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2 Introduction 
2.1 Background and Strategic context 
The priority of every parent, teacher, school and school system is to 
ensure that our children receive a high quality education and are 
provided with the best possible chance to succeed in life.  

It is a priority the Victorian and Federal Governments have committed 
to - by investing in a range of capacity building initiatives that improve 
the life chances of young Australians, and help secure Australia’s 
future productivity and prosperity. 

The development and implementation of the Trade Training Centres 
(TTC) in Schools initiative is part of this commitment. Its focus is on 
addressing skill shortages in traditional trades and emerging industries, 
and increasing the proportion of students achieving Year 12 or an 
equivalent qualification.   

The Commonwealth government has committed $2.5 billion over the 
next ten years to the new TTC initiative.   The $110m brought forward 
into the 2009 funding round for the TTC initiative through the Australian 
Government’s Building the Education Revolution package further 
illustrates the importance of the initiative and the positive impact it can 
have on both the Australian economy and on improving student 
pathways - from school to work or further education and training. 

For Victoria, successful implementation of the TTC initiative over the 
next decade has the potential to deliver a range of benefits. The 
current shortage of skilled workers in Victoria across a range of 
industries has constrained economic capacity and slowed growth. 
Increasing the number of students undertaking training in key trades 
and industries will ensure Victoria continues to grow and remain 
competitive. In addition, the TTC initiative will assist COAG in 
delivering on its target of 90 per cent of young Victorians completing 
Year 12 or its equivalent by 2020. 

The Youth Transitions Division, and DEECD more broadly, is 
effectively supporting the TTCs to ensure the best chance of success 
for the centres and to ensure they deliver optimal learning outcomes, 
pathways and transitions for young Victorians. 

2.2 Governance and Financial Modelling 
Project 

Schools, industry and local communities can deliver these target 
educational outcomes best through strategic partnerships that link skill 
needs and leading educational practices with specialised training 
facilities.  These partnerships will require defined and effective 
governance arrangements that anticipate the underlying drivers of risk, 
complexity and key issues that are likely to arise. 

TTC funding is for capital purposes only and State and Territory 
education authorities have not been provided with additional funding to 
meet the recurrent costs of operating TTC facilities.  A common 
understanding must be reached on how to fund the recurrent costs of 
these facilities on an ongoing basis. 
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The Office for Policy, Research and Innovation, Youth Transitions 
Division has commissioned this project to provide strategic advice and 
resources to assist applicants for TTC funding and to maximise the 
ongoing sustainability of Trade Training Centres in schools. 

2.3 Scope of this document 
This document presents the findings of this project including: 

• Potential TTC operating models 
• TTC governance challenges and suggested response 
• Proposed financial model for recurrent costs of TTCs 
• Implementation guidelines and advice associated with deploying 

governance and financial models  

 

This document is intended to provide strategic advice to the 
Department and TTC partners and is not intended to detail specific 
guidelines or processes for third parties (such as schools) during 
application or management of TTCs.   

The advice has been developed in consultation with the Department 
and key stakeholders and has focused on priority operating and 
governance models as well as leveraging past lessons learned from 
educational and corporate domains.   

The brief for this project was to cover common governance models and 
also to identify alternative ‘blue-sky’ models (within parameters of the 
Education and Training Reform Act 2006).  

The methodology and consultation approach used in this project are 
detailed in Appendix A. 
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3 The Need for TTC Governance 
and Financial Modelling 

Effective governance and financial modelling are critical to achieving 
sustainable and effective Trade Training Centres by: 

• Focusing the TTC on specific educational outcomes 
• Managing the complexities across stakeholder relationships 
• Mitigating key risks to the setup and operation of TTCs 

 

This section outlines the case for establishing effective TTC 
governance and financial models. 

Governance and financial modelling are essential to create sustainable 
and effective TTCs and therefore achieve specified educational 
outcomes.  Effective governance and financial modelling (of upfront 
and recurrent costs) will: 

• Enable effective partnerships by defining clear goals, roles and 
responsibilities and accountabilities 

• Enable effective long-term strategic planning 
• Build openness and trust between partners 
• Support the resolution of disputes and partnership issues 
• Enable entry and exit arrangements 
• Enable estimation of recurrent costs and allocation of financial 

obligations 

 

Trade Training Centres operating models are likely to be complex and 
involve several operating models characterized by a number of 
dimensions including: 

• Number of partners 
• Location of TTC facilities 
• Partnership approach 
• Service delivery approach 

 

In the absence of guidelines to effective governance, several 
approaches may emerge that are ill-defined in critical areas.  
Guidelines for effective governance of TTCs are intended to reduce 
this risk to the TTCs in Schools program. 

Robust governance and financial models are also important responses 
to mitigate TTC risks, as shown in the table below: 
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TTC Risk Governance Response Financial Model Response 

1. TTC does not deliver desired 
educational outcomes 

• Focus of partnership on 
outcomes rather than activity 

• Foster collaboration through 
leadership, shared vision and 
open communication 

• Clearly defined student 
access arrangements 

• Establish relevant reporting 
metrics 

• Foster industry collaboration 
to achieve skills development 
in target areas 

• Clarity on target student 
numbers, sources and course 
types 

2. Recurrent cost shortfalls of TTC • Clear accountabilities for 
financial liabilities and 
performance 

• Clear financial obligations 
across the partners 

• Develop agreed capital 
replenishment plan 

• Ability of the partners to plan  
and allocate recurrent costs 
up-front based on expected 
TTC recurrent cost profile 

• Ability of the department to 
assess financial models in a 
comparable manner 

• Ability to test the financial 
viability against key 
sensitivities 

3. Change in TTC partner 
composition leads to failure or 
under-performance 

• Defined approach to entry 
and exit of partners 

• Explicit approach to minimum 
commitments and associated 
obligations 

• Ability to test the financial 
viability against key 
sensitivities 

• Clarity on party contribution 
including recurrent revenue, 
cash costs and in-kind 
support 

4. TTC does not meet community or 
industry expectations 

• Foster industry and 
community collaboration to 
achieve skills development in 
target areas 

• Realistic planning of viable 
TTC size and program 
coverage 

5. Stress or failure of partnership 
due to unclear roles and 
responsibilities as well as decision 
making forum/approach 

• Clear accountabilities and 
delegation of authorities 
within a robust framework 

• Reporting transparency 
• Guidance on relevant 

decision making bodies and  
approach 

• Establish clear targets for the 
TTC and individual 
contributors 

6. Changes in student demand, skill 
shortage or requirements may 
impact TTC 

• Strategic planning 
• Industry engagement 
• Monitoring of trends in skill 

needs and demographics 

• Scenario modelling to assess 
potential for impact to 
financial viability of TTC 

• Monitoring of student mix and 
updates to forecast/scenarios 

7. Construction budget over-runs • Project monitoring 
• Construction phase 

milestones 
• Outcome focussed contract 

terms 

 

8. In-ability to attract and retain 
suitable staff 

• Prepare workforce plan 
including sourcing and 
retention plans for staff 

 

Table 1: TTC Risk Profile 

A robust governance framework and financial model will assist in 
mitigating these TTC risks and better enable TTCs to function in a 
sustainable manner and achieve desired stakeholder outcomes. 
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4 Governance of Trade Training 
Centres 

There is no single blueprint for Trade Training Centres governance.  
Consortium partners should develop best fit governance arrangements 
by: 

• Taking into consideration their specific circumstances, preferred TTC 
operating model and risks 

• Aligning their governance approach with the principles, guidelines 
and governance models presented in this report 

This section outlines the governance related findings of this project.  
The section is structured as follows: 

• What is governance? (key TTC governance areas) 
• What principles underpin effective governance of TTCs? 
• What are we governing? (key TTC operating models, TTC and 

governance risks) 
• What types of governance models might we use? 
• How should we apply these governance models to the TTC 

operating models? 
• How might the focus of governance change over the lifecycle of a 

TTC? 

 

This approach applies broader governance principles and best 
practices from the government, not-for-profit and commercial sectors.  
As such, we anticipate that the findings of this report should support 
governance arrangements of TTCs involving the education sector, 
industry, communities and local governments. 

4.1 What is governance? 
While governance can have various meanings in different contexts, in 
this report we define governance broadly as the decision-making and 
accountability mechanisms within an organisation or partnership. 

In the context of TTCs, we further define governance to incorporate the 
following decision making and accountability areas : 

4.1.1 TTC setup (or rules of engagement) including: 
• Ownership – defined expectations of the ownership of buildings, 

equipment and fittings as funded by the Commonwealth TTC capital 
program 

• Access rights – the rights of the TTC partners (both now and into the 
future) to use the various TTC facilities or services as well as the 
related terms, conditions and management processes  

• Financial obligations – the accountability for, and manner in which, 
recurrent costs and future capital improvements/refurbishments are 
to be met by the TTC partners 

• Entry/exit – the manner (e.g. process, criteria, constraints etc) and 
consequences (e.g. obligations, strategy etc) in which the TTC 
partners leave or new partners gain entry to the partnership, services 
or the facility 
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• Non-financial liabilities – the legal, regulatory and moral obligations 
associated with use of the facilities including public liability and duty 
of care 

4.1.2 TTC Operation and Management 
• Project Management – the accountability, supervision and reporting 

of the construction phase of the TTC 
• Operational Management – the various roles and authorities 

associated with running the TTC including administration, curriculum 
development and teaching 

• Strategic Management – the various groups, roles and decision 
making processes associated with the development and execution of 
the strategy of a TTC 

• Performance and Financial Management, Compliance and Reporting 
– the accountabilities and approach associated with managing and 
reporting the TTC educational outcomes, managing finances and 
statutory obligations 

4.2 Key TTC Governance Principles 
The following TTC governance principles are based on: 

• The needs of various TTC stakeholders  
• General governance best-practices and principles 

 

TTC governance arrangements should: 

• Be robust and transparent 
• Be effective and efficient 
• Facilitate partnerships 

 

These arrangements should be underpinned by a commitment of the 
partners to: 

• A broader student cohort; 
• High quality instruction and; 
• A focus on improving student learning outcomes.  

 

Specific TTC governance arrangements should be developed 
consistent with these governance principles.  These principles are 
further described below. 

4.2.1 Robust and Transparent 

TTC governance arrangements should be developed taking into 
consideration likely issues arising in the partnership and across the 
lifecycle of the TTC.  Furthermore, the governance approach must 
operate in a legal and ethical manner. 
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Decisions concerning the partnership should be defined up-front in 
establishing the partnership and be based on clearly defined criteria 
including: 

• Defined access rights - the rights of the TTC partners (both now and 
into the future) to use the various TTC facilities or services as well as 
the related terms, conditions and management processes  

• Defined financial obligations and minimum commitment 
• Clear accountabilities - each partner should know what they and the 

other partners are responsible for, be aware of the consequence of 
not delivering on their accountabilities, and act accordingly 

Such decisions should be open to the scrutiny of all stakeholders. 

4.2.2 Effective and Efficient 

TTC governance should be designed to achieve: 

• Timely decisions and action 
• Management of risks 
• Simple governance processes 
• Efficient organisation, management and reporting structures  
• Leverage from existing governance arrangements where appropriate 
• Ability to adapt the TTC arrangements to changing circumstances 

and new ideas 

4.2.3 Facilitate Partnerships 

Achieving the desired educational outcomes will be fostered by: 

• A strategic, cross sectoral approach  
• Partnerships between schools, TAFE / RTOs and industry 
• Strong relationships with local industry and employers focused on 

skills shortage areas 

 

Given this context, the partnership should: 

• Foster an environment of mutual support to create sustainable TTCs 
• Focus on the end game (e.g. enhanced student outcomes, pathways 

and transitions) 
• Support engagement with industry, community groups etc 
• Support diversity 
• Foster participation of TTC partners and other stakeholder groups 

4.3 What are we governing?  
Trade Training Centres are educational facilities designed to increase 
the proportion of students achieving Year 12 or an equivalent 
qualification and help address skill shortages in traditional trades and 
emerging industries.  Each TTC will have a 20 year designated use 
period. 

TTC “Operating Models” are the set of distinct approaches to 
establishing and operating a TTC, generally characterised along the 
following dimensions: 

• Number of partners to the consortium  
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• TTC location e.g. Government, independent, Catholic or TAFE site, 
industry or other 3rd party site 

• Partnership approach being either active collaboration or passive 
agreements that focus on use of the TTC facility 

• Service delivery approach comprising facilities management and 
delivery of teaching and training services 

 

This report is not an exhaustive list of potential operating models, 
rather it presents key operating models where they demonstrate the 
need for alternative governance arrangements.   This selection is also 
likely to represent the more common models to emerge for the 
operation of TTCs.   

 

Model 1: Single Operator
►Single school TTC site, operator and user
►Facility and service delivery managed and 

accessed by single entity

Model 2: Partnership
►Partners share access to TTC resources
►Partners collaborate on strategy, curriculum 

development, service delivery etc

Model 3a: Facility Provider
►Designated TTC facility manager
►Participating schools hire facility; develop and 

deliver services to their own students

Model 3b: Service Provider
►Designated TTC facility manager and service 

provider
►Schools send their students to the TTC to 

receive the training services

Model 5: Third party site
►Facility (and potentially service provision) 

managed by non-school entity
►Access on commercial basis to partner(s)

TTC Operating 
Model 

Characteristics

Single

Multiple

Single site 
(School site)

Stand-alone, non-
school site
(eg TAFE)

Active

Passive

Facility 
Provider

Service 
Provider

Number of PartiesNumber of Parties TTC LocationTTC Location Partnership 
Approach

Partnership 
Approach

Service Delivery 
Approach

Service Delivery 
Approach

Sample Operating 
Model Description

Multi sites 
(School sites)

Model 4: Multi-TTC Cluster
►Multiple TTC facilities shared among partners 

- collaborate on access, strategy etc
►Multiple parties may be involved in facilities 

management and service provision

TTC Operating Model Examples*

* Note: This represents 
examples of likely scenarios 
not an exhaustive list of TTC 
operating models

 
Table 2: TTC Operating Model Examples 

 

Single Operator - This operating model involves a single lead school 
directly operating a TTC facility on their site.  The site is primarily used 
for students of the lead school, however some other users (both 
schools and other organisations) may access the facility on a pay-for-
service arrangement. 

Partnership - This operating model involves a single facility located on 
a lead school site, with multiple partners who intend to collaborate on 
operating the TTC including strategy, operation of the facility and 
teaching.  Students from partner schools would have access to joint 
timetables and travel to the facility for classes.  Teachers are likely to 
be associated with the lead school however may be supplemented with 
teachers from partner schools, a TAFE Institute or other registered 
training organisation. 
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Facilities Provider - This operating model involves a number of 
partners who form a consortium to operate a facility for their own 
purposes at allotted times.  A facilities manager is designated for each 
site and the partners use their access to the facility as they see fit.  
Students generally attend classes delivered by their parent school.  
Note that this model may be applicable in cases of more than one 
facility. 

Service Provider – This operating model involves a number of 
partners who form a consortium involving a TTC site where the primary 
focus of the partners is to create joint timetables for and deliver 
programs to students from all the partner schools.  Management and 
service delivery is likely to be delegated to specific partner schools.  
Note that this model may be applicable in cases of more than one 
facility. 

Multi-TTC Cluster - This operating model involves multiple facilities 
each with designated facility managers.  The partners are likely to 
collaborate closely on operational and strategic matters and all 
students have access to a common timetable.  

Third party site - This operating model involves one or more non-
school sites.  A facilities manager would be designated to maintain the 
site.  Operation of the site may involve a third party (e.g. TAFE / RTO, 
industry) or a combination of schools and non-school partners. 

4.4 What types of governance models might 
we use? 

Several types of governance models for TTCs are possible, each with 
their own characteristics that influence where they are most effective.  
The following governance models have been developed as potential 
arrangements for the governance of TTC operating models: 

• Standalone Governance Model 
• Facilities Provider Governance Model 
• Service Delivery Governance Model 
• Partnerships 
• Trust Model 
• Brokerage Model 
• Memorandum of Understanding (MoU) Model 

The focus of these governance models will change over the course of 
the TTC life-time – see section 4.7 for further details. 

While the above models are not exhaustive, they do represent the 
most common structural options that appear to be suited to TTCs 
based on consultation with relevant stakeholders.  Variations of the 
above models are possible and aspects of this are discussed below.  
Some of the above options may be constrained by current legal or 
policy decisions (especially the Partnership and Trust Model).  These 
constraints should be investigated before establishing the models as 
described. 

Designing governance of multi-party organisations involves 
consideration of: 

• How to monitor and control the entity 
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• Separation of authorities e.g. strategic, operational and financial 
decisions 

• Rights and obligations e.g. access, financial liabilities 
• Potential dynamics of the organisation e.g. partner exit 
• Agreements between the partners e.g. MoU, service contract, legal 

entity 
• Regulatory and compliance obligations e.g. certification 

These considerations result in key governance features including: 

• A governing body and key sub-committees (e.g. finance) – the body 
responsible to stakeholders for the performance of the organisation 

• An operational manager with delegated authority to operate the 
organisation 

• A financial management role (typically separate from operational 
manager) 

• Various partnership agreements or contracts that represent the 
agreement between the partners 

• Agreed processes, performance targets and reporting frameworks 
• Defined roles for administration and delivery of training 
• Defined roles for facilities management including site maintenance, 

cleaning, security etc. 

These features have been considered in the models presented below.   

4.4.1 Standalone Governance Model 

The Standalone Governance Model caters for a single school TTC.  In 
these circumstances, the TTC should be governed through the existing 
governance structures (namely the School Council and Principal).  This 
model is depicted below. 

School Council

Principal

TTC Facility Manager Service Delivery

Customers and 
industry partners

Finance Administrator Administration  

 

In this approach, facilities management, finance and general 
administration as well as service delivery would be managed by the 
Principal with delegated authority for operational management of the 
TTC by the School Council.  The Principal or their delegate would 
maintain relationships with various customers (who purchase service 
or access to the TTC) as well as links to industry partners, local 
government etc. 

4.4.2 Facilities Provider Governance Model 

The Facilities Provider Governance Model caters for a consortium of 
partners who form to create one or more TTC sites.  The principle 
purpose of the partnership is to create and manage these facilities and 
each partner intends to use their share of access for their own 
educational purposes.  This model is depicted below. 
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Governing Body

TTC Manager

Project Manager(s)

Partner SchoolsAdvisory Board
Finance

Sub-committee Service Delivery

Finance Administrator

TTC Facilities Manager(s)

  

In this approach a new Governing Body is formed to oversee the TTC 
facilities including facilities management and associated costs.  The 
Governing Body would be primarily comprised of partner schools or 
parties that have significant share of access and obligations.  This 
body is established with consideration of the guidelines in Appendix A.  
A Finance Sub-committee would oversee the facility recurrent funding 
arrangements on behalf of the partners.  The Governing Body would 
delegate operational responsibility to a TTC Manager who would take 
responsibility for facility management. 

Partner schools must define broad access rights in principle in the 
partnership agreement and specific terms on an annual basis.  They 
would utilise this access for their own purposes.  Partner schools 
would take responsibility for their own strategy, administration, 
curriculum development, certification and teaching.  Any coordination 
of programs to students from partner schools would be handled 
through agreements between the relevant schools (i.e. the TTC 
Manager would not be involved). 

An Advisory Board would be convened to represent needs and views 
of a broader range of stakeholders.  This may involve groups such as 
industry, community or local government groups. 

4.4.3 Service Delivery Governance Model 

The Service Delivery Governance Model caters for a consortium of 
partners who intend to collaborate fully across strategy, operations and 
facilities management.  This model is depicted below. 

Governing Body

TTC Manager
Project Manager(s)

Advisory Board Finance
Sub-committee

Facilities Manager(s)

Service Delivery

Curriculum & accreditation 
sub-committee

Reporting

Finance Administrator Student Administrator

Partner Schools

 

In this approach a new Governing Body is formed to oversee the 
consortium partnership in terms of strategy, finance and operations.  
The Governing Body would be primarily comprised of partner schools 
or parties that have significant share of access and obligations.  This 
body is established with consideration of the guidelines in Appendix A.  
Sub-committees would oversee the recurrent funding arrangements 
and curriculum and accreditation on behalf of the partners.  The 
Governing Body would delegate operational responsibility to a TTC 
Manager who would take responsibility for operating the facility 
including service delivery, administration and reporting. 
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The TTC Manager would take responsibility for facilities management, 
curriculum development, training, timetabling, administration and 
reporting.  In the case of multiple facilities, this may include site 
representatives as required. 

An Advisory Board would be convened to represent needs and views 
of a broader range of stakeholders.  This may involve groups such as 
industry, community or local government groups. 

Partner schools would have representation on the governing body and 
sign-off the strategic plan as well as the annual business plan.  Some 
positions within the TTC Management team may be filled by school 
representatives.  In addition, some partner schools may have 
delegated operational roles such as facilities management. 

4.4.4 Partnership 

The Partnership Governance Model facilitates deeper partnerships 
with the private sector, in particular a school(s) and private sector 
partner jointly establish a legal entity or formal partnership to build / 
operate a TTC which is on a third party / privately owned site. 

A Partnership may have contractual or legal entities covering a number 
of forms including: 

• Buy-Build-Operate 
• Build-Own-Operate 
• Build-Own-Operate-Transfer 
• Build-Operate-Transfer 
• Build-Lease-Operate-Transfer 
• Design-Build-Finance-Operate 
• Operation and Maintenance 
• Operation Licence 

 

A generic version of this model is depicted below. 

Partnership 
Governing Body

TTC Manager

Operations*Project Manager(s)

Advisory Board Partner Schools

 

In this approach a Governing Body is formed to oversee the 
Partnership in terms of strategy, finance and operations (depending on 
the operating model chosen).  Sub-committees may be required to 
oversee finances, strategy, curriculum and accreditation.  The 
Governing Body would delegate operational responsibility to a TTC 
Manager who would take responsibility for operating the facility 
including service delivery, administration and reporting. 

The TTC Manager would take responsibility for facilities management, 
curriculum development, training, timetabling, administration and 
reporting.  In the case of multiple facilities, this may include site 
representatives as required. 
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An Advisory Board would be convened to represent needs and views 
of a broader range of stakeholders.  This may involve groups such as 
industry, community or local government groups. 

Partner schools and the private sector would have representation on 
the governing body and sign-off the strategic plan and annual business 
plan.  Some positions within the TTC Management team may be filled 
by representatives from the partners.  In addition, some of the partners 
may have delegated operational roles such as facilities management. 

Additional functions may be required depending on the Partnership 
operating model chosen.  For a school to establish or participate in a 
legal entity would require ministerial approval as per the Education and 
Training Reform Act 2006. 

4.4.5 Trust Model 

The Trust Governance Model facilitates shared ownership amongst 
schools partners of a facility on non-school site by creating a legal 
Trust entity (comprised of the school partners) which owns the TTC 
facility “in trust”.  The difference between this and the partnership 
model is that the schools will jointly share ownership rights of the TTC 
– in the partnership model a private sector party could own the TTC 
facility. 

This model is depicted below. 

Advisory board

Trust Governing Body

TTC Manager

Finance
Sub-committee

Project Manager(s)

Facilities Manager(s)

Service Delivery

Reporting

Finance Administrator Student Administrator
  

In this approach, a Trust is formed between the partners  and 
agreements are put in place to formalise contributions from each party. 
In this manner, the trust model seeks to sustain these commitments 
over time, rather than rely on individuals who may be party to an initial 
agreement.  Transfer of assets may also be involved in this model for 
example land, buildings and TTC equipment.  The Trust entity is likely 
to be the responsible party for the designated use obligations in line 
with the Commonwealth funding agreement.  This may require special 
approval from DEEWR.  For more detail on these obligations, see 
Section 8.1.6. 

A Governing Body is formed to oversee the Trust in terms of strategy, 
finance and operations.  Sub-committees may be required to oversee 
the Trust finances, strategy, curriculum and accreditation.  The 
Governing Body would delegate operational responsibility to a TTC 
Manager who would take responsibility for operating the facility 
including service delivery, administration and reporting. 
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The Trust Manager would take responsibility for facilities management, 
curriculum development, training, timetabling, administration and 
reporting.  In the case of multiple facilities, this may include site 
representatives as required. 

An Advisory Board would be convened to represent needs and views 
of a broader range of stakeholders.  This would involve groups such as 
industry, community or local government groups. 

Partner schools would have representation on the governing body and 
sign-off the strategic plan and an annual business plan.  Some 
positions within the Trust Management team may be filled by partner 
representatives.  In addition, some partners may have delegated 
operational roles such as facilities management. 

4.4.6 Brokerage Model 

The Brokerage Governance Model caters for situations where school 
partners may lack specific skills or capacity to effectively market the 
TTC to students and other schools.  In these circumstances, a third 
party may be delegated authority to act on behalf of the consortium. 

This model is depicted below. 

Governing Body

Project Manager(s)

Advisory Board

Reporting

Service Delivery

Brokerage Manager

Finance Administrator

Facilities Manager(s)

Partner Schools

Marketing

  

In this approach, a Governing Body is formed to oversee the 
consortium partnership in terms of strategy, finance and operations.  
Sub-committees would oversee the consortium strategy, recurrent 
funding arrangements, curriculum and accreditation on behalf of the 
partners.   

The Governing Body would delegate marketing and student 
management to a third party (the “Broker”) and the remainder of 
operations to partner schools. 

The Broker would take responsibility of marketing, student 
administration and reporting on behalf of the consortium.  It may be 
appropriate for the broker to provide other administration functions 
such as finance on behalf of the consortium.  Each site school would 
take responsibility for operating the facility on their site including 
service delivery. 

Each site school would take responsibility for facilities management, 
curriculum development and training.  Alternatively, a single TTC 
manager may be appointed with an associated management team (not 
shown in the above diagram). 

An Advisory Board would be convened to represent needs and views 
of a broader range of stakeholders.  This may involve groups such as 
industry, community or local government groups. 
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Partner schools would have representation on the governing body and 
sign-off the strategic plan and an annual business plan.  Some 
positions within the TTC Management team may be filled by partner 
representatives.  In addition, some partners may have delegated 
operational roles such as facilities management. 

4.4.7 MoU Model 

The MoU Governance Model caters for situations involving a small 
number of sites and partners where each site is sustainable in its own 
right i.e. sufficient student volume and funding from the lead school to 
sustain the site.  As a result, a streamlined governance model may be 
suitable. 

Each site school would take responsibility for facilities management, 
curriculum development, training and the financial obligations of the 
TTC via existing governance arrangements (i.e. partner school 
councils).  A MoU (or MoUs) between the partners would facilitate the 
sharing of facilities / classes. 

In this approach an Advisory Board might be convened to represent 
needs and views of a broader range of stakeholders, but this body 
would not have specific financial or other obligations for the TTC or 
decision making authority.  This body may involve groups such as 
industry, community or local government. 

This model is depicted below. 

Advisory Board

Partner School 1

Service Delivery

Project Manager

Facilities Manager

Reporting

Finance Administrator

Partner School 1

Service Delivery

Project Manager

Facilities Manager

Reporting

Finance Administrator

Partner School 2

Service Delivery

Project Manager

Facilities Manager

Reporting

Finance Administrator

Partner School 2

Service Delivery

Project Manager

Facilities Manager

Reporting

Finance Administrator

Partner School 3

Service Delivery

Project Manager

Facilities Manager

Reporting

Finance Administrator

Partner School 3

Service Delivery

Project Manager

Facilities Manager

Reporting

Finance Administrator

MoU MoU
MoU

 

4.5 How do these models align with the 
governance principles? 

The models proposed above meet the governing principles in different 
ways and extent.  This is outlined below. 
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Governance Model Robust and Transparent Effective and Efficient Facilitate Partnerships

► Reliant on school councilStandalone ► Single, existing 
governance arrangement

► Reliant on school council 
and principal► Reliant on school councilStandalone ► Single, existing 

governance arrangement
► Reliant on school council 

and principal

► Clear roles and 
responsibilities

► Upfront definition of setup 
arrangements

Facility provider
► Governance limited to 

shared arrangements (i.e. 
facilities management)

► Partnership focus limited 
to facilities management

► Clear roles and 
responsibilities

► Upfront definition of setup 
arrangements

Facility provider
► Governance limited to 

shared arrangements (i.e. 
facilities management)

► Partnership focus limited 
to facilities management

► Clear roles and 
responsibilities

► Upfront definition of setup 
arrangements

Service provider
► Addressed risks 

associated with shared 
usage

► Full collaboration
► Clear roles and 

responsibilities
► Upfront definition of setup 

arrangements
Service provider

► Addressed risks 
associated with shared 
usage

► Full collaboration

► May be formal legal 
arrangementsPartnership ► Optimise risk ownership ► Formal commitment to 

outcomes
► May be formal legal 

arrangementsPartnership ► Optimise risk ownership ► Formal commitment to 
outcomes

► Access to skills or larger 
catchment area

Brokerage ► Leverage specialisation ► Collaboration on student 
management

► Access to skills or larger 
catchment area

Brokerage ► Leverage specialisation ► Collaboration on student 
management

► Clear roles and 
responsibilities

► Upfront definition of setup 
arrangements

► Formal legal arrangement

Trust ► Formal and deep 
partnership

► Formal commitment to 
outcomes and ownership

► Clear roles and 
responsibilities

► Upfront definition of setup 
arrangements

► Formal legal arrangement

Trust ► Formal and deep 
partnership

► Formal commitment to 
outcomes and ownership

MoU ► Limited ability to formally 
control commitments or 
manage risks

► Can be established 
quickly

► Reliant on participation of 
partners

MoU ► Limited ability to formally 
control commitments or 
manage risks

► Can be established 
quickly

► Reliant on participation of 
partners

 
Table 3: Enabling key governance principles  

Consideration of the ability of the governance models to enable the key 
principles should be given when developing a governance model for 
specific circumstances.  Additional controls or governance may be 
required to mitigate specific risks. 

4.6  How should we apply these governance 
models to likely TTC operating models? 

The governance models presented above have characteristics that are 
suited to certain circumstances or pre-conditions.  These need to be 
considered before selecting the most appropriate model.   

This section will outline: 

• Description of conditions which suit particular governance models 
• How governance models might apply to operating models and 

scenarios 

4.6.1 Governance model pre-conditions 

Each governance model is suited to certain pre-conditions.  These are 
described in the table below. 
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? Specific skills or capacity required in marketing to students and associated administration
? Third party with natural advantage in attracting and retaining students

Brokerage

? Small number of schools and TTC sites
? Each lead school can sustain each TTC facility in its own right
? Few shared financial obligations / other commitments amongst the partners

MoU

? Deep partnership (within group of schools) to create a TTC on a 3rd party site
? Sustainable means to ensure continuity of material commitments to the TTC from a variety of 

partners
Trust

? Deep partnership with private sector in establishment or operation of the TTC
? Complex risks or issues that are best mitigated by contract or legal entity involving government 

and/or business partners
Partnership

? Little synergy available from cross school/partner collaboration
? Common timetable required

Service Provider

? Little synergy available from cross school/partner collaboration
? No requirement for common time table

Facilities Provider

? Single school and TTC providing critical mass of students to sustain facility
? Limited users with few material commitments to the TTC

Standalone

? Specific skills or capacity required in marketing to students and associated administration
? Third party with natural advantage in attracting and retaining students

Brokerage

? Small number of schools and TTC sites
? Each lead school can sustain each TTC facility in its own right
? Few shared financial obligations / other commitments amongst the partners

MoU

? Deep partnership (within group of schools) to create a TTC on a 3rd party site
? Sustainable means to ensure continuity of material commitments to the TTC from a variety of 

partners
Trust

? Deep partnership with private sector in establishment or operation of the TTC
? Complex risks or issues that are best mitigated by contract or legal entity involving government 

and/or business partners
Partnership

? Little synergy available from cross school/partner collaboration
? Common timetable required

Service Provider

? Little synergy available from cross school/partner collaboration
? No requirement for common time table

Facilities Provider

? Single school and TTC providing critical mass of students to sustain facility
? Limited users with few material commitments to the TTC

Standalone

Pre-conditionsGovernance Model

Table 4: Governance model pre-conditions 

4.6.2 Likely Governance of Operating Models and Scenarios 

The table below provides guidance on the general applicability of 
governance models given a defined operating model.  Some 
considerations are provided as additional guidance for the most likely 
scenarios. 
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? Basis for access rights – student numbers, defined times
? Facilities management roles
? Exposure to each partner
? Minimum commitments required

? Need for common timetable or teacher transfers
? Exposure to each partner
? Can existing governance arrangements be leveraged

? How to manage service delivery from RTOs
? Benefits of full collaboration vs. common timetabling
? Need to lock in partner commitments

? Long term access agreement
? Ownership of site

Multi-TTC Cluster
? TTC specialisation
? Facilities management role
? Scale of governance and management requirements
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Most likely models

Table 5:  Governance Model scenarios 
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The first three models are consider the most likely as they offer enable 
good coverage of likely operating models while offering features that 
are consistent with the governance principles described in this report.  
The remainder of the models are considered to be suitable for specific 
circumstances that warrant additional rigour or structure. 

Note that some of the above models (Partnership, Trust and Brokerage 
models) may require a ministerial order to vary current constraints, see 
school council sections of Education and Training Reform Act, 2006 
(part 2.3). 

The MoU model is not likely to regularly occur as it is only suitable 
under specific circumstances (small number of schools or sites with 
few inter-partner commitments). 

4.7  How might the focus of governance 
change over the lifecycle of a TTC? 

Even the most thorough up-front planning will not anticipate all future 
circumstances, opportunities and challenges that may arise over the 
lifespan of a TTC.  Furthermore, the key areas of focus of governance 
will evolve over the life-time of a TTC.  

This section covers how the focus of governance might change across 
four key phases of the life-time of a TTC including: 

• Phase 1: Planning and Establishment of the Consortium 
• Phase 2: Construction 
• Phase 3: Operational and Strategic Management 
• Phase 4: Wind-down, Exit or Closure 

4.7.1 Phase 1: Planning and Establishment of the 
Consortium 

This phase is important to establish a collaborative and supporting 
environment, clarify expectations and ground rules of the TTC and 
consortium partners.  The key governance and financial outcomes of 
this phase are as follows: 

1. Partnership agreement covering TTC rules of engagement (see 
section 4.1) 

2. Governance arrangements in place (in line with these guidelines) 
and established to support construction phase 

3. Financial modelling complete which estimates partner obligations 
and commitments for meeting these costs 

 

Key tasks that enable these outcomes include: 

1. Develop consortium concept and strategy including: 

a.  Develop a strategic fact base (e.g. demographic trends, 
industry and employment growth by sector) which informs 
decisions relating to the scope of the TTC 

b.  Establish shared vision and aims of the consortium 

c.  Test options for realisation of the TTC with an emphasis on 
achieving economies of scale and leading educational 
principles 
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d.  Develop strategic partnership plan that identifies required 
partners, their contributions, roles and expected benefits 

2. Consult with stakeholders including: 

a.  Assess the impact of the proposed TTC with students, 
parents, other schools, industry and community groups 

b.  Consult with DEECD regional representatives to ensure 
appropriateness of strategic and consortium plans.  For 
government schools this will also involve regional approval to 
proceed. 

3. Develop partnership agreement including: 

a.  Develop consortium outcomes and specific targets, test 
that partners have similar goals and objectives and can work 
effectively together 

b.  Check financial viability/capacity of partners 

c.  Completion of partnership agreement covering TTC setup 
including ownership, access rights, financial obligations, Entry 
and Exit, Non-Financial obligations 

d.  Prepare financial model including all anticipated recurrent 
costs 

4. Establish interim governing body including: 

a.  Establish governing body to oversee construction phase 
(which might include a TTC manager and project manager) 

b.  Identify and commence any required accreditation 
activities as defined by the Education and Training Reform 
Act, 2006. 

The following division of responsibilities are envisaged during this 
phase: 

Area Responsibility Other involved parties Potential Variations 
Consortium concept and 
strategy 

Lead school All consortium partners Potential to leverage 
experience from other 
successful TTC 

Consult with stakeholders Lead school All consortium partners Consult with DEECD regional 
representatives, industry and 
local government 

Partnership Agreement Lead school All consortium partners 
Legal advisors 

Involve DEECD regional 
representatives 

Interim Governing Body Lead school All consortium partners May involve independent 
advisors 

Table 6: Roles in planning and establishing a TTC 

It will be important to establish construction phase governance forums 
during this phase and ensure that sufficient consultation is completed 
during the formative stages of the consortium partnership.  Any 
delegation of authority to sub-committees will require terms of 
reference to be prepared that describe their role, purpose and 
authorities. 

In this Phase the TTC application itself is developed and lodged. 
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4.7.2 Phase 2: Construction 

This Phase is primarily focused on governance associated with the 
construction and commissioning of the TTC.  While some preliminary 
steps can be undertaken, this Phase will be preceded by the 
Commonwealth’s decision to approve and fund the application. 

The key governance and financial outcomes of this phase are as 
follows: 

1. Commissioning of TTC facility(s) according to agreed scope, 
defined budget/funding  and timelines  

2. Governance arrangements established in preparation for 
operation (which might include the full complement of 
functions with suitable resourcing levels given the anticipated 
start-up workload) 

Key governance requirements of this phase typically include: 

1. Project establishment and authorisation including: 

a.  Secure funding approvals 

b.  Establish project steering committee 

c.  Appointment of project manager with defined scope, 
budget and time responsibilities 

d.  Authorisation of contracts required to deliver facilities 

2. Supervision and review of construction project including : 

a. Conduct regular steering committee meetings 

b.  Ongoing evaluation of project manager and project 
progress against defined outcomes/milestones 

c.  Approval of project risk mitigation strategy 

d.  Resolution of issues and change requests  (including 
consultation with key stakeholders as required) 

e.  Monitoring of construction finances based on agreed 
completion milestones 

f.  Review and approval of payment requests by contractors 

3. Project completion activities including: 

a.  Reconciliation of finances  

b.  Resolution of handling of any deficit or surplus of capital 
funds 

c.  Approval of project completion report and final contract 
payments 

The following division of roles are expected during this phase: 
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Area Responsibility Other involved parties Potential Variations 

Project establishment and 
authorisation 

Governing Body Project Manager May involve an outsource 
partner 

Governance and review of 
construction project 

Governing Body Project Manager 
Key stakeholders 

Interim operational staff 
may be involved (e.g. 
operational manager, 
finance administrator) 

Project completion activities Governing Body Project Manager May involve outsource 
partner 

Table 7: Roles in the Construction Phase of a TTC 

In some cases, it may be desirable to employ initial operational staff to 
facilitate the transition from the construction phase to the operational 
phase of the TTC. 

4.7.3 Phase 3: Operational and Strategic Management 

This Phase is focused on governance associated with strategic and 
operational management of the TTC.   

The key governance and financial outcomes of this phase are as 
follows: 

1. Meeting or exceeding educational outcomes as defined by the 
consortium 

2. Sustainable and efficient operation of the TTC 

3. Adapting the TTC to changing educational requirements or 
environment 

4. Stakeholders are satisfied regarding the performance and outcomes 
of the TTC 

Key governance requirements of this phase typically include: 

1. Operational management of the TTC including: 

a.  Operation of the TTC according to an annual business 
plan 

b.  Management of day-to-day activities including, student 
administration, timetabling and training 

c.  Staff Management including recruitment, rostering, 
performance review and professional development  

d.  Operate and facilitate the use of TTC premises according 
to access agreement 

e.  Exercise a general oversight of the buildings and grounds 
and ensure that they are kept in good order and condition 

f.  Conduct pro-active operational risk management activities 

g.  Communicate effectively with stakeholders and resolve 
any disputes that may arise 

h.  Ongoing curriculum review and development 
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2. Strategic Management including: 

a.  Establish the broad direction and vision of the TTC within 
the community 

b.  Develop and manage the TTC strategic plan according to 
an agreed planning cycle (typically a four-year horizon is used 
as per current practice in Victorian government schools) 

c.  Active partnership management including collaboration 
activities, resolution of disputes and entry/exit of partners 

d.  Engagement with industry and local government etc. 

 

3. Performance & Financial Management, Compliance and 
Reporting including: 

a.  Performance management of the TTC against defined 
outcomes 

b.  Financial Management of TTC, sites and programs etc 
including decisions regarding ongoing sustainable cost profile, 
any cross subsidy that the partners may wish to 
accommodate and management of deficit/surplus 

c.  Ensure the TTCs compliance and accountability 
requirements are met 

d.  Raise funds for TTC-related purposes 

e.  Reporting of TTC performance and educational metrics to 
stakeholders according to an agreed framework and statutory 
obligations 

The above activities should be performed in accordance with the 
Education and Training Reform Act 2006 where applicable.  Amongst 
other things, this Act stipulates requirements for accreditation, 
attendance, indemnity, performance review etc. 

The following division of roles are expected during this phase: 

Area Role of the TTC Operator Role of the Governing Body Potential Variations 

Management of TTC setup 
arrangements 

Tactical responsibility to 
manage access rights as per 
delegated authorities and 
agreed processes 

Review and amend TTC 
setup arrangements on a 
regular basis according to 
agreed processes while 
maintaining sustainability of 
centre 

Consortium may decide to 
restrict tactical variation of 
TTC setup arrangements e.g. 
swapping of access rights 

Operational Management Responsible with delegated 
authorities 

Oversight of operational 
manager 

May contract some aspects of 
management to 3rd party  

Strategic Management Assess key issues to be 
considered 
Input data as requested by 
governing body 
Responsible for execution of 
plan 

Responsible for the strategic 
planning process 

The Governing Body may 
convene a sub-committee for 
this area 

Performance & Financial 
Management, Compliance 
and Reporting 

Responsible with delegated 
authorities 

Oversight of operational 
manager 
Oversight of TTC financial 
management (e.g. through 
finance sub-committee) 

May involve personnel from 
multiple sites 

Table 8: Roles in the Operational and Strategic Management of 
a TTC 
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4.7.4 Phase 4: Consortium Wind-down or Site Closure 

This Phase is focused on governance associated with wind-up of the 
consortium or the closure of a TTC site.  This may occur if the TTC life 
has extended past its Training Obligation period (10 years) or 
designated use period (20 years). 

The key governance and financial outcomes of this phase are as 
follows: 

1. Effective exit or closure in line with the best interests of students 

2. Effective communication with stakeholders 

Key governance requirements of this phase typically include: 

1. Review of options available to the consortium and their 
potential impacts 

a.  Can the partnership be modified or extended 

b.  Can a particular site be closed? 

c.  Are there alternative uses of the facilities? 

2. Consultation and communication with stakeholders 

a.  Test options and assumptions with stakeholders 

b.  Seek expressions of interest for alternative uses / 
extension of facilities 

c.  Discuss option with regional DEECD representative 

3. Formal decision to wind-up or close site 

a.  Assess most viable option 

b.  Assess impact 

c.  Develop closure plan 

d.  Plan disposal or transfer of assets and distribution of any 
residual financial interests / obligations amongst the  partners 

4. Implement closure plan and communicate with stakeholders 

a.  Communicate closure pathways for students 

b.  Wind-up sites 

c.  Settle residual financial interests / obligations 
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The following division of roles are expected during this phase: 

Area Role of the TTC Operator Role of the Governing 
Body 

Potential Variations 

Review of Options Input and recommendation Review and consider 
alternatives 

Consult with DEECD 
Regional representatives 

Consult and Communicate 
with Stakeholders 

Stakeholder consultation and 
communication 

Stakeholder consultation 
DEECD communication 

Involve DEECD 
representatives 

Formal decision to wind-up 
or close site 

Provide recommendation to the 
governing body 

Review options, consultation 
and make decision 
Communicate outcomes 

Inform DEECD 
representatives 

Implement closure plan Execute plan Authorise plan Involve DEECD 
representatives 

Table 9: Roles in the Wind down or closure phase of a TTC 
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5 Financial Model 
Up-front consideration of the recurrent costs associated with TTCs is 
critical to ensuring their on-going sustainability. 

Options to meet recurrent funding requirements are expected to 
include a combination of school based funding, industry contributions, 
facility leasing and other TTC generated revenue. 

A simple and robust financial model has been developed to aid the 
submission, evaluation and operation of TTCs 

The TTC Financial Model has been developed to assist applicants to 
plan and analyse potential recurrent finances for TTC Consortiums.   

The model will assist with the establishment of sustainable TTCs by 
providing clear visibility of a Consortium’s annual net cash position, 
directly traceable to key funding and cost elements.  

Primarily a tool to support initial TTC grant applications with 
comprehensive and standard-form financial assessments, the financial 
model can also contribute to scenario analysis and the ongoing 
financial management of TTC Consortiums.   

The model has the following features: 

• Ability to plan for up to 15 partners, 6 sites and a 5 year rolling plan 
• Parameter setting page for model-wide data 
• Ability to manually or automatically index key input variables 
• In-built user guide and descriptions of revenue and cost categories 
• Summary statistics including site and consortium net cash position 
• Scenario analysis tool 

 
Selected screenshots are provided below.  See the Financial Model 
User Guide for further screenshots and a description of the model 
usage. 
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The determination of the net cash position incorporates the following 
key elements:     

5.1.1 Planned Capital Costs including: 
• Initial capital costs of building capital 
• Initial capital costs of fixtures and fittings 
• Initial capital costs of equipment 
• Project management costs 

5.1.2 Forecast Recurrent Funding including: 
• School based funding 
• Industry contributions 
• Facility leasing 
• Other TTC generated revenue 
• Other sources of revenue  

5.1.3 Forecast Recurrent Costs including: 
• Internal management and administration staff costs 
• Internal teaching staff costs 
• External program delivery costs 
• Building and facility maintenance 
• Cleaning 
• Grounds 
• Security 
• Utilities 
• Consumables 
• Capital replenishment 
• Insurance 
• Other costs 

By taking a structured approach to recurrent funding and focussing on 
net cash position, this financial modelling tool will provide a useful 
resource for consortium partners to develop sustainable TTC 
propositions.   

School based funding is likely to be the main source of revenue to 
cover TTC recurrent funding.  Other sources of revenue are likely to 
include contributions from industry (such as donations, marketing 
support), fees from leasing facilities outside of partner access hours 
and revenue generated from the TTC (such as an on-site café, sale of 
student built product etc)  
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6 Implementing the findings of this 
report 

The preceding sections of this report represent the advice and findings 
in relation to the core elements of the project specifications.  In the 
course of consultations with stakeholders and the project managers, 
supplementary advice was sought as to how to most effectively 
leverage the investment made in this project.  In this section we 
propose a series of next steps. 

Successful implementation of the advice and findings in this report will 
require the support of a number of key activities: 

Desired Implementation Outcomes Key Supporting Activities 

Develop TTCs consortiums (governance 
model, partnership agreement, financial 
model etc) in line with advice in this report 

• Communicate project findings and guidance to key stakeholders 

• Provide Professional Development to key TTC leaders (eg Principals of Lead 
Schools) and staff in the regions 

• Engage legal review of proposed governance models 

• Develop Partnership Agreement templates and other resources where required (e.g. 
TTC toolkit including sample agreements, sample TTC reporting tools etc) 

• Each successful TTC consortium prepare partnership / governance agreement and 
arrangements, in line with findings of this report 

DEECD staff are able to advise, assess 
and recommend applications in 
accordance with advice contained in this 
report 

• Develop assessment tool / template for assessing future TTC applications (based on 
findings of this report) 

• Communicate and train staff in the regions on use of the tool / template 

TTCs are operated and governed in 
accordance with the advice contained in 
this report 

• Develop guidelines for review & monitoring of TTCs 

• Develop capability to provide ongoing support to TTCs – e.g. provide training and 
practical advice to key staff in the regions (e.g. “train the trainer” approach) 

Table 10: Implementation outcomes and supporting activities 
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We suggest grouping these activities in four key streams of work: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Workstream 3: Develop DEECD Resources and Tools 

Develop guidel ines for  
review & monitor ing of TTCs

Workstream 2: Develop TTC Governance and Financial 
Model Toolkit

Develop TTC Assessment 
Tool / Template

Develop other TTC resources / tools as required

Develop Partnership 
Agreement Templates

Develop TTC support capabi lity

Workstream 4: Develop Legal Framework

Review of governance 
models by legal adv iser

Seek Min isterial approval if 
required (eg Trust Model)

Mar-Jun 09

Workstream 1: Stakeholder Engagement and Professional 
Development

TTC 
Statewide
conference

Develop and implement stakeholder 
engagement p lan

Conduct PD for key TTC stakeholders 
(governanc e & financial modell ing etc)

… Ongoing where required

… Rollout to TTCs

… Use tool for assessment of future TTC applications

… Use these resources for ongoing review & support of TTCs

Jul-Sep 09 Oct – Dec 09

Note : Timelines marked on this chart 
are ind icative only

Table 11:  Implementation program overview 

Stakeholder Engagement and Professional Development – This 
work stream involves communicating the key findings and advice of 
this report to the relevant TTC stakeholders (TTC consortium partners, 
Government and Non-Government education authorities, DEECD 
regional representatives etc) and providing professional development 
to assist them in applying the findings. 

In addition to the planned State-wide Conference, this could include: 

• Stakeholder briefings (eg. Regional roadshows) 
• Professional Development on TTC governance and financial 

modelling (potentially including practical coaching on establishing a 
suitable TTC governance model) 

Develop TTC Governance and Financial Model Toolkit – The intent 
of this work stream is to develop practical tools to assist TTC 
consortiums to establish and manage their TTC.  Tools should be 
developed in consultation with TTC consortium partners to ensure they 
are focused on key areas of need. 

TTC tools that may be useful include: 

• Partnership agreement templates – this template would provide the 
structure and general terms and conditions to assist TTCs in drawing 
up their partnership agreements, potentially including sample charter 
/ terms of reference for TTC governing bodies; 
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• TTC reporting framework that includes simple pro-forma templates 
for reporting to key stakeholder groups; 

• TTC setup and operational templates and process guides – potential 
tools (pro-forma templates, process guides etc) to aid the setup of 
TTCs, for example: TTC strategic planning guide; sample business / 
operational plans; performance review process etc. 

Develop DEECD Resources and Tools – The intent of this work 
stream is to codify the findings of this report into a straightforward 
template / tool to aid DEECD assessment of future TTC applications.  
This work stream should also develop guidelines for ongoing review / 
monitoring of TTCs and build capabilities for DEECD to provide 
ongoing support to operational TTCs, for example provide “train the 
trainer” training to regional staff in TTC financial management.  
Example outputs of this work: 

• Assessment tool – This tool should utilise an objective scoring 
system across a number of categories to assess TTC applications 
including governance and financial sustainability.  Other categories 
would include educational outcomes, viability of partnership, 
innovation etc; 

• TTC monitoring and intervention guidelines – Guidelines for DEECD 
to assess TTCs ongoing performance in delivering target educational 
outcomes and meeting statutory requirements. 

Legal Framework Development – The findings presented in this 
report are subject to the Education and Training Reform Act 2006 and 
potentially other legal constraints.  These should be reviewed by 
DEECDs legal advisors to assess any potential variations required in 
the advice given to applicants.  Furthermore, TTC consortiums that 
may wish to pursue a Trust model or a Partnership model may require 
ministerial approval / order as per the Act.  
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7 Conclusions 
TTCs represent a great opportunity to improve educational outcomes 
and pathways for students and support the response to skills 
shortages in the traditional trades and emerging industries. 

This document has presented a number of findings, advice and 
guidelines associated with the governance and financial modelling of 
TTCs including: 

• Key principles of TTC Governance 
• Potential TTC operating models 
• TTC governance models and their application to TTC operating 

models 
• Proposed financial model for recurrent costs of TTCs 
• Implementation guidelines and advice associated with deploying 

governance and financial models  

Achieving the desired TTC outcomes will require successful 
implementation of these findings, advice and guidelines.  Key 
implementation activities include: 

• Stakeholder Engagement and Professional Development 
• Develop TTC Governance and Financial Model Toolkit 
• Develop DEECD Resources and Tools  
• Legal Framework Development 

 
This report was commissioned by DEECD and assumes the 
Department as the Relevant Education Authority for the purpose of 
program management of the TTCs in Schools Program in Victoria.  
This report also assumes the link between DEEWR as the funder of 
the program and individual TTC projects.  However, it is recognised 
that both the Catholic Education Office and the Association of 
Independent Schools of Victoria will also fulfil this role in their sectors.  
The findings, advice and guidelines in this report are also relevant to 
these two bodies and the schools they represent. 

Effective implementation of TTC governance and financial models will 
play a key role in establishing sustainable TTCs in Victoria and enable 
compelling vocational education and training for years to come. 
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8 Appendix A 
8.1 Setting-up TTC Governance – 

Guidelines and Suggestions 
This section provides further guidelines on the setup of TTC 
governance arrangements including: 

• Decision making approach 
• Reporting 
• Governance body composition and establishment 
• Managing financial risks 
• Managing non-financial risks 
• Managing risks of TTCs on non-school sites 

8.1.1 Decision making approach 

Several approaches to decision making in a governance body are 
available including: 

Decision Making 
Approach 

Description Strengths Weaknesses 

Consensus Requires that a majority 
approve a given course of 
action, but that the minority 
agree to go along with the 
course of action 

Good support to decisions 
 
Fosters debate and 
understanding of 
motivations 

May lead to compromises or 
group think 
 
Decision making may be 
slower 

Range Voting Each member score one or 
more of the available 
options. The option with the 
highest average is chosen 

Faster decision making 
 
Weighting can be used 

Winners and Losers 
 
Can lead to process driven 
outcomes 

Majority Voting Requires support from more 
than 50% of the members of 
the group 

Majority of group supports 
decision 

Winners and Losers 

Plurality Voting Where the largest block in a 
group decides, even if it falls 
short of a majority 

Faster decision making Winners and Losers 
 
Decision may only have a 
small fraction of support 

Authoritative decision 
making 

Where one individual 
determines the course of 
action 

Potential for fast decision 
making 
 
Avoids deadlock 

May avoid debate 
 
Winners and Losers 
 
Decision maker can be 
solely accountable 

Table12: Governing Body decision making alternatives 
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These are also some decision making traps that should be considered 
by governing bodies and managers alike and avoided where possible: 

Decision making trap Description Mitigating actions 

Anchoring When considering a decision, the mind gives 
disproportionate weight to the first 
information it receives 

• View the problem from different 
perspectives 

• Form your ideas before consulting others 

• Be open minded and seek information 
from multiple sources 

• Be careful not to anchor others 

Status Quo Decision makers display a strong bias 
toward alternatives that perpetuate the status 
quo 

• Identify all options 

• Examine how objectives are met by 
options and how this might change over 
time 

• Avoid exaggerating the cost of switching 
from status quo 

Sunk costs Making decisions in a way that justifies past 
choices 

• Examine independent views 

• Avoid a failure-fearing culture 

Confirming Evidence Seek out information that supports our 
existing point of view while avoiding 
information that contradicts it 

• Examine evidence with equal rigour 

• Devils advocate 

• Don’t ask leading questions 

Framing The way a problem is framed can influence 
the choices you make 

• Try to frame the problem in various ways 

• Test frame at key decision points 

Estimating and Forecasting Our minds are not calibrated for making 
estimates in the face of uncertainty 

• Leverage data analysis 

• Consider bounds of problem 

• Test impact of answers 

• Test assumptions 

Table 13: Decision making traps 
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8.1.2 Sample TTC Reporting 

TTC Reporting should be established to inform key stakeholders of the 
overall performance of the TTC.  A sample reporting framework is 
provided below.   

Report Description Performance Areas 

TTC Summary Report This report should be generated for 
key stakeholders (DEECD, Parents, 
teachers, industry etc) on an annual 
basis and provide a summary of the 
TTC performance against target 
outcomes 

• Operational and Financial 
performance of the TTC including 
revenue and expenditure, funds 
available and financial 
commitments for the next year 

• School context including: parent 
satisfaction, enrolments and 
teacher profile 

• Student learning including 
percentage of students completing 
certificate and year 12 level 

• Student engagement and wellbeing 
including absences and 
connectedness to school 

• Student pathways and transitions 
including completion rates, 
retention and destination 

Operational Report including finance This report should be generated for 
operational managers on a monthly 
basis and provide detailed 
performance and educational metrics 
for the TTC, individual sites and 
partners 

• As above on a monthly basis 

• Above metrics split by partner 
school 

• Updated student and financial 
forecasts for the year 

Governing Body Report including 
financial summary 

This report should be generated for 
the governing body on a quarterly 
basis providing summary metrics of 
the TTC and key strategic and 
financial decisions required 

• Summarised version of the TTC 
Summary Report 

• Supplemented with strategic and 
financial decisions and supporting 
reports/analysis 

 

Table 14: TTC Reporting Framework 

 

Note that DEEWR in it’s capacity as overall manager of the TTCs in 
Schools program has specific reporting requirements for TTCs 
including monitoring adherence to funding agreements as well as the 
performance against program objectives.  The information gathered in 
the above reports will also be relevant for this purpose. 
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8.1.3 TTC Governance Body Composition and 
Establishment  

TTC Governance bodies are convened to provide: 

• Continuity to the TTC by setting up appropriate entities and to 
represent and advocate the TTCs point of view 

• Select and appoint an operational manager 
• Govern the TTC by agreed policies and principles 
• Acquire sufficient resources for the TTC 
• Account to stakeholders for the TTC performance and expenditures 

The governing body should be composed to represent stakeholders 
and effectively govern the TTC.  An effective governing body typically 
comprises between 8-12 people including partners and independent 
appointments.  Independent Appointments are particularly important 
for effective governance because they provide the opportunity to 
access additional expertise that may not be available among the 
partners.   All members should ideally contribute specific and relevant 
skill sets (e.g. strategy, finance, legal, risk, operations, education, 
industry) and demonstrate their commitment to achieving improved 
educational outcomes for students. 

The body should be established through a nomination and/or election 
process involving a key stakeholder vote.  Roles on the governing 
body would include: 

• Chair – appointed by the governing body, responsible the link 
between the body and the operational manager  

• Sub-committees – typically include finance and curriculum sub-
committees that investigate and monitor specific topics and make 
recommendations for the wider governing body to ratify 

The body should develop their own constituting order (terms of 
reference) which is consistent with the requirements of the Education 
and Training Reform Act, 2006.  This constitution should detail all 
governing body processes and policies associated with its operation 
and composition. 

The governing body would appoint an operational manager and 
delegate authority of operation of the TTC to this manager.  The 
governing body would then monitor and assess the performance of this 
manager against target outcomes of the TTC. 

8.1.4 Managing Financial Risks 

TTC governance arrangements must include: 

• Who is responsible for costs as they fall due 
• Responsibility for any deficit 
• Adequate forecasting and management of cash flows 

Typically, a lead school will be responsible for meeting costs when 
they fall due.  The partnership agreement should define each partners 
obligations and the basis of this assessment (e.g. hours of use, 
proportion of students, contribution of revenues etc). 

Any deficit would then typically be met at the end of the TTC financial 
year by the partners according to the obligations defined above. 
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8.1.5 Managing Non-Financial Risks 

TTC consortiums need to define accountability for the safety of 
students, teachers and the general public who may use the facility. 

The operations manager should implement effective risk assessment 
and management activities to ensure that the TTC facilities are safe 
and fit for use. 

Each TTC facility must have appropriate public liability insurance to 
cover any potential risks that may arise.  TTC partners may need to 
review their insurance requirements if their students are being 
transported to and trained on a third party site. 

The training provider, TTC operator and parent school must all comply 
with Duty of Care requirements. 

8.1.6 Managing risks of TTCs on non-school sites 

Where a school proposes to build a TTC on a non-school site, the 
school must ensure they have a Memorandum of Understanding or 
Contract in place with the owners of the site which covers the following 
issues: 

1.  The period of the lease 
The lease required would need to be for the construction phase 
and designated use period of the TTC. The designated use 
period is defined in the Overarching Funding Agreement as 20 
years from the time the TTC is operative.  

2.  Access 
Guaranteed access to the site by construction workers and 
students/staff.    

3.  The Site 
The site must comply with DEEWRs requirements under Clause 
8 of the Overarching Funding Agreement (for example, that the 
Site is, and will at all times be, fit for the purposes of carrying 
out the Capital Works and, on and from commencement of the 
Designated Use Period, fit for use for the Designated Use).  For 
more detail, refer to Clause 8 of the Overarching Funding 
Agreement. 

4.  Ownership 
Section 9.2 of the Overarching Funding Agreement addresses 
ownership issues: Ownership refers only to the building.  
Ownership of the TTC site remains with the owners of the site.  
For more detail, refer to Clause 8 of the Overarching Funding 
Agreement. 

5.  Obligations during the Designated Use Period/ Governance 
Where a TTC is being built on a non- school site there will need 
to be MOU/Contract in place with the owners of the Site that 
covers at a minimum the requirements of Clauses 8 and 14 of 
the Overarching Funding Agreement. 

It is envisaged that the governance arrangements of the site owner 
would need to be integrated with the TTC governance model.  The 
level of integration would depend on the nature of the responsibility of 
the site owners but would likely include regular reporting as well as 
potentially representation on the governing body or advisory board of 
the TTC. 
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8.2 Methodology and consultation approach 
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This report engaged department and TTC related stakeholders in a 
consultation process in considering governance and financial issues 
associated with TTCs and leveraging their practical experience to 
develop potential governance arrangements.   

Consultation took place in a number of one-on-one interviews, two 
development workshops and a review process for the report and 
financial model.   
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Participants in these activities included: 

Department of Education and Early Childhood Development 

Edmund Misson Paula Grani Doug Harnetty 

James Hewton Darren Clarke Dale Pearce 

Graeme Lynas Kate Mackay Dick Phillips 

Graeme Luck David Brooks Janne Dempster 

Robert Anderson Mathew Paxinos Katie Nguyen 

Janet Thompson Min Dardovski Peter Henry 

Association of Independent Schools of Victoria 

Peter Roberts Pam Hargreaves  

Australian Technical College - Wannon 

Tony Austin   

Catholic Education Office 

Frank Fitzgerald Peter Devery Joe Konynenburg 

Chisholm Institute 

Grant Radford   

Goulburn Ovens Institute of TAFE 

Thomas Greene   

Professional Mentoring Coaching Services 

Marie Dumais   

Table 16: Consultation participants 

8.3 Example of Alternative Governance 
Models 

Example: UK Trust Schools Program 

A Trust school is a state funded foundation school supported by a 
charitable trust. It is made up of the school and partners working 
together for the benefit of the school. They are established under the 
Education and Inspections Act 2006 and are subject to various 
regulations.  

• Through the Trust, Trust schools are able to:  
• manage their own assets;  
• employ their own staff, and  
• set their own admissions arrangements 

 

However, Trusts schools are not: 

• exempt from the requirements of the admissions code;  
• funded differently from community schools;  
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• run by businesses;  
• separated from the local authority;  
• able to avoid local authority reorganisation plans.  

 

Establishing a Trust School involves setting up a separate trust entity 
responsible for the ‘advancement of education’ – must have objects 
which are educational and charitable.  This body provides guidance 
and input to the existing Governing Body and: 

• Holds the land and assets in trust for the purposes of the school(s) 
• Trustees have limited liability (as do governors) 
• The Trust is not involved in strategic direction or leadership of the 

school(s) 

 

Trust partners

Public, private 
or voluntary 
sector 
organisations 
which act as 
corporate 
members of a 
Trust, or appoint 
individual as 
members

Members

Determine the objects of the Trust

Decide how the trustees are to be appointed (individual 
members may also serve as trustees)

Trustees
(equivalent to company directors)

Administer the Trust on a day-to-day basis

Appoint foundation governors to school governing body
(trustees may appoint themselves as governors)

Community
governors
(appointed by 
governing 
body)

Parent 
governors
(elected by 
parents)

Staff
governors
(headteacher 
ex officio, 
others elected 
by staff)

Foundation
governors

Local 
Authority
Governors
(appointed by
local authority)

TRUST STRUCTURE

Trust
(a company limited by guarantee with charitable status 

which holds land for the purposes of a school)

School governing body

Responsible for the conduct of the school

 

47 Governance and Financial Models
 



 

Example: The North Bedfordshire Schools Trust 

A pyramid of 19 schools, which include 7 Church schools, working in 
partnership to raise standards and improve 3-19 transition and 
progression.  

Partners: 

• Unilever Research – opportunities in science & technology; 
mentoring 

• Capita SIMS – common student assessment platform; IT 
infrastructure 

• Bedford College – personalised learning through tailored vocational 
& academic courses 

• Cranfield University – professional development for staff 
• A Councillor 

 

There are a number of benefits to schools which acquire Trust status. 
One reason for schools choosing a Trust is to ensure that the good 
practice and positive links with its partners which may, for example, be 
other schools, universities or businesses, continues after the 
involvement of those who initiated them have ended. Trusts can, 
therefore, help to ensure longevity of existing relationships.  

Trusts can also strengthen existing relationships by placing them on a 
more formal footing. The agreement underpinning a Trust arrangement 
can help to clarify roles and responsibilities, whilst also providing a 
tangible demonstration of long term commitment to the school(s) 
supported by the Trust. Various Trust partners may also enjoy 
enhanced PR from this high profile way of investing in the community. 

To date, there are more than 450 schools involved in the program and 
more than 100 Trust Schools are in operation across the UK. 

See http://www.trustandfoundationschools.org.uk/ for further details 

 

Insights for Trade Training Centres: 

• Innovative governance models can deliver a wide range of benefits 
across multiple stakeholders 

• Wide adoption of new governance models can be facilitated with the 
use of guidelines and setup resources 

• Clear definition of roles, responsibilities and commitments are 
important considerations in the setup of governance models. 
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