
 
Melton Shire Council is one of the fastest growing 
municipalities in Australia, offering the best in ur-
ban and rural lifestyles within a comfortable com-
muting distance from Melbourne, Victoria. The 
Shire of Melton embraces a series of townships 
and communities, the larger towns being Caroline 
Springs and Melton. Caroline Springs is 19 kilome-
tres (12 miles) west of Melbourne’s Central Busi-
ness District, and Melton is 35 kilometres (22 
miles) west of Melbourne’s Central Business Dis-
trict.  
 
The Shire of Melton offers diverse lifestyles and 
affordable living, which is why the Shire continues 
to grow rapidly; indeed, each week about 30 ba-
bies are born, and the community increases by just 
over 38 new households. Over 70 percent of the 
population is under 45 years old, but the Shire also 
offers excellent options for senior style living. A 
range of Council services are available from the 
Civic Centre in Melton or the award winning Civic 
Centre in Caroline Springs. Libraries are located in 
both Melton and Caroline Springs, and the Shire 
offers excellent educational opportunities. 
 

 
THE JOB TO BE DONE 

In 2005, the Human Resources team in collabora-
tion with Council’s Chief Executive and Executive 
team agreed to an organisational culture change 
program. The program began in March, and its pur-
pose was to focus on leadership transformation 
within the organisation in order to deliver excep-
tional services that would more fully meet the ex-
pectations of the community of Melton. The cul-
ture change program was primarily focused on the 
theme of engagement, with the goal of delivering 
such outcomes as greater empowerment, better 
role modelling and better execution of Council’s 
top goals.  
 
The change team felt the need to draw a clear con-
nection between employee engagement and busi-
ness performance.  The concept of employee en-
gagement is not new, and the overwhelming evi-
dence of its impact continues to mount. In May 
2006 Council conducted an organisational survey 
(FranklinCovey’s xQ Survey) to collect data  on staff  
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engagement and level of execution in various busi-
ness  units.  It was  found that  there was  a  strong  
relationship between employee engagement and 
actual business performance. Those business units 
with highly engaged staff also had fewer negative 
feedback comments and lower turnover, and were 
significantly more likely to grow their top line. Given 
the positive impact of employee engagement as 
shown in numerous studies, the correlations found 
in this organisational survey were interpreted as no 
less than an organisation achieving real workplace 
performance.  
 
While the lack of employee engagement in some 
business units represents a considerable problem, 
the good news for the Council was that, for the first 
time, the Executive and wider leadership team now 
had a way to easily assess what had previously been 
labelled as either too difficult or too “soft” to    
measure.  
 
SOLUTION 
 
With the establishment of Council’s Cultural En-
hancement Program a number of phases needed to 
be considered.  The first phase was to implement a 
series of transformational change training programs 
to enhance the skills and knowledge of the leaders. 
These programs included FranklinCovey’s: 
 

7 Habits of Highly Effective People 
Leadership 360 degree feedback 
Execution Quotient (xQ) Organisational Survey 

 
The second phase was the undertaking of an organi-
sation-wide survey. This was to be conducted over a 
two-year period. The survey adopted was Franklin-
Covey’s xQ Survey. This was intentionally chosen to 
compliment the suite of FranklinCovey programs. 
This survey provided feedback to the organisations’ 
leaders on how staff perceived their service units’ 
performances over a two-year period. Two years 
was the agreed spacing between surveys in order to 
provide sufficient time for staff and leadership to 
reflect and act on needed changes. 
 
One of the benefits of the survey was that staff 
were able to record their views on an individual, 
team and organisational level. Similarly the organi-
sation  had  an  opportunity  to  provide feedback to  
 

their supervisors, peers and business partners 
through the FranklinCovey 360 feedback survey. 
 
Of the Council’s 89 staff in leadership roles (CEO, 
Executive, Managers, Coordinators, Team Leaders 
and Supervisors) 100 percent participated in the 7 
Habits of Highly Effective People program. Council 
committed to the program as it set the foundation 
for how both internal and external business would 
be conducted.  Indeed, it is mandatory that each 
new employee joining Council in a leadership capac-
ity participate in the program within the first six 
months of their employment.  
 
RESULTS 
 
The first result gained was the transformation of 
worldviews or, in other words, paradigm shifts.  
Some were immediate while others required 
months and even years.  Nonetheless, change was 
apparent. 
 

Fig. 1 
Distribution of Respondent xQ Scores 

 

 
The first organisational survey was conducted in 
May 2006 and provided the Executive team at 
Council a benchmark with which to assess changes 
in leadership performance. The second organisa-
tional survey was conducted in May 2008 with the 
overall results showing encouraging improvement in 
execution of goals over the first survey.   The survey   
outcome in 2006 was an overall xQ score of 53.  By 
2008, the score had risen to 61, a moderate gain but  
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one which everyone agreed represented a good 
achievement within just two years.  
 
The General Managers heading up each directorate, 
of which there were three, had been with the or-
ganisation for the duration of the program’s imple-
mentation and outcomes. This provided a level of 
stability within the leadership group and ensured 
that the change program would continue to be sup-
ported. The work undertaken by the leaders in the 
organisation is a testament to what can occur when 
a collaborative partnership model is adopted to im-
prove overall performance and satisfaction.  
 
The xQ survey measured six key areas: commitment 
to goals, translation of goals into action, enabling 
staff to achieve goals, synergy or cooperation to 
reach goals, accountability, and clarity of goals. The 
survey results indicated that the gap between lead-
ership and operational staff was closing. In 2006, 
the leadership team’s xQ score was 77.  By 2008 it 
had risen to 87, indicating that the leaders had be-
come more committed to achieving their goals.  
 
However, the survey also highlighted areas for de-
velopment particularly around accountability. In 
2006 the survey indicated an accountability score of 
70 compared to a score in 2008 of 69. Also, it was 
worth noting that the difference in scores between 
the leadership group and the employee group was 
substantial. The gap between the two groups in the 
2008 survey was 35 points. This indicated that even 
though the leadership group saw themselves as ac-
countable, the employees felt differently. 
 
After each survey was conducted in 2006 and 2008 
the organisation’s leadership group and teams re-
spectively were debriefed on the outcomes of the 
survey. Then, each team was supported by having 
their respective leaders engage in workshops with 
them to analyse the results and continue working 
towards solutions. Through such exercises, the ac-
countability issue was addressed directly with em-
ployees at all levels engaged in finding solutions. 
 
Incidentally of the fourteen third-line managers, 
nine (64%) significantly increased their xQ scores in 
the 2008 survey results. Two (14%) scores remained 
the same, and three (22%) scores declined but by 
less than 5 percent . 
 

The xQ survey revealed a number of symptoms that 
needed to be addressed in the organisation. Despite 
the great accomplishment the leadership group had 
achieved, work was still required in the following 
areas: alignment of tasks to key organisational 
goals, engagement of staff proactively in the deci-
sion- making process, support and enhancement of 
service delivery through better inter-team  relation-
ships, and the development of measures to assess 
overall performance. 
 

 
Fig. 2 

Melton Shire Council 2006                                          
Leadership 360 Summary  

 
 
However the xQ survey also revealed significant 
strengths. For example, it became clear that staff 
had shifted their paradigm about goals and relation-
ships. They had come to understand the connection 
between achieving their personal goals and main-
taining good relationships with others in the organi-
sation.  This was particularly apparent in the distri-
bution of survey responses. The scores of the major-
ity of staff in 2008 were distributed within the bell 
curve’s mid point range (Figure 1). By contrast, in 
2006, the survey results were skewed to the left of 
the distribution curve. The overall shift of 8.2 per-
cent was confirmation that staff were becoming 
better informed about the relationship between 
their individual work goals, the goals of their teams, 
and the alignment of those goals to the organisa-
tion’s key objectives.  
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Also, it is worth noting that, based on the results of 
the leadership team’s 360 survey results, staff were 
becoming more confident in their leaders’ capability 
and competency to lead the way (Figures 2 and 3). 
In both figures the results indicate a shift upward 
between ‘Agree’ and ‘Strongly Agree’. In compari-
son to the result in 2006, this is a considerable shift 
because in 2006, the feedback from those around 
the leader hovered at the high end of ‘Slightly 
Agree’ and ‘Agree’.  
 
 

Fig. 3 
Melton Shire Council 2008                                                
Leadership 360 Summary  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

Through leadership engagement and through 
coaching the leaders in the 7 Habits of Highly Effec-
tive People program, leaders started to demonstrate 
both awareness and competency.  They understood 
the effects their behaviours were having on those 
they managed and/or collaborated with. 
 
NEXT STEPS 
 
The organisational development team as co-
sponsors of the program with the executive team 
were pleased with the outcomes. However, even 
from the beginning, there was never any illusion 
that Council was embarking on just short-term 
change. It was clear that by undertaking the Frank-
linCovey programs, Council was setting long-term 
objectives to change the paradigm of the leadership 
group and employees as well as the perception that 
community members would have upon dealing with 
Council. 
 
As Council is now entering its fifth year of the 
change program, it has been agreed to undertake a 
third xQ Survey in 2010, further supporting and 
measuring the efforts made since the last survey. It 
will give Council another opportunity to further re-
fine its leadership practices and engagement capa-
bility. Furthermore, the 360 feedback tool will be 
once again deployed to provide an opportunity for 
the leaders to “sharpen the saw” and celebrate 

their success.  ƻ 
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