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A Map for Transforming schools: All of the design, all
of the time, all of the way through…
The Implementation of Big Picture Education in Five Schools

John Hogan, Donna Carr and Barry Down
Abstract
This brief outlines a map developed from
research into the implementation of The
Big Picture Education (BPE) design for
learning and school in five quite different
high schools. In this research we were
keen to learn how school communities
effectively implement a Big Picture
Academy or Big Picture Education
orientation within an established
school. Out of this research we were also
committed to providing school staff with
ways of understanding their progress,
reflecting on their progress and planning
for maturation of the implementation of
the design. We hope this map will make a
contribution to that goal.
The full reports – and this brief - from the
project can be found online at https://
www.bigpicture.org.au/big- pictureacademy-bpa-project-map4u- murdochuniversity
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The map that follows was developed to provide an analysis of the
processes involved in transforming school through the experience
of teachers and school leaders engaged in the implementation of a
design for learning and school called Big Picture Education. In it we
summarise three interrelated sites of thinking and action around school
transformation, that is, structure, culture and practice. These categories
are hardly new or even surprising in the school change literature. Based
on the findings in this report, we can reassert with some confidence that
any transformational project must attend to all three elements, changing
one without the others is doomed to fail.
Practice refers to the ways in which the vision and conception of the
design is embedded and deepened around, for example, student
interests, self-reflection, internships, student projects, autobiographies,
portfolios and post-school plans.
Culture refers to the broader sets of values, beliefs and relationships that
need to be created among teachers, students, families and the wider
community. For example, within the school culture everyone is a leader;
everyone matters, everyone is listened to, and everyone is accountable.
Trust, respect and care define the environment.
Structure refers to the ways in which schools intentionally create spaces,
places and time for the key elements of the desired practices to occur
and the culture to be manifest. For example, for student advisories –
as the cornerstones of learning, engagement and well-being. These
advisories require teachers who are committed, well prepared and
carefully selected for the kinds of intensely relational work required.
Successful implementation of the design whether as an academy in
a large school or integrated into an existing whole school requires
the leaders and teachers to grapple and define as best they can
these practices, the culture and the required structures prior to
implementation. However, vigilance is required. Implementation is
always imperfect. As we outline in the report there are always ‘push/pull
forces’ to be negotiated. Built into BPE is a process for action learning
and a reflective practice. It follows that when the design is put in place
this constant cycle of action, reflection, re-planning, action, reflection
and re-planning improve the chances of the academy/school remaining
focused, vigilant, observant, and persistent. Fidelity to the design will be
stronger. A robust integration with the school context will be stronger.
In this map we outline a set of robust BPE design principles, values
and practices that provide the foundations for the school to develop
and implement. We sketch out how they might evolve over time from
emerging to implementing to realised. Further we identify some
indicators for noticing, collecting and documenting student learning for
each of those phases.
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