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Executive Summary

Introduction
The Education (Polytechnics) Amendment Act 2009 (the Act) was introduced to strengthen and improve the financial viability and educational performance of the institutes of technology and polytechnics (ITP) sector. The legislation introduced new governance arrangements for ITPs together with an interventions framework designed to enhance and strengthen the capability, effectiveness, and efficiency of governance across the sector.

On 1 May 2010, the 20 ITP councils were reconstituted in line with the smaller competency-based governance model stipulated in the legislation. The reconstitution of the councils introduced 57 new appointments, of whom 10 were new council chair positions.

To enable the TEC to better understand the effects of the Act, an evaluation framework was developed to assess its impact in driving the sector towards the intended outcomes (Figure 1).

The evaluation framework is built around a three-phase structured interview programme with each phase assessing the progress and outcomes of the change over time. This report presents findings from the first phase of evaluation that sought interview respondents’ opinions about the legislation and the short-term outcomes achieved from the governance changes introduced. The findings are presented in four parts:

· The context of the change

· Implementation and transition of the change

· Outcomes achieved and evidenced in the short-term

· The challenges ahead to achieving the intended outcomes of the change
Figure 1: Logic diagram of the outcomes achieved by the change over time
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Context for change
There were 20 ITPs in New Zealand when the evaluation was undertaken
, ranging from large urban institutions that offer education in a broad range of subjects, to smaller more rural and/or specialised institutions which support regions with diverse needs.
The ITP sector plays a vital role in the delivery of vocational education across New Zealand, in individual progression to higher levels of learning or work through foundation education, and in applied research that supports vocational learning and technology transfer. The Government expects ITPs to enable a wide range of students, including students with low literacy, language and numeracy skills, to complete relevant qualifications that meet industry needs and/or allow for progression to higher levels of learning. To fulfil its role and to meet Government expectations it is important the ITP sector is well governed and financially viable.

In recent years the ITP sector has faced educational and financial challenges that are likely to be compounded by increasingly constrained funding. Many respondents acknowledged  the performance of the sector has been of growing concern over the past few years resulting in significant Crown interventions and support. Whilst the performance of the sector was not an issue specific to the governance level, the performance of the governance bodies were challenged by the size and composition of the council enforced by the representative governance model. The large size and emphasis on representation in the council meant it was often difficult to get engagement and contribution across the whole council membership. The representative focus meant councils struggled to strike the right balance of representation, professional governance experience, sector knowledge, and content expertise in their membership. Some respondents noted a sense of disconnect between the governance process and the actual council forum. Council responsibilities such as decision-making were often delegated to management, subcommittees, or groups within the wider council. This resulted in governance processes becoming diffused and the council having less of an understanding of core issues. Councils were more likely to adopt the recommendations of others rather than themselves making and owning the decisions. The lack of ownership across some councils undermined their ability to challenge management where appropriate, and to carry out their governance function optimally.

However, most councils were considered to be relatively effective because of the adaptive strategies applied to minimise the effect of the challenges experienced. Commonly noted strategies were:

· formation of a core council group that provided leadership within the wider council body
· establishing subcommittees to enable more informed debate and discussion prior to the decision making process
· reducing council numbers to limit the number of council members to a manageable and productive size
· adopting a competency framework within the council statute to enable the recruitment of appropriate skills and competencies among its appointed representatives

· enforcing a clear and robust reporting process that provided reliable and robust information to inform and advise the council of the key issues facing the institution.

Impact of the change
Implementation and transition
Overall, respondents acknowledged the need for a strong governance body to strengthen the performance of the sector. Changes through the Act to the size and composition of councils were perceived to be positive and timely, leading to more effective governance practices. For most, the changes allowed for greater consolidation of existing practices to further enhance and reinforce the performance of the governance bodies across the sector.
The legislation introduced changes to the composition, size, and competency of all councils. In total, 57 new appointments were made across the total council membership of 160. 40 were appointed by the Minister and 17 appointed by the councils. The changes resulted in 10 new council chairs and 17 cross-council appointments. Most institutions inducted new council members by providing them with a briefing on the institution’s vision and aims and invited members to visit and meet relevant institutional stakeholders. To assist in this transition, all council members engaged in some form of institutional induction alongside a TEC induction workshop.

Among councils, experiences with the transition to the new governance arrangements were mixed. Some found it seamless and undisruptive while others found it challenging and de-stabilising. The evaluation interviews established that the transition process had a tiered effect from individual council members, to the council, and through to the wider environment outside of the council forum (Figure 2).

Figure 2: The impact of the change across the wider council environment
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Individual council members
The perception of council members regarding the change had a direct impact on the ease and pace of the transition process. Common factors noted were individual confidence and experience in dealing with change, openness and willingness to participate in the change process, and understanding of the intent and expectations of the changes introduced.

Council group
For the council group, the transition was influenced by the extent of change in its membership and the compatibility of the individuals operating as a cohesive unit. For councils that maintained a significant number of their existing appointments, information, knowledge, and relationship continuity that enabled them to react and respond to change with a developed contextual understanding of the governance environment. As such, they were more likely to experience a smoother transition than those going through more extensive changes in membership.

Throughout the transition process, the chair, whether reappointed or new, had a significant role in impartially balancing the line between the old and the new membership. It was noted that effective chairs gave a sense of empowerment to their members by facilitating their engagement and participation in the change process. This was considered to be essential in enabling the formation of a cohesive group.

Wider council environment
The way each council dealt with the change has had a flow-on effect into its relationships with its wider environment. For council chairs, the information and support provided by both senior management and council members (outgoing and continuing) was considered to be valuable and important in bringing new members up to speed and enabling a smoother change process.

Short-term impacts
Overall, there was agreement the change has enhanced council operations and brought greater consistency to the performance of the governance body. Among respondents, the potential value of the changes was widely acknowledged. The process of transition has reset organisational expectations about the role and function of the governance body. While there was recognition that inbuilt tensions remained across relationships both within and outside of the council, there was an openness and willingness among respondents to engage and effect change and to achieve the intended outcomes. On the whole, councils are moving at a good pace and are developing a clear understanding of the mechanisms available and necessary to support their performance. 
While the changes are still in their early stages, the evidence gathered to date suggests the changes have led to administrative efficiencies and improved council operations. Several common outcomes were identified from the findings. A brief description of each is provided below.

Strengthened council capability
Overall, respondents noted the change had lifted the capability and expertise of the council which in turn resulted in an improved quality of discussion and debate around the council table. On the whole, the council composition reflected a broader mix of skills and knowledge including governance experience which was valued by both council and management. The change to the competency governance model was considered a positive and timely move as it introduced governance practices that were in line with other Crown entities as well as enabling the appointment of strong and capable governors across the ITP councils. The expertise and capability of council members enhanced the council’s confidence to perform in their role more effectively.

Clarity of roles and responsibilities
Overall, the change has increased council members’ awareness and understanding of their roles and responsibilities. The provision of individual duties was an opportune reminder of their mandate to act in the interest of the institution. Members recognised the council was not a collection of individuals but a group with the collective responsibility to act in, and progress, the interests of the institution. Though councils are still in the early stages of implementing the changes, the enhanced clarity of council positions has allowed for clearer performance expectations to be set both within and across the council. For most, this was considered a crucial aspect of the governance changes as it provided the focus and direction necessary to allow for effective governance.

Improved council engagement

Responses to the evaluation questions suggest the change resulted in greater focus and drive across the councils to manage their roles and responsibilities. This has enhanced willingness and openness to participate and to engage across the council table. Council members actively participate in institutional functions outside of their formal council meetings (eg, graduation ceremonies, staff functions). Enhanced council engagement and ownership of responsibilities is noticeably strengthening the understanding and confidence of the governance bodies. 

Development and improvement of systems and processes

On the whole, the improved competency of the governance bodies is bringing a greater level of understanding of the mechanisms necessary to support and improve council performance. This is triggering the development of new operational, capability and engagement processes to further enhance and support the activities of the council body.

Improved quality of interactions between governance and management

Overall, the changes introduced give a greater level of independence between management and governance which has provided checks and balances across the system and encouraged a more effective and robust relationship. The resulting change in dynamics is considered by most respondents to be more conducive to a healthy council-management relationship. 
While there is recognition that there are inbuilt tensions among relationships both within and outside of the council, there is an increasing openness and willingness among respondents to engage and effect change. The improved quality of interactions has resulted in more free and frank conversations across the council table and clearer lines of accountability between councils and management.

Increased opportunity for sharing between councils

For council chairs, the change is encouraging a collaborative mindset that is fostering a developing sense of community across the sector, and providing new council members with a network of support and learning that is assisting them in the transition process. The early signs include councils sharing processes, systems and experiences to support and strengthen the governance function. Increased communication between council chairs is creating  important linkages between councils and across institutions.

Medium-term impacts

Achievement of the short-term outcomes described in the previous section shows the governance changes are progressing in the right direction and are generating the potential responses needed to lift performance in this sector. 

Overall, councils are moving at a good pace and developing a clear understanding of the mechanisms available and necessary to support them in carrying out their governance function. For council chairs, there is a growing sense of confidence in the council’s ability to carry out its responsibilities. While the pace of progression differs across councils, the extent of the change evidenced in the short-term suggests that the expected medium-term outcomes will include:
· increased collaboration and cooperation across councils
· council engaged in actions to strengthen and improve their performance
· enhanced mechanisms to ensure stakeholder relevant provision
· greater ownership of roles and responsibilities across councils.

The extent to which these will be achieved will be explored in the next phase of the evaluation which will occur in August 2012. 

Challenges ahead
Critical to the ongoing progress of councils, most respondents believed they will need to ensure there is the support necessary to carry out their roles and responsibilities across the governance function. Councils appear to be transitioning successfully and making good progress. However several common challenges were identified that were critical to the ongoing success of the change process. The effective performance of councils and their ability to achieve the intended outcomes of change will be dependent on how the challenges are addressed and managed by the relevant parties.

Maintaining effective council and management relationships
The relationship between council and management is an important dynamic that is critical to the success of the change. It was acknowledged there will be a period of adjustment to ensure the principles underlying a healthy relationship is established across the relevant parties. The relationship will be further tested when there is a divergence between the interest of the management team and the interest of the council. Overall, it was recognised that this needs to be monitored and managed carefully by the council chairs to ensure it does not adversely impact on the respective parties’ ability to fulfil their roles and responsibilities across the institution.

Maintaining the focus and momentum of the council
Overall, a degree of continuity is required across the councils and across the sector to ensure that the intentions of the change can be realised. Across councils, there is a sense of urgency for change that is driven by the focus and enthusiasm of the newly constituted councils. The forthcoming council appointment process presents an opportunity to consolidate the performance of the group, but the potential disruption caused will need to be weighed up against the value generated by the new appointees.

Another challenge to the councils identified by respondents is the effective management of workload across the membership. A smaller council size means there is greater pressure on individuals to engage in formal and informal activities across the institution. The issue of workload is especially significant for cross-council appointed members. This will need to be carefully managed by the chair and members to ensure that the quality and robustness of operations are not compromised.
Getting the right mix of council appointments
The council appointments process is a critical part of the change as it gives effect to the full competency governance model introduced through the legislation. The successful implementation and transition of the appointments will play a significant role in the ongoing performance of the councils and their overall ability to achieve the intended outcomes.

A key challenge in the council appointments process will be to recruit and attract the right balance of experience, skill, knowledge and representation (i.e., ethnicity, gender, and stakeholders). This was especially a concern in areas where people with governance or specialised expertise are in high demand and are likely to have less time and capacity to commit to the council membership. Due to the small size of the individual councils under the new model, it becomes especially difficult for a council to form the necessary quorum when they have incomplete council membership.

Developing and maintaining effective stakeholder relationships
Across both council and management there is an acknowledgement of the importance of retaining stakeholder representation and for it to be pro-actively managed and transparent. As the move towards a competency model has been perceived to be at a cost to representation, the test will be whether the change will enable the institution to deliver relevant and desired education for stakeholders.
Council Support
While most respondents felt the councils already had the resources and information necessary for them to perform in their roles, some further areas of desirable information and process support were identified. 

Information support
· Greater transparency in the council appointments process to provide greater credibility to both the process and the appointments.

· Coordinated and consolidated sector updates that form a concise information source for councils and senior management.
· Ongoing training and induction support for council members.
· Development and provision by the TEC of common council tools and resources to support council operations and minimise duplicative effort.
· Clarity regarding government expectations of the councils. 

· Clarity regarding the government’s strategic vision and expectations of the sector, with clear definition of the success criteria for collaboration across the sector.
· Cross-council analytical and secretariat support to promote good practice and positive sector change over time.
Process support
· Centralised, consistent and transparent channels of communication between the TEC, councils and senior management to foster a healthy management-council relationship.

· Council chair meetings to facilitate information-sharing and learning.

· A flexible fees framework that is more commensurate to the actual workload of council members.
· Legislative support in dealing with mergers.
· A transparent investment planning process guided by a sector-wide investment strategy.
· Good governance practice applied across the sector to promote the collaboration and integration envisioned by government.

Conclusion
The Phase 1 evaluation exercise confirmed that the governance changes had stimulated a positive shift in the behaviour, operation and engagement of councils. The combination of reappointed and new council members forced each council to reflect, respond, and adapt their way of working to enable a successful transition. There was an overall sense council members were coming up to speed, and synergies across the council table were emerging. While the new councils acknowledged ongoing learning is required for them to fully grasp the complexity of the sector, chairs were focused, with the support of council and management, on fulfilling their roles and maintaining the momentum to effect positive changes across the sector.

Introduction 

In 2009, the Cabinet Social Policy Committee agreed in principle - subject to the select committee process - to amend legislative provisions under the Education Act 1989 for institutes of technology and polytechnics (ITPs), with the aim of strengthening and improving the financial viability and educational performance of the ITP sector. The focus of the changes, as set out in the Education (Polytechnics) Amendment Bill 2009, was on governance arrangements and an interventions framework for polytechnics that would:
· enhance the effectiveness and efficiency of the governance arrangement of ITPs

· strengthen the governance capability of ITP councils.

The Education (Polytechnics) Amendment Act 2009 (the Act), passed in December 2009, introduced a new governance arrangement for ITP councils, initiated an augmented interventions framework, and set out several other changes to the ITP sector.

Current context for change
There are 20 ITPs in New Zealand, ranging from large urban institutions that offer education over a broad range of subject areas, to smaller more rural and/or specialised institutions which support regions with varied needs.

The sector plays a vital role in the delivery of vocational education in New Zealand, in individual progression to higher levels of learning or work through foundation education, and in the provision of applied research that supports vocational learning and technology transfer. The Government expects ITPs to enable a wide range of students‑including those with low literacy, language and numeracy skills‑to complete relevant qualifications that meet industry needs and/or promote progression to higher level of learning.
 To fulfil its role and to meet Government expectations it is important the ITP sector is well governed and financially viable.

In recent years the sector has faced educational and financial challenges that are likely to be compounded by increasingly constrained funding.
 The large size and representative nature of ITP councils meant some were unable to carry out their oversight role effectively (eg,  as a result of mixed capability; different understandings of their roles). The statutory intervention framework did not allow the Crown to intervene readily in addressing problems as they arose and this too threatened the overall performance of the sector.

Description of the legislative changes
To enable the sector to contribute more effectively to tertiary education in New Zealand, and to respond decisively and proactively to the challenges ahead, a new governance model and additional intervention mechanisms were introduced by the Act.

New governance model

Under the previous model ITPs were governed by large councils (a minimum of 12 and a maximum of 20 members). A significant proportion were academic and general staff, and student body representatives, whose governance skills did not necessarily match the complexity of the institutions they were set to govern.
 The duties, rights and powers of council members were not clearly set out, leading to confusion about the role of representative members,
 and uncertainty about the accountability of councillors. In addition, the perceived public status of ITPs compared with universities, and the rural location of some institutions, made it difficult to recruit and retain appropriately skilled candidates.

The new arrangements were designed to improve ITP councils’ effective and responsive decision-making, by shifting from a representative model to a competency-based governance model.
 ITPs were now to be governed by smaller eight-member councils. Four members would be appointed by the council in conformity with its statute. Four would be appointed by the Minister for Tertiary Education (the Minister), who would also appoint the council chair and deputy chair.
 Only candidates with appropriate skills and experience, especially governance experience would be eligible.
 The introduction of specific duties for councillors would clarify and give certainty to expectations of council members.

This shift from a representative to a competency-based governance model is designed to attract a more experienced class of candidates to ITP councils. To assist in recruitment, especially in rural areas, the Act introduced measures in the appointment of cross-council memberships to facilitate collaborative governance arrangements where appropriate.

New interventions framework

To enable the Crown to respond effectively to the challenges faced by the ITP sector, the Act further introduced a more flexible interventions framework for the sector. Under the previous framework the Crown was limited to one of three interventions:  the TEC chief executive of requesting that a council provide specified information;
 the Minister appointing a Crown observer; 
 and/or the Minister appointing a Commissioner to replace a council. 
 The Crown could only initiate these interventions if there were reasonable grounds for doing so, and on the basis there was a risk to the operation or long-term viability of the institution concerned.

This framework was insufficiently graduated to enable the Crown to intervene appropriately where an ITP was at-risk (through educational or financial performance issues) and in a manner commensurate with the level of risk identified.

The Act added three new provisions: the TEC chief executive can require the council to engage specialist help;
 or can require the council to prepare and carry out a performance improvement plan; 
 and/or the Minister can appoint a Crown Manager to fulfil specific duties of the council. 
 The aim is to make available a wider range of graduated interventions and allow a more appropriate, cost-effective and tailored response by the Crown to the at-risk institution.

Other actions in support of the Act
A suite of work was carried out to support the provisions introduced by the Act and the reconstitution of the ITP councils. This was comprised of the following:.

· A review of fees for ITP councils was carried out in late 2009 to better reflect the workload and responsibilities of the reconstituted council members. The revised fees framework enhances the attractiveness of the council positions and encourages recruitment of the high calibre candidates demanded by such positions.

· Induction meetings for ITP council chairs and council members were organised shortly after councils were reconstituted to provide council chairs and members with key information, and to familiarise them with the Government’s educational and financial performance expectations.
· A council manual for Tertiary Education Institution (TEI) council members was published to provide both recently appointed and incumbent TEI council members with high level guidance on the scope and nature of their statutory responsibilities.

· A Governance Assessment Tool was developed to assist tertiary education organisations (TEOs), including ITPs, to self-assess the effectiveness of their governance processes and help them identify areas for improvement where needed. The Tool will also assist the TEC to monitor the governance performance of TEIs. The results of the governance assessment will become part of TEC’s overall reporting on TEI performance to the Minister.

Evaluation Methodology
To enable TEC to better understand the impact of the changes implemented through the Act, an evaluation framework was developed to examine whether and to what extent the introduced changes are achieving the intended outcome of “a more effective and efficient ITP sector that contributes to the Government’s goals and priorities for tertiary education”.

The framework sets out a three phase programme, with each phase assessing the progress and outcomes of the change over time:
Phase one - This is the earliest process and outcomes evaluation phase, to evaluate the implementation and transition of the reconstituted councils and their institutions and any immediate short-term outcomes achieved.
Phase two - This progress and outcomes evaluation will focus on assessing the medium-term outcomes of the introduced changes on the wider council environment and the ITP sector.
Phase three - This is a further outcomes evaluation, to assess the overall effectiveness of the change in achieving the intended outcomes and whether or not the introduced changes have fulfilled the intended objectives of the change.
This report marks the completion of phase one and summarises findings from this phase to identify the initial impact of the changes and determine whether the changes are generating desired outcomes.

Phase one – Early process and exploratory phase (September 2010)
The purpose of the first phase of the evaluation was to understand the context of the changes and their overall implementation and progress. Specific areas examined were:
· whether the introduced governance changes have addressed the challenges and issues posed by the previous governance model 
· to identify how the changes are working for councils
· to identify potential areas of support, where TEC can assist councils and institutions to achieve the outcomes intended.
Approach
A series of interviews with ITP council chairs and a sample of ITP senior management team members was carried out six months after the reconstitution of councils. The respondents included 19 ITP council chairs (9 reappointed and 10 new appointees)
, and 12 ITP senior executive team members. The executive members were selected based on the respective ITPs educational and financial performance against the ITP sector average. Three above average and three below average performing institutions were selected for the interview sample.

Interviews were carried out either face-to-face or via telephone over the three month period from October 2010 to January 2011. Each interview sought answers to 17 questions. A copy of the interview questions can be found in appendix A.

From the initial interviews it became evident that it was too early for the respondents to give an informed response to questions relating to the legislative interventions introduced through the Act. The findings presented in this report focus on governance changes. The impact and value of legislative changes will be evaluated at a later phase of the evaluation project.

Context for change
In order to determine the benefits and value of the changes, it was important for the evaluation to first establish issues and challenges associated with the prevailing governance model. This section provides a backdrop against which the findings can be meaningfully interpreted. 

Overall, respondents considered the previous state of the sector to be the key driver for the changes. They acknowledged the performance of the sector has been of growing concern over the past few years, with significant Crown interventions and support over time. While the performance of the sector was not an issue specific to the governance level, the inability of the governance bodies to carry out their responsibilities optimally was seen to be a contributing factor. Common challenges noted related to size and the composition enforced by the representative governance model.

Size and composition of councils

Council size was identified as a key factor that inhibited effective and efficient operations. The large number around the council table meant it was difficult to sustain engagement and interest at all times and to make timely decisions.

The requirement to have 12 to 20 members representing diverse stakeholders meant the balance in membership was weighted towards internal appointees (eg, staff, students and chief executive). The tone and content of council discussions tended to focus on operational issues as a majority of members were more connected to the business of education delivery. The large number and diversity of membership combined with lack of clarity around roles meant individual members represented a narrow range of views and interests. Respondents observed that the group dynamics were not favourable to building a collaborative vision and ownership of institutional goals

Such varied individual interests tended to create an environment where members were unable to be free and frank in expressing their views, which inhibited the council from performing to its true potential. The attendance of the chief executive as a full council member was considered to be somewhat challenging. Respondents noted it was important to maintain some degree of separation between the management and governance functions, even if the chief executive was making an effective contribution at the governance level.

Composition and competency
Overall, the composition and competency of the council was considered to create significant challenges. While the principles underlying representative governance were acknowledged, in practice the model presented difficulties. It was noted councils struggled to strike the right balance of representation, professional governance experience, sector knowledge and content expertise across the varied appointments. This was largely due to the appointment process being controlled by the council’s constitution rather than by the council itself. As a result, appointments were often made to cover off the criteria on representation rather than on the member’s competency with respect to governance for the council group. 

Respondents noted lack of governance capability saw some appointees making a very limited contribution. Student representatives were particularly problematic owing to the cyclical nature of their representation. Their short-term appointments meant it was often challenging and time consuming for them to get up to speed and develop sufficient understanding of council business during their one year term on the council.

Council performance
The size and composition across the councils placed significant pressures and impacted on the council’s performance. For some, the large size and lack of governance experience meant it was often difficult to get engagement and contribution across the whole council membership. 

In general, respondents noted there was a sense of disconnect between the governance process and the actual council forum. Decision-making was often delegated to management, subcommittees, or ad hoc groups within the wider council. This resulted in governance processes becoming diffused and in the council as a whole having less of an in-depth understanding of core issues. Councillors were more likely to adopt the recommendations of others than to make and own decisions themselves. For some, there was a perception that the lack of ownership undermined the ability of some councils to adequately challenge management where appropriate and carry out their governance function optimally.

Adaptive strategies
To respond to these challenges, councils devised a number of strategies to adapt to the situation including the following.

· Formation of a core council group that operated within the wider council body. This approach was commonly used to keep the governance function within the council body while enabling more effective use of meeting time.

· Establishing subcommittees to enable more informed debate and discussion prior to decision making.

· Reducing council size, by working within the legislation to cut down the number of council members to a manageable and productive number. 

· Making competency-based appointments, by applying a competency framework within the council statute to enable the council to attract the appropriate skills and competencies among its representative appointments. 

· Enforcing clear and robust reporting, through a fit-for-purpose reporting process that provides reliable and robust information that in turn informs and advises the council on key issues across the institution. This information flow needs to be underpinned by a supportive and effective management-council relationship that enables both parties to perform more effectively in their respective roles.

Impact of the changes
Changes to governance arrangements were introduced to enhance the effectiveness and efficiency of ITP councils and to strengthen their governance. Identifying the extent to which those changes were facilitating the achievement of such outcomes is a key component of this evaluation. The following section reviews the impact of the changes through the views of the council chairs and senior management interviewed. 

The discussion is presented around the theory of change diagram below (Figure 3). This diagram has been generated from the evidence of the short-term outcomes presented by the respondents and illustrates how the changes introduced contribute to bringing about the intended outcomes over time.

Figure 3: How the changes will produce the intended outcomes over time
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Implementation of the change
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In essence, the legislative changes were an intervention designed to strengthen and enhance the performance and output of the ITP sector. In order to facilitate understanding of the impact of the changes, the following section provides a description of their implementation as experienced by the respondents.

Overall, respondents acknowledged the need for a strong governance body to strengthen the performance of the sector. Changes to the size and composition of the councils were perceived to be positive and a timely move towards more effective governance practices. For most, the changes allowed for greater consolidation of existing practices to further enhance and reinforce the performance of the governance bodies across the sector.  
Transition and implementation challenges
For councils, the reforms introduced extensive changes to composition and membership across the 20 ITPs. In total, 57 new appointments were made across the 160 membership (40 appointed by the Minister and 17 appointed by the council), including 10 new council chairs and 17 cross-council appointments (Table 1).

Table 1: ITP council composition after the legislative changes
	
	Re-appointment
	New appointment
	Total

	Council appointment

	Ministerial appointment
	40
	40
	80

	Non-ministerial appointment
	63
	17
	80

	Total
	103
	57
	160

	Council position

	Chair
	10
	10
	20

	Deputy chair
	12
	8
	20

	Cross-council appointment
	N/A
	17
	17

	
	
	
	


Notes:

1. Re-appointed members include those that had served one or more term(s) on the same council
2. Cross-council appointments describe the appointed positions on each council. Overall, there were eight members appointed to the seventeen cross-council positions.

After the reconstitution of the councils, all council members had the opportunity to engage in an induction facilitated by the TEC in conjunction with some form of institution or council-initiated induction process. These served to introduce the newly constituted council to the state of play in the sector and helped them to develop a multi-faceted view of their governance responsibilities.

Most of the institutions inducted new council members by providing them with a briefing on the institution’s vision and aims, inviting members to visit and meet relevant institutional stakeholders. Some councils reciprocated by inviting senior management to inaugural council meetings to discuss what it meant to be part of a well-led governance body, and areas where the council was looking to engage with management in its operations.

The legislation brought about a change in the composition, size, and competency of governance bodies. While the extent of change differed across the councils, all have had to reflect, respond, and adapt their way of working to enable a successful transition. Though the transition experience differed across the group, the ease and pace of the transition was largely dependent on the views and experience of the individual, the council as a group, and wider relationships outside of the council forum (Figure 4).

Individual council members
The attitudes of council members towards the change had a direct impact on the ease and pace of the transition process. Their perception of the value of the change was influenced by their confidence and experience of dealing with change, and their extent to which they are open and willing to engage in the change process. In general, those who were open and confident were also more positive and motivated and knew how to respond and adapt to the change. Additionally, those with a clear understanding of the intent and expectations of the change could more effectively assess and identify how they would be able contribute to achieving the intended outcomes.

Council group
For the council as a body, the transition was influenced by both the extent of change in its membership and the collective compatibility of the individuals in it. For councils who retained a significant number of their existing members, there was institutional information, knowledge, and relationship continuity that enabled them to react and respond to change with a developed contextual understanding of the council environment. They were more likely to experience a smooth transition than those facing more extensive change to their membership.

The role played by the council chair was noted as being critical to facilitation of the transition process. The chair, reappointed or new, had a significant role in balancing the views and attitudes between the old and the new, while not taking sides or driving a wedge between the members.  It was noted that effective chairs gave a sense of empowerment to their members by encouraging their engagement and participation.

Wider council environment
The way in which each council has dealt with the change has had a flow-on effect for the council’s relationships with its wider environment. Support for and engagement with those relationships also played a significant role in smoothing the transition of the council through the change process. For chairs, information and support provided by both senior management and council members (outgoing and continuing) was considered to be valuable and important in bringing the new members up to speed. Furthermore, the smaller size of the council was noted to have enabled a closer rapport among members, with the added benefit of a more manageable number to induct.

External to the council, the existence of other changes - for example, changes in senior management staff and institutional restructures - placed additional pressures on new councils, with the potential to cause a degree of reluctance and disconnection from the transition, a state sometimes referred to as change fatigue.

Figure 4: The impact of the change across the wider council environment
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Short-term Impacts
Overall, the changes were seen as an incentive to enhance operation of the councils and bring greater consistency in the performance of governance bodies. The transition process has recast organisational expectations on the role and function of the governance body, while the combination of reappointed and newly appointed members has forced each council to either assimilate or accommodate to successfully transition through the change. Despite some initial tensions in relationships both within and outside the council, there was an overall openness and willingness among the respondents to engage with and influence the transition and achieve the intended outcomes of the change. 

Whilst it is still in the early stages of the change process, the evidence gathered to date suggests the changes introduced have led to administrative efficiencies and improved council operations. Across the board, there was an overall sense that council members were coming up to speed and synergies across the council table were beginning to emerge. Whilst the new councils acknowledged the ongoing learning required to fully grasp the complexity of the sector, the council chairs valued the support of the council and management and were focused on fulfilling their roles and maintaining the momentum to affect positive change across the sector. 

Interview findings identified several common outcomes as a result of the change:
· strengthened council capability
· clarity of roles and responsibilities
· improved council engagement
· development and improvement of systems and processes
· improved quality of interactions between council and management, and

· increased opportunities for sharing between councils.
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The following section provides a brief description of each of the outcomes so identified.

Strengthened council capability
Overall, respondents noted the changes had lifted the capability and expertise of councils. This has resulted in an enhanced quality of discussion and debate around the council table. On the whole, council composition reflects a broader mix of skills and knowledge, including governance experience, which is valued by both council and management. The expertise and capability of council members lifted the council’s confidence in performing its role.

Governance changes gave the councils much more influence and control over the council appointments process. The shift to the competency model, with its emphasis on skills and capability, provided the opportunity needed to strike the right balance between governance experience and sector knowledge. Most councils went through an assessment process to identify the current and potential skills required to provide for an effective governance group. The competencies of candidates were generally considered in relation to their fit with the council as well as with the institution. While some councils retained community representative members on their council statute, they had done so having reflected on the way those members’ fit with the capability and competency requirements of the council group.

Overall, the change to the competency governance model was considered a positive and timely move as it introduced governance practices that are congruent with those of other Crown entities.

Clarity of roles and responsibilities
Overall, the change had increased council members’ awareness and understanding of their roles and responsibilities. The provision of individual duties was an opportune reminder of their responsibilities to act in the interest of the institution. Members recognised the council was not a collection of individuals but a group with the collective responsibility to act in, and progress, the interests of the institution.  
This much needed clarity has given councillors a greater confidence in their roles and a sense of collective purpose, which has led councils to reassume their delegated responsibilities and become more engaged in carrying out their responsibilities as a governing body. Council actions such as minimising the use of subcommittees or establishing executive committees to retain governance oversight across the holiday period, can be seen as early signs that councils are reassuming their statutory role and displaying leadership to lift council performance. 

For council chairs, there is a shared awareness of their part in effecting change both inside and outside to the council. Chairs acknowledge the significant role they have in building and harnessing the energy of the collective council membership, and in maintaining a healthy council-management relationship. For some, the appointment of chairs by the Minister conveys a heightened sense of accountability and a mandate to drive change across the sector. While some individuals raised concerns over the pace and urgency of the change, the renewed focus and confidence of the council chairs and council have seen most taking a hands-on approach to getting things done and tackling important issue where necessary. 
Though it is still in early stages of implementation, findings demonstrate a greatly improved understanding among members of the role of the council, giving rise to greater council ownership of statutory responsibilities and clearer performance expectations. For most, this was considered a crucial aspect of the governance changes, giving the focus and direction necessary to establish effective governance across the ITP sector. 

Improved council engagement
Overall, the change has resulted in greater focus and drive across the councils to deliver to their roles and responsibilities. This has seen greater council engagement in both formal and informal responsibilities across the group.
Broadly, the change has enhanced the willingness and openness to participate and engage across the council table. This is evident in new councils, who have developed a firm grasp of the issues and become more effective in their mutual engagement and with management. Council members were taking the time and making the commitment to understand, digest, and reflect on the issues and to engage in critical debate within the council forum. It is evident that council members are better prepared for meetings and are able to sustain more informed and focused questioning and more thorough and in-depth discussions across the council table.

The greater level of engagement and sense of responsibility has also promoted councils’ commitment to institutions. Council members have actively participated in institutional functions outside of their formal council meetings (e.g., graduation ceremonies, staff functions). Although this was a challenge for some, due to workload and time commitments elsewhere, most councils’ chairs have encouraged such participation, as it provides valuable opportunities to develop and gain a multifaceted view of the organisation.

Enhanced council engagement and members’ ownership of decision making responsibilities has noticeably strengthened the understanding and confidence of governance bodies and has seen them functioning as a collective enterprise with a common purpose.

Development of new systems and processes
Overall, the change has enforced a greater level of discipline and rigor in the councils’ processes and systems. This has triggered the development of new systems and processes to enhance and support the operation, capability and engagement of the council body. 
Operational processes

Since the changes were implemented, councils have strengthened their internal processes to better support their operation and performance. These processes have been instrumental in enabling a more informed membership and facilitated more educated and critical debate. Specific developments were:

· formalised induction processes – ensuring a systematic induction process to assist in the seamless transition of the new council membership
· enforcing council-only time as part of the council meetings - the use of council only time has allowed for more free and frank discussions of issues coming to the council table
· standardised reporting processes - some councils have reviewed and restructured reporting processes to ensure the provision of timely and reliable information from management.

Capability processes

Evident across the councils was the development of processes to strengthen the capability of the group. These were considered to be critical to the success of the governance changes as it provided a structured approach to give effect to the competency governance model and to strengthen the capability and performance of the council over time. Specific developments were:

· self-assessment processes – most councils have put in place a self-assessment process to discern the strengths and development areas of the council to inform planned action for council improvement and progression

· competency-based appointments process - councils applied a formalised and transparent appointments process to ensure the appointments were a competent and complementary addition to the existing council. The processes covered identified the skill needs of the council and guidelines for membership nominations and selections.

Engagement processes

The extent of the changes to the structure and makeup of the council group has seen most of them rethinking and redeveloping their engagement processes to facilitate appropriate stakeholder connections at the governance level. This resulted in the following developments.

· Guidelines for council engagement with the chief executive – some councils have provided clearer guidelines on the engagement between the council, council chair and the chief executive to support the ongoing effectiveness of the council management relationship.

· Stakeholder engagement - the change has been an impetus for the councils to revise and reconnect with their stakeholders in ways that are effective and relevant to the new model. In some instances, management and councils adopted an integrated holistic approach to stakeholder engagement that gave greater accountability and clearer ownership of engagement responsibilities across the groups.

In general, the reinforced focus on systems and processes has noticeably enhanced the effectiveness and efficiency of the council groups by allowing them to be better informed and supported to deliver to their roles and responsibilities.

Improved quality of interactions between council and management
The enforcement of the competency model has seen an improvement in the quality of interactions between council and management. In the previous governance environment, the benefits of having a governance body were not always realised. This was thought to be due to some councils being in a compromised position that resulted in them being largely management led. With the change enhancing governance capability across councils, there are now the checks and balances across the system to promote a more effective and robust council-management relationship.
Overall, the change in the governance model gave a degree of mutual independence across the management and governance functions.
 This has created a healthy tension across the council-management relationship that has resulted in more free and frank conversations across the council table and clearer lines of accountability between the two groups. Across the respondents, it was noted an effective council management relationship is dependent on the presence of mutual trust and professional respect between the two functions; the willingness and ability of the two sides to challenge and engage in robust debate; and a clear understanding of councils’ and management’s respective responsibilities. To support the development of a healthy council-management relationship, councils organised planning sessions and workshops with management to build and develop the foundations of an effective working relationship.

While the change has contributed to improved interactions between council and management, the change in dynamics has proved to be a challenge for some. This was largely seen to be due to the active engagement of the councils in being the “critical friend” of the chief executive. The ability and willingness to challenge and be challenged was considered to be a fundamental element of a healthy council-management relationship. 

Overall, respondents acknowledged the importance of, and the need to, maintain an effective and productive relationship between council and management. While the balance of this relationship will need to be carefully managed by both parties, the changes to the council composition were considered to be conducive to a healthy council-management relationship that incorporates clearer lines of accountability and responsibility across two distinct but interdependent functions.

Increased opportunities for sharing between councils
Overall, the change has prompted a cooperative mentality among council chairs that has fostered a developing sense of community across the sector. Embedded cross-council membership, taken in conjunction with the developing rapport between council chairs, has resulted in a greater willingness to share and offer support across council groups, and to strengthen governance functions across the sector.

Inherent in the governance changes introduced, was the ability to appoint cross-council members. The presence of cross-council appointees has explicitly instituted the sharing of experienced governors across the sector. While it will take time for these members to develop and become accustomed to the diverse demands of their multiple positions, early signs suggest it has reduced the sense of isolation among individuals operating within separate councils.
Across the councils, there is a willingness and openness among members to learn, share, and collaboration with each other. This is largely due to the developing sense of community which has elevated the focus of council members above and beyond their immediate institution. This is encouraged by such forums as the council chairs’ meetings which provides an environment to share and discuss significant issues of relevance and an opportunity to learn from each other’s experiences. This network has provided an important platform for council chairs to inject a sector view into discussions on issues and challenges pertinent to the sector. 

In general, increased sharing by council chairs has seen the formation of important linkages between councils and institutions. The early development of collaboration and cooperation across the sector has nurtured a sense of community that will be critical to facilitating future collaboration and to achieving greater sector efficiencies in educational delivery‑while still preserving the value of local provision.
Medium-term impacts
Achievement of the short-term outcomes described in the previous section shows the governance changes are progressing in the right direction and are generating the potential responses needed to lift performance in this sector. 

Overall, the councils are moving at a good pace and are developing a clear understanding of the mechanisms available and necessary to support their role. Councils are equipped with a good mix of skills and are developing desirable synergies as a collective unit.

For council chairs, there is a growing sense of confidence in their councils’ abilities to carry out the responsibilities required of the governance body. Overall, the chairs’ acknowledgement of the challenges ahead comes hand-in-hand with their commitment to drive the change necessary to achieve the intended outcomes. While the pace of progress differs across councils, the considerable extent of the change evidenced in the short-term suggests that the expected medium-term outcomes will be:
· increased collaboration and cooperation across councils
· councils engaging in actions to strengthen and improve their performance
· enhanced mechanisms to ensure stakeholder-relevant provision
· greater ownership of  roles and responsibilities across councils.

The extent to which these are likely to be achieved will be explored in the next phase of the evaluation which will occur in August 2012. 
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Challenges ahead
Critical to the ongoing progress of councils, is the opinion held by most respondents that they will need to ensure there is the support necessary to carry out their roles and responsibilities within the governance function. While councils appear to be transitioning successfully through the change and making good progress towards achieving the desired outcomes, several common challenges were identified that were critical to the ongoing success and progression of the change process. The effective performance of councils and their ability to achieve the intended outcomes of change will be dependent on how the challenges are addressed and managed by the relevant parties.

Maintaining effective council and management relationships
A healthy council- management relationship is critical to the success of the changes. While it was acknowledged there will be a period of adjustment before a healthy relationship is established, the relationship itself is likely to be tested when there is a divergence between the interests of the chief executive and the interests of the council. Overall, it was recognised that this potential needs to be monitored and managed carefully by chairs to ensure it does not adversely impact on the respective parties’ ability to fulfil their roles and responsibilities across the institution.
Maintaining the focus and momentum of the council
Overall, a certain degree of continuity will be required across councils and across the sector to ensure the goals of the change can be realised. Across councils, there is a sense of urgency for change driven by the focus and enthusiasm of the newly constituted councils. While the forthcoming council appointment process presents an opportunity to consolidate the skills, knowledge, abilities and attitudes of the group, the possible disruption caused will need to be weighed against the potential value of the new appointments.

Another challenge to councils is effective management of workload across the membership. The smaller council size means there is greater pressure on individuals to engage in formal and informal responsibilities. The issue of workload is especially significant for cross-council appointees. The issue will need to be carefully managed by the chair and council members to ensure the quality and robustness of operations are not compromised. In order to be successful, the councils need to ensure the provision of relevant process and information support to allow members to deliver effectively in terms of their governance responsibilities.

Getting the right mix of council appointments
The forthcoming council appointments process is a critical part of the change as it gives effect to the full competency governance model. The successful implementation and transition of the appointments will play a significant role in the ongoing performance of councils and their overall ability to achieve the outcomes intended.

Overall, respondents consider council appointments in relation to the mix of capability within the existing membership. A key challenge in the council appointments processes will be to recruit and attract the right experience, skill, knowledge and representation (ie, ethnicity, gender, and stakeholders). This was a concern in areas where individuals with particular expertise are in high demand and are less likely to have the time and capacity to commit to council membership. Due to the small size of the new councils, it becomes difficult for the council to form the necessary quorum when it did not have a full attendance and membership. 

Developing and maintaining effective stakeholder relationships
Among both councils and management there is an acknowledgement of the importance of retaining stakeholder representation and the need for it to be pro-actively managed and transparent to the stakeholders themselves. The move towards a competency model has been perceived to be at a cost to representation, so the test would be whether or not new processes and mechanisms to connect to stakeholders are enabling the institution to deliver effectively the relevant and desired education expected by its stakeholders and government.
Council Support
While most respondents felt councils had the resources and information necessary for them to perform in their roles, some further areas of support were identified to assist councils’ effectiveness. The following section provides a brief description of each type of support sought.

Information support
· Greater transparency of the council appointments process
An open and transparent process provides greater credibility in relation to both the process and the appointments.
· Consolidated sector updates

There is considerable value in coherent and coordinated information updates and explanations to inform councils of key issues facing the sector (eg, major policy changes, operational policies, and regulatory amendments). An update can be a consolidated newsletter prepared by relevant agencies (eg, TEC, MOE, NZQA and the Minister) that provides a concise information source for governance groups and senior management.

· Training and induction support
Greater induction and training support could be provided for the sector to assist new councillors to come on board quickly. Respondents considered it efficient for the TEC to provide some common forms of governance training necessary for all council members.
· Development and provision of common council tools and resources
Common council resources could be developed and shared across councils as a means to support council operation and minimise duplicative effort (eg, council operational guidelines, council statute templates, and council self-assessment tools). This would be especially valuable for those who have limited resources and capacity to undertake such work within the institution. 

· Clarity of government expectations
Clear communication of government expectations is important for chairs and senior management. A key part of ensuring this is by maintaining a direct line of communication to the Minister through such forums as the council chairs’ meeting.

· Clarity on the government’s strategic vision on the future state of the tertiary sector 

Among respondents, it was recognised that sector leadership and clear government direction was required to ensure the success of any collaborative efforts actioned. To ensure optimal value of such future efforts, greater clarity is needed from Government concerning the success criteria against which outcomes will be measured (e.g., “a national strategy to form the basis of investment that is of most utility and value for the regions”). At present, lack of such direction has created a situation where collaboration is happening out of stress and financial necessity at the potential cost of good educational outcomes.

· Cross-council analytical and secretariat support
A cross-council support entity would act as a centralised conduit and information hub for all councils, providing a level of analytical and advisory support that will give councils the relevant sector overview to inform their performance. This central repository of council information and knowledge will be essential for promoting good practice as well as enabling positive sector change over time.

Process support
· Channels of communication
A centralised, consistent, and transparent communication channel from the TEC to the council and senior management is essential. Its purpose should be considered against the roles and responsibilities of the relevant parties to ensure communication is fit-for-purpose and informs the relevant parties. A greater level of transparency and openness in the communication channels would materially assist in fostering a healthy management-council relationship.

· Council chair meetings
The council chairs’ meetings have provided a healthy distancing from immediate operational issues that allows chairs to take a sector view of the issues within a community forum. Chairs considered these meetings to be a useful vehicle for discussion and learning. To maintain the usefulness and interest of these meetings, chairs have asked for more coverage on sector issues and policies that provide contextual insight to their respective institutions. However, the issue was raised that there needs to be a way to keep chief executives involved in the process as the segregated meetings do not actively contribute  to the management-council relationship.

· A flexible fees framework that better commensurate the workload of council members
While there was appreciation of the rise in the council members’ fees since the change, some respondents expressed a concern over the ability of the current remuneration to attract and retain necessary skills and expertise on councils. As the workload of council members differs from institution to institution, a flexible fees framework was suggested to provide appropriate compensation of the effort and commitment necessitated by individual appointments.

· Legislative support in dealing with mergers
Some council chairs noted the need for further legislative provisions to support governance arrangements arising from mergers across the sector. At present, provisions in the Act relevant to mergers allow the relevant council to form a temporary subcommittee to which it can delegate responsibility for the change process. However, additional provisions were suggested to allow the Minister and the council bodies involved to consider the establishment of a new council to better reflect the composition and competency needs of the merged institution.
· A transparent investment planning process guided by a sector-wide investment strategy
Some frustration was expressed over the rigidity of the investment process and the lack of a cohesive sector vision to support investment discussions. A sector investment strategy would inform the investment planning process. In addition, chairs asked for a more transparent and open process that provides an opportunity for institutions to negotiate and challenge the case presented, both as individuals and as a collective.

· Good governance practice applied across the sectors
To assist councils to move towards a more collegial and cooperative environment, greater transparency and reduced duplication were advocated to encourage greater collaboration across and within the tertiary sector. This would enable conversation and engagement at the governance level. To really give effect to the intended outcomes of the change, it was suggested the governance changes should be applied to the university and wānanga sectors as they will foster the engagement necessary to achieve the collaboration and integration envisioned by government.

Appendix A: Interview questions 
	Introduction/

Overview 
	1. I would like to begin by getting your view about the governance changes. 

	Knowledge & Awareness of the change 
	2. In your view what were the primary drivers for these changes?

3. Are the council members aware of the purpose of the change and their roles as governors? 

	Transition 
	4. How easy or difficult was the transition to the new arrangements for your council/institution? Why do you feel this way?

5. How were council members prepared and inducted to perform their roles? 

	Before

	6. Can you tell me how the council operated prior to May 2010?
7. From your interactions, what were some of the issues and challenges posed in the prior arrangements? 

	After 
	8. How do the introduced changes address these challenges?
9. Since the change, can you please describe the changes you have observed in the:

a) Operation of the council? How would you describe this?
b) Council decision making processes? In what ways?
c) Council interactions with the institution?

d) Council interactions with the TEC?
10. Overall, since the change, what do you see is working well and why?
a) What aspects of the change are not working and why?
11. What is the most challenging aspect to the new model? 

	Progress/ Further Support
	12. How are you ensuring that members represent their key stakeholders (ask them to identify their key stakeholders)?
13. Do you believe that council have the resources to perform in their roles and achieve the intended outcomes of the change?

14. Are there any outstanding issues that need to be address? What are these?
15. What support can be provided (by whom?) to ensure performance proceeds in the desired direction?

16. What other information and support could the TEC provide to assist the council’s performance to achieve the desired outcomes?

	Closing Question 
	17. Is there anything more you would like to add or ask me about this project? 

	Final Remarks


	We will be analysing the information gathered from the interviews and a summary report will be prepared early next year. We will be providing a copy to the chairs when it is available. If requested, we can provide a copy of the note from the interview prior to analysis.

Thanks again for your time. 


Appendix B: Key assumptions

A series of assumptions underpin the development of the logic for each stage of outcome resulting from the change. These assumptions are presented in the table below. 

	Level in the logic 
	Key assumptions 

	Introduction of interventions through the Education (Polytechnics) Amendment Act 2009 
	· The interventions introduced are the right ones to enable the ITP sector to enhance their overall performance

·  Good governance practices are required to ensure that the ITP sector can respond decisively and proactively to the challenges it faces
· The Minister for tertiary education is well placed to address gaps on council through the exercise of their power to appoint four members of each council
· The new governance arrangements are designed to minimise the likelihood that ITPs will reach a level of risk that necessitates Crown intervention

	Introduced administrative efficiencies and improved council operations
	· The willingness and openness to change across the council and its immediate relationships
· Candidates who have pervious governance experience will have a strong appreciation of the distinction between governance and management and of the governance role, including matters such as strategic leadership and managing the performance of the CE

· Candidates with the core competencies will be more than able to govern in the tertiary sector following appropriate induction 

	Council fulfilling governance role effectively
	· The council appointments process gives effect to the competency governance model introduced
· Appropriate induction and support are provided 

	ITPs will contribute effectively and efficiently towards New Zealand’s goals and priorities in tertiary education 
	· New Zealand’s priorities and goals in tertiary education would be captured in the Government’s Tertiary Education Strategy documents 
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� In 2010, Tairawhiti Polytechnic was merged with Eastern Institute of Technology and Telford Rural Polytechnic was merged with Lincoln University. As such, there are a total 18 ITPs at the time this phase of the evaluation was completed.  


� Through the council reconstitution process, the council appointed membership were limited through legislation to a one year term. However, for the forthcoming council appointment process, the council can appoint their members according to their statute for a maximum term of four years.


� Education (Polytechnics) Amendment Act Bill 70-I, Regulatory Impact Statement, p. 16


� Tertiary Education Strategy, 2010-15, pp. 18-19


� Education Act 1989, s 162(4)(b)(ii) states that “a polytechnic is characterised by a wide diversity of continuing education, including vocational training, that contributes to the maintenance, advancement, and dissemination of knowledge and expertise and promotes community learning, and by research, particularly applied and technological research, that aids development”.


� Education (Polytechnics) Amendment Act Bill 70-I, Explanatory Note, p. 1


� Education (Polytechnics) Amendment Act Bill 70-I, Regulatory Impact Statement, p. 15; and Education (Polytechnics) Amendment Bill, Report to the Education and Science Select Committee, Ministry of Education, Vol. 1, 2 November 2009, paragraphs [10] and [26]. For a general overview on how governance arrangement impact on the overall performance of the tertiary sector see: M. Edwards, review of New Zealand Tertiary Education Governance, Ministry of Education, 2003. 


� Education Act 1989, s 171


� Education (Polytechnics) Amendment Act Bill 70-I, Explanatory Note, p. 2


� Education (Polytechnics) Amendment Act Bill 70-I, Regulatory Impact Statement, pp. 15-17


� Education (Polytechnics) Amendment Act Bill 70-I, Regulatory Impact Statement, pp. 20-21


� Education Act 1989, ss 222AA and 222AF


� Education Act 1989, s 222AD


� Education Act 1989.s 222AG; and Education (Polytechnic) Amendment Act Bill 70-I, Explanatory Note, p. 2


� Education Act 1989, s 222AC


� Education Act 1989, s 195B


� Education Act 1989, s 195C


� Education Act 1989, s 195D


� Education (Polytechnics) Amendment Act Bill 70-I, Explanatory Note, p. 1


� Education Act 1989, s 222A


� Education Act 1989, s 222B


� Education Act 1989, s 222C


� Education (Polytechnic) Amendment Act Bill 70-I, Regulatory Impact Statement, p. 23


� The 2009 fee review lead to: change fees for ITP council members and deputy chairs from daily rates to an annual amount; bring chairs remuneration in to line with the Fees Framework convention that chairs are paid double members rates; set two fee levels in accordance with the size of the ITPs annual revenue; and increase the maximum fees for those council in the higher annual revenue category.


� All 20 ITP councils were given the opportunity to participate in the evaluation. 


� After the reconstitution, there were two councils out of the 18 that included the chief executive officer as a council member. 


� Through the council reconstitution process, the council appointed membership were limited through legislation to a one year term. However for the forthcoming council appointment process, the council can appoint their members according to their statute for a maximum term of four years.
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Greater ownership of roles and responsibilities
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Governance capability
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Improved quality of interactions between councils and management 
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