
 

 
15 August 2025 

Te Pūkenga - Proactive release of Regional ITP Viability reports 
 

Purpose  
This document provides background to the following proactively released Regional ITP1 Viability 
report conducted for each Te Pūkenga ITP business division in 2024. It also provides context for the 
reader to understand the report and the environment in which it was developed and how it has 
informed subsequent work by each Te Pūkenga ITP business division. 
 
Background 
The Government via the Minister for Vocational Education announced on 7 December 2023 that 
the Government had begun its process to disestablish Te Pūkenga. Disestablishment of Te Pūkenga 
begins | Beehive.govt.nz 
 
In a letter dated 20 May 2024 - Progressing financial sustainability initiatives – sent to Te Pūkenga 
Council Acting Chair, Minister Simmonds set out her expectations that Te Pūkenga take action to 
improve the financial performance and viability of our whole network. The letter is available 
publicly: www.tepūkenga.ac.nz/assets/Publications/Letter-of-expectations-Dec-2023/Letter-to-Te-
Pukenga-clarifying-aspects-of-Letter-of-Expections.pdf. 
 
In June 2024, Te Pūkenga was directed by the Tertiary Education Commission (TEC) to obtain 
specialist support to review and improve the financial viability of our 16 ITP business divisions to 
support their ability to become standalone entities in future. Calibre Partners, Volte, 
PricewaterhouseCoopers, and Deloitte (the Consultants) undertook this work as part of the 
Regional ITP Viability (RIV) programme. The TEC letters are available here: 

• 2024.06.14-Notice-requiring-Te-Pukenga-to-obtain-specialist-help.pdf 
• 2024.07.09-Letter-to-Sue-McCormack-Te-Pukenga-re-specialist-help.pdf 

 
In July 2024, the Consultants were engaged and began working with their allocated ITP business 
divisions to confirm the financial position of each ITP business division, including, understand the 
profitability of programmes and delivery sites, and assess the utilisation of assets.  
 
Following this work, the Consultants were requested to develop reports with options and possible 
initiatives and activities that could improve the financial viability and financial positions of each 
business division. The Consultants submitted draft reports to Te Pūkenga in October 2024 on how 
each ITP division could become a viable, stand-alone entity, or how it might minimise financial 
losses and operate as part of a federation or merger.  
 

 
 
1 Institute of Technology and Polytechnic (ITP) 
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On 20 December 2024, the Government announced the high-level design of the vocational 
education and training sector, although these decisions did not outline which ITP business divisions 
would be established, federated or merged: Vocational education and training decisions support 
return to regions | Beehive.govt.nz 

In January 2025, after waiting for the Government’s announcement, Te Pūkenga Council considered 
and approved the draft consultant reports for ITP Business Divisions to inform the development of 
divisional operational implementation plans.  

While some business divisions began activities in 2024, this work continued and accelerated in 2025.    

On 14 July 2025, the Government announced that ten ITP business divisions would be stood up as 
standalone entities, two of which would be federated with Open Polytechnic as the anchor ITP, and 
that four would remain within Te Pūkenga from 1 January 2026: Regional governance will return to 
ten polytechnics | Beehive.govt.nz 

Important points to note when reading these reports 

Assumptions 

A significant number of assumptions had to be made by Te Pūkenga and the Consultants, informed 
by TEC, given the context in which this work was undertaken. Many of the assumptions made are 
included in the reports and relate to a range of matters. The context for the assumptions included: 

• The Government was consulting with the public on proposals for the future structure of the 
vocational education and training system at the same time as the Consultants were 
undertaking this work; 

• No decisions had been made by the Government on the business divisions that would 
standalone, and for which merger, federation or another collaborative model could be an 
option; 

• Uncertainty of the funding model and levels of funding in 2026; 
• A fiscally constrained environment with relation to government funding in the tertiary 

sector. 

In most cases, the Consultants undertook scenario modelling of a “base case” and a “downside 
scenario” and the related assumptions are outlined in the reports.  

Financial information and data  

The financial, staffing and enrolment data and information (current and forecast) contained in these 
reports were provided to the Consultants at a point in time (during July-September 2024) for the 
purposes of their analysis. Therefore, this data and information may not align with other data and 
information within end of year regular reporting and forecasting processes at a business division 
and Te Pūkenga network level and is not a reflection of where divisions might be at the present 
time. 
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Financial viability metrics 

While no specific criteria for viability was provided by the Government or agencies, Te Pūkenga 
instructed the Consultants to consider the Tertiary Education Commission’s Financial Monitoring 
Framework (FMF) as a guide when assessing financial viability of each ITP business division. The FMF 
can be found here: Financial monitoring of tertiary education institutions | Tertiary Education 
Commission. We provided the Consultants guiding metrics to use in their assessment to support this 
work.  

Kaimahi (people/staffing) 

Information related to kaimahi and forecasted financial modelling in the reports helped inform 
possible areas that could be reviewed at each business division.  The information within the reports 
was a point in time and provided options and suggestions for the business divisions to consider as 
they looked at ways to improve their financial position.  The reports where not definitive in their 
options, final decisions around what would be consulted on followed a sign off process and a set of 
principles.   

In deciding on change, business divisions carefully considered a range of matters such as 
enrolments, ākonga to kaiako (teacher) ratios, programme and course viability, profitability, support 
functions and personnel costs among other variables to support improving their financial position.  
These matters then informed the rationale within the change proposals.  

Formal change proposals were developed by each business division, which subsequently led to 
formal consultation processes with affected kaimahi. During consultation kaimahi are encouraged 
to provide feedback. This is then reviewed before any final decisions are made by business divisions.  

 

 

https://www.tec.govt.nz/sector-governance-and-performance/sector-governance-and-performance/monitoring-and-auditing-performance/financial-monitoring-of-tertiary-education-institutions
https://www.tec.govt.nz/sector-governance-and-performance/sector-governance-and-performance/monitoring-and-auditing-performance/financial-monitoring-of-tertiary-education-institutions
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