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We acknowledge Victorian Traditional Owners and their Elders past and present as the original custodians of Victoria’s land and waters 
and commit to genuinely partnering with them and Victoria’s Aboriginal community to progress their aspirations.
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1.	 FOREWORD FROM COMMITTEE OF MANAGEMENT CHAIR

On behalf of the Working Heritage Incorporated Committee of Management (Working Heritage), I am pleased to present our 
Strategic Plan for 2025-2028.
Working Heritage conserves and manages heritage properties on public land on behalf of the State of Victoria. Since its 
inception in 1998, Working Heritage (known as The Mint Inc from 1998 to 2015) has been appointed to manage sixteen sites 
across Victoria, undertaking expert conservation and adaptation works so the community can benefit from these revitalised 
historic buildings and sites.
The Honourable Steve Dimopoulos, the Victorian Minister for Environment appointed the current Committee of Management 
in December 2024, and we are fortunate to have a strong mix of skills and knowledge.
With the strong foundation of a successful model developed over twenty-seven years, Working Heritage has taken a fresh 
approach to develop this Strategic Plan and guide its priorities over the term of the Committee’s three-year appointment.
Our purpose is to reimagine and create new life for heritage places. 
Over the next three years our strategic priorities will focus on creating thriving heritage places through connections and 
collaborations, financial sustainability and building our people and capabilities. By 2028, we will be recognised as the leading 
heritage place activation partner in Victoria and growing our portfolio in capacity and activity to be more diverse and 
sustainable.
This Strategic Plan empowers us to be bold, innovate and streamline our processes to deliver economic, environmental, and 
social benefits to our tenants and the communities we serve.

 

Kerry Anderson  
Chair, Committee of Management
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2.	 EXECUTIVE SUMMARY

DEVELOPING OUR STRATEGIC PLAN

Our Starting Position

Working Heritage is responsible for the conservation, adaptation, and activation of 16 heritage places across Victoria. Over the 
past four years, our focus has been on strengthening our financial foundations, building awareness, and deepening our 
relationships with government and local councils. We’ve made strong progress—and some major projects, such as the 
activation of Jack’s Magazine in Maribyrnong, are now in motion and will continue to shape our next strategic horizon. We are 
proud to be seen as a trusted partner of the Victorian Government, and we are continuing to grow the visibility and credibility 
of Working Heritage.

The Contexts

In refreshing our strategy, we’ve considered both the internal realities of our organisation and the changing external 
environment.

Cross-subsidisation remains core to our model, allowing us to deliver social and community value across the entire portfolio, 
regardless of the commercial return of individual properties. This strategy builds on that foundation, strengthening the model 
for the long term. Our path to greater financial sustainability lies in diversifying revenue streams and unlocking more value 
and activity in existing sites with untapped potential. The goal is to create more capacity and investment for more 
conservation and activation activities that see the places under our custodianship thrive.

We have a model that works and a small but mighty team who are committed to growth and experimentation in pursuit of 
better ways to activate heritage places. We want to clear the runway for our team to do their best work, removing the 
obstacles, creating the right partnerships and creative headspace to support this ambition. We also want to share our story, 
our insights and build our story amongst others in the government, heritage and community sectors, and beyond. We hope to 
show what’s possible and inspire others to see this model as a viable path to sustainable conservation and community 
connection.

The Strategic Development Process

We began with strong foundations, leveraging the achievements of our previous strategy while setting our sights higher. To 
develop our new strategic plan, we followed a collaborative process:

1. 	 Research and Stakeholder Engagement - All tenants across our 16 sites were surveyed to gather feedback on our 		
	 impact, their aspirations, and the role they see Working Heritage playing in the future. This was complemented by staff 	
	 focus groups and broader environmental scanning to set the strategic context.

2.	 Objective Setting - Our Committee of Management reviewed and refreshed our belief and purpose statements, agreed 	
	 on a new three-year strategic timeframe (July 2025 – June 2028), and defined a strategic objective to guide our 		
	 direction and decision-making through to the end of this timeframe.

3.	 Ideation - The Committee then developed a strategic framework outlining the key areas where we will focus our 		
	 operational efforts and explore new opportunities. These pillars were supported by draft success measures and 		
	 outcomes, and the framework was further refined in consultation with the Working Heritage team.

4.	 Strategic Plan Adoption – The Committee reviewed, refined and adopted the Working Heritage 2025 – 2028 Strategic 		
	 Plan. 

5.	 Implementation - With our framework confirmed, the team will develop an annual Implementation Plan that balances 	
	 high-priority strategic initiatives with exploratory activities and further foundation-setting for considered growth into 		
	 the following years.
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NEW STRATEGIC DIRECTION 

2025 is a transitional year—an opportunity to finish strong on key initiatives from our previous strategy while laying the 
foundations for what comes next. A major focus will be the activation of Jack’s Magazine in Maribyrnong, alongside efforts to 
increase vibrancy and use at Carome, Warracknabeal, and Farm Vigano. Together with continued awareness-building, these 
initiatives will further cement Working Heritage’s presence and impact across Victoria.

At the same time, we’ll be setting the groundwork for future growth—strengthening our understanding of each site’s 
potential, clarifying where and how our stewardship can add the most value, and defining the priority initiatives that will 
enable a more diverse and sustainable portfolio.

2026–2028 will be a phase of considered experimentation—testing new approaches across our priority initiatives 
while maintaining the stability of our core portfolio and business-as-usual operations. We’ll seek out new partnerships to help 
bring these initiatives to life and launch stronger collaborations with tenants and other direct users to better activate spaces 
and extend our community impact. We know that not everything will work, and we’re committed to transparency and 
continuous improvement as we explore new opportunities.

2028 will be about embedding what works—consolidating changes to our model, scaling the most successful innovations, 
and ensuring our systems and partnerships are fit to carry us confidently into the next horizon.
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3.	 OUR STRATEGY ON A PAGE

WE BELIEVE
that heritage places should be vibrant 
and accessible for our communities; 
honouring the past whilst benefiting 

today and future generations.

OUR PURPOSE
 is to reimagine and 

create renewed life for    
heritage places.

By 2028, we will be recognised as the leading heritage place activation partner in Victoria and 
growing our portfolio in capacity and activity to be more diverse and sustainable.

OUR PILLARS
We will focus on realising the full potential of our portfolio; being bolder and more collaborative in how 

we activate and partner today, whilst seeking new partnerships to unlock potential not yet aligned.

We foster stronger 
relationships with our 

stakeholders that energise 
our partners to work with 

us in collaborative, creative 
and impactful ways.

We increase the utilisation 
of our places by tenants 
and visitors in harmony 

with heritage conservation.

We diversify our income 
streams and identify, 

attract and cultivate new 
partnerships and sources 
of investment to deepen 
and broaden our impact.

We build skills, processes & 
innovation capabilities to 

enable growth of our 
people and our 

organisation.

OUR PILLARS ARE ENABLED BY

COLLABORATIVECURIOUS COURAGEOUS EMPOWERED ACCOUNTABLE

NEW, BOLDER PARTNERSHIPS INNOVATION GOVERNANCE & PROCESS

With a strong network of external 
experts and private partners, we 

broaden our thinking, our skill-set and 
our opportunities for growth.

With the skills, tools and the right 
support for our team to think creatively 

and test and learn safely, we quickly 
identify and foster great solutions.

With streamlined processes and 
governance, we better empower our 

team to act effectively and with impact.

OUR VALUES UNDERPIN EVERYTHING THAT WE DO
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4.	 OUR STRATEGY IN DETAIL

OUR BELIEF

Heritage thrives when it is used and appreciated—not just preserved. To ensure heritage places continue to hold sustainable 
value for communities, conservation must go hand in hand with activation. That means creating places that are lively, 
engaging, and relevant while preserving their heritage significance. “Vibrant” means places remain active and relevant. 
“Accessible” means they are open, welcoming, and affordable—physically and virtually—appropriate to individual places and 
contexts.

OUR PURPOSE

Working Heritage is a unique custodian for heritage places on Crown Land in Victoria. It is our role to find creative ways to 
breath new and a different life into redundant heritage places as an avenue of sustainable conservation. We find new uses, 
new tenants and new partnerships that make our places attractive and welcoming destinations.

OUR STRATEGIC OBJECTIVE

We believe that heritage places should be vibrant and accessible for our 
communities, honouring the past whilst benefiting today and future generations

Our purpose is to reimagine and create renewed life for heritage places

By 2028, we will be recognised as the leading heritage place activation partner in Victoria, and 
growing our portfolio in capacity and activity to be more diverse and sustainable
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OUR PILLARS

Our strategic pillars define our areas of focus and investment for the next strategy. They guide our day-to-day operations, 
projects, and change agenda. Each pillar has success outcomes that help us track progress toward our strategic objective.

In this strategy, our pillars help us to realise the full potential of our portfolio; being bolder and more collaborative in how we 
activate and partner today, whilst seeking new funding and investment to unlock potential not yet imagined. The projects are 
cohesive and mutually reinforcing. 

Connection and Collaboration

How does this pillar help us to achieve our purpose and strategic objective?

Strong relationships and deep trust are what unlock Working Heritage’s and our portfolio's potential. Our existing 
partnerships—particularly with state government and local councils—are a foundation we will protect and strengthen, while 
continuing to advocate for greater flexibility and agency to explore new ideas, including private partnerships.

Tenants are core to our success. When they understand our model and share in our vision, they become key partners in 
activation and value creation. We want tenants to be excited about growing their impact with our support, broadening their 
impact and making great use of the places they occupy.

Communities are our ultimate beneficiaries. We want them to see themselves in our work—to be informed, inspired, and 
involved in shaping and enjoying revitalised heritage places. Their excitement, feedback and participation are central to 
achieving our purpose.

The Outcomes: What does Success Look like? 

•	 Tenants consider Working Heritage is a good landlord: we communicate our expectations and key information 

•	 Increased number of tenant collaboration initiatives 

•	 Improved partnerships with government and local councils: Working Heritage is identified as a potential partner or 
manager for appropriate heritage properties, including ensuring reduction and/or fair resolution of operational and 
activation barriers faced by Working Heritage places

•	 Proactive, timely engagement to improve the context for Working Heritage within any renewal of Victoria’s public land 
legislation

•	 Increase commitment and ambition towards reconciliation with Aboriginal and Torres Strait Islander peoples. 

We foster stronger relationships with our stakeholders, that energise our 
partners to work with us in more collaborative, creative and impactful ways.
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Thriving Heritage Places

How does this pillar help us to achieve our purpose and strategic objective?

Each heritage place in our portfolio holds potential to grow in strength, relevance and value to our communities. Our role is to 
find the right blend of activities—carefully balancing increased utilisation to meet community needs and access with the 
conservation and improvement needs of each site.

We will benchmark current usage—by both tenants and visitors—and develop targeted strategies to improve and increase 
activation. For tenanted sites, we will foster stronger collaboration to ensure they are vibrant, welcoming and well-used. For 
properties still on their journey to full activation, we will explore events, programs and other community uses that expand 
public access and engagement.

This is about making the most of what we already steward—unlocking more value and life from our places—while continuing 
to honour their heritage significance.

The Outcomes: What does Success Look like? 

•	 Jack’s Magazine is increasingly activated each year and operations are financially positive

•	 All properties are well-maintained in at least good condition with future maintenance and conservation needs well-
understood

•	 Continue broadening WH's model including careful steps into direct management with programming, where appropriate 
to a property

•	 Investment-ready planning for site improvements that would enable increased commercial or community utilisation of 
properties alongside sustainable heritage outcomes 

•	 Increased profile and positive awareness of Working Heritage through website, media and event engagement

We increase the utilisation of our places by tenants, other users and visitors 
in harmony with heritage conservation.
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Financial Resilience 

How does this pillar help us to achieve our purpose and strategic objective?

Our third pillar sharpens our focus on diversifying revenue streams and building greater financial resilience. This is what 
enables us to sustain day-to-day operations while creating space for testing, learning, and bold new initiatives.

We can go further with the resources we already have, and Pillar 2 – Thriving Heritage Places supports this by improving 
utilisation and tenant collaboration. But that alone won’t take us far enough. To fully unlock the potential of our current and 
potential portfolio, we must look beyond internal resources to what can expand our impact—forming new partnerships and 
seeking investment through government, philanthropy, the private sector, arts organisations, and universities. These 
collaborations will provide the capital and expertise needed to deliver ambitious, transformative projects.

The Outcomes: What does Success Look like? 

•	 Proactively identifying and negotiating to adopt at least three potential new heritage places across government 
portfolios, while also reviewing our role in existing properties

•	 Increased revenue diversification 

•	 Clear understanding of long-term financial needs, including in relation to assets, and policy for the role of debt within its 
financing structure

•	 New partnerships that create mutual benefit including (but not limited to) Working Heritage revenue diversification

Our People & Capabilities 

How does this pillar help us to achieve our purpose and strategic objective?

We are a small but mighty team with a lot of ambition and multifaceted working relationships with key stakeholders. This 
strategy calls for investment in professional growth, space to think creatively, and strong Committee support. Our team must 
be empowered with the tools and skills to lead the next phase of impact.

The Outcomes: What does Success Look like? 

•	 Efficient collaboration between and across staff and Committee of Management, with clear roles, information flows and 
processes

•	 A well-understood organisational capability framework that adapts to emerging needs, and is well-aligned to planning 
and performance systems

•	 Team capabilities in priority matters increased and improved including through upskilling and process improvement

•	 A well-stewarded network of trusted, reliable external suppliers helping us deliver outsourced functions, with 
appropriate contestability and renewal over time

We diversify our income streams, and identify, attract and cultivate new 
partnerships and sources of investment to deepen and broaden our impact.

We build skills, processes & innovation capabilities to enable growth of our 
people and our organisation.
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OUR STRATEGIC ENABLERS

Supporting these pillars will be foundational work across three strategic enablers. Enablers are concepts that span the entire 
business, are delivered through business as usual (although projects can be created to enhance them) and span all the pillars.

New, Bolder Partnerships
To become a recognised leader in heritage activation, Working Heritage must elevate its profile and cultivate strong, 
trusted relationships with a broader network of stakeholders. These partners will bring specialised skills and support our 
efforts to grow revenue streams. This enabler unlocks opportunities and possibilities beyond what we can achieve alone.

Innovation
Being a leading heritage activation partner means pioneering fresh, creative approaches to achieving conservation 
outcomes. By embedding innovation at the heart of every pillar and initiative, we seek solutions that inspire our team, 
partners, and community alike.

Governance & Process
As in every organisation, we know that to some extent processes can slow us down and add unnecessary complexity. To 
thrive, we must work to be a more adaptable and agile organisation capable of responding swiftly and effectively to new 
opportunities—especially as we explore partnerships with private sector organisations—while maintaining good 
governance and appropriate accountability.

OUR VALUES

We don’t shy away from asking questions or pushing the boundaries of what’s possible with heritage 
activation. Never say never!

We put in the hard yards, have the tough conversations, and make the big calls to get the best 
outcomes for our places and communities.

We set clear expectations and guardrails so our team can act boldly—and we back each other, and 
our model, to deliver.

We take our custodianship seriously. We do what we say we’ll do, own our mistakes, and are open 
about what we’ve tried and where we’ve landed.

Our small team achieves big things because we continuously invest in strong, two-way relationships 
with each other, with our partners, and with the communities we serve.COLLABORATIVE

CURIOUS

COURAGEOUS

EMPOWERED

ACCOUNTABLE
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