunities 
to do things together 
(particularly joint facilities 
and the purchase of the 
Town Park site - refer page 
60). We established the 
relationship by inviting the 
CEO and Mayor to join the 
Project Board. 

 The relationship was 
maintained by providing 
regular briefings and  
by delivering what  
was promised.

•	 DEECD	Deputy	
Secretaries (particularly 
Darrell Fraser, Deputy 
Secretary,	Office	for	
Government School 
Education and Jeff 
Rosewarne, former 
Deputy	Secretary,	Office	
of Resources Management 
and Strategy) 

 Because Darrell and 
Jeff controlled the 
Departmental offices  
the project mainly worked 
with, it was important to 
give them robust advice 
and confidence that the 
project could deliver. 

•	 Regeneration	Unit	

	 The	Regeneration	Unit,	
located within the 
Education Partnerships 
Division, has responsibility 
for providing support for 
and coordinating all work 
related to regeneration 
projects. Key roles include 
the development of a 
clear process pathway 
for regeneration projects, 
system-wide knowledge 
management and 
reporting, a formal network 
for regional and school-
based regeneration  
staff and management  
for the Regeneration 
Support Fund.
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•	 School	councillors

 School councils need to 
pass vital motions for the 
project to progress (e.g. 
mergers, school names, 
building plans, school 
sites). Despite many 
members being relatively 
inexperienced in dealing 
with large projects and 
changes, they had the 
interests of their children 
foremost in mind and 
were very savvy when it 
got down to key issues 
and decisions. It was 
imperative to keep them 
informed, give honest and 
robust advice and deliver 
what was promised. It was 
also extremely important 
to manage expectations 
so that unnecessary 
frustration and anxiety 
was avoided.

‘ David Brooks has been 
really good. I always had 
good open communication 
with him and I could call 
him whenever I needed to. 
Having that connection  
with David … it has been 
very important.’ 
Melek Istar, former school council 
president, Upfield Primary School

‘ School council members 
have to be committed to 
regeneration and if you 
don’t have the time, don’t 
get involved.’ 
Michelle Thomas, School Council 
President, Dallas Primary School 
and Kindergarten

It is also important that the 
merging school councils 
work well together and share 
the same goals and vision for 
the new school. 

‘ Michelle and I wanted the 
same outcome. We worked 
well together – a partner 
in crime. We were both 
thinking of the educational 
needs of the students.’ 
Melek Istar, former school council 
president, Upfield Primary School

‘ Melek was fantastic. We 
were united. Our dream 
was the same. It is vital that 
school councils have the 
same vision.’
Michelle Thomas, School Council 
President, Dallas Primary School 
and Kindergarten

•	 Other	school	leaders	 
– mainly assistant 
principals and leading 
teachers

 Many were better 
connected to concerns 
and aspirations of staff 
and students than the 
principals. It is again 
necessary to keep them 
informed of progress and 
decisions. 

•	 Senior	Education	Officers	
(SEO)/Regional	Network	
Leader	(RNL)	

 These people provide 
a key link between the 
principals and regional 
office. Therefore the 
project needed to make 
sure they were kept 
informed of the project’s 
goals, any issues and vice 
versa. It took a great deal 
of hard work to achieve 
this level of unison. 

•	 Community	groups	–	
early years providers and 
networks; Neighbourhood 
Renewal Committee; 
Hume	Global	Learning	
Committee	etc.	

 These groups provided 
valuable opportunities in 
the community to form 
relationships to assist 
many facets of the project 
and to get information 
about the project to the 
broader community. The 
main way the project built 
these relationships was 
by regularly attending 
committee meetings 
(i.e. not just when you 
want something) and by 
listening and talking.

•	 Technology	companies	
(Microsoft, Intel and 
Cisco) and the University 
of Melbourne

 Each of these entities 
brought funds, expertise 
and credibility into 
the project. Like other 
relationships, listening 
and acting on their 
concerns and offers of 
assistance were the key 
to establishing these 
relationships.

•	 Local	media	 
(mainly Hume	Leader) 

 This relationship has 
been mainly managed 
by Jane Thomson, the 
project’s communications 
advisor. As a big provider 
of information to the 
community it is important  
to keep local media 
informed about the 
project. A sound 
relationship has also 
meant that they are more 
inclined to come to the 
Department for comment 
when they have a story.

•	 Project	Advisory	Board

 The Board provided a 
valuable accountability 
mechanism for the 
project team along with 
expertise and contacts. 
It is important to keep 
them informed and ensure 
meetings are meaningful 
and contain substance.

•	 Technical	consultants	 
–	i.e.	management	
consultant (David 
Woodward – Mann 
Judd); communications 
(Angela	Scaffidi,	Romarna	
Dichiera, and Caitlyn 
Hammond	–	Scaffidi	
Hugh-Jones);	leadership	
(Sharon Butler – Silent 
Partners); data surveys 
(Des McGowan –  
InSync Surveys);  
school management 
(Graham	Bastian).

 These consultants 
provided valuable advice 
on various issues within 
the project. It has been 
important to ensure they 
are available as needed 
and are well prepared. 

•	 Other	government	
agencies	-	DHS	
Neighbourhood Renewal; 
DPCD Transit Cities; local 
health services; Kangan 
Batman	TAFE	etc.

 These agencies helped to 
achieve the government’s 
goal of a joint government 
approach. This approach 
made the project viable 
and not an excuse for 
inertia while recognising 
each entities priorities, 
challenges and outcomes 
for the project.
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•	 Unions	(CPSU	and	AEU)	

 Relationships were formed 
with local organisers, 
although we did work 
with other officials in the 
early days of the project. 
Unions	are	an	important	
way to keep staff informed 
of many issues associated 
with school mergers 
(particularly staffing 
MOU)	and	other	changes,	
so it is important to keep 
them updated.

•	 Regional	staff	and	
managers

 Coordination within  
most regional offices 
seems a big issue and  
this project just added 
to the complexity. To 
overcome this, we  
needed to understand 
what each part of the 
regional office did and 
then work with them.

•	 DEECD	general	managers	

 At times it was important 
to get quick answers or 
support on various issues 
from these people. Mostly, 
they are keen to assist  
but you need to 
understand that they 
have their own priorities, 
challenges and demands. 

Town Park

Hume Central  
Secondary College’s 
senior campus will be 
located on a hectare of 
formerly council-owned 
green space known as 
Town Park.

Under	the	Victorian	State	
Government and Hume 
City Council’s (HCC) 
2004 Broadmeadows 
Transit City Masterplan, 
the isolated and under-
utilised section of the 
seven hectare site was 
identified as better suited 
for educational purposes. 

In 2005, the land was first 
mooted as the site for the 
new senior campus and 
eventually became the 
preferred choice because 
of the site’s proximity to:

•	 the	TAFE	college

•	 basketball	and	
recreational facilities

•	 Hume	Global	 
Learning Centre

•	 the	Ideas	Lab

•	 public	transport.

Community support 
for the senior campus 
was divided along 
generational lines with 
older residents fearing 
the loss of green space 
while younger members 
were enthusiastic about 
a modern campus being 
located in the heart of 

Broadmeadows. Petitions 
for and against the campus 
were submitted to the 
council and in November 
2007, a packed council 
sitting debated the 
proposal. Eventually the 
proposal passed with HCC 
agreeing to sell the land to 
the DEECD.

The acquisition of the 
site from HCC to DEECD 
is an example of state 
and local governments 
successfully working 
together to achieve the 
goals of creating an 
education precinct in 
Broadmeadows. 

The Years 10-12 campus 
will open in late 2010 and 
will cater for over 600 
students and offer an 
extensive curriculum.

The remaining six hectares 
of Town Park is green 
space for community 
use and continues to be 
owned by HCC.
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International research shows participation 
in early childhood education aids a child’s 
cognitive, emotional, social and physical 
development and makes the transition into 
primary school easier. 

‘ When completed, early years services will be located at 
Broadmeadows Primary School, Meadows Primary School, 
Broadmeadows Valley Primary School and on the site of the 
new Dallas and Upfield primary school on King Street.’

Elvis Jeannot, Operations Manager, BSRP, DEECD
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In the beginning
In the early merger 
and design stages, the 
Department made no 
provision for early years 
services as at that time, 
delivery of such services 
was the responsibility of 
the Department of Human 
Services’ Office for Children.

Unintended consequence 
of mergers

Principals raised the issue 
but it wasn’t until late 2006 
the Department realised 
that merging some primary 
schools would result in 
the loss of vital early years 
services in the area. A 
demographic study was 
undertaken to ascertain 
the effect the unintended 
consequence would have on 
the community. The study 
showed the closures would 
result in an insufficient 
availability of spaces and 
would prevent many young 
children from accessing 
and participating in early 
childhood education.

Immediately, every effort 
was made to prevent this 
situation from occurring. 

Early years services

Child care facilities Maternal and child 
health

Kindergartens

Parenting service Early childhood 
intervention services

Supported play groups

Early Childhood Development relates to the care and education of children aged 0-6 years

Early years services include:
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Benefits of participating in 
early childhood education

International research 
shows participation in early 
childhood education aids a 
child’s cognitive, emotional, 
social and physical 
development and makes 
the transition into primary 
school easier. Parents also 
benefit from the social 
contact and participation 
in their child’s education. 
It is the Government’s 
goal to have 90 percent of 
young children participating 
in some form of early 
childhood education.

Hume Early Years 
Partnership

Within Broadmeadows 
an active early years 
partnership exists. Called 
the Hume Early Years 
Partnership, its supporters 
include the primary schools 
and Hume City Council, as 
well as social and health 
services such as Anglicare, 
Brotherhood of St Laurence, 
Uniting	Care,	Melbourne	
City Mission and Dianella 
Health. The Office for 
Children is also involved. 
Together the partnership has 
developed a comprehensive 
range of social and 
educational programs and 
services tailored for the 
Broadmeadows community.  

Where to locate

There was much discussion 
and negotiation about where 
the new facilities would be 
located. Most decisions 
around primary school  
and early years services  
co-location were made 
quickly with funding the 
main sticking point.

Funding of early  
years services

Funding of early years 
services has traditionally 
been the responsibility of 
local government. However, 
in the 2008-09 State Budget 
the Victorian Government 
made a special allocation 
of $2.4 million to construct 
three early years facilities  
on primary school sites.  
The criteria for the allocation 
were that the early years 
services were already in 
existence and operating out 
of primary schools that were 
subject to a merge or move. 

A fourth early years facility 
has been funded through 
the Commonwealth 
Government’s Economic 
Stimulus Package. 

Design

The inclusion of the early 
years facilities in the 
school designs presented 
few problems with most 
principals already making 
provision for them in their 
original plans. 

Responsibility for 
managing early childhood 
services

Each early years facility  
will offer a range of 
educational and social 
services and programs  
that are sustainable and 
affordable to the community. 
Principals from each 
school are responsible for 
determining what services 
and programs are offered 
and negotiating contracts 
with providers.

Community hubs

New emphasis is for the 
facilities to become one-
stop-shops where a broader 
array of social and health 
services, such as maternal, 
optical, audio and housing 
are offered. Health and 
social service providers will 
operate on a rotational basis 
and rent out the purpose-
built consulting rooms 
attached to the early years 
facility. The one-stop-shop 
concept aims to provide 
convenience for parents and 
a coordinated and holistic 
approach to the health and 
wellbeing of children and 
families. It also aims to build 
a sense of community and 
connectedness to the school. 

DOE to DEECD

In mid 2007, the 
Department took over 
the responsibility for 
early years services 
when the Office for 
Children was transferred 
from the DHS thus 
turning the Department 
of Education into 
the Department of 
Education and Early 
Childhood Development 
(DEECD). 
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This section contains frank insights from 
the principals, acting principals and staff 
who have been involved in the BSRP. Some 
have been engaged in the project from the 
beginning, some have moved on and others 
have come on board. Here they share the 
ups and downs of regeneration in the hope 
that it may help others contemplating a 
regeneration for their school to prepare for 
what lies ahead.
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The reality of regeneration

Does regeneration mean we’ve failed?

For many staff, it was confronting the first time the 
possibility of regeneration was introduced. Many felt hurt, 
insulted and that their previous hard work was not valued. 
These thoughts are natural and must be addressed by any 
team contemplating a regeneration project. One way the 
BSRP tackled this issue was via forums that involved staff 
from across the region.

Time commitment

All the principals 
agree that the time 
commitment has been 
monumental. The biggest 
challenge appears to 
be running the current 
school as normal while 
trying to plan the new, 
future school. For many 
this has meant a double 
workload. 

Disengaged staff

An added challenge for 
many of the schools has 
been staff who were 
already disengaged 
prior to the regeneration 
project. While these 
staff are by no means 
the majority, their lack of 
interest or enthusiasm for 
their current role made 
the process of introducing 
change even more 
challenging for many 
principals. It required 
extra effort on their behalf 
and sometimes had little  
positive effect.

‘ It has taken an enormous 
amount of time and 
energy, which has been 
at times both rewarding 
and frustrating.’
Susi Wirth, Principal, 
Broadmeadows Special 
Developmental School

‘ Be careful if you want 
this role [leading a school 
through regeneration],  
it is hard work.’ 
Rob Greenacre, Principal,  
Meadows Primary School

‘ Many staff have never had their practice questioned so it 
has been confronting for some.’ 
Vicki King, Principal, Westmeadows Heights Primary School

‘ I made principals understand that something 
radically different had to be done to benefit the kids in 
Broadmeadows. I knew the changes I was considering 
would take most of them well out of their comfort zone.’
Wayne Craig, Regional Director, NMR, DEECD

‘ For the last two to  
three years I’ve been 
asked to work on the 
ground and do planning 
for the future. I feel I’ve 
done both jobs but not 
very well.’ 
Irene Iliadis, Town Park Campus 
Principal, Hume Central 
Secondary College

‘ Fielding Nair came in for 
discussions around open 
spaces and the way we’ll 
teach and how it will 
change. Some teachers 
did not react, while 
others were overt in their 
thoughts of “am I going 
to cope with this?” Some 
teachers are now at the 
consciously incompetent 
stage and are hanging 
on until it is right in their 
face that they have to go.’ 
Lyndel Hebden, Dimboola 
Road Campus Principal, Hume 
Central Secondary College

‘ It has been challenging 
trying to introduce 
changes as some teachers 
are not keen on the 
changes and are there 
just biding their time.’
Carmela Bianco, Acting  
Principal, Broadmeadows  
West Primary School

Stepping outside your comfort zone

Almost every participant would agree they have stepped 
outside their comfort zone and at times felt overwhelmed 
and challenged by the task ahead. Many have felt exposed 
and vulnerable to the truths that have had to be faced but 
without their honesty and willingness to face facts, the 
project could not have progressed.

‘ You need a magic wand for everyone to see 
the greater good and bigger picture. Some are 
resistant to change because of fear. They think 
what about me?’ 
Peter Hodson, Principal, Upfield Primary School

‘ Participating in cluster wide and community- 
based forums helped staff to see the big 
picture and the need for system wide change.’ 
Diane Bassett, Principal, Hume Valley School

‘ When the talk of regeneration began, people initially 
wondered what was implied or what was wrong with 
what they had been doing for years? Did it imply that the 
teaching to date had not been good enough?’ 
Rob Greenacre, Principal, Meadows Primary School

Major challenges
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‘ I’m relieved we’re still here. There are still 
frustrations but look at what we’ve done and we’re 
still smiling.’ 
Lyndel Hebden, Dimboola Road Campus Principal,  
Hume Central Secondary College

Great opportunities

Many principals and staff 
feel that the opportunity 
to lead and participate 
in a regeneration project 
has been beneficial as it 
has exposed them to new 
thinking, helped them to 
develop new skills and 
create a better future for 
their school communities.

Rewarding

While demanding, most people involved in the BSRP have found the project satisfying 
and rewarding.

‘ I have learned a lot. I have 
gained enormously. I have 
been privileged to work  
with people like Randy  
and Prakash, and to be 
challenged about pedagogical 
change and work with David 
Hopkins, John Munro and 
Ramon Lewis.’ 
Denise Veltre, former principal Hillcrest 
Secondary College/former co-principal 
Hume Central Secondary College

‘ I’d jump at the 
opportunity to be 
involved in another 
regeneration. I know 
the pitfalls. I know how 
to move a school and 
community towards 
something better. 
The project has given 
me a sense of pride 
and reward that’s 
invaluable. I have 
enjoyed the journey so 
far and am proud to be 
part of it.’
Peter Hodson, Principal, 
Upfield Primary School

An exhausting and tough balancing act

Entering a regeneration is not a decision that should be made lightly. It is an exhausting, 
time consuming and lengthy process that places extra demands on the principal, school 
council, staff, students and parents.

‘ There’s no two ways about it –  
it’s a lot of work and going through 
something like this takes a toll. But it’s 
about deciding what you want it to be 
for you and your team.’ 
Keith McDougall, Principal, Broadmeadows Primary School 

‘ Being in a 
regeneration is not 
easy. It’s not just 
about getting new 
buildings.’ 
Michelle Thomas, School 
Council President, Dallas 
Primary School and 
Kindergarten

‘ I had to convince 
staff the project 
wasn’t being done 
to us. The project 
was trying to 
improve student 
outcomes.’ 
Denise Veltre, former principal 
Hillcrest Secondary College/
former co-principal Hume 
Central Secondary College

‘ It was certainly the right thing to do but would I apply to be principal of a school 
undergoing a regeneration or merger? Nah … I wouldn’t want to go through it again.’ 
Greg Williams, former co-principal Hume Central Secondary College/former principal  
Broadmeadows Secondary College

‘ I’m working longer hours now but I’m feeling more 
fulfilled. I can see a purpose. I’ve got a huge vision 
for the school and want to create something that I 
and the community can be proud of.’ 
Rob Greenacre, Principal, Meadows Primary School

Deciding what to tell  
your community

Due to the nature of the 
project, information was 
usually not black and white. 
That is, things changed 
rapidly and decisions 
were altered as more 
data became available 
or as budgets changed 

or as higher authorities 
intervened. This made it 
complicated for principals 
to keep their communities 
informed as people found 
it difficult to determine 
what was proposed and 
may change, what was 
merely an idea and what 
was a definite. 

Principals not only had to 
lead their school and manage 
change, but also demonstrate 
commitment to the project 
so staff came along with 
them. As the project required, 
in some cases, massive 
structural, organisational  
and practical changes, 
uncertainty and resistance 
grew and principals had to 
lead their team through the 
ups and downs. This was a 
difficult task.

‘ It is important for communication to be clear and  
constant even when there is a lull in developments.’ 
Marcia Harriman, Assistant Principal, Hume Valley School

Leading your team through uncertainty

Impact



AEU – Australian 
Education Union

AIM – Achievement 
Improvement Monitor

AIZ – Achievement 
Improvement Zones

AP – Assistant Principal

BSRP – Broadmeadows 
Schools Regeneration Project

CPSU – Community & Public 
Sector Union

CRT – Casual Relief Teachers 

DEECD – Department of 
Education and Early  
Childhood Development

DHS – Department of 
Human Services

DPCD – Department of 
Planning and Community 
Development

EP – Executive Principal

FNI – Fielding Nair 
International

HCSC – Hume Central 
Secondary College

HCC – Hume City Council

ICT – Information 
Communication Technology

ID – Infrastricture Division

JSF – Journey So Far

KPI – Key Performance 
Indicators

MOU – Memorandum 
of Understanding 

NAPLAN – National 
Assessment Program – 
Literacy and Numeracy

NMR – Northern 
Metropolitan Region

OGSE – Office for 
Government School 
Education

PD – Professional 
Development

RD – Regional Director

RNL – Regional 
Network Leader

SDS – Special 
Developmental School

SEO – Senior 
Education Officer

VELS – Victorian 
Essential Learnings

VET – Vocational Education 
and Training

VCE – Victorian Certificate 
of Education

VCAL – Victorian Certificate 
of Applied Learning

Do you have a 
question about 
educational 
regeneration? 

For information  
and advice,  
please contact  
the Department’s 
Regeneration Unit 
on 03 9637 2525.

Thank you to everyone who 
participated in the JSF and 
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honesty and frankness about 
ups and downs, successes 
and challenges of embarking 
on a regeneration make this 
a compelling and valuable 
document. 
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Istar, Michelle Thomas, 
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Outcomes Logic – Broadmeadows Schools Regeneration Project
How we know we’re on  
the right track – 
outcomes logic

The outcomes logic provided 
an explicit reference point from 
which to evaluate the project.  
It also kept participants focused 
on the outcomes and helped 
them to plan and implement 
activities needed to achieve 
results.

In 2008, the Department’s 
Data and Evaluation team 
became involved in the 
project. Their role was to 
help the principals and 
team develop a logical way 
to summarise the project’s 
short, medium and long term 
outcomes. It ensures the right 
actions are being taken to 
reach the desired results.

‘ The outcomes logic clarifies 
the intended outcomes 
and whether the actions 
taken have been effective in 
generating the results.’ 
Simon Byth, Data and Evaluations 
Manager, DEECD

Strategies

Curriculum & teacher practice

New facilities

School organisation

Organisational development

Community  
development

Drivers

***Lower rates of  
literacy and numeracy  
than other areas

**Low parental confidence  
in schools

Limited workforce capacity
-  Some teachers have poor 

attitudes and expectations  
of students

Schooling configuration is 
inadequate to meet needs

+ Positive push to sharing 
resources within community  
and vice versa

Key:  
+  positive driver (opportunity) 
***  very high priority driver (need) 
**  high priority (need)

Outputs

-  Focused literacy and  
numeracy programs

-  Personalised learning
-  Guaranteed viable and 

documented curriculum

-  Schools built the way that 
students learn

-  Common learning areas
-  New spaces for teaching

-  Merged viable schools

-  Professional development 
teaching teams and coaches

-  Partnership in leadership 
development activities

-  Partnership with other schools, 
services and providers

-  Four early learning centres 
integrated with schools

-  Sporting and other facilities 
shared between schools and 
community
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Link to agreed 
Departmental outcomes

-  Children are meeting expected 
literacy and numeracy standards 
and overall levels of literacy and 
numeracy are improving

-  All children are engaged in and 
benefiting from schooling

Benefits
long term outcomes

-  Improve teacher  
confidence in capacity to  
improve outcomes

-  Increase in public confidence in  
Broadmeadows schools

–  Increase in number of parents in  
the area choosing to send children 
to Broadmeadows schools

-  Increase in leadership accountability 
and responsibility for leading change

-  Children arrive at school  
ready to learn

-  Increase the number of adults 
accessing learning opportunities

Benefits 
intermediate term outcomes

STUDENTS 
-  Improve educational  

outcomes - by 2010 15% 
improvement in literacy,  
meeting project phasing

-  Reduce behavioural issues  
in the classroom

-  Consistency of external 
messages about the school  
by principals

-  Increased leadership  
capacity to manage change

-  Improve the access and use  
of early childhood services 

-  Increase in positive attitudes  
to education

-  Improve the cost efficiency of 
services (co-location sharing  
of resources)

Benefits
short term outcomes

TEACHERS
-  Collaboration with other 

teachers in planning 
-  Consistency in teaching 

approach and materials 
-  Improve teacher expectations  

of students
-  Teachers are accountable  

to one another

-  Improved teacher practices in 
teaching literacy and numeracy

-  Built environment that 
supports learning

-  Increase capability to  
effectively lead schools

- Build teacher capacity

-  Increase in community use  
of school facilities

-  Public confidence in schools
-  Family engagement in schools



Level 2, 189 Urquhart Street 
Coburg, VIC 3058 
P: 9488 9467   F: 9488 9400
www.ourbroadmeadows.vic.edu.au


