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Executive Summary Retain, Repair, Reinvest 
 

 
The proposed RRR refurbishment and infill development at Barak Beacon Estate. Image by OFFICE 

 
Retain, Repair, Reinvest (RRR) is a site-specific strategy developed by OFFICE for 
evaluating the refurbishment potential of existing public housing. At its core is the 
retention of public housing with the commitment to ensuring housing as a basic 
human right. The approach has three key objectives: 
 

Retain existing communities by not relocating residents,  
Repair existing buildings to reduce environmental impacts of construction, 
Reinvest savings to improve comfort and upgrade public housing. 

 
This strategy has been developed in response to the Department of Families, 
Fairness and Housing approach to renewing public housing, delivered through 
Homes Victoria. The redevelopment of a number of estates, including Barak 
Beacon, is being financed through the Ground Lease Model (GLM) as a mechanism 
of the Big Housing Build (BHB). The Government’s estate renewal process follows a 
tenant eviction, demolition, and rebuild approach that is based on the rationale that 
refurbishment is not a viable option1 — despite no feasibility study for the renovation 
of the estates being available to the public.  

 
1 Legislative Council Legal and Social Issues Committee (Vic), Inquiry into the Public Housing Renewal Program: 
report (Victoria, Parliament of Victoria, 2018). https://apo.org.au/node/175096.  

https://apo.org.au/node/175096


 

 
The proposed RRR internal refurbishment of the existing housing block at Barak Beacon Estate. Image 
by OFFICE 

 
The objective of Retain, Repair, Reinvest is to demonstrate that it is both technically 
and economically feasible to retain the existing public housing, via refurbishment 
and infill to provide greater social and environmental benefit.  
 
RRR identifies the uncaptured costs associated with the Ground Lease Model 
(GLM) approach at Barak Beacon and redirects these savings into the existing 
public housing stock and new infill. These costs include the relocation of existing 
tenants, disruption of communities and demolition of existing buildings. 
 
Retain, Repair, Reinvest addresses all of the criteria presented by the Department 
of Health and Human Services that justify estate demolition — including access, 
energy efficiency, dwelling types, liveability standards, additional housing capacity 
and financial investment.  
 
 

                                



 

Background  
This report presents an alternative strategy for the renewal and expansion of public 
housing in Victoria. Currently, large-scale estate renewal is delivered by Homes 
Victoria under the Big Housing Build (previously the Public Housing Renewal 
Program [PHRP]), through the Ground Lease Model. Both the PHRP and BHB 
approach to estate upgrades is through the relocation of existing tenants to other 
public housing estates (or private market rentals), demolition of existing buildings, 
and private-public-partnership rebuild. The Ground Lease Model offers a different 
approach from the PHRP delivery, via new land-ownership arrangements and 
financing structures. This report focuses on the second iteration of the Ground 
Lease Model (GLM2), with a comparison RRR case study on the Barak Beacon 
estate. 

 
A map of Melbourne highlighting the Estate’s included in the PHRP, BHB, GLM and GLM2. Image by 
OFFICE 

The Retain Repair Reinvest strategy proposes the retention of existing communities 
and buildings by accurately determining the viability of refurbishment. Through a 
case study of the Barak Beacon Estate, this document demonstrates the value of a 
refurbishment and infill approach by comparing the delivery of the GLM2 
development with an RRR strategy.  
 
RRR: Barak Beacon questions the rationale for demolition, quantifies the 
uncaptured costs and value-loss of the real estate-led model, and calculates the 
savings that can be achieved through renovation. These costs and disbenefits of the 
GLM2 model include:  
 

● The direct financial costs of relocating residents during the demolition and 
rebuild period  

● The social and health impact of relocating residents  



 

● Tender process transaction costs including the project team and project 
advisers 

● Contract management costs of administering the Project Deed and 
associated documents 

● Costs pertaining to retained risks 

The GLM2 is based on assumptions around the efficacy of private-public-community 
partnerships, and financial savings to the government through this model. This 
report highlights the economic, social, heritage and environmental benefits of 
refurbishing the Barak Beacon Estate. The RRR report demonstrates that through 
the staging of works and sequenced decanting of buildings, no residents will have to 
be relocated from the Estate. 
 
This report and feasibility study establish the value of retaining and renovating the 
existing public housing buildings, as well as the opportunity to increase density and 
social housing through infill on the site. The GLM clearly states that its purpose is to 
‘grow social housing’ and the call to tender details how this will be achieved via 
demolition and rebuild.  
 
RRR: Barak Beacon proposes that it is possible to retain the existing buildings and 
still achieve this increased density through infill development. Through this 
alternative approach to renewal the report details how it is economically, 
environmentally, and socially more efficient to retain the existing buildings, when 
compared to the demolition approach of the GLM. 
 

  



 

Key Findings  
This study demonstrates how a Retain, Repair, Reinvest strategy can address all 
objectives of the PHRP/Big Housing Build and GLM component, and deliver 
improved living conditions for a significantly lower direct financial investment from 
the government. 
 
As outlined in Table 1, the RRR feasibility study has found that a refurbishment of 
the existing public housing (with 25% increase in occupancy) combined with the infill 
of 238 new social housing dwellings can be delivered for $97,897,000 while 
retaining the existing community on site and avoiding the social impact and 
economic costs of relocation.  
  
This saves the government $16 million in direct relocation costs, and approximately 
$1 million in associated health and well-being costs. The RRR proposal also 
provides a 54% reduction of embodied energy, a 46% reduction of global warming 
potential with land use impacts reduced by 273%.  
  
The RRR study proposes that it is possible for the $244.8 million of direct financial 
contributions the government will pay to the selected Project Consortium to deliver 
the Barak Beacon site, to be reinvested back into the refurbishment of the existing 
public housing and development of new social housing (Table 2). This report further 
suggests that the Ground Lease Model does not provide financial, social or 
environmental benefit, and improved outcomes could be delivered for significantly 
less government and private investment.  
 

 
Site plan showing the retention of the existing housing blocks (E) with the proposed dwellings (P) to 
occupy the east of the site. Forming a built edge along Beacon Rd and retaining the northern aspect 
and open space of the existing Estate. Image by OFFICE 



 

 
Table 1- Comparison between GLM2 model and RRR proposal for Barak Beacon.  

 Ground Lease Model 
Barak Beacon Estate 

Retain, Repair, Reinvest 
Barak Beacon Estate 

Refer to Section 

RETAIN    

Increasing existing social 
housing  

 

+10% (9) dwellings 
98 in total 

+25% (+23) dwellings 
112 in total 

5.5 

Increasing New Homes  +252 dwellings 
350 in total 

+238 dwellings 
350 in total 

5.5 

External Relocation costs 
These expenses are paid by the 

Government.  

-$16.193 million  $0* 4.2 

Health and well-being costs  
These costs are based on SGS 

modelling of health and wellbeing 
impacts through relocation. 

-$238,656 $0 4.2 

Education costs  
These costs are based on SGS 

modelling of educational impacts 
through relocation. 

-$674,800 $0 4.2 

REPAIR     

Direct Refurbishment Costs 
(25% increase in public housing 

occupancy) 

NA -$19,654,000 
(-$175,482 per dwelling) 

5.10 

Direct New Dwelling 
Construction Costs 

-$105,006,150 -$78,243,000  5.10 

Embodied Energy 
This saving is calculated against the 

demolition and rebuild proposal. 

- 54% reduction 5.9 

Global Warming Potential 
This saving is calculated against the 

demolition and rebuild proposal. 

- 46% reduction 5.9 

Land Use 
This saving is calculated against the 

demolition and rebuild proposal. 

- 273% reduction 5.9 

REINVEST    

Estate construction cost 
savings (refurbishment and infill)  

- +$7,109,150 5.10 

Estate project cost savings  - +$24,215,606 
 

5.10 

 

*Relocation fees for RRR are $0 due to the staging of works. There would be a budget for a small 
removalist fee from relocating residents within the Estate during the new build and refurbishment.  

 



 

Table 2- Direct Government investment at Barak Beacon  

Direct Government investment 
at Barak Beacon  

 

Project development, market 
testing and procurement costs* 

$64,750,000 

Quarterly service payments to 
the Project Co to manage and 
maintain the properties over 40 
years.** 

$118, 658,499 

Projected total government 
investment in Barak Beacon 
over 40 years  

$183,408,499 
 

Total required investment for 
RRR: Barak Beacon 
Construction Proposal  

 
 

$97,897,000 
 

 

*This value is one-quarter of the capital investment for GLM Project 2, as Barak Beacon is one of four 
estate renewal sites.  

**This value is based on the GLM Project 1 costs, as the GLM Project 2 contract has not yet been 
awarded. This cost has been calculated by dividing the budgeted Quarterly Service Payment (QSP) 
total government expenditure of 40 years by 4, to reflect that this cost pertains to one-quarter of the 
project sites (Port Melbourne). It is likely this QSP figure would be larger for GLM2, as the project is 
delivering more dwellings overall across more sites than GLM1.  
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1. Introduction  

1.1  Overview   
This report presents an alternative to the Victorian Government-adopted strategy for 
the renewal of public housing in Victoria, by questioning the procurement rationale 
of the Big Housing Build and the delivery of the program through the Ground Lease 
Model. Retain Repair Reinvest: Barak Beacon questions the assumed necessity of 
demolition and quantifies the uncaptured costs and value-loss of the BHB and GLM 
real estate-led model.  
 
This report assesses whether a Retain Repair Reinvest refurbishment strategy can 
achieve the same objectives of the BHB without the relocation of existing 
communities and demolition of housing stock. The report demonstrates the 
economic, environmental and social value of the RRR approach.  
 
The case study of Barak Beacon presented in this report is specific to the conditions 
and particularities of the housing’s design, site condition and community values. 
However, due to the ubiquity of the walk-up housing typology and the unaccounted-
for costs of resident relocation and demolition — the strategies employed in this 
proposal are replicable for other government owned sites throughout Victoria and 
Australia.  
 
The feasibility study primarily focuses on how equivalent built outcomes — by both 
retaining the existing public housing and increasing dwellings though social housing 
infill — can meet the BHB objectives for lower environmental, social and economic 
costs. While the RRR approach does not include financial modelling for subsidising 
the renewal of public and social housing, the report findings highlight huge potential 
cost savings to the government, disproving the efficiencies of the current GLM 
approach. 

    
The Barak Beacon Estate consist of 21 blocks of flats with 89 dwelings in total. The conrcete design is 
replicated throughout the Estate. Aerial image - Near Map (left), Photo by Ben Hosking (right)   
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1.2 Previous Iteration RRR: Ascot Vale 

RRR Barak Beacon is the second iteration of the RRR strategy deployed to assess the 
feasibility of estate renovation in Victoria. In May 2022, OFFICE applied the RRR 
strategy to a public housing estate in Ascot Vale which has been identified as a site for 
renewal by Homes Victoria. The Estate, designed in the 1940s by modernist architect 
Best Overend, consists of 47 three storey walk-ups and is estimated to be at 80% 
occupancy. The design team identified an empty block of flats, at 42 Ascot Street, to 
conduct the RRR study on, by comparing the outcomes to part of the Estate that had 
already been demolished and redeveloped as part of the Public Housing Renewal 
Program (PHRP). The RRR study established that refurbishment could achieve the 
PHRP program objectives of accessibility, liveability and energy requirements without 
requiring the relocation of existing communities. The RRR: Ascot Vale design proposal 
incorporated a new lift, an allocation of Specialist Disability Apartments (SDA), heating 
and cooling upgrades (7.4 NaTHERS and 38% energy use reduction), and a redesign 
of the communal rooftop.  

A direct construction cost saving of $281,838 per dwelling was identified through the 
RRR refurbishment proposal, compared with the PHRP demolition and rebuild.  

Refurbishment works at the case study site of 42 Ascot Street are currently underway 
with Homes Victoria confirming that the block will be retained as public housing. 
Construction began two months after the release of the RRR: Ascot Vale feasibility 
study, having been vacant for over two years.  

These works recognise the potential of refurbishment as an alternative renewal 
strategy and hopefully one that will be adopted in other ageing public housing estates. 

 

    
 

Photo of the refurbishment works currently underway, and the rendered proposal produced as part of 
RRR: Ascot Vale. Photo by Ben Hosking (left) Image by OFFICE (right) 
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Housing Infill/ Increasing Density 

As a site-specific strategy RRR is not only a study into the Estate’s building typology 
and site condition but also the residents' preferences for development. The Ascot Vale 
Estate feasibility study was to meet the key objective of the PHRP — to renew public 
housing — as well as reflect the values of the residents in retaining the existing 
landscape and mature trees of the site. The RRR: Barak Beacon study also responds 
to the existing buildings and residents’ input, while using the government's approach 
or demolition and rebuild as a basis for the comparative study. The GLM clearly states 
that its purpose is to ‘grow social housing’ and the tender details how this will be 
achieved through the increase of density on the site via demolition and rebuild.  
 
RRR: Barak Beacon proposes that it is possible to retain the existing buildings and still 
achieve the increased density through infill development. The report details how it is 
economically, environmentally, and socially more efficient to retain the existing 
buildings, when compared to the demolition and rebuild approach of the GLM. 
 

 

1.3 Objectives and Scope   
 
Objectives  
This report presents the GLM model as a base case, alongside an alternative Retain 
Repair Renew proposal for the Barak Beacon Estate. The analysis compares how 
the GLM model and RRR proposal address the program objectives of the BHB. The 
key objectives of the GLM Project 2 are to deliver:  

● Increased social housing supply by 10%  
● Affordable housing  
● Diverse housing supply  
● Integrated communities  
● Quality built form  
● High quality and efficient operations, including 75% of new social housing to 

‘Priority Access’ category applicants of the Victorian Housing Register  
● Risk transfer and delivery certainty  
● Innovation 
● Value capture  

 
The GLM project is delivered as part of a Public Private Partnership (PPP) between 
the Project Co. and the Department of Families, Fairness and Housing. The 
rationale for using the PPP is outlined in the Public Accounts and Estimates 
Committee, outlining the benefits of the GLM Model for the delivery of social, 
affordable and market rental housing in Flemington, Brighton and Prahran.2 The 
PPP investment project is viewed as the preferred delivery/funding model due to:  
 

 
2 Public Accounts and Estimates Committee, Financial and Performance Outcomes, General Questionnaire. 2020-
21. Department of Families, Fairness and Housing.  
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● Retention of government land for integrational benefit: 
● Provides fixed price certainty over both capital and operating costs for 40 

years  
● Provide a (now) proven platform to effectively leverage large scale institution 

investment and low-cost financing into social housing 
● Private rents subsidise the cost of delivering social housing 
● Asset management including lifecycle asset replacement works, tenancy 

management and social landlord services must be delivered up to a 
prescribed standard. If they are not met, service payments will be abated. 

● Higher level of social-private integration   
● Builds capacity in the community housing sector  

 
Report Scope  
The RRR refurbishment and infill proposal for Barak Beacon Estate responds to the 
stated objectives of the GLM, as well as the specific rationale for the Estate’s 
demolition and rebuild. It is also informed by resident enthusiasm to retain their 
homes and existing communities. 
 
In response to the GLM rationale, this RRR proposal focuses on how to best meet 
the objective of Estate renewal with minimal financial, economic, and social costs. 
The findings from this feasibility study demonstrate the value of refurbishing the 
Estate, and as such advocates for retaining the existing buildings on Barak Beacon 
Estate as public housing with the proposed infill supplied as community housing, 
acknowledging the role of CHPs and other social housing models in the provision of 
homes for Victorians.  
 
The report identifies how the RRR approach can address the key objectives of the 
GLM and PHRP/BHB rationale, but does not include how a refurbishment and infill 
strategy can address the PPP objectives. The report findings question the necessity 
of the PPP model, and as such, do not address the associated outcomes of this 
approach. However, as outlined in Section 2.3, the RRR approach does significantly 
address key aspects of Victoria’s Value Capture Framework; chiefly in regard to 
public housing, environmental improvement, and social outcomes.  
 
The scope of the project is also informed by the architectural particularities of the 
site, and the heritage value of the Estate, as discussed in Section 3.1.  
 
While the RRR approach does not include financial modelling for subsidising the 
renewal of public and social housing, the findings highlight huge cost savings to the 
government through disproving the assumed efficiencies of the current GLM 
approach. Through an accurate understanding of the existing sites and buildings 
these cost savings could be passed on to the construction of new dwellings resulting 
in a similar outlay for the government. RRR: Barak Beacon demonstrates that other 
approaches are both possible and cost effective, while have a lower impact on the 
environment and health and wellbeing of current residents. And should be 
considered in any future renewal of public housing estates. 
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1.3  Refurbishment Precedents  
 
The potential of refurbishment as an alternative to demolition for improved social, 
environmental and economic outcomes is well established internationally in both 
estate renewal projects and other infrastructure upgrades.  
 
One highly celebrated and pioneering example of social housing refurbishment is by 
French architects Anne Lacaton and Jean-Phillipe Vassal. In 2021 the pair were 
awarded the Pritzker Prize, the most prestigious award in architecture. They were 
particularly celebrated for their ‘never demolish’ approach and refurbishment of the 
Cite du Grand Parc social housing towers in Bordeaux, which occurred without 
displacing any residents and retained the community who lived in the buildings. 
 
The environmental impact of demolition and rebuild is also well documented. 40% of 
the world's extracted materials are used in the built environment, with waste from 
demolition and construction representing the largest waste stream in many 
countries.3 The building and construction industry is accountable for 39% of the 
world's carbon emissions — 28% relating to the operation of the buildings and the 
remaining 11% resulting from the manufacturing of new materials such as steel, 
cement and glass.4 
 
The Victorian Climate Change Act 2017 sets out a long-term state government 
strategy of reaching net zero emissions by 2050. This commitment by the 
government includes five yearly interim emission reduction targets, each of which 
improves on the previous targets.5 To meet these ambitious net zero emission 
targets, it will be essential that construction practices change and buildings reduce 
their environmental impact.  
 
This RRR: Barak Beacon feasibility study provides evidence for the value of 
retaining and upgrading the existing buildings to meet higher environmental ratings, 
as well as the embodied savings of avoiding the demolition of well-designed, 
structurally robust and historically significant buildings.  
 
 
 
 
 

 
3 Cheshire, D. and Burton, M. The carbon business case for choosing refurbishment over new build, AECOM. 
https://aecom.com/without-limits/article/refurbishment-vs-new-build-the-carbon-and-business-case/  
 
4 United Nations Environmental Program, 2019 Global Status Report for Buildings and Construction Sector,  2019 
Global Status Report for Buildings and Construction Sector | UNEP - UN Environment Programme 
 
5 For a full list of the Victorian Government’s action on climate change, see the policies outlined at 
https://www.climatechange.vic.gov.au/victorian-government-action-on-climate-change  

https://aecom.com/without-limits/article/refurbishment-vs-new-build-the-carbon-and-business-case/
https://www.unep.org/resources/publication/2019-global-status-report-buildings-and-construction-sector
https://www.unep.org/resources/publication/2019-global-status-report-buildings-and-construction-sector
https://www.climatechange.vic.gov.au/victorian-government-action-on-climate-change
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1.4 Report Structure  
 
This report provides three key elements:   

1. The Retain Repair Reinvest Strategy 
The report establishes the Retain, Repair, Reinvest strategy by documenting 
and providing contextual information about the disbenefits and uncaptured 
costs of the GLM approach under the Big Housing Build.  

 
2. The Barak Beacon Case Study 

The report introduces Retain, Repair, Reinvest: Barak Beacon — a specific 
feasibility case study of the Barak Beacon Estate. Through a comparative 
analysis of the GLM2 and a proposed Retain, Repair, Reinvest approach; 
the feasibility of the alternative model is demonstrated.  

 
3. Barak Beacon Estate Design Proposal 

The final section of the report presents a detailed design proposal for Barak 
Beacon, demonstrating the technical and financial success of the 
refurbishment and proposed infill. 
 
 

 

 
The existing homes at Barak Beacon are in good condition with no visible sign of structural damage. 
Photo by Ben Hosking 
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1.5 Approach  
 
To meet the objectives and scope of this feasibility study, the approach involved the 
following components:  
 

● Developing a research plan  
● Document review and analysis - this included, but was not limited to 

○ publicly available reports 
○ submissions 
○ academic literature 
○ government plans and policies  

● Two community engagement sessions with Barak Beacon Estate residents 
● Analysis of public housing resident feedback 
● Commissioned reports from a Quantity Surveyor and Environmental 

Consultant  
● Consultation with housing researchers, academics and economists 
● Presentation of preliminary designs to Barak Beacon residents  
● Revision of design based on feedback 
● Final report (this document)  

 
 
 

  
The existing homes at Barak Beacon, construstuded from precast concrete, were built in 1982 by the 
Ministry of Housing. Photos by Ben Hosking 
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1.6 Limitations  
This report is based on data, budgets, reports and findings that are publicly 
available. To OFFICE’s knowledge, there has been no refurbishment study 
conducted on the Barak Beacon site to date.  
 
Additionally, due to the Ground Lease Model Project 2 currently under the 
contracting process, the specific details of the project delivery are not yet 
established. Where specific financing details or dwelling type information is not 
available, OFFICE have based their calculations on the Ground Lease Model 
Project 1 program delivery plans and the Ground Lease Model: South Yarra, 
Prahran, Hampton East and Port Melbourne Expression of Interest released in June 
2022. The report clearly identifies where comparative data is being drawn from 
throughout the report.  
 
In instances where economic modelling has been undertaken, we identify from 
where the data was drawn, and acknowledge the limitations of the data available. 
We have sought expert advice in establishing our modelling tools, as developed with 
SGS Economics and Planning as part of the RRR: Ascot Vale report and applied 
here as part of the RRR approach.  
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2. Ground Lease Model  

2.1 From Public Housing Renewal to the Ground Lease 
Model  
 
Public Housing Renewal Program (Stage 1)  
The Public Housing Renewal Program (PHRP) was introduced in December 2016 
as part of a suite of commitments under the Victorian Government’s Homes for 
Victorians strategy; a cross-government response to housing affordability and 
homelessness. The PHRP included $185 million of investment in initial seed funding 
and is expected to deliver 1750 new social housing dwellings.  
 
The key outcomes of the PHRP are focused on improving dwellings for resident 
comfort, access, and increasing the number of social homes on each site by at least 
10%. Under the PHRP, the housing that replaces existing public housing will be 
community housing, and will be managed by community housing providers (CHP).6 
This approach is retained in the GLM and Big Housing Build strategies.  

The Public Housing Renewal Program (PHRP) follows an eviction, demolition, and 
rebuild approach that is based on the rationale that refurbishment is not a viable 
option. This rationale also informs the approach of the BHB, and delivery of the GLM 
projects. For full analysis and discussion of the limitations and critiques of the Public 
Housing Renewal Program, see the RRR: Ascot Vale Feasibility Study and Design 
Proposal.7 

Big Housing Build  
In November 2020 the Victorian State Government announced the Big Housing 
Build, a $5.3 billion investment into housing and job creation.8 Within this suite of 
programs, the Ground Lease Model is a new Public-Private Partnership (PPP) 
based approach for financing, designing, constructing, maintaining and operating 
social housing, affordable rentals, disability housing and private market rentals. 
Several of the sites being developed under the GLM were originally identified for 
demolition under the PHRP.  
 
 
  

 
6 Public housing tenants pay a maximum 25% of their income in rent, are provided perpetual tenure, and housing is 
provided to those with the greatest priority of need. Community housing residents pay 30% of their income in rent, 
the tenure is less secure, and only 75% of the available housing is allocated to those with greatest need.  
  

7RRR:Ascot Vale Feasibility Study and Design Proposal, available: https://office.org.au/api/wp-
content/uploads/2022/05/RRR_Ascot-Vale-Estate-Feasibility-Study.pdf, p.5  
 
8 The Homes Victoria Big Housing Build website describes ‘We’re building thousands of new homes for Victorians in 
need and creating tens of thousand of jobs to support Victoria’s recovery.’https://www.vic.gov.au/homes-victoria-big-
housing-build  

https://office.org.au/api/wp-content/uploads/2022/05/RRR_Ascot-Vale-Estate-Feasibility-Study.pdf
https://office.org.au/api/wp-content/uploads/2022/05/RRR_Ascot-Vale-Estate-Feasibility-Study.pdf
https://www.vic.gov.au/homes-victoria-big-housing-build
https://www.vic.gov.au/homes-victoria-big-housing-build
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Ground Lease Model 
The Ground Lease Model (GLM) approach to public housing renewal was first 
introduced under the Big Housing Build in 2020. The Homes Victoria website 
describes the model as following a process where: 
 

● Vacant land is leased to a not-for-profit project group  
● Not-for-profit project group finances, designs and constructs new social, 

specialist disability, affordable and market rental homes for Victorians  
● Community housing provider manages and maintains the social housing for 

40 years  
● At the end of the lease term, all land and buildings are returned to Homes 

Victoria in their original condition, meaning no sale of public land  
 
This process is detailed in a short graphic video, captured in Figure 1.  
 

 
Figure 1: Ground Lease Model process, as detailed on the Homes Victoria website.  

 
However, the estate renewal sites, which were previously identified under the Public 
Housing Renewal Program, are not ‘vacant land.’ The GLM does not include the 
initial step of demolishing existing public housing to create the vacant land for Step 1 
of the process.  
 
The GLM is designed to allow for the land and assets to revert to public ownership 
at the end of the 40 year agreement between the state and the PPP consortium. At 
the end of this period, the model sees the private rentals managed by the 
government. The nature of this transition is not fully described, but will render the 
government as landlords to private renters when the lease period concludes. The 
program design frames this private rental approach as allowing for ‘rental income 
from these properties will offset the cost of building social housing.’  
 
The first GLM Program was announced in May 2021 for the build of community and 
affordable rental properties on sites of demolished public housing in Brighton, 
Flemington and Prahran. This second iteration of the Ground Lease Model (GLM2) 
concerns public housing estates in South Yarra, Prahran, Port Melbourne (location 
of Barak Beacon Estate) and Hampton East.  
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Ground Lease Model 1  
While there are not yet any built outcomes of the GLM1, the Private-Public 
Partnership model between the Director and Building Communities Ltd (Vic) 
consortium (BCVL) has won multiple awards for their partnership. The PPP 
consortium is a special purpose vehicle, as a legal entity established to undertake a 
specific business activity.  
 
The BCVL consortium consists of  

● Community Housing Limited as the investor, operator, service provider and 
owner  

○ Horizon Housing Realty as Built to Rent market housing and 
affordable housing operator/service provider (a subsidiary of CHL) 

● Tetris capital as bid leader and finance advisor 
● NHFIC as finance partner  
● Citta property group as development and property advisor 
● Icon Kajima as builder  

 
We understand that the GLM2 Project contract would be awarded to a similarly 
structured consortium.  
 
The GLM project design is facilitated through a PPP commitment, and a service 
concession arrangement, as defined under the AASB 1059 Service Concession. 
The contract between the Director of Housing and Building Communities BCLV for 
the ‘design, contraction, financing and management of residential dwellings’ 
accounted for under AASB 1059.9  
 
Across the three sites of the GLM1 Project, BCLV will deliver and operate 619 social 
housing dwellings, 126 affordable homes and 365 market rental homes, including 52 
Specialist Disability Accommodation dwellings. 
 
The GLM sees the BCLV finance the build via a build-to-rent structure, where the 
consortium will be responsible for ‘asset management, community engagement, 
maintenance and lifecycle replacement, tenancy management and residential lease 
management.’10 BCLV will be entitled to the net rent from the social, affordable and 
market rental dwellings.  
 
The EOI document details that ‘The Director anticipates to make a capital 
contribution during the Development Phase and provide Quarterly Service 
Payments to Project Co during the Operational Phase, however, these payments 
are intended to be minimised.’11 The Operating Phase is projected to commence in 
January 2024 and will continue for a 40 year period.  
 

 
9 As detailed in the document  ‘FINAL DHHF Annual Report 2021-22 ACCESSIBLE’, p.161.  
10 Ibid, p. 162.  
11 GLM2_EOI page 19.  
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The DFFH Annual Report 2020-21 identifies the combined value of these quarterly 
service payments over the 40 year operating period and ‘total estimated investment’ 
(TEI).  
 
Overall, the ‘total commitments payable’ by the government for the GLM1 are 
$738,634,000. (See Figure 2).  
 

 
 
Figure 2: Service Concession Arrangements for GLM1 Project, detailing the Director’s total financial 
commitments.  

 
For the GLM1, the TEI is reported as $264,000,000 and includes:  
 

a capital contribution, State costs, development costs covered by the Service 
Payment exclusive of GST and retained risk during the delivery phase. The 
capital expenditure is higher than the reported TEI due to an offset from 
rental income.12 
 

This $264,000,000 government investment included a payment of $1 million each to 
three proponent consortium groups submitting round 2 quotes in response to the 
Homes Victoria tender. This contribution is in-line with Partnerships Victoria 
Requirements to ‘maximise competition by incentivising stronger market responses 
and attracting better quality Proposals.’13 
 
As outlined in Table 1 this RRR: Barak Beacon feasibility study demonstrates how 
‘high-quality, sustainable communities with modern and energy efficient homes’ can 
be delivered without the need for demolition and resident relocation, PPP 
procurement structure and for a lower cost.  
 
Ground Lease Model 2  
The contract from the GLM2 project is currently out to tender, and as such, the 
specifics of the project delivery, financing, number of new dwellings, and quarterly 
service payments are not yet defined.  
 

 
12 As detailed in the 2022-23 State Capital Program - Capital Investment Dashboard dataset.  
13 Homes Victoria, Ground Lease Model Project: Project Summary. p.23. Available 
https://www.parliament.vic.gov.au/file_uploads/Ground_Lease_Model_Project_Summary_PjKPZVhZ.pdf  

https://www.parliament.vic.gov.au/file_uploads/Ground_Lease_Model_Project_Summary_PjKPZVhZ.pdf
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Current budget details of the TEI for GLM2 are reported in the 2022-23 State Capital 
Budget as $259,802,000. In addition to the capital contribution included in the GLM1 
TEI, the GLM2 budget includes ‘project development, market testing and 
procurement costs’, but does not include the quarterly service payments to the 
selected Project Co.14 (See Figure 3).  
 
This quarterly service payment has not yet been determined, however we assume 
the GLM Project 2 budget will be comparable to that of the GLM Project 1, as they 
are both informed by the same financing model.  
 
The budget also details that ‘it is expected that the Government investment will be 
matched by an equivalent contribution by the private sector for the Build to Rent 
element of the project.’ This financing is detailed in Section 2.2 . 
 

 
 
 
Figure 3: GLM2 Total Estimated Investment in millions (Image taken from 2022-23 State 
Capital Budget, Budget Paper No. 4, p.130).  

2.2 Financing and the Private Public Partnership Model  
Commercial Principles and NHFIC Investment   
As outlined on the Homes Victoria website, the GLM model objective is to ‘grow 
social housing, tackle the growing problem of housing affordability and address the 
lack of secure, longer-term rentals in well-located areas.’15 
 
In the GML Project 1 financing structure, the community housing provider invested 
$500 million to construct the new housing. This was a combination of debt and 
equity, enabled by affordable lending rates through the National Housing Finance 
and Investment Corporation (NHFIC) and a Homes Victoria service payment 
($264,000,000).16  
 

 
14 2022-23 State Capital Budget, Budget Paper No. 4. Department of Treasury and Finance.  
15 Frequently Asked Questions. Available: https://chl.org.au/wp-content/uploads/FAQ_Ground-Lease-Model-1.pdf 
16 https://chl.org.au/about/where-we-work/victoria-2/ground-lease-model-project-in-victoria/  

https://chl.org.au/about/where-we-work/victoria-2/ground-lease-model-project-in-victoria/
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The NHFIC are the key financier and are ‘committed to providing the senior debt 
financing required for the project’17 and this contribution to Victorian social and 
affordable housing is NHFIC’s ‘largest transaction to date.’18 The low interest rates 
available through the NHFIC loan is expected to contribute more than $50 million in 
savings over the life of the project to the community housing provider.19 
 
Additional Homes Victoria Costs  
As outlined in the Ground Lease Model Project Summary, Homes Victoria has or will 
meet a range of costs in addition to the $258 million capital contribution and 
projected $474million in quarterly service payments under the GLM2 including: 

● Tenant relocation costs 
● Site demolition costs 
● Tender process transaction costs including the project team and project 

advisers 
● Contract management costs of administering the Project Deed and 

associated documents 
● Costs pertaining to retained risks20 

RRR have calculated the tenant relocation costs as $16,193,000 for Barak Beacon 
(see Appendix 2), and understand the value of the demolition contract for the GLM2 
Project as over $1 million.21 

 
Rental Income  

The Ground Lease Model relies on rental value capture from the rental revenue 
streams (social, affordable, disability and market rentals) which are understood in 
the EOI as a ‘significant source of funding.’ The rental income assists the Project Co 
to pay back the NHFIC loans that helped to finance the project delivery.  

Rental income from social housing residents will be a combination of 25% of 
residents income, 15% of Family Tax Benefits and 100% of Commonwealth Rent 
Assistance (for eligible residents).  

The affordable housing is defined in the GLM Project Design document as ‘targeted 
at very low to moderate income households as determined in accordance with the 
Planning and Environment Act 1987 (Vic) at 75% of market rent.’  

According to the most recent data collected by the government on ‘Affordable 
Lettings by Local Government Area’, Port Phillip currently has 19 affordable 
bedrooms (0.9% affordability in the LGA). Port Melbourne is particularly highlighted 
as one of the least affordable rental areas, with median rents for a two-bedroom flat 
the equal highest in metropolitan Melbourne (along with Fitzroy) at $575 per week. 
One bedroom flats in Port Melbourne have a median weekly rental payment of $420. 

 
17 Ground Lease Model Project, Project Summary, p.24.  
18NHFIC, Media Release. Available https://www.nhfic.gov.au/media-resources/media-releases/400m-to-deliver-
more-social-and-affordable-housing-in-vic/  
19 Ibid.  
20 Ground Lease Model Project Summary. p.22  
21 Tender number ATNPFT303055DEM2DS  

https://www.nhfic.gov.au/media-resources/media-releases/400m-to-deliver-more-social-and-affordable-housing-in-vic/
https://www.nhfic.gov.au/media-resources/media-releases/400m-to-deliver-more-social-and-affordable-housing-in-vic/
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In the last year, this median cost has increased by 5%. 1.8% more than the average 
increase across Metropolitan Melbourne.   

There is a clear and demonstrable need for affordable housing across Victoria, and 
in Port Melbourne in particular. However, the proposed GLM approach of providing 
affordable housing at 75% of market value would see a two-bedroom flat in Port 
Melbourne as costing renters $431.25 per week.  

As the Homes Victoria June 2022 rental report captures, $431.25 (75% of market 
rent in Port Melbourne, as defined in the GLM Project Plan) for a two-bedroom unit 
would be unaffordable for a single person, parent and child, or couple on Centrelink. 
(Figure 4).  

Household Type Singles on 
Jobseeker 

Single Parent 
with 1 Child 

Couple on Jobseeker 
with 2 children 

Assumed property size 1 bedroom 2 bedroom 3 bedroom 

Weekly income  

(net of Rent Assistance) 

$321 $627 $895 

Affordable weekly rent $170 $275 $355 

Figure 4: Rental affordability by indicative households on Centrelink incomes22  

 
The Victorian Government defines the affordability benchmark as ‘no more than 30 
per cent of gross income is spent on rent.’ Based on the median market rental costs 
for one and two bedroom flats in Port Melbourne, there is limited opportunity for very 
low and low income earners to afford the 75% market rental options at Barak 
Beacon under the GML model. (Table 3).  
 
Table 3: Required weekly income for affordable GLM housing in Port Melbourne  

 One-bedroom flat  Two-bedroom flat  

Median market rate in Port 
Melbourne (July 2022)  

$420  $575  

Ground Lease Model 75% 
market rate  

$315  $431  

Required weekly income 
for 30% of income to cover 
GLM affordable rental fees  

$1050  $1437  

 
 
 

 
22 Ibid, p.19.  
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Given the significant need for affordable housing in Melbourne, and Port Melbourne 
in particular; coupled with the growing market rates - it appears unlikely that the 
approach of providing rentals at 75% of market rate will be able to meet the needs of 
the ‘very low’ or ‘low’ income earners that are a target group of the GLM program.  

2.3 Private Public Partnerships and the Value Capture 
Framework  
Public Private Partnership  
As outlined in Section 2.2 GLM projects are delivered as part of a Public-Private 
Partnership between the Project Co. and the Department. The PPP investment 
project is viewed as the preferred delivery/funding model due to: 

● Retention of government land for integrational benefit  
● Provides fixed price certainty over both capital and operating costs for 40 

years  
● Provide a (now) proven platform to effectively leverage large scale institution 

investment and low-cost financing into social housing 
● Private rents subsidise the cost of delivering social housing 
● Asset management including lifecycle asset replacement works, tenancy 

management and social landlord services must be delivered up to a 
prescribed standard. If there are not met, service payments will be abated. 

● Higher level of social-private integration   
● Builds capacity in the community housing sector  

 
This report questions the necessity of the PPP model, by illustrating the cost-saving 
potential through direct Government investment, and the disbenefits of the current 
approach. However, one element of the PPP that the RRR proposal addresses, is 
the Partnership Victoria requirement for meeting Victoria’s Value Creation and 
Capture Framework.23 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
23 Victorian Government, Victoria’s value creation and capture framework. Available: https://www.vic.gov.au/value-
creation-and-capture-framework  

https://www.vic.gov.au/value-creation-and-capture-framework
https://www.vic.gov.au/value-creation-and-capture-framework
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Table 4 below demonstrates how retaining and renovating the existing public 
housing at Barak Beacon estate, and introducing new social housing to the site - 
directly aligns with the three key areas of value creation. This is particularly evident 
in regards to ‘social benefits’ where the Value Creation and Capture Framework 
specifically cites ‘public housing’ as an example outcome.  
 
Table 4: RRR:Barak Beacon and Victoria’s Value Creation Framework Benefits  

Value Creation Framework 
Benefits24 

RRR Strategy  RRR: Barak Beacon 
proposal  

Social Benefits  Retain existing communities 
by not relocating residents 

The value creation framework 
directly cites ‘public housing’ 
as an example of a social 
benefit. The RRR:BB 
proposal retains the existing 
social housing and increases 
occupancy by 25%, in 
addition to proposing 238 
new social housing dwellings.  

Environmental Benefits  Repair existing buildings to 
reduce carbon emissions 

Retaining the existing 
buildings would save 54% of 
embodied energy and 46% 
global warming potential, 
compared with demolition 
and rebuild. The report 
highlights how existing new 
buildings can deliver 5 star 
Green Star rating and 8 Star 
NatHERS average rating.  

Economic Benefits  Reinvest savings to improve 
comfort and upgrade public 
housing 

The RRR:BB proposal 
stimulates local job 
opportunities through 
renovation and construction, 
while minimising the 
government investment of 
capital funds and quarterly 
service payments.  

 

  

 
24 As taken from the Victoria’s value creation and capture framework, p.9.  
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2.4 Maintenance  

The feasibility study presented here examines the specific conditions of the Barak 
Beacon Estate and evaluates the potential overall value of maintaining and 
renovating the existing dwellings.  

The need for significant investment in public housing maintenance is the result of a 
long history of inadequate maintenance on public housing, which has been identified 
in government reports and audits since 1993.25 In 2012, an audit into public housing 
explicitly found that ‘due to the continuing operating deficit, there is an increasing, 
unfunded maintenance liability, which has led to a deterioration of the asset base.’26 
For detailed analysis of these VAGO findings and underspend on public housing 
asset management, see RRR: Ascot Vale Feasibility Study and Design Proposal.27  

Then Minister for Housing, Richard Wynne described the South Yarra, Prahran, Port 
Melbourne (Barak Beacon) and Hampton East public housing sites due for 
demolition under the GLM2 as ‘outdated public housing homes that were in really 
poor condition…you have got to concede they were shockers.’28 The Minster further 
emphasised,  

I mean, truly they were some of the worst old concrete public housing that 
probably you could ever imagine. They were well past their time.29 

In a Legislative Council discussion relating to the Residential Tenancies, Housing 
and Social Services Regulation Amendment (Administration and Other Matters) Bill 
2022, one member highlighted the value of the GLM model in providing ‘rebuilds’ 
that were energy efficient, climate friendly and accessible. While no refurbishment 
feasibility study has been conducted (to our knowledge) of the GLM2 sites, the 
member reported  

That is why we are rebuilding, because, guess what, when you renovate 
some of these old sites you cannot make them truly climate friendly. You 
cannot make them energy efficient. You cannot retrofit.  

I have asked about this, because I know this has been put forward—and 
there are some unhealthy distortions that have been circulated, even in the 
media. I think it is important to be really clear about the fact that some 
buildings just cannot be renovated to make them truly climate friendly 
and energy efficient and to provide accessibility.30 (Emphasis added)  

 
25 Victorian Auditor-General’s Office, Managing Victoria’s Public Housing  (Victoria Auditor-General’s Office, 2017). 
https://www.audit.vic.gov.au/report  
26 Ibid.  
27RRR: Ascot Vale Feasibility Study, p.11.   
28 Public Accounts and Estimates Committee, Inquiry into the 2022-23 Budget Estimates. Available: 
https://new.parliament.vic.gov.au  
29 Ibid. 
30 Parliament of Victoria, Parliamentary Debates (Hansard), Legislative Council: Fifty-Ninth Parliament First Session.  
p.3251   



19 
 

 

This feasibility study identifies the overall value of retaining the existing Barak Bacon 
Estate, and how energy efficiency, thermal comfort and access can be delivered 
without demolition - and without the relocation of the community, and for a lower 
overall cost.  
 
 
 

      
Front and rear photos of a block at Barak Beacon showing the blocks of flats to be in sound condition. 
The RRR proposal looks at minimal intervention to bring these flats up to contemporary standards. 
Photos by Ben Hosking  
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3. Barak Beacon Estate  

3.1   History of Barak Beacon Estate  
The Barak Beacon Estate site was previously storage sheds built by the United 
States Army during the second World War.31 Post-war these sheds remained and 
were regarded as an eyesore as they sat empty for years, with any type of 
development being halted due to the land being reserved as the site for a possible 
rail link to the dock.  
 
In the 1980s, the newly formed Ministry of Housing aimed to increase public housing 
stock through the development of government owned sites.32 Barak Beacon was 
identified, and the land released for housing. Assisted by the City of Port Melbourne, 
the Barak Beacon housing estate was built in 1982 and consisted of 21 low rise 
concrete walk-ups with 89 dwellings.  
 
While there is limited information on the design for the Barak Beacon Estate, it is 
reminiscent of a number of estates being proposed by the Housing Commission as 
far back as 1970.33 This unusual design can be seen as a direct reference to the 
internationally recognised housing estates being built in London at that time. These 
significant sites would have been visited during an overseas study tour in 1968 by 
the Housing Commission Architects.34  
 

 
Alexandra Road Estate in Camden, designed in 1968, is representative of the exemplar public housing 
occurring in London at the time. Image from The Guardian: Aalmy 

 

 
31  Housing Innovation - Port Places 
32  VPARL1982-85No81.pdf (parliament.vic.gov.au) p 14 
33 The Housing Commission News July 1970 p 3 
34  The Housing Commission News December 1968 p 1 

https://www.portplaces.com/housing-innovation/
https://www.parliament.vic.gov.au/papers/govpub/VPARL1982-85No81.pdf
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The first built proposal of the Barak Beacon interlocking flat design, deemed to be a 
‘new concept in medium density housing’35 was the Raglan Street Terraces in South 
Melbourne in 1975. This design, which informed the architecture at Barak Beacon, 
received high praise from The Royal Australian Institute of Architects’ Victorian 
Chapter; unanimously taking out the Bronze Award for housing.36 Daryl Jackson, a 
prominent Melbourne architect and one of the jury members described,   
 

We chose this project not just for what it actually is, but also for the overall 
concept. It's an attempt by the government to match its building programme 
with the desire and needs of the people.37  
 

  

 
Perspective sketch of the Raglan Street development illustrating the row house typology. The section 
demostrates the multilevel flats and the elevated public area above the car park. Images from The 
Housing Commission News 1973 

 

 
35  The Housing Commission News December 1973 page 1 
36  4-volume-1-section-6-part-3-min.pdf (portphillip.vic.gov.au) page 332 
37  The Housing Commission News December 1973 page 1 

https://www.portphillip.vic.gov.au/media/ystlnhue/4-volume-1-section-6-part-3-min.pdf
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The design for Raglan Street was developed further and deployed at Barak Beacon, 
using the advanced concrete technology implemented by the Homesglen Factory. 
This State owned concrete factory constructed most of the Housing Commission’s 
prefabricated houses, towers and walk-ups during this period.  
 
In contrast to the Raglan Street design, the Barak Beacon design prioritised large 
and open green spaces between the buildings rather than the elevated car parking 
structure built prior. With the Homeslgen Factory closing in 1979, and operations 
ceasing in December 1981, Barak Beacon Estate is one of the last public housing 
estates built by the factory, representing a significant moment for the history of 
Victorian public housing. 
 

3.2  Big Housing Build, Barak Beacon Estate 
Resident Announcement  
Residents of the 89 properties at the Barak Beacon estate were informed on the 
13th of December 2021 by Homes Victoria that the Estate was to be demolished 
and they would have to be relocated to alternative housing, with the option to return 
upon completion in 2025.38  
 
In response to a question in Parliament about the Ground Lease Model program at 
Barak Beacon demolishing occupied and high-quality housing, the Minster 
explained:  

 
At Barak Beacon, Homes Victoria will replace the 89 existing properties with 
a minimum 10 per cent increase in the number of modern, energy-efficient, 
and accessible social housing dwellings.  

 

The new homes will ensure that more Victorians including people with 
reduced mobility and people with disabilities can live in social housing at this 
well-located site in Port Melbourne close to transport, services and jobs. New 
energy efficient homes will provide savings to residents and ensure they are 
warmer in winter and cooler in summer. All residents temporarily relocated 
for the redevelopment will have the priority right to return on tenancy 
management conditions consistent with public housing once the project is 
completed.39 

 
 
 
 
 
 

 
38 They lived in Melbourne public housing for decades; they learned it would be demolished without warning, The 
Guardian by Stephanie Convery, 28 August 2022 
39 Parliament of Victoria, Questions Without Notice No 574, 18 August 2022. 
https://parliament.vic.gov.au/publication-research/questions-database/details/53/18189  

https://www.theguardian.com/australia-news/2022/aug/28/they-lived-in-melbourne-public-housing-for-decades-they-learned-it-would-be-demolished-without-warning
https://www.theguardian.com/australia-news/2022/aug/28/they-lived-in-melbourne-public-housing-for-decades-they-learned-it-would-be-demolished-without-warning
https://parliament.vic.gov.au/publication-research/questions-database/details/53/18189
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Dwelling Numbers  
An expression of interest (EOI) was officially released by Homes Victoria on the 3rd 
of June 2022, outlining the packaging up of four estates; Prahran, South Yarra, 
Hampton East and Port Melbourne (Barak Beacon). The EOI outlined the project 
rationale, framework and governance structures of the GLM as well as specifics of 
each site.40 
 
The EOI states that the buildings must be in operation by 2025 with construction to 
commence ‘Q4 2023’ - noting that the Government is to handover the site cleared of 
existing buildings, structures, footings and services.41 As such, we estimate 
demolition to begin mid 2023. 
 
While the number of units per estate is not defined, it is noted that there will be 
1200-1400 new dwellings across the four sites (the EOI outlines that the selected 
Project Co can assist to determine the final dwelling numbers, based on commercial 
and design considerations).  
 
The new dwellings will include a minimum 10 percent increase in social housing 
dwellings, with the rest a mix of affordable, market rental housing dwellings and 
Specialist Disability Accommodation (SDA).42 
 
As we are unable to locate the specific proposed dwelling numbers, for the purpose 
of this study we have calculated the number of dwellings per site based on the area 
as demonstrated in Table 5: 
 
Table 5: Dwellings per site of the GLM2 based on area  

Estate Area M2 Proposed Dwellings 

Barak Beacon (Port Melbourne) 20,950 350 

South Yarra 25,000 422 

Prahran 5,800 99 

Hampton East 31,500 529 

Total 83,250 1400 
 
 
Based on these calculations we estimate a total of 350 dwellings will be proposed 
for Barack Beacon Estate under the GLM2 with 98 being social housing and the 
remaining a mix of affordable, market rental and SDA with the percentage of this 
provision remaining unclear. As highlighted in the RRR: Ascot Vale study, a 
common occurrence in PHRP estate renewal delivery has been a reduction in 

 
40 Ground Lease Model -South Yarra, Prahran, Hampton East and Port Melbourne- Expression of Interest, June 
2022 
41 Ibid, p. 24.  
42 Ibid, p. 24.  
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overall room numbers through the social housing increase of 10%. As demonstrated 
by Kelly et al, the loss of overall bedrooms means that the ‘right to return’ will not be 
possible for all temporarily relocated public housing residents to return to the newly 
developed social housing.43  
 
 
Costings  
While official costs are not publicly available, Table 6 and Table 7 outline the key 
redevelopment costs associated with the proposed demolition, resident relocation 
and rebuild of Barak Beacon Estate using the 350 new dwellings as the basis for our 
cost estimates.  
 
These calculations aim to include the true cost of the renewal program and are not 
currently captured in available government budgets. As detailed in Appendix 1, 
where uncertain, we have applied the most conservative cost projections. The 
rationale for each costing is also outlined in Appendix 1, and the method has 
previously been peer reviewed by SGS Economics and Planning.  
 
Table 6: GLM2 new construction costs for 350 dwellings.  

GLM Barak Beacon Construction Costs  

Total Building Costs (including demolition) $95,601,500 

Contingencies $9,404,650 

Total Construction Cost (350 dwellings) $105,006,150 
 
Table 7:GLM2 relocation costs for 89 dwellings  

GLM Barak Beacon Relocation Costs  

Existing Resident Relocation Costs* $14,618,250 

Relocation Managerial Costs* $1,575,092 

Total Relocation Costs (89 dwellings)  $16,193,342 

*These costs are based on DHHS daily rates per dwelling of $150, and managerial cost of 1.5% of 
construction costs as provided in the Supreme Court hearing NO. SCI 2020 02563 by Jamin Ben 
Crawley government representative. See Appendix 2 for a spreadsheet of the costs per day multiplied 
by the number of units and the projected minimum relocation period.  
 
 
 
 
 
 

 
43 Kelly, D., et al., Shh! Don’t mention the public housing shortage. But no serious action on homelessness can 
ignore it. (Victoria, The Conversation, 2019). https://theconversation.com/shh-dont-mention-the-public-housing-
shortage-but-no-serious-action-on-homelessness-can-ignore-it-124875  

https://theconversation.com/shh-dont-mention-the-public-housing-shortage-but-no-serious-action-on-homelessness-can-ignore-it-124875
https://theconversation.com/shh-dont-mention-the-public-housing-shortage-but-no-serious-action-on-homelessness-can-ignore-it-124875
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As outlined in Table 8 the full costs for demolition, relocation and construction of the 
350 new private and community housing using the GLM is calculated at 
$121,199,492.   
 
Table 8:GLM Barak Beacon total construction and relocation costs  

GLM Barak Beacon Construction and 
Relocation Costs 

 

Total Construction Costs $105,006,150 

Total Relocation Costs  $16,193,342 

Total Costs exc Fees $121,199,492 

 
 
This cost per new community housing dwelling represents the direct financial costs 
associated with demolition, relocation and rebuilding of the demolished public 
housing. In Section 4.3, 4.4 and 4.5, this feasibility study introduces previously 
uncaptured value loss and project costs relating to social impact.  
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4.Retain, Repair, Reinvest: Barak Beacon  

This report examines the feasibility of applying the Retain Repair Reinvest strategy 
to the Barak Beacon Estate.  
 
The entire Barak Beacon Estate will be redeveloped over the next 3 years, with 
walk-up apartments slated for demolition. In addition to the broad rationale (outlined 
in Section 3.1) for the GLM, the Barak Beacon renewal was identified as essential 
due to the age and condition of the walk-up buildings. 
 
While there is no clear reasoning why Barak Beacon Estate is being demolished, we 
have assumed, as outlined by the DHHS in other housing renewal projects, 
additional site-specific reasons for the renewal could include: 

● The lack of lifts  
● In-accessibility of buildings for people with mobility issues 
● Age of building means they are difficult to maintain  
● Uncomfortable in very hot or cold weather  
● Not environmentally sustainable 

 
It is unclear if an approach of upgrading or renovating the Barak Beacon was ever 
evaluated, despite the belief that age and condition of the flats meant upgrading was 
not possible. 
 
Section 5.2 identifies how the Retain, Repair, Reinvest model can deliver against all 
of the above GLM objectives, while also providing improved economic, social, and 
environmental outcomes.  
 

4.1 Resident Feedback  
 
The design for the Retain, Repair, Reinvest proposal is also informed by resident 
feedback. The research team held two consultations and one presentation of initial 
design strategies with residents to discuss the research proposal, and gain insights 
regarding resident sentiments about living on the Estate. Residents responded to 
questions regarding: 
 

● If residents wished to remain at the site  
● What worked well about the Estate? What do residents value about living on 

the Estate, and what could be improved? 
 
With evictions already occurring on the site, beginning from the start of the year, it is 
estimated that 60% of the Estate was already vacated before we became involved. 
Due to this community loss and the understandable hopelessness felt by residents 
surrounding the impending demolition the team's opportunity for greater consultation 
was limited. 
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Across the two sessions, 6 residents provided written feedback of their experiences 
living at the Estate.  

● Overall, 100% (6/6) of interviewed residents expressed a strong desire to 
remain on the Estate.  

● All residents noted that it was the sense of community and vicinity of 
services that was valued the most. 

● For the majority of residents the lack of maintenance to their flats was of 
greatest concern. 

 
Items Barak Beacon Residents reported needed to be improved. 

 
Full analysis of the resident feedback from these engagement sessions is provided 
in Appendix 5. Resident feedback also included resident reflections on the design, 
layout and functionality of their flats, which has been incorporated into the design 
response, as outlined in Section 5.3.  
 
 

4.2 Social impact of relocation  
 
There has been no publicly available social impact analysis conducted to measure 
the potential impact of the demolition, relocation and rebuild of the Barak Beacon 
Estate. However, we can draw upon evidence from comparable renewal programs, 
and economic data on the health and education impacts of temporary displacement 
and interruption to community networks and connections to indicate some of the 
costs associated with the planned GLM2 model at Barak Beacon.  
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Evidence from previous Estate renewals include the findings from the Kensington 
Estate, which saw only 20% of residents return to the newly built dwellings. While 
there were a number of reasons for this — including residents being happy with their 
alternative accommodation — research also highlights that others did not return out 
of a ‘desire to avoid the disruption of a second relocation, the time taken for new 
units to become available, and the reconfiguration of dwelling styles on the 
redeveloped Estate which meant not all households were able to be re-
accommodated.’44  

For further discussion of the impact of relocation during estate renewal, see the 
RRR: Ascot Vale report.  

 
Impacts of Relocation  
Internationally, there is evidence to suggest that the relocation of residents as part of 
urban renewal schemes comes at a cost with detrimental impacts on physical and 
mental health, as well as impacts of ‘families, friends and communities’ who are ‘all 
impacted as the social, economic and health effects of those displaced ripple out.’45  
 
While it is difficult to quantify the full impacts of relocation and displacement for 
residents and communities, modelling provided previously by SGS Economics and 
Planning into the health and education costs of temporary relocation provides some 
insights into the scale of cost. See Appendix 3 for details of how these costs were 
calculated.  
 
Table 9 highlights the cost of relocating residents, based on detrimental health 
outcomes and the interruption of education.    
 
Table 9: Health and Education costs of relocation costs at Barak Beacon under GLM2  

GLM Barak Beacon Social Costs (89 
Dwellings) 

 

Health Cost (200 people) $238,656 

Education Cost (120 children)  $674,800 

Total Social Costs  $913,456 

 
  

 
44 Shaw, K. et al. Evaluation of the Kensington redevelopment and place management models Final 
Report. (Victoria, Department of Human Services, 2013).  
45Understanding the assumptions and impacts of the Victorian Public Housing Renewal Program, p.27.  
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5. Retain, Repair, Reinvest Design Proposal 
for Barak Beacon 
A feasibility study has been conducted into the refurbishment of all existing buildings 
and proposed infill housing on the site.  
 
The feasibility study contains: 

● Architectural Drawing Set 
● Site Masterplan 
● Sustainability Assessment Report (existing buildings) 
● Cost Plan Report 

5.1 Existing Buildings at Barak Beacon 
The Barak Beacon Estate consists of 21 walk-up blocks which are repeated 
variations of the same design - including two, three and four-storey buildings. They 
are all precast concrete with an interlocking flat design, giving the majority of units 
multiple levels and dual frontages.  
 
While this is an innovative design, it excludes residents with mobility issues due to 
the internal stairs. All the flats are fully self-contained with no shared facilities except 
for external communal spaces around the Estate. There are a mixture of two 
bedroom (72m2) and three bedroom (100m2) flats all with either a private yard or 
balcony. Most flats have a north facing orientation with cross ventilation and are 
accessed via an external staircase. 
 

 
Site plan showing the breakdown of block types across the Estate. Image by OFFICE 
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5.2 Design Proposal 
The design team's approach to the feasibility study is to Retain, Repair and 
Reinvest. 
 

Retain existing communities by not relocating residents,  
Repair existing buildings to reduce carbon emissions, 
Reinvest savings to improve comfort and upgrade public housing. 

 
The Retain Repair Reinvest design proposal is to bring the existing housing blocks 
up to contemporary standards of living — in line with BHB objectives and 
environmental standards — while retaining the local residents. This is achieved 
through the staging of new works with the refurbishment of the existing building.  
 
The design has been informed by; 

● Existing Barak Beacon Estate resident feedback 
● Architectural and landscape architectural input 
● Environmental and sustainability design solutions 
● Energy performance targets 
● Quantity surveyor costings 

 
Table 10 provides an overview of how the RRR: Barak Beacon proposal meets all of 
the environmental, liveability and access objectives of the BHB and GLM.  
 
Table 10: RRR Feasibility study addressing key rationale for BHB and GLM 

BHB & GLM objectives Synopsis of Proposed RRR Response  

Lack of lifts  The retrofitting of new stairs, external walkways and lift will 
make all refurbished flats accessible. 
 

Liveable Housing Design Guidelines 
(LHDG) Gold Level for 1- and 2-
bedroom social housing dwellings 
and Silver Level LHDG for 3- and 4-
bedroom social housing dwellings 

Silver Level is able to be achieved in all refurbished 
dwellings with Gold Level being supplied in the new infill. 

Minimum standard of NatHERS 6 
Stars with a 7-star average (social 
housing dwellings) and Green Star 
5 Stars (all dwellings) 

An environmental sustainability design consultant and 
quantity surveyor have provided a report on how to 
introduce small interventions into the existing buildings to 
bring them up to 5 star Green Star rating and 8 Star 
NatHERS average rating.  
 
The new housing infill will achieve these minimum 
standards. 
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Increase housing numbers 
The proposed infill housing in combination with the newly 
refurbished dwellings will achieve the same density as the 
GLM2 of 350 dwellings 

Meeting Better Apartment Design 
Standards  

This design proposal for renovating the existing building 
meets all aspects of the Better Apartment Design 
Standards. 
(See Appendix 4 for full details)  

Redevelopment will include 1,2 and 
3 bedroom homes, responding to 
the changing needs of Victorian 
households  

The refurbishment and infill will have a range of 1,2 and 3 
bedroom dwellings.  

5% of new community housing 
dwellings  will be easy to access for 
Victorians with disabilities  

20% of the block’s flats will be SDA dwellings. 

Social housing supply: innovatively 
increase the supply of social 
housing by maximising the number 
of new dwellings at each Site, 
achieving at least a 10% increase in 
the number of social housing 
dwellings above the existing number 
of dwellings per Site. 

25% increase in public housing achieved just through 
refurbishment. 
 

 

5.3 Community Design Consultation 
In addition to understanding what residents valued about living on the Estate, the 
project team also asked for feedback, insights and suggestions about the design, 
layout and functionality of their existing flats.  
 
Across two sessions, 6 residents provided written feedback on their flats. Overall, 
100% (6/6) of participating residents expressed a strong desire to remain living in 
their flat, and did not want to be relocated.  
 
Residents identified a number of key features that work well within the current 
design of their flat: 

 
● The size of the rooms. 
● Natural light and big windows to the flat. 
● The gardens and balconies 

 
There were a number of items that residents reported needing to be improved: 

● Replace Bathroom and Laundry  
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● Access 
● Better storage 
● Ventilation 
● Accessible shower 
● Both heating and cooling  

 
This feedback was later incorporated into the proposed refurbishment design 
through a number of design solutions: 

● All glazed windows and doors to be replaced with double glazed units to 
achieve passive heating and cooling efficiencies. New security hardware will 
be also installed on all operable units.  

● Insulation and new internal wall added to provide increased thermal comfort. 
● All joinery within the kitchen and wet areas will be removed and replaced. 
● A lift will be provided. 

 

5.4 Structural Assessment 
Due to the construction type, condition and age of the existing buildings a structural 
assessment was deemed unnecessary. There are no visible signs of damage and 
sufficient evidence to suggest that the external walls, footings and roofs are in good 
condition. 
 

5.5 Architectural Design 
Refurbishment 
The design of the refurbished public housing incorporates feedback from the current 
Estate residents as well as addressing the BHB objectives. The architectural intent 
is to respect the existing buildings, while incorporating a range of simple design 
solutions to bring them up to contemporary standards. Due to the high-quality 
design and build, and the structural integrity of the dwellings - the refurbishment 
requires minimal large-scale interventions, 
 
Key elements of the design are: 

● The incorporation of new lifts, stairs and external circulation 
● The conversion of multilevel flats to single level 
● The widening of doors to make key flats wheelchair accessible  
● Heating and cooling upgrades   
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Internally there are minimal interventions made, as the flats are converted into single 
floor types with the existing stairs built out rather than demolished: leaving open the 
possibility to reconnect to floors internally in the future. The horizontal flat on ground 
is reorientated to achieve cross ventilation and through this reconfiguring an 
increase of the total number of flats from 89 to 112 (+25%) can be achieved. 
 

  
 
 
All wet areas, kitchens and joinery are replaced. New carpet in the bedrooms and 
polished concrete floor in the living areas and kitchen. Windows and doors are 
replaced with double glazed units, photovoltaic cells and water harvesting retrofitted 
achieving high energy efficiency targets. 
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Externally, the key design intervention is the inclusion of new stairs and external 
walkway. This is due to the conversion of multilevel flats to single level, which 
requires access to each storey. The walkway will be pulled away from the facade to 
allow light penetration to the lower levels, as the new stairs reference the original 
brutalist design and key feature of the site. These walkways will link to the proposed 
infill buildings and vertical circulation such as lifts and stairs. 

 
Sectional view of the existing block with multilevel flats. The red denotes extent of demolition works. 
Image by OFFICE 

 

 
Sectional view of the proposed block with single level flats. The blue denotes the proposed works and 
external stair and walkway. Image by OFFICE 
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RRR Barak Beacon Type 2a – Demolition and Proposed Sections   
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RRR Barak Beacon Type 2a – Demolition Ground and First Floor 

 
RRR Barak Beacon Type 2a – Demolition Second Floor 
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RRR Barak Beacon Type 2a – Proposed Ground and First Floor 

 

 
RRR Barak Beacon Type 2a – Proposed Second Floor 
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Infill 
The architectural intent for the proposed infill housing is to integrate the new 
dwellings into the existing condition, in respect to the 1980s buildings and 
neighbourhood development.  
 
By utilising the row house typology we propose that the new dwellings extend from 
the existing buildings on the eastern side of the site, protecting the northerly aspect 
of the existing flats and open space to the north west of the Estate.  
 
The proposed dwellings will retain the 4 storey height limit with a combination of 
three and four storey block types. The proposed infill will consist of 238 dwellings in 
a variety of one (162) , two (66) and three (10) bedroom flats with an allocation of 
SDA dwellings as well as key community facilities on ground. 
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The vertical circulation of the new build will connect into the external walkways of 
the refurbishment, providing access to the majority of existing flats. In responding to 
the differing ceiling heights of the existing and new build a multi doored lift will 
provide access to the 2.6m and the 2.9m levels.  
 

 
Image showing the connection of walkways and lift between proposed and existing. Image by OFFICE 

 
In referencing the prefabricated material exploration of the Homeslgen Factory, the 
State owned concrete factory that built most of the Housing Commission homes 
including Barak Beacon, it is proposed that this new infill be constructed out of 
prefabricated cross laminated timber panels (CLT). These structural CLT panels are 
able to be prefabricated off site and easily assembled, saving on construction time 
and costs. There are also the environmental benefits of sustainably sourcing this 
material which is detailed further in Section 5.9.  
 
A higher m2 construction cost rate has been applied to the RRR infill than the GLM2 
proposal due to its better build quality and sensitive design. Refer to Section 5.10 
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5.6 Access 
Access to the refurbished flats will be achieved with the installation of a lift 
connecting the proposed infill housing to the existing dwellings. Each level will be 
accessed by external walkways making the majority of existing flats accessible. 
 
Two SDA dwellings can be located on the ground floor of each block depending on 
need. Doorways will be widened, joinery designed to suit accessibility needs and 
wet room design meeting the building code. 
 
 

 
 
 
 
 
 
 

5.7 Environmental and Sustainability Upgrades  
 
A NatHERS thermal assessment report was prepared for the existing buildings at 
Barak Beacon Estate by Makao Sustainability and ESD engineering. This report 
demonstrates how the refurbishment achieves an average 8 Star NatHERS Rating 
and a 5 Star Green Star rating. See Appendix 7. 
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In summary the sustainability initiatives that have been integrated into the 
development achieve: 
 

● A 8 Star NatHERS energy rating meeting ‘Exceptional Performance’ star 
target. 

● A minimum 29% reduction in demand for resources (energy and water) by 
future building occupants 

● Achieves a minimum 5 Star Green Star 
● Transition from gas to electricity through renewable solar photovoltaic 

systems 
● Onsite water harvesting and reuse 
● Contribute to the protection of waterways by improving stormwater quality 
● Promote indoor environment quality and comfort 
● Provide convenient ways to manage operational waste streams. 

 

 
View of the refurbishment of Barack Beacon with photovoltaic cells retrofitted to the north oriented 
rooftops. Image by OFFICE 
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Passive energy strategies have been incorporated through the reorientation of flats 
to achieve cross ventilation, the upgrade of double-glazed operable windows 
throughout and the inclusion of a secondary wall and insulation internally to all flats. 
Heating of the flats will be achieved through the incorporation of an electric heater 
while passive cooling will use ceiling fans, and operable windows for cross 
ventilation.   
 
A thermal performance assessment was conducted on the heating and cooling 
loads of the proposed design. This proposed design scored an average 8 star rating 
outperforming the objectives of the BHB, with some refurbished units achieving 8.8. 
It was also noted that a total energy saving of 29% could be achieved with the new 
refurbishment.  
 

 
Internal view of a refurbished flat with double glazed operable windows, ceiling fan and new insulated 
internal walls. Image by OFFICE 

 
Rainwater harvesting will be captured from the roof into 6000L water tanks. This 
water will be reused in the toilets, laundries and irrigation. Additionally, this captured 
water is able to be used for non-potable uses such as washing cars, bikes or bins. 
This system will help conserve water use through water efficient fixtures and fittings. 
 
 
 
 



43 
 

 
The proposed RRR refurbishment and infill with retention of communal open spaces between 
buildings. Image by OFFICE 

5.8 Landscape Architecture  
The landscape mirrors the architectural response in being founded in a respect for 
the existing qualities of the Estate. The design focuses on the retention of mature 
trees and the neighbourhood scale of the communal open space. The orientation of 
the proposed buildings allows for light to the communal and private space and sets 
up a range of climatic conditions, allowing occupation of the communal and private 
spaces throughout the year.   
 
11,310m2 of communal open space is provided on the ground plane, serving the 
Barak Beacon community and the wider neighbourhood; this provision is 45 times 
the 250m2 requirement set out in the Better Apartment Standards. The landscape 
architectural response meets all the Better Apartment Guidelines (see Appendix 4).   
 
The landscape strategy retains 60% of the mature trees on site, while ensuring that 
underground car parking is located underneath proposed buildings. It also retains 
85% of the communal open space as deep soil areas, allowing for healthier trees 
and vegetation providing adequate growing room for larger trees between buildings, 
and reduction of urban heat island effect, supporting the passive energy strategies 
throughout the buildings. 
 
The planting and material selection creates a low cost, low maintenance and high-
quality landscape. Low ongoing maintenance is key to ensure that the landscape 
remains at a high-quality throughout the life of the buildings. By increasing native 
vegetation, ongoing maintenance of the landscape will be reduced while providing 
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higher quality amenity and greater biodiversity. The planting design allows for the 
vertical layering of native vegetation which will greatly increasing biodiversity.  
 
All dwellings on the ground floor have private open spaces with the edge between 
public and private being mediated by planting and low fences providing privacy 
whilst still retaining site lines throughout the estate. This active ground plane creates 
strong connections to the wider landscape and provides visual amenity to all 
dwellings. 
 

 
Proposed site plan for Barak Beacon Estate showing the retention of 60% of open space. Image by 
OFFICE 

 
214 car parks have been provided predominantly underground, with some 
carparking being retained at grade to allow for easy pick/drop off zones for 
residents. Underground car parking is consolidated into three locations to free up 
the ground plane and minimise crossovers, while also ensuring that the majority of 
the site has deep soil for vegetation. 
 
The landscape approach retains the character of the Barak Beacon estate through 
the retention of significant mature trees, and the neighbourhood scale of the existing 
buildings.  
 
While respecting the character of the site, the new design provides an increased 
amenity, retention of informal surveillance, and passive cooling through increased 
vegetation, while still being a minimal intervention that is respectful of the character 
of the Estate and neighbourhood more broadly.  
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5.9 Life Cycle Assessment 
A life cycle assessment between refurbishment/infill and demolition/rebuild was 
conducted. By comparing the refurbishment and infill works at Barak Beacon with 
the demolition and rebuilding of units to an equivalent density of the GLM1 model a 
54% saving of total embodied energy could be achieved from refurbishment. The 
global warming potential would be reduced by 46% and land use reduced by 273% 
For summaries of the life cycle assessment see Appendix 11.  
 
Table 11: Life cycle assessment outcomes  

Life Cycle 
Assessment 

Global Warming* 
Potential (kg CO eq) 

Embodied Energy** 
(MJ NCV) 

Land Use*** (m2 .year 
arable) 

GLM2 (Demolition & 
Rebuild) 

15,086,511 168,155,294 20,783,853 

RRR (Refurbishment 
% infill 

10,345,154 109,375,278 5,572,979 

Reduction achieved 
by RRR 

4,741,357 
(46%) 

58,780,016 
(54%) 

15,210,874 
(273%) 

 
*Global warming is caused by an increase of greenhouse gasses in the earth’s atmosphere. Global 
Warming Potential is expressed in equivalent greenhouse gasses released, measure in kgCO2e. 

**Embodied Energy is a measure of the primary energy content of non-renewable energy sources 
including the energy required to extract, process, and deliver the non-renewable fuels, or manufacture, 
transport and/or install and maintain a renewable generator. 

***Land Use is measured in years of use of arable land (m2.year). This describes the area and time 
land is occupied by production systems both natural and industrial to produce the building materials but 
not the occupation of the building itself. 
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5.10 Costings 
A detailed cost plan was prepared for the proposed refurbishment of the three types 
of blocks at Barak Beacon by Melbourne Quantity Surveyors. The cost plan itemises 
the construction costs for all works to be carried out within the refurbishment of each 
block. For costing details see Appendix 8.  
 
As outlined in Table 12 the existing public housing could be refurbished and brought 
up to BHB environmental and apartment standards, without displacing communities 
or demolishing – for the cost of $175,482 per dwelling.  
 
Table 12: RRR: Barak Beacon refurbishment costs  

RRR Barak Beacon Refurbishment Costs  

Total Building Costs $17,688,600 

Contingencies $1,965,400 

Total Construction Costs exc fees $19,654,000 

Cost per dwelling to refurbish $175,482 
 
 
As outlined in Section 2.1, the renovation of the existing public housing buildings 
identified as in need of upgrading as part of the BHB (9 previously under the PHRP) 
was deemed unviable due to a projected cost of $200,000 per dwelling. This 
feasibility study has highlighted the need for each Estate to be separately assessed, 
and for the costs of renovation to be considered against the full costs of demolition, 
relocation and rebuild.  
 
For the proposed infill we have taken a high construction rate of $4,500/m2 due to 
the design and material selection. This is in accordance with the construction type 
and site condition at Barak Beacon.  
 
Table 13” RRR: Barak Beacon proposed infill costs  

RRR Barak Beacon Proposed Infill Costs  

Total Building Costs $71,130,000 

Contingencies $7,113,000 

Total Construction Costs (excluding fees) $78,243,000 
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In combining the cost of refurbishment and infill the total construction cost for RRR: 
Barak Beacon is $97,897,000. 
 
Table 14: RRR: Barak Beacon construction costs  

RRR Barak Beacon Construction Costs  

Total Refurbishment Costs $19,654,000 

Total Proposed Infill Costs $78,243,000 

Total Construction Costs exc fees $97,897,000 
 

6. Comparative BHB and RRR Financial 
Findings 
 
Overall, this feasibility study demonstrates the economic, social, environmental and 
heritage benefits and viability of applying a Retain, Repair, Reinvest refurbishment 
and infill approach to the Barak Beacon Estate.  
 
The below tables combine all of these values in financial terms, and compare the 
costs and benefits of the GLM2 and a Retain, Repair, Reinvest approach. 
 
As outlined in Table 15, the total construction cost for the refurbishment and infill 
proposal of Barak Beacon is $97,897,000. When compared to Table 17, the total 
construction cost of the GLM, which includes the relocation costs of the existing 
tenants, it totals $121,199,492. Via a strategy of refurbishment we are able to 
achieve a saving of $23,302,492. 
 
 
Table 15: RRR total construction costs  

RRR Construction Costs  

RRR Refurb and Infill Construction Costs $97,897,000 
 
Table 16: GLM Barak Beacon total construction costs 

GLM Construction Costs  

GLM Construction Costs $105,006,150 

Relocation Costs $16,193,342 

Total  $121,199,492 
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Table 17: GLM2 Barak Beacon total project costs  

GLM Project Costs  

Construction Costs $105,006,150 

Relocation Costs $16,193,342 

Displacement Health Costs $238,656 

Displacement Education Costs $674,800 

Total Project Cost (350) $122,112,948 
 
Table 14 details a full breakdown of the costs associated with both the GLM2 
approach and RRR Barak Beacon proposal.  
 
Table 18: Comparison of costs between GLM2 approach and RRR: Barak Beacon proposal.  

 GLM Barak Beacon RRR: Barak Beacon Proposal  

RETAIN   

Increasing social housing  The GLM project will replace 89 
public housing dwellings with 98 
community housing dwellings. 
 
This is an increase in 9 dwellings 
(10%)   

Retain, Repair, Renew 
increases the number of public 
housing by 25% through 
refurbishment alone. 
 
89 to 112 dwellings 
 

External Relocation costs  The total relocation costs of 
existing tenants within the GLM 
project is estimated to be $16 
million. 

Relocation fees for RRR are $0 
due to the staging of works. 
There would be a budget for a 
small removalist fee from 
relocating residents within the 
Estate during the new build and 
refurbishment. 
 
The RRR strategy saves $16 
million in State Government 
financing.  
 

Health and wellbeing cost  The cost to health and wellbeing 
is estimated at $238,656 for 
relocated residents.  

By retaining community, there 
are no health and wellbeing 
impacts through relocation.  
 
The RRR strategy has no 
health and wellbeing cost. 
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Education costs  The cost of interruption to 
education during this period is 
estimated at $674,800 for 
relocated residents.  

By retaining the existing 
community, there are no 
educational impacts through 
relocation. 
 
The RRR strategy has no 
educational impact cost.   

REPAIR    

Direct Financial Investment  The construction costs of the 
GLM development will be 
approximately $121,199,492. 
 

 

Barak Beacon can be 
refurbished with new infill 
housing achieving the BHB 
environmental and apartments 
standards without displacing 
communities or demolishing 
buildings for $97,897,000 

 
The RRR refurbishment cost 
is therefore $23,302,492 less 
than the GLM.  

BHB Objectives (Lifts, Energy 
Efficiency, Accessibility)  

Addressed through demolition, 
relocation and rebuild.  

Addressed through 
refurbishment and infill. 
 
The RRR refurbishment 
strategy can meet all BHB 
objectives, for a lower 
financial investment.  

Embodied Energy 
Comparison  

The embodied energy to 
demolish and build the new 
housing is calculated at 
168,155,294 MJ NVC.  
 

The embodied energy of the 
refurbishment and infill proposal 
is 109,375,278 MJNVC.  
 
The RRR model has an 
embodied energy saving of 
54%.   

Increase Housing Numbers The GLM will increase the 
number of dwellings on Barak 
Beacon Estate to 350. 

RRR will increase the dwelling 
numbers on Barak Beacon to 
350.  
 

REINVEST    

Overall cost savings  The full costs for demolition, 
relocation and construction of the 
new community housing under 
the GLM is calculated at 
$121,199,492 
 
.  

The RRR strategy would see the 
Barak Beacon Estate 
refurbished and housing infill 
without displacing communities 
or demolishing buildings for 
$97,897,000 
 
Refurbishing and infill at the 
Barak Beacon Estate is 
financially viable, and savings 
could be invested into other 
public housing maintenance 
and building.  
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7. Future of the Barak Beacon Estate  
The renewal of the entire Barak Beacon Estate is planned over the next 3 years. A 
masterplan for the site is currently under development with final proposals due 
February 2023.46 Demolition of the site is expected to begin mid 2023 with 
construction to start later that year. 
 
The findings of this feasibility report into the refurbishment potential of Barak Beacon 
Estate show there is demonstrable capacity to undertake the proposed infill and 
refurbishment work within the same timeline without relocating tenants. 

7.1 Staging of Refurbishments 
 
Through the design of the new infill dwellings, the staging of works and sequenced 
decanting of occupied buildings it is proposed that Barak Beacon Estate could be 
incrementally redeveloped.  
 
It is proposed that new works would start at the north of the site. Existing residents 
from the southern portion of the Estate would be moved into the finished apartments 
as their homes are refurbished and new works to the south of the site start. The 
remaining existing residents would then be moved into the finished southern 
apartments as the final existing dwellings are refurbished. All residents would have 
the choice to remain living in their newly renovated public housing or newly built 
community housing. 
 

 
Staging of works demonstrating no existing resident would be relocated off the Estate. Image by 
OFFICE 

 
This approach enables all residents to remain on the Estate during the construction 
and refurbishment, and avoids disruptions to schooling, work, community groups 
and family. The associated costs of housing the relocated tenants are also 
minimised as private rental and external administration fees are no longer required 
as well as the associated social impact costs that come with relocation as identified 
in Section 4.3. 

 
46  Ground Lease Model -South Yarra, Prahran, Hampton East and Port Melbourne- Expression of Interest | June 
2022 p 9 
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8. Future Directions  
 
Retain, Repair, Reinvest is a strategy for evaluating the refurbishment potential of 
existing public housing stock both locally and nationally. It is the intention of the 
design team that this strategy be undertaken on other housing estates to accurately 
determine the viability of refurbishment rather than demolition and rebuild.  
 
As the 2017 VAGO maintenance report highlighted, public housing estates in 
Victoria require extensive refurbishment and upgrades to improve conditions for 
residents. While the government is currently following the BHB approach of 
demolition, this Retain, Repair, Reinvest strategy offers an alternative approach.  By 
conducting publicly available feasibility studies into these sites significant social 
impact, heritage loss and environmental damage can be avoided. 
 
We suggest that future renewal feasibility studies include not just a cost-benefit 
analysis through a real-estate model, but also captures: 

● The full costs of relocation  
● Social impact on residents  
● Environmental impact of demolition 
● Other site-specific elements  

 
 
Future research should establish a robust social impact assessment framework to 
capture the full extent of the cost of relocation on residents and the surrounding 
community. As well as an environmental impact assessment to determine the 
ecological footprint of the proposed development. 
 
This model also provides opportunities for the savings made through a Retain, 
Repair, Reinvest approach to be re-invested in the building of new social and 
affordable housing at other government owned sites.  
 
By making these findings public we hope that this study can be used to advocate for 
the retention of the existing public housing and the communities that inhabit them. 
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Project Team  
 
Design Lead  
OFFICE - a not-for-profit multidisciplinary design and research practice based in 
Melbourne. 
 
Architect - Simon Robinson 
Landscape Architect - Steve Mintern 
Research - Miriam McGarry 
ESD Engineer - Makao Group 
Quantity Surveyor - Melbourne Quantity Surveyor 
Photography - Ben Hosking 
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Appendices  
 

1. Total building costs of demolition and rebuild of 
Barak Beacon under the Ground Lease Model 

The total construction costs for GLM2 Barak Beacon have been calculated using 
area calculations from the EOI Tender document as well as a $4000/m2 
construction estimates. The breakdown of costs can be found below in Figure 5. 
 
Figure 5. Total building costs of demolition and rebuild of Barak Beacon GLM 
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2. Resident relocation costs   
 
The relocation costs for the previous tenants at Barak Beacon Estate have been 
calculated using daily rates per dwelling of $150 as provided in the Supreme Court 
hearing NO. SCI 2020 02563 by Jamin Ben Crawley government representative as 
well as managerial fees of 1.5% of the construction cost also provided in the 
Supreme Court Hearing47. 
 
The length of time that the existing tenants will be relocated has been calculated at 
1095 days. This is based on construction being completed late 2025. 
 
The breakdown of costs can be found below in Figure 6. 

 
Figure 6  Resident relocation costs  

  

 
47 Supreme Court of Victoria, ‘Affidavit of Jamin Ben Crawly’ in Case NO. SCI 2020 02563 between Timothy Hames 
Sowden and the Director of Housing.  
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3. Education and health impact costs  
 

The Education and Health impact costs of relocation have been calculated with the 
assistance of SGS Economics and Planning, based on their previous economic 
modelling of the identified benefits of increasing the supply of beds. This work was 
published in The Case for Investing in Last Resort Housing for the University of 
Melbourne’s Sustainable Society Institute.48 SGS Economics and Planning 
quantified the economic, social and cultural benefits of addressing the failing supply 
of last resort housing, with significant positive impacts on both government 
administration and the community.  
 
While this study aimed to qualitatively assess the value of a businesses case for 
reducing homelessness via a cost benefit analysis, a workshop with SGS 
Economics and Planning suggested this report take a 50% approach, through 
considering how temporary relocation would impact residents’ health and education 
outcomes.  
 
Health cost savings were calculated by SGS Economics and Planning based on The 
Cost of Youth Homelessness in Australia by MacKenzie et al.49 
 
The education figures presented by SGS reflect findings from The drivers of high 
health and justice costs among a cohort young homeless people in Australia50 and 
The Social Value of Community Housing in Australia.51  
 
The breakdown of costs can be seen in Figure 7, as provided by SGS Economics 
and Planning. Figure 8 shows how this model has been applied to the specific 
conditions of Barak Beacon Estate, including inflation and education impacts based 
on demographic knowledge of families having 1.6 children across the Estate.  
Figure 7  SGS Analysis of household types and benefit categories  

 
 

 
48 Witte, E. ‘The case for investing in last resort housing’, MSSI Issues Paper No. 10, (Melbourne, Melbourne 
Sustainable Society Institute, The University of Melbourne, 2017).  
49 MacKenzie, D, et al., The Cost of Youth Homelessness in Australia: Research Briefing (Swinburne University 
Institute for Social Research, the University of Western Australia and Charles Sturt University, 2016). 
www.swinburne.edu.au/news/ latest-news/2016/04/the-cost-of-youth-homelessness-in-australia-.php.  
50 Flatau, P., et al., (2020). ‘The drivers of high health and justice costs among a cohort young homeless people in 
Australia’. Housing Studies, (35)4, 648-678. 
51 Ravi, A., & Reinhardt, C. (2011). The Social Value of Community Housing in Australia. Melbourne: Net Balance. 
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Figure 8  SGS Analysis applied to Barak Beacon Estate residents  
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4. Better Apartment Design Standards  
The 2021 Apartment Design Guidelines for Victoria have been assessed by the 
design team with the proposal meeting all applicable areas as show in the 
attachments. 
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5. Resident Feedback  
The research team held two consultations and one presentation of initial design 
strategies with residents to discuss the research proposal, and gain insights 
regarding resident sentiments about living on the Estate. Residents responded to 
questions regarding: 
 

● If residents wished to remain at the site  
● What worked well about the Estate? What do residents value about living on 

the estate, and what could be improved? 
 
Across the two sessions, 6 residents provided written feedback of their experiences 
living at the Estate. This feedback also included resident reflections on the design, 
layout and functionality of their flats, which has been incorporated into the design 
response, as outlined in Section 5.3.  
 
Value of the Estate  
Overall, 100% (6/6) of participating residents expressed a strong desire to remain 
living at the Estate and did not want to be relocated. 
 
The primary feature that residents valued about living on the Estate was the residing 
gardens and walkways that allow for social groups to occur within their existing 
communities. 2/6 respondents highlighted the Port Melbourne location as being 
close proximity to schools, doctors, shops – as well as easy to get into the city. 
 
Other key features residents valued about the Estate included: 

● Three participants highlighted the sense of community and connection as 
making the Estate feel like home 

● Three residents valued the size of the dwellings within the Estate, and the 
large amounts of natural light that fill them 

● Six residents valued the open green space within the Estate, and the grass 
and trees in the shared spaces  

Other feedback from ‘what works well’ about living in the Port Melbourne Estate 
included 

● Thermal quality of dwelling (3/6) 
● The overall Estate design and layout (6/6) 
● Feeling safe (3/6) 

What could be improved 

Residents that participated in the Retain, Repair, Reinvest community engagement 
sessions overwhelmingly highlighted delays or failures of maintenance as the worst 
thing about living on the estate. For 5/6 residents, a lack of maintenance and 
upkeep to the buildings was detrimental to their experience of living on the estate.  
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Comments included  

Cooling and heating; in winter upstairs is cold and in summer upstairs is hot. 

Many of the residents’ comments were about minor maintenance issues and this 
reflects broader reports of inadequate maintenance in Victorian Public Housing, as 
outlined in Section 2.2.  

Other feedback about ‘what doesn’t work well’ included  
● Repeated mould in bathroom (2) 
● Water leaking (1) 
● Kitchen dark (1) 
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6.  Liveable Housing Guidelines 
 
The Liveable Housing Guidelines have been assessed by the design team with the 
dwellings with lift access meeting all applicable areas as show in the attachments, 
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7.  Energy Report 
The energy report was calculated by Makao Sustainability and ESD engineering and 
is provided below. This document shows the proposed design meeting the required 
7 Star NatHers requirements achieving an average 8 stars. 
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8. Costings of refurbishment proposal for Barak Beacon 
Estate  
 
The estimated cost plan for the refurbishment of Barak Beacon Estate t was 
calculated by Melbourne Quantity Surveyors. An executive summary of the cost plan 
can be found in the extract of the report below. 
 
The Cost Plan includes allowances for the following: 
· Preliminaries 
· Overheads and Profit 
· Building works 
· Demolition 
· GST 
· Design contingencies 
· Construction contingencies 
· Consultants’ fees 
· Cost escalation up to completion of construction April, 2024 
· Asbestos removal 
· Project management fees 
 
The Cost Plan excludes the following: 
· External works 
· External Services 
· Rainwater harvesting 
· Landscaping 
· Site and services infrastructure upgrades 
· Automation, IT, AV and communications equipment 
· Supply authority charges 
· FF&E including furniture, window dressings & equipment etc 
· Cost escalation after April, 2024 
· Rock excavation 
· Site decontamination 
· Building Permit and sundry fees 
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Calculations for refurbishment works to all 21 blocks of flats on Barak Beacon 
Estate. 
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9. Costings of infill proposal for Barak Beacon Estate  
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10.  Barak Beacon Refurbishment Proposal  
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11.  Life cycle Assessment  
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