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Overview of Te Pūkenga’s quarterly reporting  

Te Pūkenga’s reporting has improved…  

2. Te Pūkenga’s report for the March 2021 quarter was its first attempt at providing a 
comprehensive report on its activities and performance. Te Pūkenga assessed its overall 
status as ‘green – on target’. The full report is attached to this aide-memoire for your 
information.   

3. In our last monitoring report (AM-21-00173 refers) we noted that Te Pūkenga had not yet 
developed an appropriate set of targets and milestones as required by the Crown funding 
agreement. In its quarterly report for the March 2021 quarter, Te Pūkenga outlined a range of 
targets for 2021 across its various work streams. This included specific milestones it is 
seeking to achieve in the next quarter.   

…but it does not provide assurance that its work programme is on track…  

4. While the development of targets is pleasing, it is difficult to establish how these targets fit 
into a wider plan. The quarterly report shows that Te Pūkenga is very busy and there is 
significant activity occurring across all of its key work streams. However, it does not provide a 
coherent story on why these are the right activities to be doing, how they fit into a wider plan, 
and whether this will achieve the sought outcomes in the required timelines.  

5. In particular, Te Pūkenga’s critical roadmap included in its quarterly report is at a high level 
and does not provide enough detail on what activities need to occur by when. As such, it is 
very difficult for stakeholders, including the TEC as monitors, to have confidence that Te 
Pūkenga’s work programme is on track and that the activities planned in the short-term will 
meet the legislative requirements by 31 December 2022 (e.g. the cessation of subsidiaries 
and transition of all TITOs) as well as the medium and long-term desired benefits.   

…and further clarity is needed on how its transformation programme is being managed… 

6. Te Pūkenga has been tasked with a massive network design and transformation with a lot of 
moving parts. Success is more likely if all of the transformation work is joined up from 
governance to management to implementation, based on a best-practice model. We consider 
that Te Pūkenga need to be clear on:  

• The scope of what is considered ‘transformation’ and will contribute to a new integrated 
network of delivery; 

• How the transformation is being governed, planned, and managed and making this fit-
for-purpose for such a large and complex transformation; and 

• How the different components of the transformation work fit together, how the change 
over time will occur, and how activities should be managed in relation to each other.    

7. We continue to have concerns that Te Pūkenga’s nine work streams are being worked on as 
individual projects rather than being part of a larger, integrated work plan that has integrated 
milestones. For example, we would want to see how the work on Employer Journey and 
Experience is linked to the Learner Journey and Experience work stream and integrated into 
the development of the operating model and a capital asset strategy. We would also want to 
understand how these work streams link with the transition of arranging training into Te 
Pūkenga and how they will be integrated.   

…which will assist to improve reporting in the future… 

8. We have been engaging with Te Pūkenga on our concerns in this area and offered 
assistance. It is crucial that Te Pūkenga urgently identifies how it will bring all of the different 
parts of its transformation together and that it prioritises the development of a more detailed 
integrated roadmap over time. Once this work is undertaken, we consider the quarterly report 
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will be able to tell the story in a richer and clearer way, and provide assurance that its overall 
work programme is on track. Recent Council papers suggest this work is beginning to be 
undertaken but it may still be a number of months away.  

…and while Te Pūkenga is making progress in a number of key areas… 
9. It is clear that activity has ramped up over 2021 and that change is occurring across a 

number of areas. Progress is being made on the transition of arranging training functions 
from the early mover TITOs while work on the operating model is progressing and early 
concepts are about to be consulted on. There are also early signs of increased collaboration 
occurring across the network. This is all occurring while Te Pūkenga continue to manage a 
significant increase in enrolments this year.   

…we do not agree with Te Pūkenga’s overall assessment of performance 

10. We do not agree with Te Pūkenga’s overall assessment that its work programme is ‘green – 
on target’ given the wide range of risks that it is facing; that a significant amount of Crown 
implementation funding remains unspent; and that a detailed and integrated roadmap has yet 
to be developed. We consider the ratings throughout the quarterly report – which were largely 
green, with some amber, and no red – suggests a lack of acknowledgement of the risks 
facing Te Pūkenga and its transformation programme. It also does not provide assurance that 
the necessary actions and mitigations are being made in response to these risks. There was 
a particular disconnect between the executive summary of the report and our assessment of 
Te Pūkenga’s progress.  

11. We have discussed this issue with Te Pūkenga, particularly with regards to risk identification 
and management. Te Pūkenga has noted that it has recently developed a risk management 
framework and work is underway to identify Te Pūkenga’s key risks and the appropriate 
mitigations. We expect risk reporting to improve in the next quarterly report.      

Delivery of transformation work programme   

Work on the new operating model is progressing…  

12. Te Pūkenga and EY have been developing a new operating model since the end of 2020. A 
co-design approach has been taken which has focused on understanding the experiences of 
users in the current system to assist in the design of a future state which better meets the 
needs of users and stakeholders, and builds on best-practise within the current network. 
Through the development of the operating model, there has been a strong focus on 
partnering with Te Tiriti partners.  

13. Te Pūkenga has recently developed draft service concepts – which are new or different 
services that could transform the experience of employers and outcomes for learners 
currently underserved in the system. This will feed into the high-level conceptual design of 
the operating model, which is due to be completed and signed off by Council at the beginning 
of June 2021. Te Pūkenga then plan to undertake stakeholder engagement on the high-level 
conceptual design over the month of June as part of a wider engagement roadshow.  

…although we consider there are a number of risks…  

14. A draft of the full operating model is due to be completed at the beginning of September 
2021, which will be consulted on before being finalised over November and December. We 
consider there are significant risks to these timelines given the enormity of the task and the 
co-design approach being taken. There are challenges to manage the extensive planned 
engagement with stakeholders within a short period of time and to then translate that into a 
model which is affordable and achievable.   

15. We also consider it may be difficult for some to engage on the operating model given it will 
not include detailed organisational design, organisational structure, roles and responsibilities, 
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or a strategy/business plan. This work will need to be driven by Te Pūkenga alongside the 
operating model work stream. Te Pūkenga had originally planned to develop a new 
organisational strategy based off the operating model by the end of the year. However, it has 
now brought this timetable forward and expects to have a draft strategy completed by the end 
of June 2021. It is important to engage existing staff on what the first stage of the operating 
model is and is not, and what the next stage is, so as to set and manage expectations. 

…and work needs to accelerate on the Programme Business Case…  

16. Following the finalisation of the operating model, a Programme Business Case (PBC) is 
expected to be submitted to you in December 2021. The PBC requires Te Pūkenga to bring 
together all of the different projects and work streams and provide clear guidance on how its 
work programme will be managed and governed and deliver the proposed benefits.  

17. Te Pūkenga note that a transformation plan will be developed as part of the PBC based on 
the design of the operating model. The implementation of the transformation plan will then be 
initiated in 2022. How quickly the transformation is implemented and what is prioritised will be 
articulated in the PBC, potentially with some options around the speed of transformation. As 
you are aware, the Education and Training Act 2020 requires all previous ITP subsidiaries 
and TITOs to cease by the end of 2022.    

18. Considerable work is needed to ensure the delivery of a high-quality PBC to you by the end 
of the year. Foundational elements of the PBC – such as the Investment Logic Map – are still 
being developed and there are concerns around whether Te Pūkenga will be able to bring all 
of its work streams together as an integrated programme. Finally, Te Pūkenga will need to 
provide the indicative costs required to deliver the programme. There is a risk that there will 
not be sufficient time or detail from the various work streams to provide the required financial 
information.   

…with three TITOs due to transfer arranging training into Te Pūkenga by October 2021…  

21. Te Pūkenga has agreed term sheets with Competenz, Connexis and BCITO. Subject to TEC 
Board approval of the transition plans, all three TITOs will transition the large majority of their 
arranging training activity into Te Pūkenga between August and October 2021. Further work 
is being undertaken with MITO, with a target transition date of 31 December 2021.   

22. The arrangements between the three early mover TITOs and Te Pūkenga will essentially 
result in the ‘lift and shift’ of arranging training capability and systems from the TITO into Te 
Pūkenga’s Work-Based Learning (WBL) subsidiary. Each TITO will be a separate business 
unit of WBL. While this approach minimises transition risks, it increases the risk that there is 
minimal integration with the rest of the Te Pūkenga network. Indeed, as part of the transition, 
mechanisms have been agreed that specifically limit integration with Te Pūkenga. Following 
the development of its operating model, there will be considerable work required to plan how 
WBL and the former ITP subsidiaries begin to operate as a single network of provision. There 
is a risk that this delays the implementation of the operating model and the subsequent 
changes to organisational structure.       

23. In early May 2021, Te Pūkenga and Te Wānanga o Aotearoa (TWoA) signed a Memorandum 
of Understanding to work together to deliver vocational education. This could potentially   
mean any arranging training functions transferred from TITOs to Te Pūkenga be delivered by 
the two organisations together or transferred to TWoA to deliver at a later date. Te Pūkenga 
has facilitated and progressed this work well.      

…and the capital asset strategy work stream continues to progress well…  

24. As reported last quarter, KPMG has undertaken a comprehensive physical site assessment 
of the subsidiaries. This provides Te Pūkenga with a consistent evidence base to make 
informed decisions with regards to its future capital needs.   
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25. An interim capital asset management strategy, focussed on the next one to three years, is 
currently being finalised. This is expected to identify a list of high-priority short-term projects 
by the end of July 2021. These projects will be prioritised based on three criteria – 
compliance issues (e.g. seismic or legislative), network optimisation (taking a network view of 
existing assets and expected future demand), and collaboration (prioritising investment based 
on the use of partner facilities to deliver outcomes for learners). The interim strategy also 
identified two projects to implement in the short-term to lift asset management capability. This 
included an investment governance framework to guide future capital investments and a 
portfolio seismic strategy to provide consistent, network-wide policies.   

26. By early 2022, Te Pūkenga expect to have developed its 10-year capital asset management 
strategy. However, this is highly dependent on the design of the operating model and 
progress on its implementation plan. It will also require an understanding of TITO assets and 
future requirements. Early indications are that Te Pūkenga is aiming for a project business 
case to be submitted to you in early 2022 seeking Crown funding to assist in the delivery of 
this strategy.  

…while network collaboration appears to be increasing 

27. There appears to be some progress being made on increasing collaboration across the 
network. In particular, Te Pūkenga note there has been increased sharing of programmes as 
well as teaching and learning resources across the network. Te Pūkenga has also begun 
planning to simplify its current portfolio of delivery so that there is one programme per 
qualification that supports, and allows for, a range of delivery modes. This transition to 
simplify the portfolio is expected to begin in 2022 and involve change for five years.     

28. Te Pūkenga has seconded a number of a staff from the network to work on key projects (e.g. 
information systems, data analytics, learner journey) which is increasing collaboration and the 
sharing of knowledge and ideas. Work is also ongoing to establish where there are existing 
areas of excellence, with best-practise then being shared with the rest of the network.  

29. These are pleasing early steps. Te Pūkenga needs to continue to identify and implement 
initiatives that support changing the culture from competition to collaboration. These 
initiatives need to target all areas and all levels of the network, including its WBL subsidiary. 
The culture change will be a slow process and any gains made now will assist in the 
implementation of the new operating model.     

EFTS and financial performance   

Enrolments at Te Pūkenga have risen strongly over 2021…  

30. Te Pūkenga EFTS rose by 6.8 percent (3,135 EFTS) between the April 2020 and April 2021 
Single Data Return. This was driven by a 19.2 percent increase (6,946 EFTS) increase in 
SAC and YG funded EFTS, which was partially offset by a 57.2 percent decline (4,100 EFTS) 
in full-fee international EFTS.   

31. All subsidiaries reported an increase in SAC and YG funded EFTS, with Open Polytechnic 
and Unitec both reporting increases over 1,000 EFTS compared to a year ago. The increase 
in domestic EFTS has been larger than the decline in international EFTS for all subsidiaries 
except for MIT, Wintec and Toi Ohomai.   

32. The TEC has recently provided an additional $33 million in SAC funding to Te Pūkenga in 
response to the increased demand. Te Pūkenga will decide how it wishes to allocate this 
funding across its subsidiaries. It will also need to ensure strong systems and processes are 
in place so that the significant increase in learners are supported to succeed. 







AIDE MEMOIRE: TE PŪKENGA QUARTERLY MONITORING REPORT – MARCH 2021 QUARTER 

 REPORT NUMBER:  AM-21-00324                    | 9  

Inter- 
dependencies 
are not well 
managed   

Te Pūkenga’s ability to deliver its 
sought outcomes is dependent 
on all of the projects under its 
transformation programme being 
well managed and delivered, as 
well as other parts of RoVE 
being designed and 
implemented effectively and on 
time – including WDCs, RSLGs 
and the unified funding system.  

• Recruiting a dedicated risk 
assurance advisor to the project 
management team to ensure all 
risks are identified and managed 
in a consistent manner. 

• Engaging with the relevant 
stakeholders so the timings of 
other parts of RoVE (e.g. WDCs) 
are understood and potential 
delays can be included in the 
decision making processes. 

• We consider further work is needed to 
ensure clarity on how the 
transformation is being managed, 
included inter-dependencies between 
Te Pūkenga’s nine work streams. This 
includes improved risk management. 

• Te Pūkenga is engaging and 
collaborating well with the TEC and 
wider RoVE developments.     

Operating 
model does 
not deliver  

Central to Te Pūkenga’s 
transformation is the 
development of an operating 
model that allows Te Pūkenga to 
deliver on its Charter. There is a 
risk that the development and 
implementation of a new 
operating model is either too 
slow, too costly, or does not 
meet stakeholder needs which 
would also impact on the other 
key areas of Te Pūkenga’s 
transformation and RoVE more 
widely.      

• Engaged EY/EY Tahi, which have 
experience and expertise of 
developing complex and 
transformational operating models 
and collaborating with 
stakeholders including iwi, hapū 
and Māori.  

• Agreed target dates with EY/EY 
Tahi for delivery. 

• A project business case regarding 
the operating model design and 
implementation plan is expected to 
be submitted to Ministers by June 
2022. 

• Work appears promising but we 
remain concerned about the tight 
timelines for delivery of the operating 
model. 

• Other projects are inter-linked with the 
operating model development and are 
required to deliver if the operating 
model is to achieve its proposed 
benefits (e.g. capital asset strategy). 

• Implementation will be difficult and 
there are risks around what is 
affordable and achievable. 
Implementation costs at this stage are 
a big unknown.   

The required 
culture 
change is not 
delivered   

There is a risk that Te Pūkenga 
does not put sufficient effort into 
changing the culture from 
competition to collaboration or 
that it does not begin these 
changes early enough. Without 
the culture change, which will be 
a slow process, it will be difficult 
to fully realise the sought 
benefits. 

• Te Pūkenga is regularly convening 
CE meetings with all 16 CEs. With 
employees also being seconded to 
Te Pūkenga from the network, 
there is more collaboration 
between the subsidiaries and 
sharing of knowledge and ideas. 

• A new risk management 
framework is being rolled out 
which will empower and support 
subsidiaries and ensure that they 
are operating on a “no surprises” 
basis. 

• It is pleasing to see that Te Pūkenga 
is utilising the expertise that already 
exists across the network and this is 
leading to increased collaboration.    

• Te Pūkenga needs to identify and 
deliver further initiatives that begin the 
long culture change needed. The 
challenge is ensuring these initiatives 
lead to a change in culture across all 
levels and all areas.   

• Mechanisms for each subsidiary could 
be implemented to support the 
transformation and change journey 
e.g. supporting CEs and Chairs with 
change champions. 

Lack of 
funding/ 
financial 
issues  

Te Pūkenga has inherited a 
network which is unprofitable 
with COVID-19 having had a 
further negative impact. Given 
the significant transformation it 
has to implement, there is a high 
risk that it will not have sufficient 
funding to implement all areas of 
its transformation programme.    

• Monthly network financial 
reporting, monitoring, and 
reforecasting using TEC's risk 
measures is in place. 

• Work continues with CFOs to 
improve the quality of data, and 
information is shared across the 
network to identify improvement 
opportunities. 

• Network cash requirements are 
monitored, and support can be 
provided as required via the group 
treasury function.  

• Te Pūkenga has put good financial 
reporting and monitoring 
arrangements in place. The key is 
now to ensure the capability and 
processes are in place to analyse 
financial performance and use this 
information to drive improvements.  

• As part of the implementation of the 
operating model, there will need to be 
a focus on developing a pathway 
towards financial sustainability.   

Loss of 
support from 
employers, 
learners and 
stakeholders  

There is a risk that disruption 
from the reforms or if the 
implementation of a new 
operating model, including the 
transition of industry training, is 
not managed well and that 
support is lost, engagement in 
education and training reduces 
and the benefits of the reforms 
are not realised.  

• In February 2021, Te Pūkenga 
appointed a Director of Marketing 
and Communications and 
increased the resourcing within 
that department. As a result, Te 
Pūkenga has positioned itself to 
engage consistently and regularly 
with various stakeholders and be 
transparent in its dealing with 
industry stakeholders. 

• There will need to be continued and 
targeted engagement and 
communications to a wide range of 
stakeholders, particularly industry and 
learners, to reassure ongoing delivery 
and highlight the benefits of the 
reforms. This will be particularly 
important as the new operating model 
is implemented.   
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Next steps and future reports  

45. We will next update you in August 2021 following receipt of Te Pūkenga’s quarterly report for 
the June 2021 quarter. 

46. In the meantime, we will continue to work closely with Te Pūkenga to assist it to deliver its 
work programme. We are regularly engaging with Te Pūkenga across all levels and are 
supporting it through sharing our expertise, data and other information as required.  

47. We recommend that this aide-memoire is proactively released with information withheld that 
is commercially sensitive and to maintain the effective conduct of public affairs through free 
and frank expression of opinions.     

 

Gillian Dudgeon   

 
Deputy Chief Executive – Delivery  
Tertiary Education Commission  
  
14 June 2021    
   
 
   
 

Hon Chris Hipkins  

Minister of Education  
  

  __ __ / __ __ / __ __   22        06       2021




