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Overview

A proposal and formal consultation to disestablish Ara Connect was shared with kaimahi on 14
March 2025. The proposal outlined the rationale for change, including financial considerations,
evolving learner needs, and alignment with institutional strategy. It also set out potential impacts on
delivery and roles and invited feedback to support a transparent and well-informed decision-making
process.

The proposed change responded to several converging factors: increasing financial pressures,
shifting patterns in learner engagement, and the Government’s expectation for a more regionally
responsive and financially viable tertiary education sector. It also reflected Ara’s strategic imperative
to strengthen academic quality and better align provision with the needs of the Canterbury region
and its communities.

Ara Connect’s unique drop-in delivery model, while historically valuable, current enrolmenttrends
and the expectations of today’s learners have shifted away from this type of délivery moadeland
provision of similar learning opportunities continues to be available elsewhere/within the wider
tertiary network and other freely accessible tools such as LinkedIn Learning. As suchjyAra proposed
to redirect resources towards more flexible, digitally enabled, and academically’cohesive
programmes that are better positioned to support long-term learner success and.regional impact.

Following thorough consideration of all feedback receiveds thé final decision'honours the
contributions of those who have supported Ara Connect’s'mahi whilst*balancing the views of
stakeholders with Ara’s broader obligations to delivér highsquality, relevant, and sustainable
education.

While this decision affects a specific group of kaimahi and community-based delivery sites, it is part
of a wider commitment to strengthening/Ara’s educationalofferings and ensuring alignment with
Vision 2030 — supporting akonga, inddstry, and community needs both now and into the future.

Background

In June 2024, the Tertiary Education Commiission (TEC) raised concerns about the viability of Te
Plkenga’s Institutes of Technblogy.and‘Polytechnics (ITP) divisions. Under Section 332 of the
Education and Training Act 2020, TEC required Te Plkenga to engage specialist consultants to
review the finapeial'performance of ITP divisions and explore opportunities to enhance their
sustainable viahilityrThis included’the potential establishment of regionally autonomous ITPs.
Simultaneously, the government is undertaking the process of disestablishing Te PUkenga.

Against this backdrop, Ana Institute of Canterbury's Vision 2030 emerges as a guiding framework for
navigating these’challenges. It sets a clear direction for leading in academic excellence, impactful
research, regional engagement, and global connectivity. As a future-focused organisation, Ara is
committedtof€mpowering akonga and communities while achieving sustainable growth in an
evolving educational landscape. Central to this vision is the need for innovative approaches to
recruitment, engagement, and operational efficiency supported by advanced technology.

The landscape of tertiary education is rapidly evolving. Today’s akonga demand flexible, digitally-
integrated educational experiences that cater to their professional and personal needs. The rise of
alternative education providers offering micro-credentials, online learning platforms, and industry-
focused training has intensified competition, making it essential for institutions like Ara to adapt to
stay relevant.

Ara is not immune to the financial pressures facing our sector. For the past three years, for a variety
of reasons, we have not produced a surplus. This level of financial performance is unsustainable. If
left unaddressed, it could render Ara financially unviable, compromising our independence and our
ability to fulfil our core purpose: transforming lives and strengthening communities through the
power of education.



Rationale for the disestablishment of Ara Connect

In August 2024, we identified that the academic programmes and portfolios associated with Ara
Connect were financially unsustainable:

e All Adult and Community Education (ACE) funded delivery
e NZ2592 New Zealand Certificate in Computing (Level 3) — Intermediate User

Unique model of operation and the need for change

Ara Connect is a drop-in model, requiring kaimahi to be available during all opening hours. This
model depends on maintaining high enrolment numbers to remain financially sustainable. However,
enrolments have not reached the necessary threshold.

In today’s rapidly evolving educational landscape, Ara must innovate to meét the needs of moédern
akonga and remain competitive in the tertiary education market. This requires/adopting innevative
teaching methods, enhancing digital offerings, and aligning programmesdwith shiftifig customer
expectations and industry demands.

This change reflects Ara’s commitment to:

e Remaining financially sustainable.
e Staying relevant within the vocational educatién and training'sector.
e Aligning with strategic objectives as outlined in Vision 2030.

Financial overview

Financial data for Ara Connect showed a,cansistent.:and tinsustainable trend of financial deficits over
the past three years, with projectionstindicatingftture challenges. Despite efforts to manage costs,
the programmes consistently generated incomeWelow what’s needed to keep operating.

e In 2022, actual incomewas $1764200, significantly below the budgeted figure of $300,045.
With total expenses’reaching$258,006, the programme recorded a deficit of $81,807,
reflecting a 46% shortfall againstjincome.

e This downtdard trend continued into 2023, with actual income falling to $134,202 and
expensés increasing to $280,031. This resulted in a more substantial deficit of $145,829,
equivalént to 109%ef total income. Financial performance further deteriorated in 2024,
with income deelining to $123,499, well below the budgeted income of $190,477. Despite
efforts to reduce,costs, including adjusting staffing levels, total expenses remained high at
$257,582, leading to another deficit of $134,083 (a 109% shortfall). 5 9(2)(b)(ii)
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Several factors contribute to this ongoing financial pressure:

e High operational costs: Teaching staffing expenses, which remain a significant cost, are
projected s 9(2)(b)(ii) in 2025.

e Falling enrolments: Lower-than-expected enrolments have significantly impacted income
generation, while fixed operational costs have remained relatively stable.

Given ongoing financial deficits and the changing nature of tertiary education, the proposed ceasing
of our Ara Connect provision will allow Ara to reallocate resources into programmes that better
reflect akonga needs, industry expectations, and our financial sustainability.



Period of ongoing change

Ara and Te Pikenga have navigated a multitude of changes and formal consultation processes in
recent years. We recognise this is an especially uncertain time as we await clarity on what the
disestablishment of Te Pukenga will mean for each business division.

While the future is uncertain, we are confident the changes will support the viability of our business
division and position Ara strongly to become an autonomous, self-managing entity, ready to resume
that responsibility from 2026.

Our values and principles for change

Our values of Hono (Connect), Hihiri (Inspire) and Aroha (Respect) guide all that we do at Ara./We
have endeavoured to reflect these within this change. The following principles will continug™te be
applied during our change processes:

e Uncertainty for kaimahi is minimised by open and transparent Gommunication processes.

e We work closely with our union partners and kaimabhi.

e We honour our commitments to individual and collective;employment'agreements.

e We prioritise redeployment of impacted kaimahi, with\edtndancy a last resort.

e Kaimahi can access paid confidential support throtighbut the change process by visiting the
OCP website, by phone: 0800 377 990 or by epfail:\Support @OCP:¢co0.nz.

e Alongside our values, our commitment to Te Tiriti/0 Waitangi'and equity are fundamental to
our identity as Ara.

e We carefully review and consider all feedback and give that feedback serious and thoughtful
consideration before making any decisions.

Obligations to the Chaftendnd Tadiriti

Te Plkenga is committed t6 ensuring its/governance, management and operations give effect to Te
Tiriti o Waitangi. Te Plkenga remains‘committed to its charter obligations as outlined in Schedule 13
of the Education and Training Act,2020=In relation to organisational changes, this includes 3(b) to:
“operate in a manher'that ensures its regional representatives are empowered to make decisions
about deliverydind opératiors,that are informed by local relationships and to make decisions that
meet the needs of their communities.” The design in this change will contribute to ensuring that Ara
is able to continue to fulfil this obligation.

Through its national‘and/local relationships, Te Pikenga will continue to engage with and remain
informed by lo¢al eommunities, iwi and industry on an ongoing basis.

Benefits\of the changes

Withdrawing our Ara Connect provision

This change reinforces Ara’s commitment to making data-informed, future-focused decisions that
uphold the principles of sustainability, quality, and responsiveness. It strengthens our ability to serve
akonga, kaimahi, and the community while remaining true to our mission — transforming lives and
strengthening communities through education.

Supporting financial sustainability

¢ Reducing financial pressure: By withdrawing non-viable programmes, we relieve pressure
on other areas of delivery and reduce reliance on internal cross-subsidisation.






Feedback

Summary of feedback from the Ara Connect team

We would like to express our sincere appreciation for the professionalism and engagement
demonstrated by impacted kaimahi throughout the change proposal process. We acknowledge that
this has been a challenging time.

We want to extend our gratitude to all kaimahi in the Ara Connect team, as well as to the Ara
Academic Staff of Canterbury (AASC) Union, for the depth of thought and care reflected in the
submissions received.

The review team has carried out a comprehensive analysis of all feedback, recognising its thorough,
professional, and considered nature.

Three pieces of in-scope feedback (feedback from the Ara Connect team)were submittéd, Feedback
was received in writing to the Consultation@ara.ac.nz email. Individuahnames and identifying details

have been anonymised by the People and Capability team for this réport.

Following careful consideration, the following key themes weré identified:

Theme

Feedback

Response and any decisions

Advocacy for digital literacy
support:

Respondents highlighted a
strong requirement for digital
literacy services for current
kaimahi, enrolled akenga and
parti€ularly in Timaru, where
there are few t6no other
offering§ available.
Respbnderits advocated
keeping a Timaru and Madras
campus offering.

from feedback

Ara acknowledges the
importance of digital literacy
for both akonga and kaimahi.
While Ara Connect will be
discontinued, there are many
online and distance providers,
including the Open
Polytechnic, that can support
Ara kaimahi and that we can
support our akonga to
transition to.

Reduce management
overheads and'retain the
Timaru and Madras.campus
provision:

Respondents suggested
reducing manager and team
lead roles to retain frontline
staff and cut costs.

Ara appreciates the feedback
regarding cost-saving
suggestions. The decision to
discontinue Ara Connect was
based on overall sustainability,
enrolment trends, and
strategic alignment, not solely
on staffing structure. While
management efficiencies
continue to be explored
institution-wide, retaining the
Timaru and Madras provision
was not deemed viable.

Fees or funding partnerships:

Consider charging small fees or
seeking funding from the
community, the Ministry for
Social Development or other
government organisations.

Ara acknowledges the intent
behind these suggestions. At
this time, the decision to
discontinue Ara Connect was
made based on broader




strategic priorities and long-
term sustainability.

Increase marketing:

Respondents suggested
options to increase internal
marketing and engagement

with the community.

Ara acknowledges the
feedback around increasing
marketing and community
engagement. While greater
promotion may have
supported visibility, the
decision to discontinue Ara
Connect was based on broader
strategic considerations
beyond awareness alone.

Summary of feedback from people outside the Ara Connect'Team

A total of two pieces of out-of-scope feedback (from people outside the impacted.teams) were
submitted. Feedback was received in writing to the Consultation@ara.ac.nz email.

Key themes, or recurring topics from out-of-scope feedback.ineldde:

Feedback

Response and any decisions

from feedback

Clarity on Digital Boost vs. Ara
Connect:

Respondentssought
clarification,on whetherthe
proposed,withdrawal from,the
Ara/Connect programme
prevision includes,Digital
Boopst.

Digital Boost may continue to
be offered through the faculty,
subject to sufficient demand
and financial viability. It is not
included in the Ara Connect
withdrawal decision.

Success and financial viability
of Digital Boost:

Féedback highlighted the value
andguceess of Digital Boost,
particularly its financial
viability, flexibility and
geographical accessibility, and
significant contribution to the
Southern Campus region.

Thank you for this feedback.
Ara recognises there may be
value in Digital Boost and will
consider its continuation
through faculty delivery
pathways if it remains viable.




Final decisions

1. Withdrawal from Ara Connect provision
The following proposals were made:
o Cease the provision of Adult and Community Education (ACE) delivery.

o Cease provision of NZ2592 New Zealand Certificate in Computing (Level 3) —
Intermediate User.

o Retire the Ara Connect brand and remove the associated programme portfolio from
Ara’s academic offerings.

o Close Ara Connect sites at:
= Christchurch (Madras Street)
=  Woolston
= Papanui (at Papanui High School)
= Timaru.

Decision: confirmed

Areas out of scope

Following feedback received during the génsultation periad, Digital Boost and the role of Digital
Boost Delivery Trainer — Casual were glarified to be,out,of scope of the consultation process because
Digital Boost is a paid-service model.

The role of Academic Manager-has been confirmed to be out of scope of this consultation process
because it is already withinthe\scope of dnother consultation process for the Academic Innovation
and Research Division.

Confirmed,siymary of changes

Hourly Paid Casual roles
Significant change (disestablished) 2 FTE* 2000 hours ¥
(minimum
guaranteed
hours)

*Academic Manager (1 FTE) is out of scope of this process and is included within the Academic
Innovation and Research Division consultation proposal.

**Number of casual kaimahi (headcount), no fixed hours.

See the appendices for the list of confirmed impacted positions.






What happens next?

Decision process
As the decisions have now been made, we intend to:

e Step 1: Hold a group meeting to announce the decision
e Step 2: Provide the final decision document and a letter to individual kaimahi.

e Step 3: Where roles are confirmed disestablished, redeployment conversations begin. A
voluntary redundancy process may be actioned.

Timeline following decisions

Milestone Date

Decisions communicated to impacted kaimahi 23»May 2025

Other kaimahi are informed who may not be impacted Theweek of26 May 2025
Redeployment conversations From 23 May.2025 onwards
Disestablishments take effect 30 July 2025

Redeployment process

Affected kaimahi can apply for other positions within Ara'and Te Pikenga network.
Voluntary redundancy

When a role is confirmed as disestablished, we, afe open to having a voluntary redundancy
conversation. Please note that\voluntary redundancy is not guaranteed, and the impacted kaimahi
will need to make an application. Appli€atiéns will be treated on a case-by-case basis.

We will ensure we meet our legal.andemployment agreement (including Collective Employment
Agreement) requiremients and our business operational requirements.

Teach-out periBdahd disestablishment timeline

e All leapfing activities associated with Ara Connect sites will conclude, and related services
and/s&upport would cease.

¢ (No'new enrolments are to be accepted into the Ara Connect provision.

e The formal teach-out will begin immediately, and the disestablishment of the provision will
be completed by 30 July 2025.

e All ACE provision must be taught out and concluded by 30 July 2025.
e There are currently 22 learners enrolled in the NZ2592 programme for 2025.

o Learners will be offered the opportunity to transfer to the Open Polytechnic to
complete their qualification.

= All learners enrolled in New Zealand will be supported to transfer to the
Open Polytechnic for continued delivery by 30 July 2025.



0 Learners who have not completed their first course will be supported to complete
this course during the transition period through to 30 July 2025. They will also be
supported to transfer to the Open Polytechnic if they wish to complete their
qualification.

Where do | get support?

We genuinely care about your wellbeing. We understand that change can be disruptive and
unsettling for many people. It's natural to feel a mix of emotions during such times, and we want to
acknowledge those feelings. We're here to support you as we navigate through these changes
together. Your experience matters, and we appreciate your patience and resilience. We encourage
you to speak to your leader, support network, union representative, or People and Capability
Business Partner and support each other through this consultation process.

Please remember you can access Employee Assistance Service support throeugh’our provider; OCP.
You can contact OCP by visiting their website, by phone: 0800 377 990 of. by emails
Support@OCP.co.nz. As a reminder, we encourage you to seek indepehdent advice regarding this
proposal. You are entitled to have a representative or supportferson present atany meeting.

If you are an Ara Academic Staff of Canterbury (AASC) Unian/member, you may want to seek support
from local branch members.

We support you in sharing your situation with whaiau-or trusted‘colleagues. It's crucial to have a
support network, and we understand the impertance of corinecting with others during this time. As
you share at work, we ask that you keep in.mindthe diverse experiences and feelings of those
around you and remain professional. Sometimes, whemdiscussing concerns, it can be helpful to
approach the conversation constructively, aiming to.alleviate rather than add to any anxiety. Your
thoughtful consideration can maKe a<positive difference for everyone involved. Remember, you're
not alone in this journey.

If you feel that the available/Support gptions don't meet your needs, please don't hesitate to reach
out to People and Capability*for assistance. If you have any questions regarding this proposal, we
encourage you to talk’openly with'yolr leader, union representative or People and Capability. Your
concerns are ipfpartant to us; we're here to help you navigate this.



Appendices

e Appendix 1: Table of disestablishments

e Appendix 2: Glossary

Disestablished roles

Current team

Rationale and what happens to the work the

role is doing

Academic Manager
(1FTE)

Ara Connect

The responsibilities and function of this role will
cease. Incumbent may apply for available positions
within Ara

— Campus Connect
(1FTE)

Academic Team Leader

Ara Connect

The responsibilities and function of this role will
cease. Incumbent may applyfor availablépositions
within Ara

Team Leader —
Campus Connect
(1FTE)

Ara Connect

The responsibilities@and function'of'this role will
cease. Incumbent may applyfor available positions
within Aa

Learning Facilitators —
Permanent Part time
(4 x 400 minimum
hours)

Ara Connect

Theresponsibilities andfunction of this role will
eease: Incumbentymay apply for available positions
within Ara

Tutorial Assistant —
Permanent Part Time
(400 minimum hours)

Ara Connlect:

Thesesponsibilities and function of this role will
cease. Incumbent may apply for available positions
within Ara

Part time/casual
Learning Facilitatofs,

Ara Conngect

The responsibilities and function of this role will
cease.




Glossary

Term

Definition

Impacted kaimahi

Kaimahi are considered impacted when a decision is made that their
position is to be disestablished. This does not automatically mean
someone’s employment ends through redundancy. Our priority is to
place impacted kaimahi into the new positions in the structure through
redeployment.

Application An application process is where you can signal your interest in a position
(or a number of positions) and outline your skills and experience.
Comparable Positions are identified as comparable if the required skills,

qualifications, and experience are comparable to the current positions.of:
significantly impacted kaimahi. This may result ineither direct
appointment to a position or selection process.imptany to feunsituations.

Contestable

A competitive recruitment process (open t6 more than ehe applicant).

Disestablished
position

If a position is disestablished, it will not exist in the new structure. A
position that is confirmed disestablished-is becauseswéno longer need it,
the responsibilities of the role afe distributed differently between new
roles in the structure, or becatise the worksef.the position has changed
so significantly the position is,no'longerthe same.

Business Divisions

The former Institutes of Technology and Polytechnics (ITPs) and Industry
Training Organisations (ITOs) that are part of Te Plkenga.

ITO and WBL The 9 IndustryzTraining Organisations, often referred to as work based
learning (WBL). Are referréd.to as Business Divisions.
ITP The 16¥nstitutes ofJechnology and Polytechnics. Are referred to as

Busingess. Divisions

Reconfirmed

Where thete isino change to a position or a minor change (title change,
group change,reporting line change, minor changes to a job title or
position description), kaimahi will be reconfirmed into their position.
This is also sometimes called ‘mapped in’ or ‘lifted and shifted’ to the
new,structure.

Recruitment process

The process used to appoint suitable candidates to a position. This
usually includes advertising, shortlisting, interview, reference check and
offer.

Redeployment

Redeployment is a term used to describe the process of identifying
suitable alternative positions for the appointment of impacted kaimabhi.

Reporting line

The relationship between a worker and their direct supervisor.

RIV

Regional ITP Vocational Programme.

TEC wrote to Te Plikenga in June 2024 regarding the viability of the ITP
business divisions within Te Plikenga. Te Plkenga was required to seek
specialist assistance under section 332 of the Education and Training Act
2020. These consultants reviewed the financial information for the ITP
Business Divisions.




Ring-fenced/Many too
few/Reduction in roles

A closed process is followed when several incumbents are in the same or
similar impacted roles. This means a selection process is followed
instead of a full recruitment process.

Surplus staffing

A situation where, following a consultation process, Te Plkenga has
identified a need to reduce the number of kaimahi, or where kaimahi
can no longer be employed in their current position or grade

Te Pae Tawhiti: Te
Tiriti o Waitangi
Excellence Framework

Te Tiriti o Waitangi Excellence Framework, developed by Te Plkenga, is a
self-reflective tool to monitor and assess how well the Network is
tracking towards Te Tiriti o Waitangi excellence and achievement of their
objectives of demonstrable Te Tiriti o Waitangi partnerships and
inclusivity and equity for Maori.

Voluntary redundancy

The ability to ask for voluntary redundancy is provided for in some
employment agreements in certain circumstances:

It enables impacted kaimahi to indicate a preferencerto take voluptary
redundancy in a surplus staffing situation andWwhen theythave been
confirmed as having their positions disestablished.
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Overview

A formal consultation process regarding the proposed disestablishment of Ara’s Centre for
Assessment of Prior Learning (CAPL) was initiated with kaimahi on 14 March 2025. The consultation
document outlined the context for change, including the rationale, the impact on roles within the
CAPL team, and the process through which staff could provide feedback and engage with the
proposal.

The proposal to disestablish CAPL is grounded in a clear need to improve alignment with our
vocational education and training (VET) focus, ensure financial sustainability, and strengthen
academic integration. Despite CAPL’s longstanding contribution to alternative learner pathways, it
has faced ongoing challenges in achieving key strategic objectives, such as candidate throughput,
financial performance and regional reach.

The change proposal suggested reinforcing Recognition of Prior Learning (RPL) as a core academic
process directly within faculties?, enabling more consistent, efficient, and a€adémically-integrated
delivery. This supports a shift toward greater alignment with teaching andJlearAing practiceyindustry
relevance, and streamlined learner pathways. The proposal suggested we formally’step away from
the practice of Applied Prior Learning (APL), ensuring greater consistengy, académic integrity, and
transparency in assessment. These changes are designed to stréngthen the academic quality and
credibility of our qualifications while enhancing responsivenéss'fo learner and’industry needs.

As part of this transition, we will also implement a changetin‘eur poli€y-and process framework for
RPL. A revised RPL policy will limit recognition to no more than 33% (ene-third) of a qualification,
which is consistent with industry providers in higher'education‘in New Zealand.

Following thorough consideration of all feedbaek received, the¥final decision honours the
contributions of those who have supportéd €APL’s mahi while positioning us to begin a more
integrated and future-focused approach te, récognising\prior learning, embedded in academic
excellence, operational sustainabilityand’sector<alighed practice.

! We acknowledge that decisions for the Academic, Innovation, and Research proposal are not yet
confirmed. For the purpose of this document, "faculties/faculty" means our academic
teams/departments/faculties.
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Background

In June 2024, the Tertiary Education Commission (TEC) raised concerns about the viability of Te
Plkenga’s Institutes of Technology and Polytechnics (ITP) divisions. Under Section 332 of the
Education and Training Act 2020, TEC required Te PUkenga to engage specialist consultants to
review the financial performance of ITP divisions and explore opportunities to enhance their
sustainable viability. This included the potential establishment of regionally autonomous ITPs.
Simultaneously, the government is undertaking the process of disestablishing Te Plkenga.

Against this backdrop, Ara Institute of Canterbury's Vision 2030 emerges as a guiding framework for
navigating these challenges. It sets a clear direction for leading in academic excellence, impactful
research, regional engagement, and global connectivity. As a future-focused organisation, Ara is
committed to empowering akonga and communities while achieving sustainable growth in an
evolving educational landscape. Central to this vision is the need for innovative approaches to
learner recruitment, engagement, and operational efficiency supported by advanced technology:

The landscape of tertiary education is rapidly evolving. Today’s akonga demapd flexible,digitally-
integrated educational experiences that cater to their professional and persondl needs. Thesise of
alternative education providers offering micro-credentials, online leafning platforms, and industry-
focused training has intensified competition, making it essential for institutionsflike Ara to adapt to
stay relevant.

Ara is not immune to the financial pressures facing our secetor? For the past three years, for a variety
of reasons, we have not produced a surplus. This level effinanCial perfermance is unsustainable. If
left unaddressed, it could render Ara financially unviable, compromising,our independence and our
ability to fulfil our core purpose: transforming livés andsstrengthening communities through the
power of education.

Rationale for the proposegd disgstablishynent of CAPL

The Centre for Assessment of Prigt Learning (CAPL).at ‘Ara Institute of Canterbury was established in
2002 under the Christchurch Polytechnic Institutesof Technology (CPIT). It was considered an
innovative offering that recognised priordearning and provided alternative credentialing services.
CAPL offered akonga the‘ability to gain formal qualifications by recognising their previous skills,
knowledge, and professional’experiences, ideal for those who had acquired significant expertise
outside of traditiodal.academic environments.

Despite its early stuccess and the commitment of the team, CAPL has faced underutilisation
challenges in recent years.\Deelining CAPL throughput, financial constraints, and systemic
inefficiencies have limited,the centre’s ability to fulfil its potential. An independent enquiry
commissioned in 2022 revealed CAPL’s fixed costs had exceeded its revenue since 2016, with annual
revenues falling’below NZD $200,000 over the last six years - far below the required threshold for
financial viability. Given Ara’s financial challenges and the government’s move to disestablish Te
Plkenga, maintaining CAPL in its current form is unsustainable.

Despite\efforts to revitalise and support CAPL’s operations, several key objectives have remained
unmet. This has led to ongoing concerns around CAPL’s viability and effectiveness as a strategic
offering within Ara’s portfolio. We must evaluate all our operations, including CAPL, to ensure
alignment with strategic goals, financial sustainability, and evolving educational demands.
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Period of ongoing change

Ara and Te Pikenga have navigated a multitude of changes and formal consultation processes in
recent years. We recognise this is an especially uncertain time as we await clarity on what the
disestablishment of Te Pukenga will mean for each business division.

While the future is uncertain, we are confident the changes will support the viability of our business
division and position Ara strongly to become an autonomous, self-managing entity, ready to resume
that responsibility from 2026.

Our values and principles for change

Our values of Hono (Connect), Hihiri (Inspire) and Aroha (Respect) guide all that we do at Ara. We
have endeavoured to reflect these within this change. The following principles will continue_ to-bé
applied during our change processes:

e Uncertainty for kaimahi is minimised by open and transparent communication processes.

e We work closely with our union partners and kaimabhi.

e We honour our commitments to individual and collective employmentfagreements.

e We prioritise redeployment of impacted kaimahi, withredundancy a-last=r€sort.

e Kaimahi can access paid confidential support througheutithe change\process by visiting the
OCP website, by phone: 0800 377 990 or by email; Support@OCP«co.nz.

e Alongside our values, our commitment to TeTikiti @ Waitangiand equity are fundamental to
our identity as Ara.

e We carefully review and consider all feedback and give that feedback serious and thoughtful
consideration before making any decisions.

Obligations to the Chagter'and T€ Jiciti

Te Pukenga is committed to ensufing its governance, management and operations give effect to Te
Tiriti o Waitangi. Te PUkefiga’remains comritted to its charter obligations as outlined in Schedule 13
of the Education and Training’Act 2020NIn%relation to organisational changes, this includes 3(b) to:
“operate in a manpér that’ensuresiitswegional representatives are empowered to make decisions
about delivery and opefations that are informed by local relationships and to make decisions that
meet the needs\af their commbunities.” The design in this change will contribute to ensuring that Ara
is able to continué to fulfil this obligation.

Through its national andjlocal relationships, Te Pikenga will continue to engage with and remain
informed by local coemunities, iwi and industry on an ongoing basis.
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Benefits of the changes

Integrating CAPL functions into faculties

These changes reflect Ara’s commitment to making strategic, data-informed decisions that support
long-term sustainability and educational excellence. By supporting RPL directly within faculties and
discontinuing CAPL, we are positioning ourselves as a responsive, future-focused provider of
vocational education and training.

Financial sustainability

e Ensuring long-term viability: Removing CAPL as a standalone team addresses persistent
financial challenges and ensures efficient use of institutional resources.

e Reinvesting in growth areas: Resources previously invested in CAPL can now support high-
demand academic areas, fostering innovation and programme development.

Responding to changing akonga needs

¢ Maeeting learner expectations: Learners increasingly expect flexible, acCessible ways'to have
prior learning recognised. Faculty-led RPL offers streamlineds/academically’rigorous
assessment.

e Enhancing the student experience: Integration enablés faster, cleafer.decision-making and
improved support for akonga navigating academic/pathways.

Streamlining operations

e Reducing duplication: Consolidating RPL within,faculties eliminates duplicate processes and
associated administrative burdens.

¢ Improving integration: Alignment.with ifnstitutionalsystems will strengthen data reporting
and quality assurance.

Strengthening Ara’s competitiveness

e Adapting to a dynamic sector: Integrated, faculty-led RPL supports Ara to respond to
national reforms apd changing learner and employer needs.

¢ Investing strategically: Redirected resources will support industry-relevant programme
delivery andrresponsive academic pathways.

Aligning with Ara’s strategy

e Advancing Vision 2030:'This change supports Ara’s focus on academic excellence,
innovation, regional engagement, and global connectivity.

e Enhancing.community and industry alignment: A faculty-led model enables better
alignméntwith workforce development and regional skill needs.

Building capability and equity

e (Supporting academic teams: Training and development will ensure kaimahi have the
confidence to enable high-quality RPL.

e Reviewing accessibility and affordability: A comprehensive review of RPL fees will ensure
the process remains financially accessible while supporting high standards of delivery.
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Feedback

Summary of feedback from the Centre for Assessment of Prior Learning team

We would like to express our sincere appreciation for the professionalism and engagement
demonstrated by the team throughout the change proposal process. We acknowledge that this has
been a particularly challenging time.

We extend our gratitude to all kaimahi in the Centre for Assessment of Prior Learning team, as well
as to the Ara Academic Staff of Canterbury (AASC) Union, for the depth of thought and care reflected
in the submissions received.

The review team has carried out a comprehensive analysis of all feedback, recognising its thorough,
professional, and considered nature.

Seven pieces of in-scope feedback (feedback from the Centre for Assessment’of Prior Leatning’team)

were submitted. Feedback was received in writing to the Consultation@ara‘ac.nz email. Individual

names and identifying details have been anonymised by the People’and Capability team for this

report.

Following careful consideration, the following key themes Mere identified:

Feedback

Response and any decisions

from feedback

Distinction Between RPL and
APL:

Respondents clarified theduse
of language‘and the distinction
between RPL and APL.

We appreciate this clarification
and confirm that a revised RPL
policy will reflect national VET
sector standards. A clear
distinction will be embedded
in policy and communications.
RPL will be capped at 33% of
any qualification, and Ara will
formally step away from APL
as a recognised practice. This
ensures academic integrity and
alignment with sector best
practice.

Mixed feedback.on
integration and concerns on
integrating/CAPRL functions to
academic faculties:

The majority of respondents
(four) disagreed with
integrating CAPL functions to
academic faculties, while one
respondent stated that the
approach would work but
highlighted the need for
capability building among

tutorial kaimahi.

Respondents highlighted
concerns around capacity and
workload, administrative
burden on faculties and risks

We acknowledge the concerns
raised about capability and
capacity.

Training, professional
development, and transitional
support will be provided to
ensure faculties continue to
deliver high-quality RPL
processes.

Workload distribution and
academic oversight will be
closely monitored and
dedicated support resources
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for quality assurance of
processes.

will be made available where
needed. The Academic
Excellence team will continue
to provide additional support
to meet the needs of our
learners.

Policies and procedures will be
updated to reflect the removal
of RPL for more than 33% of a
qualification.

Advocacy for the accessibility
and impact of CAPL:

Facilitation services were
highlighted as being essential
for supporting non-traditional
and diverse APL candidates,
ensuring equity, accessibility,
and higher completion rates.

We acknowledge the
important role CAPL has
played in supporting I€arners
from. diverse backgfeunds. As
part efithe transition, We
remain committed to equity
and accessibility. Faculties will
be supported where needed
with tools, resources and
trainihg to ensure inclusive
practice continues.

Process concerns:

Concerns were raiséd thatithe
proposal is'hased on
inaccurate information and
data and fails togecegnise the
achievéments of the last two
years, disagreement with
ratiopales provided within the
consultation proposal
document and requesting
consultation with a wider
group of stakeholders.

\We acknowledge that CAPL
kaimahi have contributed to
improvement efforts and value
the work undertaken in recent
years. However, data from
multiple reviews, including
performance reporting in early
2025, has informed this
decision. While broader
engagement is always valued,
the consultation followed the
correct process. Feedback has
informed the final decision and
confirmed areas where
implementation support is
essential.
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Summary of feedback from people outside the Ara Connect Team

A total of seven pieces of out-of-scope feedback (from people outside the impacted teams) were
submitted. Feedback was received in writing to the Consultation@ara.ac.nz email.

Key themes, or recurring topics from out-of-scope feedback include:

diverse knowledge and expertise
gained through informal and non-
formal learning. They raised that many
current and former learners (akonga)
and staff (kaimabhi) at Ara have
significantly benefited from CAPL,
highlighting its importance in personal
and professional developmept=The
programme validates experiential
learning, bridging gaps between
informal learning and formal
education. The,pregramme encotrages
lifelong leagning.

Theme Feedback Response and any decisions
from feedback
Advocacy for the Respondents emphasise the crucial role | We acknowledge and value
transformational that CAPL plays by providing accessible | the transformational impact
impact of CAPL: learning opportunities and recognising | CAPL has had for many akonga

and kaimahi over the years:
The decision to disestablish
CAPL does not reflect a
dismissal‘of this,contribUtion,
but rather a need to better
embed thé recegnition of prior
learning-more’effectively
within Afa’s academic
structures. The removal of
CARL will enable faculties to be
responsible for the awarding
of credit through RPL while
aligning with Ara policy,
improving academic
consistency, and ensuring
long-term sustainability.

Training, resources, and policy
changes will protect the
integrity of RPL as a tool for
lifelong learning.

Concerns about
devolving CAPL to
academic facultiest

Develving CAPL to academic faculties
was seen as inefficient, requiring
xeplication of structures and processes
across multiple faculties, which
currently function effectively within
CAPL. There is a fear that CAPL will not
survive within faculties due to a lack of
prioritisation, commitment, and
resources and that it would become
“invisible”. Concerns were raised that
maintaining academic rigour and
consistency across faculties could be
challenging, potentially leading to
diluted and inconsistent processes.
Concerns were raised about faculties
not being resourced to handle the
volume of work.

We acknowledge these
concerns and confirm that
faculties will be supported by
policy guidance and
institutional oversight. While
CAPL as a team will be
disestablished, faculties will be
responsible for RPL with clear
expectations for consistency
and quality. To mitigate risks
of fragmentation or invisibility,
central coordination of policy,
training, and reporting will
remain in place, ensuring RPL
is prioritised, monitored, and
supported across faculties.
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Concerns for the
negative impact:

Concerns were raised that closing CAPL
and devolving CAPL to academic
faculties would negatively affect adult
learners, immigrants, low-income
individuals, and current staff (kaimahi)
who rely on RPL for career
advancement and integration into the
workforce. The closure could lead to a
loss of expertise and resources,
undermining the quality and availability
of RPL services.

We are committed to
maintaining equitable access
to education and acknowledge
the role CAPL has played in
supporting diverse learner
groups.

The removal of APL for greater
portions of credit is designed
to enhance accessibility (by
working closely with the
faculty that learners are
studying in) while improving
sustainability.

Faculties Will berequipped with
toolsyguidance,'and
professional development to
ensurethat equity and
inclusion remain central to RPL
praetice.

Advocacy for
Centralisation:

Centralising CAPL was argued\to’be
more efficient and effective in
maintaining high standards and
collaboration withyfaculties..The
expertise and pedagogical.knowledge
within CAPL'we're copSidered
irreplaceable ands€ssential for the
gontinued success,and transformation
of learners\Decentralising CAPL could
lead toeach department operating
independently, resulting in a
fragmented process. Without a central
point of coordination, there is a risk of
duplication of efforts across faculties,
which could hinder the overall
efficiency. A centralised CAPL team was
seen to provide a consistent structure
and marketing strategy, ensuring that
communities know who to contact.
This consistency was seen as crucial for
building trust and familiarity, especially
for those engaging with CAPL for the
first time.

While we recognise the
perceived benefits of
centralisation, the decision to
remove APL for larger portions
of credit aligns with our
broader strategy of embedding
academic quality and
responsibility into our
faculties. This model supports
stronger academic integration,
reduces duplication of effort
and administrative load due to
limiting RPL to no more than
33% of a qualification.

To ensure continuity, we will
retain central oversight
through consistent policy,
guidance, process, capability
training and system design.

Concerns with the
consultation process:

Concerns were raised about the
current change proposal for the
Academic Innovation and Research
Division, particularly regarding its lack

We appreciate the feedback
and acknowledge the desire
for greater clarity. The
discussion about CAPL’s future
was conducted through a
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of transparency and inadequate dedicated consultation
consideration of CAPL's inclusion in the | process, which followed the
proposed academic faculty structures. | correct institutional process.

Additionally, there were significant Integration into faculty
structures is confirmed and

will include centrally
supported guidelines, resource
mapping, and support to
ensure the process is managed
effectively. It is important to
not be cost-effective. note that the administration of
RPL will reduce, given RPL will
be limited to no more thah
33% of aqualification/External
expertise’will only be engaged
where'internal eapacity or
specialised knowledge is
unavailable, and all decisions
will befsubject to value-for-
maney considerations.

workload concerns related to the
capacity and capability of staff to
manage the increased workload,
potential conflicts of interest, and the
use of external contractors, which may
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Final decisions

Final decisions:

1. Reassigning to Faculties

e We proposed integrating all Recognition of Prior Learning (RPL) activities directly into
academic faculties which would result in the disestablishment of the Centre for Assessment
of Prior Learning (CAPL).

e Decision

o Confirmed - All RPL functions will be led by Ara’s academic faculties. RPL will
continue to form part of each faculty’s core academic responsibilities, aligned(with
teaching, learning, research, and assessment. The Centre fors/Assessment of Prior
Learning (CAPL) will be disestablished through a managed trafisition to ¢enclude by
19 December 2025. Faculties will be supported to implement this change through
training, updated policy, and coordinated oversightAihere required.

2. Improving academic alignment

e We proposed that all RPL functions would be fed by faculties,te ensure academic integrity
and consistency across qualifications, enhancevresource use and allow RPL activities to align
more closely with teaching delivery, academic oversight'and programme-level priorities.

e Decision

0 Confirmed - Ara will implemeént a revisedhRPL policy that limits recognition to no
more than 33% (one-third) of any'gualification.

o In addition, Applied-Prior Learning (APL) will no longer be a core service or a
recognised’assessment process at Ara. APL will be formally retired and removed
from institutional policy,(systems, and practice.

o These,changes align with national VET sector standards and reinforce academic
integrity, clarity, and’consistency across the institution.

3. Restructuring of CAPL functions

e We proposed that candidate profiling and associated RPL assessment functions be
reassigned to academic faculties, allowing academic teams to conduct assessments while
reviewing candidate documentation.

e ‘Decision

o Confirmed - Candidate profiling and assessment will be led by faculty teams and
integrated into standard academic delivery. Where specialist assessment is required,
external contractors may be engaged, depending on demand and value for money.
Academic kaimahi will receive training and support to ensure consistency, academic
quality, and readiness.
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4. Financial and structural efficiency

e We proposed to eliminate the duplication of effort between CAPL and faculties, streamlining
academic processes and reducing fixed operational costs. This proposal allows resources to
be more effectively used to support growth and innovation across academic areas.

e Decision

o Confirmed - All CAPL roles will be disestablished.

These decisions support our commitment to providing flexible, inclusive, and academically rigorous
learning pathways while ensuring long-term institutional sustainability and alignment with Vision
2030. We acknowledge and sincerely thank the CAPL team for their significant contribution to
learner success. Faculty-led RPL will ensure that we remain responsive to learner needs, sectof
expectations, and the evolving demands of vocational education.

Confirmed summary of changes

Impact FTE Current hourly
paid
Minor change 05
Fixed term/secondment ending 0.7
Significant change (disestablished) 1.0 300 hours
Affirmed reduction total 2. 300 h
irmed reduction tota 'CD W ours

See the appendices for the list of confirnfed'impactedpositions and confirmed new roles.
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What happens next?

Decision process
As the decisions have now been made, we intend to:

e Step 1: Hold a group meeting to announce the decision
e Step 2: Provide the final decision document and a letter to individual kaimahi.

e Step 3: Where roles are confirmed disestablished, redeployment conversations begin. A
voluntary redundancy process may be actioned.

Timeline following decisions

Milestone Date

Decisions communicated to impacted kaimahi 23 May 2025

Other kaimahi are informed who may not be impacted The week of 26 May 2025
Redeployment conversations From 23 May 2025 onwards
Disestablishments take effect 30 July 2025

Transition and Teachout 31 July — 19 December 2025
RPL incorporated into faculties 19'December 2025

Redeployment process

Affected kaimahi have an opportunity to apply for ather positions within Ara and Te Piikenga
network.

Voluntary redundancy

When a role is confirmed disestablished, we are open to having a voluntary redundancy
conversation. Please note that voluntary redundancy is not guaranteed, and the impacted kaimahi
will need to make an application. Applications will be treated on a case-by-case basis. We will ensure
we meet our légal-and employment agreement (including Collective Employment Agreement)
requirements and our husiness-operational requirements.

Transitiopfgrdimplementation

e _CAPLwill operate under a “closing lid” model, with support continuing only for learners
currently enrolled in an APL pathway at the time of this decision.

e Enquiries or expressions of interest not yet enrolled will not progress under the CAPL model.

e Aclear transition and teach-out plan will be developed for each learner.

The teach-out period will be prorated based on each enrolled candidate’s expected
completion date, with all transition support concluding by 19 December 2025.

e From 19 December 2025, responsibility for any remaining RPL learners will rest with
academic faculties, supported by wraparound services for panel facilitation, progress
monitoring, and academic assurance.

e  We will cease all marketing and promotional activity related to CAPL, effective immediately.

e Marketing materials and public information will be updated to reflect the new RPL policy.

Training and policy implementation
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e We will deliver a comprehensive programme of training, guidance, and policy
implementation by 19 December 2025 to support academic kaimahi in successfully assuming
RPL responsibilities.

This programme will include:

Professional development sessions for staff

Induction on new policy settings

Best practice guidance on RPL assessment and candidate support

Templates, tools, and academic advisory support to ensure consistency and equity in
learner experience

O O O O

Where do | get support?

We genuinely care about your wellbeing. We understand that change can ke disruptive and
unsettling for many people. It's natural to feel a mix of emotions during sugh times, and we,want to
acknowledge those feelings. We're here to support you as we navigate through thése changes
together. Your experience matters, and we appreciate your patience and resilieghce. We encourage
you to speak to your leader, support network, union representative, or People and/Capability
Business Partner and support each other through this consdltatien process.

Please remember you can access Employee AssistancesService supportthrough our provider, OCP.
You can contact OCP by visiting their website, by phohe0800 377 990 or by email:
Support@OCP.co.nz. As a reminder, we encourage ‘you to seek independent advice regarding this
proposal. You are entitled to have a representative or supportyerson present at any meeting.

If you are an Ara Academic Staff of Cantérbuny (AASC)Mniégn member, you may want to seek support
from local branch members.

We support you in sharing your sitdation withswhanau or trusted colleagues. It's crucial to have a
support network, and we upderstand the,importance of connecting with others during this time. As
you share at work, we asK that you keep,in“mind the diverse experiences and feelings of those
around you and remain professional.Sometimes, when discussing concerns, it can be helpful to
approach the convérsation constructively, aiming to alleviate rather than add to any anxiety. Your
thoughtful consideration canymake a positive difference for everyone involved. Remember, you're
not alone in thisourney.

If you feel that the available’support options don't meet your needs, please don't hesitate to reach
out to People and‘Capability for assistance. If you have any questions regarding this proposal, we
encourage you'tostalk openly with your leader, union representative or People and Capability. Your
concerns ate important to us; we're here to help you navigate this.
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Appendices

e Appendix 1: Table of disestablishments
e Appendix 2: Table of minor change to reporting line and/or position

e Appendix 3: Glossary

Disestablished roles

Current team

Rationale and what happens to the work

the role is doing

Administrator (1FTE) Centre for The responsibilities apd function of tHis role
Assessment of Prior | will cease. Incumbent say apply for available
Learning positions within Ara

CAPL Facilitator (ASM 300 Centre for The responsihilities and furiction of this role

min hours) Assessment of Prior | will cease. Incumbent may apply for available
Learning positignsiwithin Ara

CAPL Facilitator (SASM fixed Centre for The respensibilities and function of this role

term 0.7FTE)

Assessment of Prior
Learning

willicedse. Incumbent may apply for available
positions within Ara

Minor change to reporting line andyor pésition

Current team

Rationale and what happens to the work

the role is doing

SASM (0.5 FTE)

Centre fof
Assessment-of Prior
Learning and Dept of
Hospitality, Business
and Service
Industries

The responsibilities and functions of this
role will continue until the delivery of the
transition plan is executed up to and
including 19 December 2025.

The incumbent will return to a full-time
SASM role on 20 December 2025.
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Glossary

Term

Definition

Impacted kaimahi

Kaimahi are considered impacted when a decision is made that their
position is to be disestablished. This does not automatically mean
someone’s employment ends through redundancy. Our priority is to
place impacted kaimahi into the new positions in the structure through
redeployment.

Application An application process is where you can signal your interest in a position
(or a number of positions) and outline your skills and experience.
Comparable Positions are identified as comparable if the required skills,

qualifications, and experience are comparable to the current positions.of
significantly impacted kaimahi. This may result ineither direct
appointment to a position or selection process.imptany to feunsituations.

Contestable

A competitive recruitment process (open t6 more than ehe applicant).

Disestablished
position

If a position is disestablished, it will not exist in the new structure. A
position that is confirmed disestablished-is becauseswéno longer need it,
the responsibilities of the role afe distributed differently between new
roles in the structure, or becatise the worksef.the position has changed
so significantly the position is,no'longerthe same.

Business Divisions

The former Institutes of Technology and Polytechnics (ITPs) and Industry
Training Organisations (ITOs) that are part of Te Plkenga.

ITO and WBL The 9 IndustryzTraining Organisations, often referred to as work based
learning (WBL). Are referréd.to as Business Divisions.
ITP The 16¥nstitutes ofJechnology and Polytechnics. Are referred to as

Busingess. Divisions

Reconfirmed

Where thete isino change to a position or a minor change (title change,
group change,reporting line change, minor changes to a job title or
position description), kaimahi will be reconfirmed into their position.
This is also sometimes called ‘mapped in’ or ‘lifted and shifted’ to the
new,structure.

Recruitment process

The process used to appoint suitable candidates to a position. This
usually includes advertising, shortlisting, interview, reference check and
offer.

Redeployment

Redeployment is a term used to describe the process of identifying
suitable alternative positions for the appointment of impacted kaimabhi.

Reporting line

The relationship between a worker and their direct supervisor.

RIV

Regional ITP Vocational Programme.

TEC wrote to Te Plikenga in June 2024 regarding the viability of the ITP
business divisions within Te Pikenga. Te PUkenga were required to seek
specialist assistance under section 332 of the Education and Training Act
2020. These consultants reviewed the financial information for the ITP
Business Divisions.
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Ring-fenced/Many too
few/Reduction in roles

A closed process is followed when several incumbents are in the same or
similar impacted roles. This means a selection process is followed
instead of a full recruitment process.

Surplus staffing

A situation where, following a consultation process, Te Plkenga has
identified a need to reduce the number of kaimahi, or where kaimahi
can no longer be employed in their current position or grade

Te Pae Tawhiti: Te
Tiriti o Waitangi
Excellence Framework

Te Tiriti o Waitangi Excellence Framework, developed by Te Plkenga, is a
self-reflective tool to monitor and assess how well the Network is
tracking towards Te Tiriti o Waitangi excellence and achievement of their
objectives of demonstrable Te Tiriti o Waitangi partnerships and
inclusivity and equity for Maori.

Voluntary redundancy

The ability to ask for voluntary redundancy is provided for in some
employment agreements in certain circumstances:

It enables impacted kaimahi to indicate a preferencerto take voluptary
redundancy in a surplus staffing situation andWwhen theythave been
confirmed as having their positions disestablished.

Consultation decision document — Ara Centre for Assessment of Prior Learning | Page 19 of 20

This document contains information that is confidential. Some information may be subject to legal privilege. Do not photocopy or distribute this information.










Nga Awhirangi | Contents

NZ3 AWhIrangi | CONTENTES c.c.uuuuciiiiiiieiiieiieeieeteetetnnnneeeeeeeeeennnssssesesseessnnnsssssssseeesssnnsssssssssesssnnnnnnnnnes 2
OVEBIVIEW «.euuiiinniiieeiiieeiiiesiiieesteasitreestraessressstesssssasssrasssrasssrsssstosssssnsssssssssassssasssssnsssenssssassssasssssnssss 3
2T T =4 Lo 101 Vo S N 4
R Lol a1 [ ol ool o= Yo -{ USSP 5
Period of ONGOING ChANZE .....cooociiiee et e et e e e srre e e e s tae e e e nsaeeesenseeesenneshoend 7
Our values and principles for ChaNge .......oovcuiii i svee e e ng e BB 7
Obligations to the Charter and Te Tiriti.....ccccvveeeeiiieeeeiieee e s ge e B Do 7
Ara's path to 2030: Structural and functional optimisation ........cceccvvemeeee i Mo N 8
Benefits of the Change .......uuvvi e B e e 9
Proposed impacts presented during consultation............ccceeeeesmmuenvieeeeestenneciiiiier e B 10
Proposed new structure presented during consultation........ . o P, 11
(=TT | o ol RS O U S RS 12
[ Ta T 1 e 1Yol o] o - RS SUTUTTY Uy SRR 20
[ T =To o] =TT = ST SO S OSSR 24
Areas OUL OF SCOPE cuvriiiiiiiiiiicieee e B B e R e e e e raree e 24
NEW CONFIrMEd STIUCTUIE...ocviiiiee e s eeeeeeenveeevee e Birns e e eeeeesveeessseesssesenseessnsesssseessnsesssseessseen 25
Confirmed impact 0N POSItIONS.......utee. e dhiiiiire e e e e e 26
Confirmed NEW SErUCTUIE.........opmme e B ettt e e st e e rnee e ebeeesnes 27
Marketing and Recruitment department .. .o 31
Justification for the new Wayiof WOrking. ...t 32
Marketing and Recruitment # functional OVerVIEW........ccoccuiiiiiiiiiii i 33
What happens Ne ... e i Nttt rre s rree s reeesensssensesenssssnssssnnsssansssensensnnans 35
(DT Tol R o] T o] fool= 3 T O S PP PUPPTPUPPPPPPPPPPPPRE 35
Timeline folloOWING dEGISIONS........cccviiiieecie ettt et e e e e e s e e s te e sbae e sateeenteeenneeesnneenns 35
R CTUITMENT PrOCESS e ittt ettt e e e et eeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeseeeteseseeeeeeeeseeeseeeseeeeeeeeenes 35
AV Lo [T ) = [ YA =T 16Ty T - oy 20U 36
Where do IR SUPPOIt?.....c.ciiieiiiiiiiiiieitiitecrtnserenereeerensestnsessnssersnsssensessnssssnssssnsssssnssssnsessnsans 36
APPENAICES ...cceuirnnereenerrenirtterreneerenertasereassrrnsesrasssresssssssesssssssssesenssessssssensessnssssnsssanssssnnssssnsessnnsns 38
(DT =ES = o] [ g [T I o] [=F PSPPI 38
Minor changes to reporting line or POSITION......c..uiiiiiiiiee e 41
N =R T o 1= PR 45
€] (o T Y- VUSRI 47

Consultation decision document — Ara Marketing, Engagement and International | Page 2 of 49
This document contains information that is confidential. Some information may be subject to legal privilege. Do not photocopy or distribute this information.



Overview

A proposal to realign Ara’s Marketing, Engagement and International teams was shared with kaimahi
across 12, 13 and 14 February 2025. Formal consultation on the proposal commenced on 17
February 2025. The proposal outlined the background to the change, the rationale, potential impacts
on positions, and provided a process for feedback and engagement.

The proposed changes reflected the need to improve the team’s alignment with organisational
strategy, strengthen learner recruitment and engagement support, and ensure long-term financial
sustainability. These changes respond to internal financial pressures, shifting market expectations,
and the Government’s call for a more regionally responsive and financially-viable tertiary education
sector.

The change proposal suggested consolidating and streamlining marketing and recruitment funttions
to better serve regional, national, and global markets. It acknowledged the importance of delivering
targeted and coordinated activity to drive enrolments, enhance Ara’s market¥isibility, and stpport
sustainable growth. This included proposing disestablishing several roles and ‘efeating new positions
better aligned to strategic recruitment and engagement priorities.

Following consultation, Ara has carefully considered all feedbackyeceived. The final decisions aim to
honour the contributions of impacted kaimahi while positioning/Ararto deliverstronger, more
effective marketing and recruitment activity into the future. These changes reinforce Ara’s
commitment to its people and to delivering high-qualjty edueation thatis-responsive to the
communities it serves.

Through this process, Ara is building a structure thatibetter supports integrated, future-focused
learner recruitment and engagement, strengthening outcomesfor both akonga and the institution.
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Background

In June 2024, the Tertiary Education Commission (TEC) raised concerns about the viability of Te
Plkenga Institutes of Technology and Polytechnics (ITP) divisions. Under section 332 of the
Education and Training Act 2020, TEC required Te Pukenga to engage specialist consultants to review
the financial performance of ITP divisions and explore opportunities to enhance their sustainable
viability. This included the potential establishment of regionally autonomous ITPs. Simultaneously,
the government is undertaking the process of disestablishing Te Pukenga.

Against this backdrop, Ara Institute of Canterbury's Vision 2030 emerges as a guiding framework for
navigating these challenges. It sets a clear direction for leading in academic excellence, impactful
research, regional engagement, and global connectivity. As a future-focused organisation, Ard(is
committed to empowering learners and communities while achieving sustainable growth ifi an
evolving educational landscape. Central to this vision is the need for innoyative approaches to
recruitment, engagement, and operational efficiency, supported by advancedtechnoelogy.

The rapid advancement of digital technology has transformed how ourcustomefs, stakeholders, and
partners interact with us, driving a shift towards seamless, pers6nalised, and digitally integrated
experiences. By enhancing customer interactions and leveraging data for informed decisions, Ara
aims to achieve its strategic goals through operational agility; global competitiveness, and local
relevance.

Ara is not immune to the financial pressures facingiourisector, €orthe past three years, we have not
produced a surplus for various reasons. This level'of financiahperfermance is unsustainable. If left
unaddressed, it could render Ara financially unviable, compromising our independence and our
ability to fulfil our core purpose: transfofming lives and strengthening communities through the
power of education.

The redesign of our Marketing, Engagement andJhternational structure was a proactive step
towards addressing these challenges? It focusesion sustainability, agility, and academic excellence,
ensures we continue to deliveritobust academic programmes, improves learner outcomes, and
strengthens industry partnérships. With these measures, we aim to position Ara for success in an
increasingly competitive and dynamicenvironment.
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Rationale for change

The redesign of Ara's Marketing, Engagement, and International Marketing structure directly
addresses critical challenges and opportunities, aligns with our Vision 2030 and meets the evolving
expectations of our customers and the sector. The change proposal was developed with the
following key factors in mind:

Aligning with Vision 2030: The new structure strengthens Ara's ability to deliver academic
excellence, enhance learner outcomes, and build enduring industry partnerships.

Refocusing on core business: Throughout 2025, we want to reaffirm Ara's commitment to
academic excellence and industry partnership. We will achieve this by ensuring our portfolio
aligns with the needs of local, national, and global markets. Doing so is critical to delivering
on Ara's purpose and maintaining our reputation for quality education and innovation.

Securing our financial viability: Reduce overheads and drive growth,sto ensure a stfong
financial position. This change seeks to achieve a structural design ‘that is more éfficient and
effective in the way that it completes its work. Consequently, the redesign of the Marketing,
Engagement and International teams will result in a reduction of'6.5 Full-Time Equivalent
(FTE) staff and a saving of approximately $500,000.

Growing enrolments: Increase enrolments to exceed thé beénchmark 67,800 Equivalent
Full-Time Students (EFTS) within the next five yeafs, dp from fewer than 7,000 EFTS in 2024.
Achieving this target is essential for returning o a*financial strplusswhile sustaining current
overheads. Key to this strategy is restoring international énrolments to pre-COVID levels. In
2025, the target is to exceed 575 international’EFTS. By"2028; we need to have returned to
pre-COVID levels of more than 1000 EETS. This quafhtum of international growth is included
in the financial sustainability modelling 0f7800 EFTS.

Optimising resource utilisatioh:, Maximiseeur tesources through strategic divestment,
consolidation, and targeted.reinvestment in key priority areas. This approach ensures
resources are allocated effiCiently, enabling greater agility, fostering innovation, and driving
sustainable growth aligried,with organisational priorities. As government priorities shift,
areas within Ara,&8uch as the Marketifg and Engagement function, often face the dual
challenge of meetingsiew demands while managing ongoing business pressures. This can
result in added resOurcestand processes reactively, which will not be sustainable. To remain
adaptable and agile, we must focus on building robust structures and capabilities that allow
the organisation to respond effectively to changing priorities without over-relying on
additional resourcess By fostering a proactive approach and embedding flexibility into its
operations, we will be better positioned to adapt swiftly and efficiently whenever the need
arises.

Improving responsiveness and agility: The structure enhances Ara's ability to adapt to
changes in policy, funding, market conditions, and customer expectations with greater
agility:

Enhancing learner and community impact: A streamlined structure ensures programmes
and services remain accessible, relevant, and responsive to local, regional and global needs.
The structure enhances Ara's ability to support and drive regional development and strong
community engagement, ensuring alignment with local priorities and opportunities.
Academic excellence and strong industry partnerships are integral to our success. By
concentrating on development, relationships, and career pathways, we're positioning
ourselves to create innovative, market-relevant programmes that benefit learners and
employers.
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e Prioritising internal customers: Ara is placing a renewed emphasis on internal customers—
students who are already engaged with us. By focusing on direct marketing strategies
tailored to this group, we aim to provide exceptional experiences and promote their ongoing
success. This approach is critical to achieving our broader strategic objectives of retention,
progression, and pathway development.

e Integrating innovation and technology: To meet the evolving expectations of our
customers, we must strengthen our capabilities in creative, digital, and customer-centric
marketing. By embracing innovation and tailoring our approach, we can enhance
engagement, build stronger relationships, and reinforce our position as a forward-thinking
educational institution. Embedding technology-driven solutions across operations will
enhance customer recruitment, engagement, and service delivery, ensuring Ara remains
competitive and future-focused.

e Investing in marketing innovation and talent: Ara is increasing our investment in global
partnerships, social media talent, and a global recruitment manager’role. These efforts aim
to capitalise on synergies across marketing initiatives, ensuring anjintegrated approach to
digital engagement. Prioritising digital marketing capabilities and/everaging data-driven
decision-making will strengthen our presence and mana inhe industries=we serve.
Furthermore, we are committed to fostering partnerships between the facdlties and
employers to further enhance industry representatiomand messaging=alighment.
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Period of ongoing change

Ara and Te Pikenga have navigated a multitude of changes and formal consultation processes in
recent years. We recognise this is an especially uncertain time as we await clarity on what the
disestablishment of Te Pukenga will mean for each business division.

While the future is uncertain, we are confident the changes will support the viability of our business
division and position Ara strongly to become an autonomous, self-managing entity, ready to resume
that responsibility from 2026.

Our values and principles for change

Our values of Hono (Connect), Hihiri (Inspire) and Aroha (Respect) guide all that we do at Ara. We
have endeavoured to reflect these within this change. The following principles will continue.to-be
applied during our change processes:

e Uncertainty for kaimahi is minimised by open and transparent communication processes.

e We work closely with our union partners and kaimabhi.

e We honour our commitments to individual and collective employmentfagreements.

e We prioritise redeployment of impacted kaimahi, with' redundancy@.last=résort.

e Kaimahi can access paid confidential support througheutthe changeprocess by visiting the
OCP website, by phone: 0800 377 990 or by email; Support@OCP.co.nz.

e Alongside our values, our commitment to Te\Tikiti 0@ Waitafigiand equity are fundamental to
our identity as Ara.

e We carefully review and consider all feedback and give that feedback serious and thoughtful
consideration before making any decisions.

Obligations to the Chagter'and T€ Fidti

Te Pukenga is committed to ensuring its governance, management and operations give effect to Te
Tiriti o Waitangi. Te PUkefiga’remains committed to its charter obligations as outlined in Schedule 13
of the Education and Training’Act 2020NIn%relation to organisational changes, this includes 3(b) to:
“operate in a manner that’ensuresiitswegional representatives are empowered to make decisions
about delivery and opefations that are informed by local relationships and to make decisions that
meet the needs\of their communities.” The design in this change will contribute to ensuring that Ara
is able to continué to fulfil this obligation.

Through its national.andflocal relationships, Te Pikenga will continue to engage with and remain
informed by local communities, iwi and industry on an ongoing basis.
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Ara's path to 2030: Structural and functional optimisation

This change forms part of a broader strategy to address the above challenges, ensuring Ara can meet
our ambitions outlined in Vision 2030. Critical to achieving this is a sharper focus on academic and
industry excellence and a clear commitment to restoring pre-COVID international learner
enrolments.

Vision 2030 focuses on innovation, sustainability, and deep community engagement to position Ara
as a leader in vocational tertiary education. The vision underscores our commitment to empowering
learners, fostering meaningful partnerships, and driving local, regional and global impact.

By prioritising these objectives, we will position ourselves to better support our communities, drive
our strategic vision, and ensure long-term financial and operational sustainability.

The following key factors drive these changes:

Optimising resources and processes: we aim to improve financial pesformance and
sustainability by streamlining processes, reducing duplication, and%alancing respurce
allocation. This will enhance collaboration, reduce costs, and improve‘éperational
effectiveness.

Adapting to changing government priorities: we must stay ahead of shifts in government
policies and funding to remain relevant. This involves meonitoring palicy.changes, designing
more flexible programmes, building strategic partfierships, and«ensuring we can quickly
adapt to changes.

Meeting evolving customer expectations; \With the rise of digital technology, we need to
offer seamless, personalised, and digitallyintegrated/experiences. Strengthening digital and
customer-centric marketing will help enhance engagement and build stronger relationships.

Leveraging data for decision-making} Using c@mpfehensive data, we can make informed
decisions to optimise resourcesyrefine strategies,’and improve learner outcomes, aligning
with our long-term goals;

Focusing on global andintérnational growth: To achieve financial stability, we are focusing
on international recruitment, expanding our global presence and enhancing our reputation
as a world-class educational institution. This will diversify the learner base, promote cultural
exchange, and strengthen Ara's'reputation globally.
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Benefits of the change

The confirmed structural changes to the Marketing, Engagement, and International teams will
deliver measurable improvements in efficiency, effectiveness, and strategic alignment. These
benefits will be realised through a more integrated and outcomes-driven structure that directly
supports our institutional goals, including enrolment growth, enhanced market reach and financial
sustainability.

Optimised use of resources through structural integration

Consolidating teams under a unified Marketing and Recruitment structure reduces
duplication and streamlines activity across previously siloed areas.

The new structure fosters closer collaboration between marketing, outreach, recruitment,
and international functions, enabling agile and responsive campaign delivery.

Teams are better positioned to deploy capability where it is most needed, resulting’ihJower
operating costs and a more consistent, customer-centred experiences

Greater market reach through coordinated strategy

A single, strategically-aligned structure enables more deliberate use of/data, résources, and
digital platforms to engage local, regional, national and'international audiences.

The new model supports targeted marketing campaigns‘designed to'return international
EFTS to pre-COVID levels (1,000 EFTS) while maifitaining strong.domestic pipelines.

A unified team enhances our ability to initiaté\and’grow Key partnerships across all markets.

Increased enrolments through a focused recruitment function

The consolidation creates a dedicated recruitmentfunction with clear accountability for
enrolment growth across all key'markets.

Greater alignment between marketing afd recruitment ensures improved conversion of
interest to enrolment, driven by data-inférmed decision-making.

The new structure enables'a more strategic approach to programme promotion, prioritising
high-yield offeringsand‘reducingfragmentation.

Enhanced financial sustainability,and organisational viability

The structure is designed with financial efficiency in mind, reducing overheads and
supportihg reinvestmentsdnto high-impact areas.

It positions oux ability to meet or exceed TEC funding allocations through increased
enrolmentsiand better market alignment.

With alstreamlined and future-focused model, we are better equipped to sustain growth,
support ipnovation, and deliver on Vision 2030 over the next five years.
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Feedback

Summary of feedback from the Marketing, Engagement and International

teams

We would like to express our sincere appreciation for the professionalism and engagement

demonstrated throughout the change proposal process. We acknowledge that this has been a

particularly challenging time.

Ara extends its gratitude to all kaimahi in the Marketing, Engagement and International teams, as
well as to the Tertiary Institutes Allied Staff Association (TIASA), for the depth of thought and care
reflected in the submissions received.

The review team has undertaken a comprehensive analysis of all feedback, recognising its thoraugh,
professional, and considered nature.

15 pieces of in-scope feedback (feedback from the Marketing, Engagernent and International teams)

were submitted. Feedback was received in writing to the Consultatioh@ara.ac.pz.email. Individual

names and identifying details have been anonymised by the People and Capability team for this

report.

Following careful consideration, the following key themesweré identified:

Theme

Feedback

Response and any decisions

from feedback

Positive integration

There was strong support for
merging the Marketing@and
Ergagemént andiinternational
teams) withdhe integration
seen as af opportunity to unify
culture, enhance brand
visibility globally, and improve
ifternational enrolments.
Respondents emphasised the
need for strong, visionary
leadership to realise these
benefits. No opposition to the
merger was noted.

We acknowledge and thank
you for the feedback.

We can confirm that the
integration will be progressed,
and the department will be
unified and called ‘Marketing
and Recruitment’.

Administrative resourcing

Respondents raised concerns
that the proposed 2 FTE for
administration is insufficient,
given the needs across teams.
International, Youth and
Community, and Business
Development functions all
require specialised and
extensive admin support. A
proposal was made to increase
this to 3 FTE, including a Senior
Administrator.

We acknowledge the feedback
and concerns raised. As a
result, the administration FTE
count will be increased to 2.5
FTE, with 1 FTE allocated to a
Senior Administrator role.

We also advise that there is an
expectation that
administration support is
cross-functional across the
Marketing and Recruitment
department.
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In future, there will also be
opportunities to explore
automation of tasks. One
example is the possibility of
automating invoicing and
payments.

Retention vs. new roles

Respondents advocated for
retaining the Welcome Desk
role, noting its effectiveness
and cost-efficiency, especially
in supporting student
retention.

Respondents were less
supportive of the proposed
Learner Journey Marketing
Partner role, believing its
responsibilities could be
integrated into existing
structures.

We acknowledge the concerns
raised and the feedback.

We confirm the Welcome Desk
role will be disestablished,
with its responsibilities
absorbed into the centralised
Admissiehsand Enrelments
function. This will allow for a
moreiintegratedjagile, and
responsive service model.

We, confirm that the role of
Learner Journey Business
Partner is critical to our
organisational priorities and
will be progressing.

Naming and titles

Several role title changes were
preposed to better reflect the
nature and strategic weight of
roles, particularly for
intefnational credibility.

Respondents emphasised the
neéed for co-designing titles
with relevant kaimahi to suit
global norms and enhance
professional standing in key
markets.

We acknowledge the feedback
raised.

We can confirm that there will
be dual role titles for
international working kaimahi.

Te Tiriti and cultural
considerations

Concerns were raised about a
generic marketing approach
disadvantaging minority
groups and contradicting Ara’s
Vision 2030 and Te Tiriti
commitments. Respondents
cautioned against shifting the
workload onto already
stretched cultural teams,
risking service degradation and
non-compliance with pastoral
care obligations.

We acknowledge the concerns
raised and the feedback.

Our Community and Outreach
Marketing team will have
dedicated kaimahi with
kaupapa Maori and Pacific
expertise.

We confirm that we will
increase the Community and
Outreach Partner—Maori by 1
FTE to a total of 2.
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Youth, Community, and
Business Development
functions

There were concerns about
merging Youth and Community
Development with Business
Development. The proposed
Outreach Partner role was
seen as too broad, with
insufficient FTE to maintain
quality stakeholder
relationships. Respondents
noted differences in client
needs and engagement hours,
which may lead to burnout.

We acknowledge the concerns
raised and the feedback.

We can confirm that business
development is not a priority
for Ara. Our priority is to
achieve domestic and
international EFTS targets,
aligned to Ara’s agreed
academic portfolio and
strategic needs.

International focus

Feedback emphasised the
need to retain a dedicated
international administration
role due to the complexity of
international processes.

Respondents also supportéd
integrating domestic and
international marketing, using
culturally appropriate,titles,
and adoptingsa digital-first
strategy fonglobal
engagement.

We acknowledge the conCeérns
raised and the feedback:

We do'not support a dedicated
role for International
Administrationt This mahi will
be distributed and supported
bysthe 2.5 FTE, automation of
tasksiin future to support
iaveicing and payments, plus
leveraging our International
Admissions team capability.

We can confirm that there will
be 3.0 FTE, aligned to the role
and function of Global
Recruitment Manager.

While the proposal suggested
4.0 FTE for the above roles, we
reserve the 4% role until our
business model supports this.

Regional considerdtions

Strong concerns were voiced
about under-servicing South
Canterbury with reduced
staffing. Respondents
proposed an additional
Outreach Partner based in the
region to maintain visibility
and relationships with local
schools, iwi, businesses, and
communities.

We acknowledge the concerns
raised and the feedback.

The Marketing and
Recruitment department will
be located at the Christchurch
City campus and deployed in a
planned and structured way to
support the needs of our
communities and
stakeholders, locally,
regionally, nationally and
globally.

We also emphasise that we
are Ara Institute of
Canterbury, and we are
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responsive to the needs of our
takiwa.

Social Media role

There was broad support for a
dedicated Social Media
Partner, with some suggesting
two roles. Respondents
recommended shifting this
role to the Global Education
and Promotions team to better
reflect its strategic focus and
integrate outreach efforts.
Concerns were raised about
unrealistic workload
expectations.

We acknowledge the concerns
raised and the feedback.

We can confirm that we will
progress the role of Social
Media Partner (1.0 FTE). This
role will report to the Manager
— Local and Global Marketing,
which was formerly proposed
as Global Education and
Promotions.

Faculty alignment

Suggestions included aligning 1
FTE Marketing Partner with
each proposed faculty or
incorporating a Digital
Specialist across 3 FTE.

Respondents favouredan
integrated approachacross
domestic andhinternational
markets and recommended
that alFMarketing Partnéers
possess digital marketing
expértise.

We acknowledge the
feedback.

We can canfirr that there will
be 3.0'FTE.Marketing and Sales
Business\Partners, which was
formerly proposed at 1.5 FTE
(Marketing Partner).

These roles will have portfolio
responsibilities and advise on
local, national and global
trends to lift recruitment and
awareness.

Staff reductions vs.
technology readiness

There was concern about
cuttingstaff without the
required technological systems
inyplace. Respondents warned
that increased workloads
without technological support
could lead to burnout and low
morale, risking the success of
the restructuring.

We acknowledge the concerns
raised and the feedback.

We see 2025 as our year to
build the foundations of Ara,
to enable us to be a stand-
alone entity. The introduction
and investment of technology
will occur in a planned and
supported way. This approach
includes individual upskilling.

Scholarships‘and contracts

Feedback on the Contracts
Partner role was mixed. While
the reporting line to Finance
was understood, views
differed on how to allocate
FTE across contracts,
scholarships, and exchanges,
suggesting a need for clearer
differentiation of
responsibilities.

We acknowledge the concerns
raised and the feedback.

The role of Contracts Partner
will progress and report to the
Finance portfolio.

We can confirm that we will
progress the new role of
Scholarships and Global
Exchange Coordinator. This
role is responsible for raising
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awareness for scholarships
locally at Ara, while building
international support.

Wellbeing and workload

Respondents highlighted the
negative impact of ongoing
change on staff wellbeing,
including stress, burnout, and
attrition. The proposed
reduction in the Outreach
team’s size raised specific
concerns, with a
recommendation to expand
the team to ensure a
sustainable workload and
preserve institutional
knowledge.

We acknowledge the concerns
raised and the feedback.

We recognise the impact this
process has had on individuals,
and are responding with OCP
offerings, change workshops
and one-on-one support. We
will continue to offer support
to kaimahi through the
processs

The team’s workload will be
prioritised and aligned to Ara’s
business needs.

Transparency and process

There were concerns raised
about the transparency.ofithe
change process. Respondents
felt the proposal lacked
supporting dataand
justificatioh,, particularly
regarding,role reductions-and
financial targets. They.
recommendedbetter
cOnsultation'withteam leaders
and clearer communication on
the fationale for cost-saving
and\alternatives considered.

We acknowledge the concerns
raised and the feedback.

We'sincerely apologise if it
seemed that some aspects of
the proposed changes weren't
effectively communicated. We
have worked hard to ensure
that all kaimahi have the
necessary information, but we
recognise that we need to
continually evaluate how we
share updates and
information. Thank you for
your understanding.

Numerous changes have been
proposed as we seek to strike
a balance between long-term
financial sustainability and the
need to invest in an
organisational design that will
enable our Vision 2030.
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Summary of feedback from people outside the Marketing, Engagement and

International teams

A total of eight pieces of out-of-scope feedback (from people outside the impacted teams) were
submitted. Feedback was received in writing to the Consultation@ara.ac.nz email.

Key themes, or recurring topics from in-scope feedback include:

Theme

Feedback

Response and any decisions
from feedback

International team and
strategic roles

Respondents underscored the
critical importance of the
International team in
advancing Ara’s international
agenda. Concerns were raised
about proposed reductions in
the team and the
disestablishment of the 300-
level Director of Internatiohal
role.

Feedback highlighted\the lack
of strategic interndational
advisory capacity in the
proposed structure, warning
thisscould hinder Ara‘s ability
towareet Vision=2030-goals and
global engagement targets.

We acknowledge the concerns
raised and the feedback.

We have determined that we
will pragress with ohe L300
Headsof Marketing and
Recruitment.This role will lead
the'team in championing,
local, régional, national and
glabal recruitment priorities
forsthe organisation.

The introduction of the other
global partner roles will
further support our global
reach and partnerships. In
addition, the full Marketing
and Recruitment department
will collaborate and contribute
to global awareness and
strategic alignments.

Leadership and stfucture

Respondents questioned the
rationale for including the
International Team in the
restructure, given its recent
growth and essential function.
They advocated for retaining a
Director of International to
provide oversight and
maintain strong offshore
relationships. There was
concern about reducing the
number of Marketing Business
Partners, with suggestions to
maintain at least 2 FTE to
ensure effective workload
management and continuity.

We acknowledge the concerns
raised and the feedback.

We have determined that we
will progress with one L300
Head of Marketing and
Recruitment. This role will
strategically lead the team —
championing, local, regional,
national and global
recruitment priorities for the
organisation.

We have adjusted the
Marketing and Sales Business
Partner roles to 3.0 FTE.

Impact on learners and
programmes

Concerns were raised about
how staffing reductions could
negatively affect the learner

We acknowledge the concerns
raised and the feedback.
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experience, particularly for
international students.

Respondents emphasised the
direct link between
international recruitment
efforts and enrolment targets,
and the need for staff training
to maintain service quality.

The reduction in Marketing
and Engagement roles was
seen as detrimental to student
support and attraction.

We believe the refreshed
purpose and unified
department will ensure we
meet the needs of our
customers. To be clear, the
department will be responsible
for Ara’s recruitment targets.

Cultural safety and expertise
and benefits of cultural
specialists

Feedback highlighted the
critical role of cultural experts
in maintaining cultural safety
and upholding appropriate
tikanga.

Maori and Pacific specialists
were recognised fontheir
unique ability to-foster
respectful, informed
engagementyhelping avoid
cultural misunderstandings
and supporting Ara’s
commitmentsto)inelusivity.

Respondents described the
far-reaehing benefits of Maori
andWPacific cultural specialists,
including stronger community
connections, culturally
relevant support for learners,
and internal capability-building
for other staff. Their
institutional knowledge and
cultural leadership were seen
as essential to learner success
and staff development.

Respondents recommended
retaining two specific Maori
and Pacific cultural specialist
roles, warning that removing
them could harm learner
recruitment, retention, and
engagement. Such a move was
seen as a step backwards for
equity and could undermine
institutional commitments to
diversity and inclusion.

We acknowledge the,concerns
raised and the feedback.

As a result, the\Community
and Oultreach team will have
dedicated kaimahi with
kaupapa Maori and Pacific
expertise.
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Accountability and
partnership

There was strong advocacy for
retaining cultural roles to
uphold Ara’s responsibilities
under Te Tiriti o Waitangi and
Pacific partnership obligations.

Sustainable, authentic
relationships with Maori and
Pacific communities were seen
as dependent on dedicated,
culturally-grounded roles that
embody Ara’s equity and
inclusion values.

We acknowledge the concerns
raised and the feedback.

As a result, the Community
and Outreach team will have
dedicated kaimahi with
kaupapa Maori and Pacific
expertise.

Outreach and engagement

Feedback reinforced the
importance of face-to-face
engagement, particularly in
Maori contexts, and
highlighted the valuable role
of Marketing and Engagement
staff in connecting with
schools and commuhities:

Respondents«expressed
concern abeut reduced
capacity-and praised initiatives
such as,liaison outreach and
updatesevents-as key'to
maintaining trasted
relationshipsiand information
flow{

We ackpowledge the ¢oncerns
raised‘and the feedback:

As a result, the Gommunity
and Outreach team will have
dedicated.kaimahi with
kaupapa Maori and Pacific
expertise.
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Final decisions

1. Integration of teams

0 We proposed integrating the Marketing and Engagement team with International
Marketing, forming a unified and cohesive structure. This change aims to streamline
operations, enhance strategic alignment, and leverage synergies across domestic
and international markets.

O Decision:

To streamline operations, enhance strategic alignment, and maximise the
impact of marketing efforts across both domestic and international markets,
the Marketing and Engagement team will be integrated with the
International Marketing function. This unified structure is intended to foster
collaboration, eliminate duplication, and leverage shared expertise.

The newly formed department will operate undenthe name Marketing and
Recruitment, reflecting its cohesive mandatesowdrive enralinent growth and
strengthen stakeholder engagement across all markets.Fhis team will
collectively own the responsibility for achieving Ara’s recruitment targets.

Confirmed — the integration of thé Marketing and Engagement team with
International Marketing will procéed¥The cofiselidated department will be
formally established as Marketingand Recruitment.

2. Reduction in senior leadership

0 We proposed to reduce thesaumber of seniorleadership roles within the team at the
third-tier level from two te one.

0 We proposed to disestablish thé rolesvof Manager — Sales, Marketing and
Engagement and Director —dnternational and replace them with a single Head of
Marketing and,Engagement. This unified role will ensure strategic alignment,
operational€&fficiency, ‘and holistic oversight of all marketing and recruitment
activities.

0 Decision:

To.improve strategic alignment, operational efficiency, and integrated
oversight, the number of third-tier senior leadership roles within the
Marketing, Engagement, and International portfolio will be reduced. The
existing roles of Manager — Sales, Marketing and Engagement and Director —
International will be disestablished and replaced by a single, unified
leadership role: Head of Marketing and Recruitment.

This new position will provide cohesive leadership across all marketing and
recruitment functions, ensuring a streamlined approach to strategy and
delivery.

Confirmed — the proposed reduction in senior leadership roles will proceed.
A new role, Head of Marketing and Recruitment, will be established to lead
the integrated portfolio.

3. Centralisation of Southern Campus marketing and recruitment operations

0 We proposed centralising Marketing and Recruitment activities for the Southern
Campus, with teams in the Canterbury region managed and deployed from
Christchurch. This approach will ensure efficient resource utilisation while
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maintaining strong local and regional connections. Enhanced use of technology will
play a critical role in supporting inclusivity, strengthening communication, and
fostering sustainable practices. Stakeholders will experience a seamless and
connected approach to engagement, regardless of location.

0 Decision:

i. To enhance efficiency, strengthen regional engagement, and support
sustainable practices, Marketing and Recruitment operations for the
Southern Campuses will be centralised. These functions will be delivered by
a regionally-focused team based in Christchurch, ensuring cohesive service
across the Canterbury region.

ii. Through improved coordination, strategic use of technology, and a
commitment to maintaining strong local connections, this centralisedimodel
will provide a consistent, inclusive, and connected experience for
stakeholders regardless of their location

iii. Confirmed — Marketing and Recruitment rolés will be centralised and
managed from Christchurch. The centralised team willserve the entire
Canterbury Region as a unified, strategically deployed funetion.

4. Realignment and consolidation of functions

0 We proposed to disestablish the BusSinéss Developmentiand Youth and Community
Development teams and consolidatéthem inté\a single, comprehensive Community
and Outreach team. By integratingefforts,#his team will enhance responsiveness to
employers, communities, and learhers, creating stronger pathways for employment,
education, and community growth. The unified approach ensures a more strategic
focus on outreach, céllaboration, and.delivering impactful outcomes for all priority
groups.

O This proposedrealighmentfalsolincluded integrating the Contact Centre, Events, and
the YouthsEntefprise Scheme=(YES) initiative into the new structure, fostering
collaboratién and opérational efficiency.

0 We'propesed to disestablish the role of Marketing Specialist and establish functions
focussed on Ara's brand identity, learner journey pathways, and domestic and
offshore promation, which will enable enhanced marketing efficiency, clearer, more
engaging messaging tailored to stakeholder needs, and a unified and professional
presénce in‘all markets.

0 Decision

i. Ara has determined that business development is no longer an
organisational priority. The newly formed Marketing and Recruitment
department will focus on the core business of achieving domestic and
international EFTS targets aligned to Ara’s agreed academic portfolio and
strategic priorities.

ii. As part of this shift, several functions will be realigned and consolidated to
improve strategic alignment, operational efficiency, and impact.

iii. The Business Development and Youth and Community Development teams
will be disestablished and replaced by a unified Community and Outreach
team. This new team will enhance Ara’s responsiveness to communities,
creating stronger, visible pathways into education and supporting regional
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and community growth. This new team is also expected to support at
national events and initiatives as appropriate.

iv. The Contact Centre, Events, and Youth Enterprise Scheme (YES) teams will
be integrated into the new structure, fostering collaboration and
streamlining service delivery across engagement functions.

v. The Marketing Specialist roles will be realigned rather than disestablished.
They will evolve into three Marketing and Sales Business Partner roles (3
FTE), established to focus on Ara’s brand identity and promoting domestic
and offshore offerings. This adjustment ensures more effective and targeted
marketing and a unified, professional presence across all markets. As a
result, these roles have been reclassified from significantly impacted to
minor impacted.

In the realigned model:
vi. Industry relationships will be the responsibility,ofsthe faculties, ensuring
alignment with academic excellence, delivery and,sector fieeds.

vii. The Marketing and Recruitment depaftment will lead premotion efforts to
businesses, stakeholders and comumunities, delivering on enrolment targets,
growth and programme visibilitys

viii. The Outreach function, ingparthership with the whole Marketing and
Recruitment departmentjwill advogate for Ara at both regional and national
levels—raising awareness,strengthenihg pathways, and celebrating Ara’s
contribution to its learners and communities.

ix. Confirmed.the proposéd realighnment and consolidation of functions will
proceed‘asoutlined..These changes reinforce Ara’s commitment to current
strategiopriorities, operational efficiency, and delivering strong outcomes
for learners and communities.

5. Centralisation and realignment of administrative resources

04, We.proposedito streamline and centralise administrative support, ensuring
improved ‘efficiency, consistency, and reduced task duplication. This will foster
consistencyjin operations, enable cross-functional collaboration, and optimise
resource allocation.

0 <, We proposed disestablishing the Welcome Desk role, with its responsibilities
absorbed into the centralised Admissions and Enrolments function, enabling a more
integrated and responsive service model.

0 Decision

i. To improve operational efficiency, reduce duplication, and foster greater
consistency in service delivery, administrative support functions will be
centralised. This change will support more streamlined processes, enable
cross-functional collaboration, and optimise the allocation of resources
across the Marketing and Recruitment department.

As part of this realignment:

ii. The Welcome Desk role will be disestablished, with its responsibilities
absorbed into the centralised Admissions and Enrolments function. This will
allow for a more integrated, agile, and responsive service model.
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iii. Atotal of 1.5 FTE administrative support and 1 FTE Senior Administrator
roles will be established to provide centralised and overarching support to
the Marketing and Recruitment department.

iv. Confirmed — administrative support will be centralised to improve efficiency
and support the newly-formed Marketing and Recruitment department. The
Welcome Desk role will be disestablished, and 2.5 FTE of centralised
administration will be established, including a Senior Administrator.

6. Scholarships, Contracts and Exchange functions

o

We proposed disestablishing the Scholarships and Contracts Coordinator role and
realigning the contracts function with the Finance team to ensure that contracts
align with organisational goals, regulatory requirements, and-operational standards
and so expert guidance is available to stakeholders.

We proposed to disestablish the role of Coordinator > Staff and Student Exchange,
combining the functions of scholarship and global mokility coordinatien into one
role, enabling improved efficiency and flexibility-to respond to'changing demand.

Decision

i. To ensure alignment with institGtional’priorities,.regulatory requirements,
and efficient service delivery, changes will’béymade to the structure of
scholarships, contracts, afidglebal mobility functions.

ii. The Scholarships and Contracts Geordinator role will be disestablished. The
contracts functién will be realigned to the Finance division, where it will
benefit fromsgreater oversight,\improved compliance, and alignment with
organisationalstandards. Thissshift will also provide more consistent and
expert support to internal stakeholders managing contractual arrangements.

iii. Thes/Coordinator #Staff and Student Exchange role will also be
disestablished Ntsresponsibilities, along with scholarship coordination, will
he combinediinto a single integrated role focused on both scholarships and
global mobility. This will enhance flexibility and responsiveness to changing
demands;y’while streamlining operations.

iv. " Confirmed — the proposed changes will proceed. The contracts function will
move to Finance, and a combined role will be created to oversee both
scholarships and staff and student exchange activities.

7. (Maort; Pacific, Youth, Community, and Disabled Learner engagement functions

(0]

We proposed transitioning the engagement approach for Ara's diverse range of
potential learners, including Maori, Pacific, youth, community, and disabled
learners, from individual, targeted efforts to a broader, integrated strategy.

We anticipated that this inclusive approach would embed priority group support as a
fundamental responsibility across all roles within the Marketing and Recruitment
department, ensuring alignment with Ara's commitment to equity and accessibility
and fostering a culture of inclusivity.

We proposed including specialists in Maori and Pacific communities within the
Community and Outreach team, ensuring dedicated expertise and culturally
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responsive practices would be integrated into Ara's engagement strategies,
strengthening connections with these priority groups.

0 Decision

Paused roles

Ara will transition its engagement approach for Maori, Pacific, youth,
community, and disabled learners from siloed, targeted initiatives to a more
integrated and inclusive strategy. This shift reflects Ara’s ongoing
commitment to equity, accessibility, and culturally responsive engagement.

Under the new model, responsibility for supporting priority learner groups
will be embedded across all roles within the Marketing and Recruitment
team —and all teams at Ara. This inclusive approach ensures that equity and
accessibility are fundamental to all outreach and engagement activities,
fostering a culture of belonging and shared responsibility.

To maintain culturally grounded expertise and enstre’the needsiof priority
communities are meaningfully addressed, the newly formed.Community and
Outreach team will include dedicated specialists:

e 2 Community Outreach Partnér = Maori
e 1 Community Outreach Partners Pacific
e 2 Community Outreach-RPartnef — General

This team of five will provide.targeted.and regionally-responsive outreach,
supporting Ara’s marketing and recrliitment needs while building strong,
enduring connections with'learners and. communities across the Canterbury
region.

Confirmed.—the integrated engagement model will be adopted. A total of
five Commtnity Outreaeh Partner roles will be established within the
Community and Odtreach team.

We can confirm’thatat'this point, we will not progress the appointment of the Project Manager —
Strategic Relatienhships role,Additionally, we will proceed with recruiting only 1.0 FTE Global
Recruitment Manager ihstéad of the two roles initially proposed.

This decision reflects,our current focus on assessing Ara’s business maturity, growth trajectory, and
performance odtcomes, with the need to precisely align our structure to financial sustainability goals
and enrolment targets. We believe that a total of 3.0 FTE Global Recruitment Managers is sufficient
to meet.ourtieeds. We must first embed changes across the organisation and allow them to stabilise
beforeconsidering introducing the Project Manager role. We will continue to monitor progress and
revisit thése roles as our organisational capacity and priorities evolve.

Areas out of scope

Events team

We propose to retain the current Marketing and Engagement-based events roles within the new
structure, and broader events functions remain outside the scope of this proposal. Currently, events
responsibilities are distributed across several business areas, including Pacific Achievement, Maori
Achievement, Akonga Success, and others.
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Given events’ significant organisational role, there is potential in the future to evaluate how these
functions are structured to ensure alignment, efficiency, and effective coordination across all areas.
For now, the focus is on maintaining the existing reporting arrangements for marketing and
recruitment-based events roles while emphasising the importance of collaborating with other teams
to manage event activities.

Reaffirming our position on events

At Ara, outward-facing events, like Open Days, information evenings, and community engagement
activities, are primarily owned and led by the Marketing and Recruitment team, except for a small
number of institution-wide events, most notably Graduation.

We want to reaffirm that the success of these events relies on shared ownership and collective
contribution. While Marketing and Recruitment lead the planning and delivery, all roles within thé
relevant business areas are expected to support and participate actively. More importantly, thé
wider Ara community, all kaimahi across all academic areas and functions, play an essentialrole,in
bringing these events to life. It is this “One Ara” wairua (spirit) that makes 6upevents autherntic,
engaging, and successful.

We also acknowledge that internal events, like student celebration$ and recognition activities, are
led by the Akonga Success division. The Marketing and Recruitprent department will remain fully
committed to supporting the visibility and success of these initiatiVes, reflecting.our shared goal of
creating meaningful, learner-centred experiences.

Together, our coordinated approach will ensure that everyevent swhether outward-facing or
internal, reflects the strength, warmth, and manaef.the Ara community.

New confirmed structure

Summary of changes

Impact Proposed Final FTE
No change 11.6 11.6
Minor change 6.7 9.7
New positions 19.5 16.5
Total team 37.8 37.8
Number of positionsdisestablished 26 23
Reduction in FTE.overall 6.5 6.5

See the appéndices for the list of confirmed impacted positions and confirmed new roles.
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Marketing and Recruitment department

Our purpose

To drive student growth through targeted, insight-driven marketing and recruitment that elevates
Ara’s brand, meets enrolment targets, and underpins long-term financial sustainability.

We are the custodians of learner recruitment at Ara, leading efforts to grow enrolments across
regional, national, and international markets. Our work connects the right learners with the right
opportunities through bold storytelling, strategic outreach, and data-led decision-making. At our
heart, we inspire action and create a sense of belonging.

Our values — how we work

e Impact-driven
We focus relentlessly on outcomes that matter, including enrolmentg&rowth. Every
campaign, conversation, and strategic move is designed to deliverresults and support Ara’s
future.

e Learner-centred, always
From local communities to global audiences, we centretthe learner expérience, tailoring
every message and touchpoint to reflect their goalsymotivations, and'aspirations.

e Bold, strategic, and insight-led
We take smart, informed risks. We act with purpose, gliided.by evidence and driven by
creativity, to deliver campaigns that cut through and‘inspire action across all markets.

e Connected and collaborative
We work as one Ara. Our suceess is built onstrong'partnerships with the faculties, services,
and stakeholders, ensuring.alignmient, cofisistency, and impact in every interaction.

o Agile, accountable, and.always evolving
We take ownership of résults. We move fast, learn from data, and refine our approach
continuously to exceegd expectations and stay ahead of the curve.

Our strategic priorities — what we focus on

e Own and grow‘enrdlments
We lead the charge in growing EFTS, delivering Ara’s domestic and international recruitment
targets with energy, expertise, and accountability.

e Build a distinctive, trusted brand
We ¢raft and maintain a strong, unified brand presence that makes Ara stand out, building
awareness, credibility, and connection across all audiences.

e Create personalised, high-impact recruitment journeys
We deliver seamless, engaging, and data-enabled learner journeys that convert interest into
action and prospects into successful Ara learners.

o Deepen market and community engagement
We are present, visible, and valued in our communities and markets, building trust,
strengthening relationships, and making Ara accessible to all.

o Use data to drive intelligent action
We harness data to inform strategy, optimise performance, and measure impact, ensuring
every decision delivers real and measurable value.
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Justification for the new way of working

The redesign of the Marketing and Recruitment department reflects a fundamental shift in how Ara
positions itself in an increasingly competitive and dynamic education landscape. A clear imperative
has shaped this new way of working: to ensure enrolment growth, increase operational efficiency,
and embed equity, agility, and accountability at the heart of our recruitment efforts.

Aligning with Ara’s core business and financial sustainability

Student recruitment is central to Ara’s long-term success; in fulfilling our educational mission and
securing financial sustainability. By repositioning Marketing and Recruitment as a unified,
accountable department, we ensure strategic alignment with institutional goals, particularly EFTS
growth and brand strengthening. This focused approach allows us to allocate resources more
effectively, avoid duplication, and operate with greater clarity and impact.

Meeting the expectations of modern learners

Today’s learners expect seamless, personalised, and digitally enabled’experiences#The new model
moves away from fragmented engagement toward a learner-centred strategy that supports every
stage of the recruitment journey. By embedding insight and agility in our approach,we can better
respond to changing learner needs and create experiences that@re relevant; inclusive, and
meaningful, both locally and globally.

Leveraging data to drive decisions

Data is central to modern marketing. The new,way,ofworking,embeds a culture of evidence-based
decision-making, where campaigns are measured-by impact and continuously improved. This
enables us to target the right audiencesjioptimise messaging, and demonstrate a clear return on
investment. Insight isn’t an add-on, it’s thefoundation of‘how we plan, act, and succeed.

Strengthening collaboration and brand cohesion

By integrating marketing Outreach, and recrtiitment into a single, cohesive team, we eliminate silos
and foster stronger collaboration with'the,faculties, services, and stakeholders. This unity ensures a

consistent brand voite,'strengthens'Ara’s reputation across all markets, and positions us as a trusted
and accessible vocational educationtand training provider.

Embedding equity and community impact

The new structure deliberately incorporates dedicated outreach roles that reflect Ara’s commitment
to serving priority learnér groups and our wider community. By weaving inclusivity into every aspect
of our engagement and positioning equity as everyone’s responsibility, we ensure that our
recruitment,efforts reflect who we are as an institution; connected, responsive, and people-first.

Future-focused and fit for purpose

This model is built for adaptability. It allows us to scale, pivot, and evolve our strategies as markets
change and as Ara continues to grow. With clear roles, shared accountability, and aligned priorities,
we are positioned to not only meet current enrolment targets, but to anticipate and lead future
trends in education engagement.
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Marketing and Recruitment — functional overview

The Marketing and Recruitment department leads Ara’s strategic efforts to attract prospective
learners and drive enrolments across local, regional, national and global markets. The department
works collectively to enhance brand visibility, promote Ara’s educational offerings, and support the
achievement of institutional recruitment targets.

Led by the Head of Marketing and Recruitment, the department operates as an integrated unit,
delivering coordinated, data-informed activity that supports enrolment growth and aligns with Ara’s
strategic direction and Vision 2030.

The department is structured around the following core functions, each contributing to Ara’s ability
to drive recruitment:

¢ Local and Global Marketing — Plans and delivers targeted marketing campaigns to build
awareness, generate demand, and strengthen Ara’s presence across all’markets'—Jocally,
regionally, nationally, and globally — directly supporting effoftsto drive reCruitment.

e Community and Outreach Marketing — Builds strong relationships with”Schools,
communities, and key stakeholders to raise awareness/Ofystudy options, This function plays a
central role in connecting with potential akonga and driving recruitment:

e Creative and Digital Marketing — Provides brand-aligned creative, content, and digital
expertise to support the successful delivery oficampaigns andioUtreach initiatives. Their
work enables consistent, impactful marketingsthat’'support and drive recruitment across all
learner markets.

Together, these functions form a cohesive;eutcome-focuséd.department that is central to Ara’s
enrolment strategy and supporting our ongoing financial, sustainability.
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Head of Marketing and Recruitment (L300)

The Head of Marketing and Recruitment provides strategic leadership across Ara’s Marketing and Recruitment departmentsensuring alignment with institutional
priorities and growth objectives. This role leads the department to take ownership of the organisation’s recruitment targets, driving coordinated efforts across
1.0 FTE Local and Global Marketing, Community and Outreach Marketing, Creative and Digital Marketing, and recruitment.*Through integrated planning, brand
stewardship, and performance-focused delivery, the Head plays a critical role in increasing enrolments, strengthening.Ara’s market position, and supporting long-

term sustainability.

Community and Outreach Marketing function

The Community and Outreach Marketing
team is responsible for strengthening Ara’
visibility, reputation, and connections
within local communities, schools, and
regional networks. This team leads
initiatives that promote Ara’s educational
offerings, support pathways into tertiary
study, and build strong relationships with
whanau, community groups, secondary
schools, and other key stakeholders.
Through events, school visits, and
partnership activities, the team supports
domestic enrolment growth, increases
awareness and access, and ensures Ara
remains closely aligned with the needs and
aspirations of the communities it serves.

w

12.7 FTE

Administration function

The administrativedupction provides
essential operational’Supporito.
enable the effective deliveryofactivity
across the Marketing and, Recruitment
team. This Support fielps'maintain
efficientworkflows, coordination, and

smooth executionof téam priorities.

Creative and Digital Marketing function

Local and Global Marketing function

The Local and Global Marketing team is
responsible for promoting Ara’s brand,
programmes, and value proposition
across domestic and international
markets. The team leads the
development and delivery of targeted
marketing strategies that drive
awareness, interest, and enrolments,
aligned to institutional goals and priority
areas. Working across traditional and
digital channels, the team plans and
executes campaigns that respond to
market trends, learner needs, and
recruitment objectives. This team
ensures Ara is visible, competitive, and
relevant in a dynamic and evolving
education landscape — locally,
nationally, and globally.

11.0 FTE

The Creative and Digital Marketingteamiis a core enabling function that underpins and supports the work of the Local and Global Marketing and Community

9.58 FTE

Outreach Marketing teams. Their €xpéttise in content creation, brand management, campaign design, and digital engagement ensures the successful execution of
marketing and outreach initiatives. By delivering high-quality, audience-focused creative and digital solutions, this team plays a pivotal role in enhancing Ara’s

visibility, driving engagement, and supporting enrolment growth across all target markets
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What happens next?

Decision process

As the decisions have now been made, we intend to:

Step 1: Hold a group meeting to announce the decision

Step 2: Provide the final decision document and a letter to individual kaimahi.

Step 2: Recruitment and selection process commences.

Step 3: Where roles are confirmed disestablished, redeployment conversations begin. A
voluntary redundancy process may be actioned.

Timeline following decisions

The following sets out a high-level timeline following the decisions thathave'been dnnounced today.

Milestone Date

Decisions and notice provided to impacted kaimahi Tuesday'15 April 2025

Internal advertising commences Monday 28 April 2025

Internal advertising closes Wednesday 07 May 2025
Shortlisting complete Friday 09 May 2025

Interviews commence Week of Monday 12 May 2025
Offers made From 19 May onwards
Disestablishments take effect Friday 27 June 2025

New structure effective Monday 30 June 2025

Recruitment procgss

New roles

We are committed tovan open and transparent recruitment process based on the selection criteria

below.

Selection process

Our preference,is’to redeploy kaimahi where possible, however we are committed to appointing the
best person for the role. The recruitment process for any new position is:

In thefirst instance, new roles will be open to impacted kaimahi within Te Pukenga network.
Kaimahi will have 10 calendar days to apply for the role.

If this does not fill the new role, we will then open the process to all kaimahi within Te
Piakenga network. Kaimahi will have 10 calendar days to apply for the role.

Vacancies will be advertised at both the above stages on Waituhi and Te Whare.

All potential internal candidates will be required to apply with a cover letter and complete
an Expression of Interest (EOI) form relating to the selection criteria.

A shortlist will be completed within five business days after the advertising period closes.
Unsuccessful and successful shortlist candidates will be advised of the next steps.

The interview will be formal and include competency-based questions relating to the job
description.

If the position is not filled internally, we will then advertise externally.

Consultation decision document — Ara Marketing, Engagement and International | Page 35 of 49

This document contains information that is confidential. Some information may be subject to legal privilege. Do not photocopy or distribute this information.



o We will explore other redeployment opportunities with unsuccessful candidates.

Proposed selection criteria for new roles and reduction in roles

Description Selection criteria

e Relevant qualifications required for the position (and/or where
Experience and relevant, the equivalent body of knowledge gained through experience)
Qualifications e  Currency, relevance, and extent of industry, professional or community-
related experience in relevant field/s

Technical skills e  Evidence of specific technical skills/knowledge of position

e  Experience, understanding / supporting / advocating / leading the
Te Tiriti o Waitangi inclusion of Te Tiriti o Waitangi practices in a w@rkplace setting
and Equity ®  Experience in supporting / advocating / leading\dpproaches that
promote equity and prioritise the needs,6f olirpriority groups

e Evidence of clear behavioural examplésiwhich demonstrate Ara's values

Values
alongside the code of professional.practice

® Experienced performing across‘a bfead range of'deliVerables within
Performance position scope
e Examples of recent perférmance deliverables

Voluntary redundancy

When a role is confirmed disestablished/we‘are opento having a voluntary redundancy
conversation. Please note that voluntary redundangy is,not guaranteed, and the impacted kaimahi
will need to make an application. Applications wilhbe\treated on a case-by-case basis. We will ensure
we meet our legal and employment’agreement (incltiding Collective Employment Agreement)
requirements and our business‘opgrational requirements.

Where dodlget support?

We genuinely care about your Wellbeing. We understand that change can be disruptive and
unsettling for many people.\t's natural to feel a mix of emotions during such times, and we want to
acknowledge those feelings. We're here to support you as we navigate through these changes
together. Youréxperience matters, and we appreciate your patience and resilience. We encourage
you to speak’to your leader, support network, union representative, or People and Capability
Business-Partner and support each other through this consultation process.

Please remémber you can access Employee Assistance Service support through our provider, OCP.
You can contact OCP by visiting their website, by phone: 0800 377 990 or by email:
Support@OCP.co.nz. As a reminder, we encourage you to seek independent advice regarding this
proposal. You are entitled to have a representative or support person present at any meeting.

If you are a Tertiary Institutes Allied Staff Association (TIASA Te Hononga) member, you may want to
seek support from local branch members, which you can find on their website.

We support you in sharing your situation with whanau or trusted colleagues. It's crucial to have a
support network, and we understand the importance of connecting with others during this time. As
you share at work, we ask that you keep in mind the diverse experiences and feelings of those
around you and remain professional. Sometimes, when discussing concerns, it can be helpful to
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approach the conversation constructively, aiming to alleviate rather than add to any anxiety. Your
thoughtful consideration can make a positive difference for everyone involved. Remember, you're
not alone in this journey.

If you feel that the available support options don't meet your needs, please don't hesitate to reach
out to People and Capability for assistance. If you have any questions regarding this proposal, we
encourage you to talk openly with your leader, union representative or People and Capability. Your
concerns are important to us; we're here to help you navigate this.
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Appendices

e Appendix 1: Ara Institute of Canterbury Vision 2030.

e Appendix 2: Job descriptions can be found on the 2025 Transformation Programme page on

Waituhi.

e Appendix 3: Table of disestablishments

e Appendix 4: Table of minor changes to reporting lines or position.

e Appendix 5: Table of new roles.

e Appendix 6: Glossary.

Disestablished roles

Current team

Business
Development

Administrator

Description

Position not included in
the structure.
Incumbent may apply
for available positions
in structure.

Rationale and what happens to the

work the role is doing

Efficiencies can be fetind through the
cofselidation of Engagement, Marketing
and Intérnational Senvices teams, and as
Such, administrative resources are shared
dcross 25 FIE.

Administrator Engagement

Team

Position notdncluded in
structureflncumbent
may apply forévailable
positionsin structdre.

Efficieneies can be found through the
eonsolidation of Engagement, Marketing
and International Services teams, and as
such, administrative resources are shared
across 2.5 FTE.

Administrator International

Positionl not included in

Efficiencies can be found through the

Development Development

Services structuge. Incumbent consolidation of Engagement, Marketing
maydpply for available | and International Services teams, and as
positiens in structure. such, administrative resources are shared

across 2.5 FTE.
2x Administrators | Youthand Positions not included Efficiencies can be found through the

Community in structure. Incumbent | consolidation of Engagement, Marketing
may apply for available | and International Services teams, and as
positions in structure. such, administrative resources are shared

across 2.5 FTE.
2x Business Business Positions not included Business development is no longer a

in structure. Incumbent

priority for the Marketing and Recruitment

Development Development
Representative -

Pacific Focus

Representatives may apply for available | department. The different elements that
positions in structure. make up these functions are distributed
into faculties.
Business Business Position not included in | Business development is no longer a

structure. Incumbent
may apply for available
positions in structure.

priority for the Marketing and Recruitment
department. The different elements that
make up these functions are distributed
into faculties.
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Coordinator Staff

International

Position not included in

The different elements that make up these

and Student Services structure. Incumbent functions are distributed into the proposed

Exchange may apply for available | new Scholarships and Global Exchange
positions in structure. Coordinator.

Scholarships and Business Position not included in | The different elements that make up these

Contracts
Coordinator

Development

structure. Incumbent
may apply for available
positions in structure.

functions are distributed across the
Scholarships and Global Exchange
Coordinator and Contracts Business Partner
roles.

Customer Service
Representative -
Welcome Desk

Engagement
Services

Position not included in
structure. Incumbent
may apply for available
positions in structure.

The responsibilities of this role are
combined into existing functions in the
Central Administration and Registry(fteam.

Director — International Position not included in | The responsibilities/and function‘ef this role

International Services structure. Incumbent are includedfin the role/of, Manager — Local
may apply for available | and GlobahMarketingand the Head of
positions in structure. | \grketing and Recruitment.

Manager - Business Position not included in%'Business development is no longer a

Business Development structure. Incumbent priority. for the'Marketing and Recruitment

Development

may apply for available
positions in structure.

department. The different elements that
make up'these functions are distributed
into faculties.

Manager - Sales,

Marketing and

Position not includechin

The responsibilities and function of this role

Marketing and Engagement strUcture. Incumbeént are included in the role of Head of
Engagement Services may applyforavailable | Marketing and Recruitment.
positions instructure.
Manager - Youth Engagement Rosition not included in | The responsibilities and function of this role
and Community Services structure. Incumbent are included in the role of Manager —
Development may apply for available | Community and Outreach Marketing.
positions in structure.
Marketing Marcketing Position not included in | The responsibilities and function of this role
Promotions Services structure. Incumbent are included in the role of Manager — Local
Manager may apply for available | and Global Marketing.
positions in structure.
Te Kaiwhakadru Engagement Position not included in | The different elements that make up these
Services structure. Incumbent functions are distributed into the new roles
may apply for available | within the Community and Outreach
positions in structure. Marketing team.
Te Kaiwhakauru - | Business Position not included in | Business development is no longer a

Business
Development

Development

structure. Incumbent
may apply for available
positions in structure.

priority for the Marketing and Recruitment
department. The different elements that
make up these functions are distributed
into faculties.
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Team Leader - Engagement Position not included in | The different elements that make up these
Youth and Services structure. Incumbent functions are distributed into the new roles
Community may apply for available | within the Community and Outreach
Development positions in structure. | Marketing team.

2x Youth and Engagement Position not included in | The different elements that make up these
Community Services structure. Incumbent functions are distributed into the new roles
Development may apply for available | within the Community and Outreach
Representative positions in structure. | Marketing team.

Youth and Engagement Position not included in | The different elements that make up these
Community Services structure. Incumbent functions are distributed into the new roles
Development may apply for available | within the Community and Outreach
Representative - positions in structure. | \arketing team.

Southern

Campuses

Youth and Engagement Position not included in | The difféerent'elements’that make up these
Community Services structure. Incumbent functions are distributed,into the new roles
Development may apply for available | identified withinthe'€ammunity and
Representative - positions in structure. & oygreach Marketing team.

Community Focus

Youth and Engagement Position not included ih | The different elements that make up these
Community Services structure. Incumbent functions are distributed into the new roles

Development
Representative —
Pacific

may apply*for available
positions in structure.

within the Community and Outreach
Marketing team.
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YES Regional Coordinator (0.7 FTE) | Community Change in The function of the role will largely
& Outreach reporting line to | continue to be carried out as it is
Marketing Community and | now with only a change in reporting
Outreach line.
Marketing
Manager within
the Community
and Outreach
function.
Team Leader — Contact Centre Community | Changein The function of the role will largely
& Outreach reporting line to | continue to be carried out as it is
Marketing Community and | now with only a change in reporting
Outreach line.
Marketing
Manager within
the Community
and Outreach
Marketing
team.
Event Coordinator Community | Changein The functiomef the role will largely
& Outreach | reporting life to' | continue to be carried out as it is
Marketing Communityand | Agw=with only a change in reporting
Outreach lihe"
Maxrketing
Manager within
the Community
and.Outreaeh
Marketing
tear
Event Specialist Communhity Change in The function of the role will largely
& Qutreach reporting line to | continue to be carried out as it is
Markéting Community and | now with only a change in reporting
Outreach line.
Marketing
Manager within
the Community
and Outreach
Marketing
team.
International’Market Sector Local & Change in The function of the role will largely
Managers (2¢FTE) Global reporting line to | continue to be carried out as it is
Marketing Manager — Local | now with a change in reporting line

and Global
Marketing
within the Local
and Global
Marketing
team.

and job title to Global Recruitment
Manager.
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No changes to position or reporting line

Customer Service
Representatives — Contact
Centre (3 FTE)

New Team

Community
and Outreach
Marketing

Description

Maintain same reporting line
to Team Leader — Contact
Centre but now sit under the
Community and Outreach
Marketing team.

Rationale and what

happens to the work

the role is doing.

The function of the
role will largely
continue to be carried
out as it is now, with
no change in reporting
line.

Graphic Design Support

Creative and
Digital
Marketing

Maintain same reporting line
to the Manager — Creative and
Digital Marketing (new title,
same role) in the Creativerand
Digital Marketing teapf.

The function of the
role will largely
continue to be carried
out as it is now, with
ne=change in reporting
line.

Graphic Designer (2 FTE)

Creative and

Maintain same‘reporting line

The function of the

same role) in the Creative and
Digital Marketing team.

Digital to the Manager— Creativé'and | role will largely

Marketing DigitaNVarketing (new title, continue to be carried
samg fole) in the'Creative and out as it is now, with
DigitaPMarketing team. no change in reporting

line.
Senior Content Specialist Creativednd Maintdinisame reporting line The function of the
Digital o the Manager — Creative and | role will largely
Marketing Digital Marketing (new title, continue to be carried

out as it is now, with
no change in reporting
line.

Senior Creative/Desigher —
Team Leader

Creative and
Digital
Marketing

Maintain same reporting line
to the Manager — Creative and
Digital Marketing (new title,
same role) in the Creative and
Digital Marketing team.

The function of the
role will largely
continue to be carried
out as it is now, with
no change in reporting
line.

Senior)Weh,Developer

Creative and
Digital
Marketing

Maintain same reporting line
to the Manager — Creative and
Digital Marketing (new title,
same role) in the Creative and
Digital Marketing team.

The function of the
role will largely
continue to be carried
out as it is now, with
no change in reporting
line.

Web Developer

Creative and
Digital
Marketing

Maintain same reporting line
to the Manager — Creative and
Digital Marketing (new title,
same role) in the Creative and
Digital Marketing team.

The function of the
role will largely
continue to be carried
out as it is now, with
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no change in reporting

line.
Production Coordinator (0.58 | Creative and Maintain same reporting line The function of the
FTE) Digital to the Manager — Creative and | role will largely
Marketing Digital Marketing (new title, continue to be carried

same role) in the Creative and | oyt as it is now, with

Digital Marketing team. no change in reporting

line.
Videographer Creative and Maintain same reporting line The function of the
Digital to the Manager — Creative and | role will largely
Marketing Digital Marketing (new title, continue to be carriéd

same role) in the Creative and | oyt as it is now, With

Digital Marketing team. no change in féporting

line.
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New roles

New role

Head of
Marketing and
Recruitment
(1FTE)

Department
or team

Marketing and
Recruitment

Description of new role

Senior leadership role
Overseeing the entire function to ensure strategic alignment
and operational efficiency.

Manager —
Community and
Outreach
Marketing
(1FTE)

Marketing and
Recruitment

Responsible for overseeing community outreach strategies and
managing relationships with stakeholders.

Leads initiatives in business development, events, and the
integration of the Contact Centre into outreach activities!

Manager — Local
and Global
Marketing
(1FTE)

Marketing and
Recruitment

Leads promotional strategies, bfand managemént, and the
execution of marketing campaigns in alignment'with
institutional priorities.

Oversees international student recruitmentstrategies and
manages global partnerships.

Acts as the Globalisation’Lead, ensuring Ara's international
activities aligi,withjits vision.and objectives.

Administrator

Marketing and

Provides comprehénsive ddministration assistance to all

(1.5FTE) Recruitment Marketing'and Recruitmentfufictions, ensuring the smooth
operation of team dctivities’and initiatives.
Senior Marketing and ldentifies improvenients in administration function and

Administrator
(1FTE)

Recruitment

progessing

Supports.allecation of workload across administrators
Provides comprehensive administration assistance to all
Marketing and Recruitment functions, ensuring the smooth
operation of team activities and initiatives.

Community and | Commdnity Execute outreach programmes and actively build relationships
Outreach and Outreach with schools, communities, and key stakeholders to drive
Partner (2FTE) Marketirg engagement and enrolments.

Community and¢’| Community Execute outreach programmes and actively build relationships
Outreach and Qutreach with schools, communities, and key stakeholders to drive
Partner - Maori | Marketing engagement and enrolments.

(2FTE) Specialist in kaupapa Maori and communities' connections
Community and %, Community Execute outreach programmes and actively build relationships
Outreagh and Outreach with schools, communities, and key stakeholders to drive
Partner — Pacific | Marketing engagement and enrolments.

(1FTE) Specialist in Pacific Communities

Scholarships Local and Supports exchange programmes and global mobility initiatives,
and Global Global enabling international student experiences.

Exchange Marketing Manages Ara scholarship initiatives to enhance student success

Coordinator
(1FTE)

and promotes domestic and international opportunities.
Oversees and strengthens international global exchanges.
Including student and academic research opportunities.
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Global Local and Develop and execute targeted strategies for key international

Recruitment Global markets to maximise recruitment opportunities and maintain a

Manager (1 FTE) | Marketing competitive edge globally.

Global Business | Local and Manages relationships with international partners, institutions,

Partner (1FTE) Global and global networks.

Marketing Fosters collaborations that enhance Ara's international profile

and opportunities.
Fosters and enables growth of offshore provision.
Supports offshore partnerships

Learner Journey | Local and Coordinates communications and marketing initiatives aimed at

Marketing Global internal customers.

Partner (1FTE) Marketing Focuses on direct sales, upselling core products, and enabling
pathways for progression and retention.
A direct email campaign is critical to the success of this
function. Actively promoting the opportunities to our learners,
advocating their next steps in a tertiagyjourney at Ara.

Social Media Local and Focus on enhancing Ara's social media p¥esence by fostering

Partner (1FTE) Global meaningful engagement withdiverse audiences.

Marketing Curating frequent, high-quality eontent tg"maintain a current,

relevant and engaging Arasocial media presence.

Contracts Finance Focus on crafting, negotiating and mandging agreements across

Business the organisatiop.

Partner (1FTE) Ensure alignment with organisation goals and policies,

regulatory and campliance requirements, and operational
standards.

Provide expert advice'to the organisation as a trusted advisor
internally’as wellas,acting as conduit to external legal
expertise.
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Glossary

Term

Definition

Impacted kaimahi

Kaimahi are considered impacted when a decision is made that their
position is to be disestablished. This does not automatically mean
someone’s employment ends through redundancy. Our priority is to
place impacted kaimahi into the new positions in the structure through
redeployment.

Application An application process is where you can signal your interest in a position
(or a number of positions) and outline your skills and experience.
Comparable Positions are identified as comparable if the required skills,

qualifications, and experience are comparable to the current positions.of
significantly impacted kaimahi. This may result ineither direct
appointment to a position or selection process,immany to fewssituations.

Contestable

A competitive recruitment process (open to6 more thanone applicant).

Disestablished
position

If a position is disestablished, it will net exist in the new structure. A
position that is confirmed disestablishedsis becalsesweno longer need it,
the responsibilities of the role afe distributed differently between new
roles in the structure, or begatise the workgef.the position has changed
so significantly the position is,no'longefthe same.

Business Divisions

The former Institutes of Technology and Polytechnics (ITPs) and Industry
Training Organisations (ITOs) that are part of Te Plkenga.

ITO and WBL The 9 IndustryTraining Organisations, often referred to as work based
learning (WBL). Are referréd.to as Business Divisions.
ITP The 16¥nstitutes ofiIechnology and Polytechnics. Are referred to as

Business Divisions

Reconfirmed

Wheére there is,no change to a position or a minor change (title change,
group change,reporting line change, minor changes to a job title or
position description), kaimahi will be reconfirmed into their position.
This is also sometimes called ‘mapped in’ or ‘lifted and shifted’ to the
new,structure.

Recruitment process

The process used to appoint suitable candidates to a position. This
usually includes advertising, shortlisting, interview, reference check and
offer.

Redeployment

Redeployment is a term used to describe the process of identifying
suitable alternative positions for the appointment of impacted kaimabhi.

Reporting line

The relationship between a worker and their direct supervisor.

RIV

Regional ITP Vocational Programme.

TEC wrote to Te Plikenga in June 2024 regarding the viability of the ITP
business divisions within Te Plikenga. Te Plkenga were required to seek
specialist assistance under section 332 of the Education and Training Act
2020. These consultants reviewed the financial information for the ITP
Business Divisions.
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Ring-fenced/Many too
few/Reduction in roles

A closed process is followed when several incumbents are in the same or
similar impacted roles. This means a selection process is followed
instead of a full recruitment process.

Surplus staffing

A situation where, following a consultation process, Te Plkenga has
identified a need to reduce the number of kaimahi, or where kaimahi
can no longer be employed in their current position or grade

Te Pae Tawhiti: Te
Tiriti o Waitangi
Excellence Framework

Te Tiriti o Waitangi Excellence Framework, developed by Te Plkenga, is a
self-reflective tool to monitor and assess how well the Network is
tracking towards Te Tiriti o Waitangi excellence and achievement of their
objectives of demonstrable Te Tiriti o Waitangi partnerships and
inclusivity and equity for Maori.

Voluntary redundancy

The ability to ask for voluntary redundancy is provided for in some
employment agreements in certain circumstancess

It enables impacted kaimahi to indicate a preferencerto take voluntary
redundancy in a surplus staffing situation anddvhen theythave been
confirmed as having their positions disestablished.
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Tirohanga whanui | Overview

Kia ora koutou,

A proposal to realign Ara’s Equity and Akonga Success structure was shared with kaimahi on 13
March 2025, with formal consultation commencing on 17 March 2025. The proposal outlined the
rationale for change, potential impacts on roles and the process for feedback and engagement.

These proposed changes responded to internal financial pressures and an increasing demand for
inclusive and agile student support. They were developed to strengthen alignment with Ara’s Vision
2030, enhance retention and completion rates and ensure student services are fit for purpose in a
rapidly evolving tertiary education environment. The proposal also addressed the Government’s call
for a more regionally responsive and financially viable education system.

Key elements of the proposal included the transition of operational services, such as the Health
Centre, Recreation Centre and Early Childhood Education (ECE), into Corporate Services, enabling
the Equity and Akonga Success division to focus on academic, wellbeing and‘akefiga success
priorities. The proposed structure aimed to consolidate leadership, streamline service delivery,
clarify service boundaries and invest in capability that advances cultural competency,‘equity and
inclusion.

Following consultation, Ara has carefully considered all feedbackyreceived. Thé final decisions reflect
a balanced approach that honours the feedback provided.by.affected kaimahi while positioning the
institution to deliver stronger, more targeted supportfor akonga te=a level that is presently
considered as sustainable. These changes reaffirmgAra’s commijtment to:

e Embedding equity and inclusion across,all student-facing services

e Improving retention, progression and completion'éutcomes

e Strengthening iwi, community@nd industry partnerships

e Enhancing responsiveness tosolicyshifts'and akonga needs

e Supporting enroldent growth, inclading international akonga success
e Leveraging technology and datato personalise and improve services.

Through this restfucture, weqare creating a more cohesive, responsive and future-focused Equity and
Akonga Successdivision. This pesitions us to better serve our diverse communities, uphold our role
as a Treaty partner and‘ensure long-term sustainability as a standalone tertiary provider.

Nga mihi nui,

Darren Mitchell
Tumu Whenuta a-Rohe 4 | Executive Director — Region 4
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Hei kokiri i nga panoni | Rationale for change

The redesign of Ara’s Equity and Akonga Success division was a strategic response to Ara’s
evolving needs. We anticipated it would ensure we can achieve financial sustainability,
enhance akonga success, strengthen our commitment to equity and inclusion, affirm our
commitment to being a responsive treaty partner and align with Vision 2030. By realigning
structures, improving efficiency and embedding an akonga-centred approach, we aimed to
better support our diverse communities, improve retention and completion rates and drive
positive akonga outcomes, positioning Ara for long-term success as a standalone entity in an
ever-changing educational landscape. This structure was developed with the following key
factors in mind:

Aligning with Vision 2030

The structure aimed to strengthen Ara’s ability to deliver equity-focused akonga success
strategies, improve retention and completion rates and foster an inelusive environment that
supports diverse akonga needs. The redesign aimed to ensure that Equity and Akenga
Success was embedded as a strategic enabler across Ara, facilitating'and chdampioning
improvements in access, participation and overall akonga experience.

Refocusing on core business

In 2025, our priority is to build solid foundations that’ensure wécan enhance academic
success, provide great akonga support and deliver'equitable outcomes. The redesigned
structure aimed to ensure our student services align with(the needs of our akonga and
communities while reinforcing Ara’s rolesas\a [€ader and\iwispartner in equity-driven
education. This required streamlining*unctions, enhancing cross-functional collaboration
and ensuring that resources are directedtowards services that make the greatest impact.
Key to this redesign was transjtioning the Health Centre, Recreation Centre and Early
Childhood Education (ECE) sérvites out of the*Equity and Akonga Success team and into
corporate services functidns«=This mové reflects a strategic realignment to ensure that
student support serviees within Equity‘and Akonga Success are focused on academic,
wellbeing and akonga sdccess funictiens, while operational and facility-based services are
positioned where'theyscan besmahaged more efficiently. This change aimed to enhance
service effectiveness, ensufing-each function is optimally placed to meet operational and
akonga neéds"

Securing financial viability.

The redesign,aimedito create a more efficient and effective structure that supports Ara’s
financial sustaindbility while maintaining high-quality akonga support. It clearly defined
servicedevehboundaries to ensure expectations are understood by our customers and our
peopleafe supported in delivering them. By reducing duplication, improving coordination
andifacusing on key priority areas, the proposal included a reduction of approximately 9 Full-
Time Equivalent (FTE) kaimahi, generating projected savings of approximately $600,000.
Thése efficiencies aimed to help sustain our critical student support services while enabling
future investment in targeted equity initiatives.

Investing in equity and akonga success talent

We are committed to fostering a team of equity-driven professionals with expertise in
akonga success, cultural capability, wellbeing and inclusion. The changes aimed to enhance
and support professional development, strategic collaboration and sector leadership,
ensuring we remain at the forefront of equity and akonga success innovation.
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Growing enrolments and improving akonga success

e To achieve our enrolment targets of exceeding 7,800 Equivalent Full-Time Students (EFTS)
within three years, we must create an environment where akonga feel supported, engaged
and able to succeed. The redesign will strengthen our ability to enhance akonga retention
and progression, key factors in increasing enrolments. The redesign also supports

international growth targets, ensuring an inclusive and culturally responsive approach to
international akonga success.

Optimising resource utilisation

e A more cohesive and agile Equity and Akonga Success division will enable us to maximise
resources and reinvest in priority areas. Strategic realignment and consolidation of student
services will ensure that we proactively address akonga needs rather than reacting to
capacity constraints. This will create a scalable and sustainable model that supports currént
and future student cohorts while allowing us to adapt to shifting government and
institutional priorities.

Improving responsiveness and agility

e A more integrated and strategic approach to akonga suctess will ensure, we'can respond
quickly to policy changes, funding shifts and emerging akonga needs. The redesign will
enhance and necessitate collaboration between faculties and student services, remove

barriers to responsiveness and improve service delivery to both*domestic and international
akonga.

Enhancing akonga and community impact

o Astreamlined, equity-focused stpucture will ensurethat we remain committed to akonga
success, inclusion and communityaengagement. The revised structure prioritises akonga-
centred support, stronger industry and iwipartnerships and a renewed focus on pathways
that lead to employmentiandifurther education. We can better serve our diverse

communities by embedding-€quity/wellbeing and cultural competency into all akonga-facing
functions.

Prioritising internal customers

e By focusing'on.current akonga, we can enhance their experience, support their academic
progréssion-and ensure they remain engaged throughout their akonga journey. This includes
tailored support services, targeted interventions and a proactive approach to retention and
wellbeing, ultimately improving overall akonga success rates.

Integrating innovationand technology

o The'future of akonga support will be enabled by technology-driven solutions that improve
aceessibility, engagement and service efficiency. The redesign will enhance Ara’s ability to
leverage digital tools, data and personalised support systems to ensure akonga receive
timely and effective assistance. Focusing on innovative service delivery will improve

responsiveness and strengthen connections between akonga, kaimahi and support
networks.
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Te wa o nga panoni haere tonu | Period of ongoing change

Ara and Te Pikenga have navigated a multitude of changes and formal consultation processes in
recent years. We recognise this is an especially uncertain time as we await clarity on what the
disestablishment of Te Pukenga will mean for each business division.

While the future is uncertain, we are confident the changes will support the viability of our business
division and position Ara strongly to become an autonomous, self-managing entity, ready to resume
that responsibility from 2026.

O tatou uara me nga matapono mo te panoni | Our values and
principles for change

Our values of Hono (Connect), Hihiri (Inspire) and Aroha (Respect) guide all that we do at ArayWe
have endeavoured to reflect these within this change. The following principles’will continueto/be
applied during our change processes:

e Uncertainty for kaimahi is minimised by open and transparént,communieation,processes.

e We work closely with our union partners and kaimabhi.

e We honour our commitments to individual and collective'employmentagreements.

e We prioritise redeployment of impacted kaimahi, With redundancy a'last resort.

e Kaimahi can access paid confidential support throughout the'change process by visiting the
OCP website, by phone: 0800 377 990 or by émail/Suppaort@QCP.co.nz.

e Alongside our values, our commitment te Te Tiriti o Waitahgi‘and equity are fundamental to
our identity as Ara.

e We carefully review and consider,all,feedback and"give that feedback serious and thoughtful
consideration before making anyxdecisions.

Nga herenga ki te Titehinga mejTe Tiriti | Obligations to the Charter
and Te Tiriti

Te Pukenga is committed,t0o ensutingits governance, management and operations give effect to Te
Tiriti o Waitangi~Te'Plkenga remains committed to its charter obligations as outlined in Schedule 13
of the Educationsand Training Act/2020. In relation to organisational changes, this includes 3(b) to:
“operate in a manner that'enstres its regional representatives are empowered to make decisions
about delivery and opeérations that are informed by local relationships and to make decisions that
meet the needs ofitheir communities.” The design in this change will contribute to ensuring that Ara
is able to continuestoxfulfil this obligation.

Through its\national and local relationships, Te Pukenga will continue to engage with and remain
informed by, local communities, iwi and industry on an ongoing basis.
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Ara's path to 2030: Structural and functional optimisation

This structure forms part of a broader strategy to address our financial challenges and ensure that
Ara can meet the ambitions outlined in our Vision 2030. A sharper focus on academic and industry
excellence and a clear commitment to restoring pre-COVID international akonga enrolments are
critical to building a sustainable foundation for growth.

Vision 2030 focuses on innovation, sustainability and strong stakeholder and community
engagement to position Ara as a leader in vocational education and training. The vision underscores
our commitment to empowering akonga, fostering meaningful partnerships, especially with local Iwi
and driving regional and global impact.

By prioritising these objectives, we will position ourselves to better support our communities, deliver
our strategic vision and ensure our long-term financial and operational sustainability.

The key factors driving the Equity and Akonga Success redesign at Ara Institute of Canterbury'wete
shaped by institutional, financial and strategic needs. These include:

Financial sustainability and institutional viability

Retention and completion rates: Improving akonga success is,critical to,eur financial
sustainability. Higher retention and completion rates directly impact our fuiding and long-
term enrolment stability.

Cost-effective support services: We need to ensufe student services'are structured
efficiently to optimise impact while maintainingfinancial sustainability.

TEC performance expectations: We need to‘meetgovernment and TEC requirements for
akonga success outcomes to secure continuéd-funding‘and.support.

Enhancing akonga outcomes and akonga experience

Equity-driven success models: We must embéd, inClusive and equity-focused practices
across all akonga-facing functions to"addressbarriers for Maori, Pacific, disabled and other
priority akonga.

Wraparound support services: We n€ed to strengthen student support to provide
integrated academic, pastoral and wellbeing services that improve engagement and success.
Data-driven deciSion-making: We’must use data to tailor interventions and support services
that enhance @konga'retention.and completion.

Alignment with Vision 2030 and institutional strategy

Embedding equity-as acore principle: We must ensure all faculties and departments take
responsibility for eqlity and inclusion rather than creating siloes.

Holistic akonga success approach: We need to integrate support services across academic
and akonga-facing functions to create a seamless akonga journey.

Strengthening treaty partnerships: We will demonstrate our commitment to Te Tiriti o
Waitangi'by ensuring meaningful engagement with Maori akonga and iwi partners.

Organisational efficiency and role clarity

Clearer role definition: We will ensure the Director of Equity and Akonga Success has a well-
defined, strategic mandate to influence cultural competency and guide kaimahi in upholding
equity and inclusion. This role will also enable faculties to take responsibility for equity and
inclusion excellence in teaching and learning.

Cross-functional collaboration: We must strengthen collaboration between internal
(akonga) and external stakeholders to deliver more effective support models.

Avoiding duplication and silos: We need to streamline our services to reduce overlap and
ensure resources are directed to areas of greatest need.
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Government and policy changes

Shifts in tertiary education priorities: We must ensure we can adapt to evolving
government expectations for akonga success, equity and tertiary education outcomes.
Compliance and accountability: We need to ensure we adhere to legislation, regulations
and expectations for akonga support, wellbeing and accessibility including our obligations
under the Education (Pastoral Care of Tertiary and International Akonga) Code of Practice.

Responding to changing akonga needs

Digital and customer-centric experience: We need to enhance our akonga experiences with
more accessible, flexible and technology-enabled support systems.

Diverse akonga demographics: We must cater to the needs of a broader range of akonga,
including international akonga, working professionals and underrepresented groups.

O nga panoni painga | Benefits of the changes

The confirmed changes to Ara’s Equity and Akonga Success division are designed t6 enhance akonga
outcomes, strengthen equity and improve operational effectiveness. The following benefits are
expected:

Enhanced equity and learner success

Strengthened akonga-centred support throughvwproactive spérsonalised interventions,
particularly for those at risk of disengagement.

Improved cultural responsiveness, ensuring Maori, Pagific and equity-priority akonga receive
meaningful, targeted support.

Expanded service reach to better support international, part-time and working akonga.

Greater inclusion for disablédjakonga.and those requiring learning accommodations,
enabling equitable access«to services.

Improved operational efficiency and xesource utilisation

Streamlined structures and, processes, reducing duplication and improving service
consistency across student stpport functions.

Consolidation of teams.to enable more effective use of kaimahi expertise, reducing
overheads while‘enhancing impact.

Increased team Capacity to deliver high-impact initiatives by minimising inefficiencies and
admipistrative burden.

Strengthened collaboration and partnerships

Improved coordination between student services, academic support and pastoral care
functions.

Enhanced partnerships with iwi, hapl and Maori stakeholders to uphold Ara’s Treaty
commitments and support equitable educational outcomes.

Clearer support and referral pathways to external agencies, ensuring akonga receive timely,
specialised assistance when needed.

Technology-enabled, accessible support

Greater use of digital tools to enable flexible, on-demand support for akonga—anytime,
anywhere.
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Data-informed service delivery that allows early identification of learner needs and targeted
support.

Support for flexible learning pathways tailored to the needs of part-time, employed and
non-traditional learners.

Increased engagement, retention and completion

A more cohesive, wraparound support model that boosts engagement, reduces attrition and
improves progression.

Streamlined service access, removing barriers for underrepresented learners.

Better integration of wellbeing and pastoral care, ensuring all akonga have the support they
need to succeed.

Financial and institutional sustainability

More efficient service delivery, generating significant cost savings\while‘/maintaining high-
quality support.

Alignment with TEC performance expectations, strengthening Ara’s eligibility for funding and
future investment.

A scalable and sustainable model that supports ongeingrequity initiatives and future
institutional growth.

Together, these changes will create a more integrateds-agile and equity-focused structure that
directly supports Ara’s Vision 2030. By enhancing akonga suCeess,'strengthening inclusion, improving
service efficiency and fostering sustainable growth, we ate.positioning ourselves as a future-ready,
values-led institution. The confirmed strlcture enable$\a stronger focus on learner-centred
outcomes, culturally responsive practice-and innovative service delivery, ensuring we are a leader in
vocational and applied education/fespensSive to'the needs of akonga, communities and industry,
now and into the future.
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The future of Equity and Akonga Success at Ara

Ara’s renewed Equity and Akonga Success division marks a deliberate and future-focused
commitment to placing learners at the centre of everything we do. This is more than a structural
change; it is a bold step towards building an institution that champions equity, fosters achievement
and supports every akonga to succeed in a rapidly changing world.

The revised division is designed to enable Ara to work in a more integrated, responsive and
sustainable way. It strengthens our ability to meet the diverse needs of our learners while upholding
our responsibility as a Treaty partner, regional leader and provider of exceptional vocational and
applied education.

Supporting and strengthening our relationships with our Treaty partners

With the support of the Maori Success team, Ara’s new Director - Equity and Akonga Successwill
lead Ara’s relationship with Tokona te Raki. Tokona te Raki is the innovation agency that operates
under the mana of Te Rinanga o Ngai Tahu.

Tokona te Raki is leading Ara through an 18-month programme of work'called Whiria te Muka
Tangata, which will embed kaupapa Maori values, structures and/practices deross-all levels of Ara.

A unified purpose: supporting the success of all akbnga

At its heart, this division exists to ensure that all‘akenga, regardless-of background, circumstance, or
mode of study, have access to the reasonable‘supports they need to participate, achieve progress
and succeed. It brings together key functions that enable\Ara.to work in partnership with learners,
whanau and communities to:

e Provide a learning envirohmentithat isinclusive, safe and empowering

e Support wellbeing, resilience’and bélonging throughout the learner journey

e Reduce barriers and pr@mote eguitysin-access, achievement and progression

e Embed culturally reSpansive praetices into the fabric of Ara’s learner experience.

This collective focls ensures that support is not fragmented, but instead aligned, integrated and
centred around the aspiratiohs of our akonga.

Enabling a sustainatbite agd future-ready institution

This new way af working allows Ara to be more agile, efficient and sustainable. By aligning support
services to strategic priorities and learner needs, we can better use our resources, strengthen impact
and respendto a dynamic educational environment.

It empowers us to:

e Act early, using data and insights to drive learner success

e Create systems that scale with demand and adapt to changing needs

e Focus our efforts where they will make the greatest difference

e Strengthen collaboration across the organisation to serve learners more holistically.

This supports Ara’s long-term sustainability by ensuring that what we do is effective, aligned to
purpose and financially responsible, without compromising quality or equity.
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Delivering on Vision 2030

The Equity and Akonga Success division is a key enabler of Ara’s Vision 2030. It helps bring to life our
commitment to equity, innovation and excellence. Through this transformation, we are
strengthening our position as a values-led, learner-focused organisation that is:

e Inclusive and empowering for all

e Responsive to our communities and Treaty partners
e Focused on educational outcomes that matter

e Positioned to thrive in a changing tertiary landscape.
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Nga whakahokinga korero | Feedback

Summary of feedback from the Akonga Success, Maori Success and Pacific

Achievement teams

We would like to express our sincere appreciation for the professionalism and engagement
demonstrated by the Akonga Success, Maori Success and Pacific Achievement teams throughout the
change proposal process. We acknowledge that this has been a particularly challenging time.

We extend our gratitude to all kaimahi in the Akonga Success, M3aori Success and Pacific
Achievement teams, as well as to our union partners, for the depth of thought and care reflected in

the submissions received.

The TKM has carried out a comprehensive review of all feedback, recognising its thorough,
professional and considered nature.

115 pieces of in-scope feedback (feedback from the Akonga Success, Méaofi Success@nd Pacific
Achievement teams) were submitted. Feedback was received in writing to'the

Consultation@ara.ac.nz email.

Following careful consideration, the following key themes Mere identified:

Feedback

Response and any decisions

from feedback

Realignment of functions to
corporate services

Respondents talked about the
potential benefits and
provided supportive, feedback
regarding the integration of
the Health Céntre, Early
Learning/Céntre and
Recreation Centre into
Cotporate Services. Concerns
Were¥aised about the
integration of the Art Curator
role.

The realignment of the Health
Centre, Early Learning Centre
and Recreation Centre into
Corporate Services is
confirmed, to strengthen
operational effectiveness
while maintaining service
quality for akonga.

The integration of the Art
Curator role into Corporate
Services is also confirmed. This
change reinforces our
commitment to ensuring that
faculty remain focused on
teaching and academic
excellence, while positioning
the Art Curator to contribute
to campus-wide space
management, preservation
and collection care. A close
working relationship between
the Art Curator and academic
colleagues will be actively
maintained to ensure Ara’s
artistic and educational goals
remain well-connected. The
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operating location for this role
will remain unchanged.

Realignment of the
Accommodation team

There was support for
changing the title of the
current Community
Development Coordinator
role, but several alternative
suggestions were raised
focusing on pastoral support,
support for realigning the
accommodation team with
pastoral support and
addressing concerns about
role overlaps, 24/7 on-call
coverage and ensuring
compliance with The
Education (Pastoral Care of
Tertiary and International
Learners) Code of Practice
2021.

We acknowledge the feedback
regarding the proposed
realignment of the
Accommodation team and the
renaming of the Community
Development Coordinator role
and proposed Manager —
Pastoral Support and
Accommodation role. There
was broad support for
strengthening the team’s
alignment with pastoral
support.seryices, alongside
valuable suggestions for
alterhative rgle titles and
concerns about role clarity, on-
call responsibilities and Code
of Rractice compliance.

The realignment of the
Accommodation team is
confirmed. The
accommodation team will be
included in the pastoral care
function within the Equity and
Akonga Success division. This
change strengthens the
integration of wellbeing and
support services for akonga in
accommodation, ensuring
alignment with the Education
(Pastoral Care of Tertiary and
International Learners) Code
of Practice 2021.

In response to feedback, the
title of the Community
Development Coordinator will
be revised to Student Advisor
— Kaitaunaki (Accommodation)
to better reflect the pastoral
support and wellbeing focus of
the role. The title of the
proposed new Manager —
Pastoral Support and
Accommodation role will be
Manager — Pastoral Support to
provide clarity between this
role and the role of a direct
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report, Manager — Student
Accommodation. An
operational plan will be
developed by the Manager -
Pastoral Support to ensure
clarity around 24/7 on-call
coverage and compliance
requirements, while avoiding
duplication and overlap. This
approach enhances service
coordination and ensures
consistent, learner-centred
support across
accommeodation servicés:

Centralisation of
administration functions

Mixed feedback was received
on centralising administration
roles under the Director of
Equity and Akonga Success;
concerns were expressed
about broadening duties and
the potential impacts on
service quality. Advocacy was
expressed fonmaintaining
current supportstructures‘to
ensuresprompt responsés-and
effective support for'students,
especially those with
disabilities,

We acknéwledge thie mixed
feedback regarding the
centralisation of
administrationgfunctions under
the Director of Equity and
Akenga Success.

After careful consideration,
the decision is to not proceed
with centralising
administration functions at
this time. The two
administrator positions will
remain embedded within their
respective teams to support
the transition to the new
structure and ensure
continuity of service. This
approach aims to uphold the
high standard of support
currently provided.

This decision will be revisited
once the Director — Equity and
Akonga Success is appointed,
when we will reassess the
structure to ensure it
continues to meet the needs
of akonga and kaimabhi.

Reduction in Learning Advisor
FTE

Concerns were raised about
reducing the number of
Learning Advisor roles and the
impact it will have on students,
academic kaimahi and the
Library team.

Respondents stressed the
moral obligation to provide

We acknowledge the concerns
about the proposed reduction
in Learning Advisor FTE and
the potential impact on
akonga, academic kaimahi and
the Library team.

In response to this feedback,
we have decided to increase
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adequate support, especially
for at-risk students and
warned that reducing FTE for
Pacific and Maori Learning
Advisors will harm Pacific and
Maori learner outcomes and
Ara's reputation.

the Learning Advisor team
from the proposed 8 FTE
(including Team Leader) to
11.0 FTE, affirming our
commitment to academic
support services and ensuring
we do not reduce investment
in this area. This structure
supports a sustainable,
inclusive model that maintains
subject-specific and regional
coverage and enables
culturally grounded academic
supportfor Maori and/Pacific
akonga, The,11.0 FTE will
includestbject/matter
specialists: 3.5 FTE Generalist,
0.5'FTE Woolston, 4.0 FTE
Maori,{1:5.FTE Pacific, 1.5 FTE
Maths.

This investment reflects our
strategic commitment to
learner success, equity and
accessible education across all
faculties and campuses.

Te Tiriti and cultural
considerations

Feedback emphasised the
eritical importahce of retaining
kearning Advisor Maori and
Pacific roles'to support
culturally competent and
responsive education,
highlighting the negative
impact of their reduction on
Maori and Pacific student
achievement and wellbeing. It
also stressed the need for
comprehensive cultural
knowledge and respect for
international and refugee-
background students to
maintain trust and effective
support.

We acknowledge and respect
the feedback emphasising the
importance of culturally-
grounded roles, including
Learning Advisor Maori and
Pacific roles in supporting the
success and wellbeing of
Maori, Pacific, international
and refugee-background
akonga. The value of these
roles in upholding Te Tiriti o
Waitangi obligations and
delivering culturally
competent support is
recognised.

The decision is to retain
dedicated leadership for Maori
and Pacific akonga within the
Equity and Akonga Success
division, through the Associate
Director Maori Success and
Associate Director Pacific
Success roles.
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While some changes are
occurring within academic
support services, culturally
responsive support remains a
core priority, as demonstrated
by our partnership with
Tokona te Raki. Ongoing
collaboration with Maori and
Pacific leaders will guide the
implementation of services to
ensure they remain effective,
inclusive and aligned with thé
aspirations of akonga and‘their
whanau,

Reduction in Disability
Support Services FTE and
leadership

Respondents highlighted the
growing demand for disability
support services and
expressed concerns about the
proposed reduction in
Disability Services roles#There
was also advocacy for
adequate resourcing to meet
current and future. demands.
Suggestions werewmade ta
retain the cugrent number of
Disahility"Advisors,ensuring
compliance with.disability-
related’legislation®

The feedback highlighted.a
clearsexpéectation thatWwe need
to continue priotitising robust
and accessible support for
disabled“akonga.

The-disestablishment of the
Senior Disability Advisor and
Disability Facilitator —
Academic roles will proceed as
proposed, with core
responsibilities redistributed
to the Disability Advisors.

The proposed Team Leader —
Disability Services role will not
proceed and operational
leadership will be maintained
within the existing structure
under the Manager — Learning
and Disability Services.

We also acknowledge the
concerns raised and affirm our
commitment to ensuring
services remain compliant,
accessible and appropriately
responsive to the needs of
disabled akonga.

As a result, we will establish a
1.0 FTE Disability Advisor
position to provide front-line
support to akonga. The
position description will mirror
the position description for
existing Disability Advisors.
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While the leadership structure
is being streamlined,
operational delivery will
continue to be supported by
qualified, dedicated kaimahi
within the team. The decision
reflects a balance between
maintaining service quality,
aligning to organisational
design principles and
operating within a financially
sustainable framework. We
will continue to monitor
serviceéy\démand andhadjust
resoureing where necesésary to
ensure akonga needs are met.

The addition of peer support
coordination to the Disability
Resource Coordinator role

Concerns were raised about
unrealistic and unsustainable
duties, adding substantial
duties from other rales
without adequatececognition
or compensation,and concerns
were expréssedregarding the
culturalrequirements'of;
Tuakaha Teina and Pacific Peer
tutofing functiens

We acknowledge the concerns
about adding peer support
coardination responsibilities to
the-Disability Resource
Coordinator role, including
workload pressures and the
cultural considerations
associated with Tuakana-Teina
and Pacific peer support.

After careful consideration,
amendments to the position
description have been made to
reflect the realignment of the
coordination support function
for the Academic Services
team. To ensure sustainability
and cultural responsiveness,
implementation will be
supported and clear guidance
provided by the Learning
Advisors. Ongoing monitoring
and collaboration will continue
with Maori and Pacific leaders
within the Equity and Akonga
Success division.

Establishment of Team Leader
- Disability Support and Team
Leader - Learning Advisor
roles

Concerns highlighted that
adding Team Leader roles
would fragment management,
reduce frontline advisor
capacity and negatively impact
the quality and timeliness of
support for disabled students,

We acknowledge the concerns
regarding the proposed Team
Leader — Disability Support and
Team Leader — Learning
Advisor roles, particularly the
potential impact on frontline
capacity and the risk of
fragmented service delivery.
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who make up a significant
portion of the student body.

In light of this feedback, the
decision has been made not to
proceed with establishing
these Team Leader positions.
Instead, leadership and
coordination responsibilities
will be managed within the
revised structure under the
Manager — Academic Services,
with a focus on maintaining
strong frontline support and
ensuring timely, high-quality
service for all akonga,
partictlarly those with
disabilities.

Establishment of the Manager
—Learning Services and
Disability Services role

Feedback opposed the
establishment of the Manager.
— Learning and Disability
Services role, citing conCerhs
about added managément
layers, reduced operational
capacity and the\Joss of direct
student support:

We acknowledge,the concerns
raised regarding the
establishment of the Manager
—Learning and Disability
Services role, particularly in
relation to potential increases
in management layers and
impacts on operational
capacity and direct student
support.

After careful consideration,
the decision is to proceed with
establishing this role. This
position is essential to provide
integrated leadership across
disability and learning support
services, ensuring consistent
delivery, improved
coordination and a stronger
strategic focus on inclusion.
The role will also support the
sustainability and quality of
services by enabling staff to
focus on their core advisory
and support functions,
ultimately enhancing
outcomes for akonga.

Advocacy for the Director —
Disability and Inclusion or
Associate Director — Disability
role

There was advocacy for
retaining the Director -
Disability and Inclusion role,
emphasising its importance for
prioritising disabled learners'
needs, policy compliance and
resource allocation.

We acknowledge the advocacy
for retaining the Director —
Disability and Inclusion role or
establishing an Associate
Director position focused on
disability inclusion. Feedback
highlighted the importance of
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Respondents recommended
creating a strategic position for
disability inclusion, similar to
roles for other equity groups,
to ensure effective support
and alignment with
institutional goals.

maintaining strategic visibility
for disabled learners, ensuring
policy compliance and
enabling effective resource
allocation.

After careful consideration,
the decision has been made to
proceed with ending the fixed-
term Director — Disability and
Inclusion role at the end of the
fixed-term period. The revised
structure will embed
responsibility for disability
inclusion/within the‘broader
leadership of the Manager —
Academic Sefvices, ensuring
alignmentiwithyother academic
and learner stpport functions.
This approach aims to
faiatain a strong focus on
inclusion while streamlining
leadership, prioritising
resources towards frontline
services, improving
coordination and supporting
sustainable delivery of services
for all equity groups.

Disestablishing the Innovation
and Reporting Coordinator,
role

Respondentsiemphasised the
critical gontribution of data-
driven'decision-making and
learner support to the
organisation and advocated
for retaining this function.

We acknowledge the feedback
highlighting the value of the
Innovation and Reporting
Coordinator role, particularly
its contribution to data-driven
decision-making and learner
support.

The decision is to disestablish
the role; however, to ensure
continuity and a considered
transition, the position will
temporarily move to the
Organisational Planning and
Performance team, reporting
to the Director of Strategy,
Planning and Performance
until December 2025. During
this time, current mahi and
tools will be reviewed and
access to key systems and
resources will be maintained
to support operational
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consistency and learner
success.

International Advisor
functions

There was advocacy for
creating a dedicated Manager
— International Student
Advisor role and consolidating
international services to
ensure compliance, provide
comprehensive support and
enhance the overall
experience for international
students at Ara.

We acknowledge the advocacy
for a dedicated Manager —
International Student Advisor
role and the consolidation of
international support services
to strengthen compliance,
coordination and the overall
student experience.

While the value of enhanced
international student support
is recognised, the deciSion ‘at
this timeis to retain
intermational student advisor
functions within'the existing
Equity and Akonga Success
leadership.stfucture.

Theseyservices will continue to
be delivered as part of an
integrated model that
supports all akonga while
ensuring regulatory
compliance and
responsiveness to the unique
needs of international
learners. Opportunities to
further enhance international
learner support will be
explored as part of ongoing
service development and
performance review and may
need to evolve further as Ara
makes progress towards
restoring international akonga
numbers to pre-COVID levels.

Proposed‘altérnate structures

Feedback included suggestions
for restructuring roles and
departments to improve
efficiency and support for
students, such as an option for
an alternate structure for
Academic Support, creating an
Associate Director — Disability
and Academic Support and
combining international
services into one department.
It also emphasised the need
for culturally specific roles and

We appreciate the thoughtful
suggestions regarding
alternate structures, including
proposals for an Associate
Director — Disability and
Academic Support, integration
of international services and
the introduction of culturally
specific and wellbeing-focused
roles.

While these ideas reflect a
strong commitment to
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support structures for Pacific
and Maori students and
proposed new roles to
enhance student engagement,
mental health and wellbeing
services.

improving support for akonga,
the decision is not to proceed
with these suggestions. The
new structure consolidates key
support functions under the
Manager — Academic Services
and Manager — Pastoral
Support and retains dedicated
Maori and Pacific leadership
through the existing Associate
Director roles within Equity
and Akonga Success. This
model ensures culturally
responsive practice,
operational efficieney and
alignment with institutional
priorities.

Wellbeing impacts

Respondents spoke about how
the change proposal has
affected the wellbeing 6f staff
and raised ongoingWorkload
concerns.

We acknowledge the feedback
regarding;th€ impact of the
change proposal on staff
Wellbeing and the concerns
raised about workload and
¢hange-related pressure.

We take this feedback
seriously and have
underscored the importance
of providing support to
kaimahi through periods of
transition. We are committed
to maintaining open
communication, providing
appropriate support and
working with People and
Capability to monitor and
manage workloads. The
transition will be carefully
phased to minimise disruption
and ensure kaimahi are
supported to adapt
successfully to the new
structure.

Process concerns

Respondents reflected on the
change proposal process and
the need for fairness and
clarity throughout.

We acknowledge the
reflections shared regarding
the change process,
particularly the importance of
fairness, transparency and
clear communication. While
the process followed
organisational policy and
legislative requirements, we

Consultation decision document — Ara Akonga Success, Maori Success and Pacific Achievement | Page 31 of 80

This document contains information that is confidential. Some information may be subject to legal privilege. Do not photocopy or distribute this information.




recognise that change can be
challenging and that clarity is
essential. We are committed
to continuous improvement
and will use this feedback to
strengthen future change
processes, ensuring they
remain inclusive, respectful
and supportive of all kaimahi.

Southern campuses

Concerns were raised about
the reduction of Student
Advisor roles at southern
campuses, emphasising the
negative impact on support for
international, Maori, Pacific
and youth students and the
need for specialised roles to
address the unique needs of
these demographics.

We acknowledge the concerns
regarding changes to Student
Advisor roles at the southern
campuses and the potential
impact on support for,
international, Maoriy, Pacific
and youth akonga. These
learners are_an important part
of our community and their
success remains a priority.

Toensure continued and
responsive support, the
Student Advisor - Kaitaunaki
(Southern) role (2.0 FTE in
total) will be established. This
role has been specifically
designed to address the multi-
dimensional needs of akonga
at our regional campuses,
combining academic, career,
pastoral and administrative
support. It will work closely
with the Southern campus
team and the wider Equity and
Akonga Success division to
ensure access to culturally
appropriate and learner-
centred support services.

Pastoral Care\of Tertiary and
International’Learners Code of
Practice compliance

Respondents emphasised the
critical need for dedicated
roles to ensure compliance
with the Pastoral Care Code
and to provide comprehensive
support for international,
disabled and high-needs
students.

We acknowledge the feedback
about the importance of
ensuring compliance with the
Pastoral Care of Tertiary and
International Learners Code of
Practice, particularly in
supporting international,
disabled and high needs
akonga. We remain committed
to upholding our obligations
under the Code and ensuring
all learners have access to
appropriate, timely and
inclusive support.
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The new structure retains
responsibility within the Equity
and Akonga Success division to
ensure Code compliance is
embedded across all student
support services. Functions
supporting international,
disabled and high-needs
learners have been retained
and integrated into a
coordinated model that
strengthens institutional
accountability, servicerdelivery
and learner,outcomes.
Ongoing training, monitoring
and eontinuousimprovement
processes(will ensure
sustained,compliance and
quality care for all akonga.

Advocacy for retaining a
qualified Careers and
Transition team

Respondents emphasised'the
essential nature of\the Careers
and Employment téam in
supportingilearner succéss;
fosteripgiindustry connéetions
andrenhancing the institution's
repuytation.

We-acknowledge the strong
advocacy for retaining a
dualified Careers and
Employment team and the
feedback emphasising the
critical role this function plays
in supporting learner success,
fostering industry connections
and enhancing Ara’s
reputation.

In response, while the decision
remains to integrate career
and transition support into the
responsibilities of Student
Advisor — Kaitaunaki roles
within the Equity and Akonga
Success division, we are also
introducing a new Student
Advisor - Transition and
Pathways role.

This position will provide
specialised support to assist
learners in navigating
transitions into, through and
beyond their study, ensuring
strong pathways to
employment or further
education. Together, these
changes will form a more
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integrated and sustainable
model that focuses on career
readiness, personalised
guidance and alignment with
our strategic goals.

Student Advisors

Feedback emphasised the
critical need for retaining
specific roles such as the
Pacific Navigator and Trades
Pacific Support/Cultural
Advisor to provide tailored
support for Pacific learners
and highlighted concerns
about the proposed relocation
of Student Advisor roles from
Ashburton to Timaru. It also
called for including event
support functions in all
Kaitaunaki roles, removingfin;
depth wellbeing provisions
from these roles and
maintaining Student*Advisor
Frontline roles te ensure
timely and*accurate support
for students.

We acknowledge the feedback
emphasising the importance of
retaining culturally-specific
support roles, such as the
Pacific Navigator and Trades
Pacific Support or Cultural
Advisor, as well as concerns
about the proposed relocation
of Student Advisor rolés‘and
the scopé of responsibilities
withinKaitaunaki roles:

The decision has been made to
proceed'with integrating
Student'Advisor services under
the-Eguity and Akonga Success
division, with a continued
commitment to culturally
responsive and regionally
accessible support.

While some roles will be
realigned to enhance service
consistency and efficiency, the
unique needs of Pacific akonga
will remain a priority and be
actively supported through the
leadership of the Associate
Director Pacific Success.
Opportunities to strengthen
cultural advising roles will be
reviewed in the
implementation phase.

Student Advisor - Kaitaunaki
(Southern) roles (2 FTE) based
in Timaru will be established to
ensure localised support for
regional campuses. However,
to ensure continuity and a
considered transition, the
roles of Student Advisor —
Frontline within the Oamaru
and Ashburton campuses will
have a deferred redundancy
until September 2025. During
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this time, responsibilities and
campus specific requirements
will be reviewed to ensure a
smooth transition to new
structures.

Kaitaunaki roles will include
event support responsibilities,
while in-depth wellbeing
functions will remain the
responsibility of dedicated
pastoral care roles and
external providers, ensurifg
role clarity and appropfiate
boundariés,

Student AdviSor‘Erontline
functions will be retained and
strengthenedto ensure timely,
aceurate,.and welcoming
Support for all akonga.

These changes aim to enhance
service integration while
respecting the diversity of
learner needs across Ara.

Selection processes — general

Respondents talked“about the
importance of/onsidering
l[€adership styles, streamlining
the ifterview process and
incokpoerating cultural
competencies in recruitment
to'build a culturally competent
workforce.

We acknowledge the feedback
on the importance of culturally
informed, efficient and values-
aligned selection processes.
Respondents highlighted the
need to consider leadership
styles, streamline interview
processes and embed cultural
competency as a core criterion
in recruitment.

We remain committed to
fostering a culturally
competent and inclusive
workforce. As part of the
implementation of the new
structure, we will work closely
with People and Capability to
ensure that recruitment
processes:

o Reflect our
organisational values
and commitment to Te
Tiriti o Waitangi
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e Prioritise cultural
capability and inclusive
leadership

e Are transparent,
efficient and fit-for-
purpose.

These enhancements will
support the appointment of
leaders and kaimahi who are
well equipped to serve and
support our diverse akonga
and communities.

Ringfenced selection
processes — Learning Advisors
team

Feedback emphasised the
need for voluntary redundancy
options, accurate FTE
calculations and flexibility in
the selection process to
reduce distress among team
members. It also highlightéd
the importance of maintaining
specific FTE allocations/for
roles such as kearning Advisor,
Maths and'Generalist —
Woolston,to ensure adeduate
student support.

We acknowledge the feedback
regarding the ringfénced
selection process for the
kearning Advisors team,
including requésts for
voluntarysredundancy options,
aceurate FTE calculations and
greater flexibility to minimise
staff distress. The importance
of retaining key roles such as
Learning Advisor — Maths and
Generalist — Woolston—was
also strongly emphasised to
ensure ongoing student
support.

In response to this feedback,
we have increased the
Learning Advisor team to 11.0
FTE, affirming our
commitment to maintaining
and strengthening academic
learning support. This decision
ensures that we are not
reducing our investment in this
critical function and reflects
our focus on supporting
student success across all
campuses and for our priority
learner groups. On the basis of
the decision not to disestablish
Learning Advisor roles, the
ring-fenced selection process
for Learning Advisors will not
be proceeding.

Pacific Achievement office
and Pacific Support Advisors

Feedback highlighted the
significant achievements of the
Pacific Achievement Office's

We acknowledge the feedback
and recognise the significant
contributions of the Pacific
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initiatives at Ara, such as
increased retention and course
completion rates through
programmes like Cultural
Home and Elevation Pasifika.
Concerns were expressed
about the proposed reduction
in specialist Pacific roles, which
respondents believe will
negatively impact support for
Pacific learners, emphasising
the need to maintain and
expand these roles to ensure
continued success and
inclusivity.

Achievement team and the
impact of initiatives such as
Cultural Home and Elevation
Pasifika on Pacific learner
success.

After careful consideration,
the decision is to proceed with
the proposed changes to the
Pacific Achievement team. This
includes disestablishing the
Pacific Projects Team Leaden
Senior Pacific Education
Navigator, Pacific Navigator
and Studént Advisor/Pacific
Cultural Advisoproles and
creating 1.5 FTEMAdvisor —
Pacific Successyroles reporting
to the Associate Director —
Pacific Success.

These changes are designed to
deliver a more strategically
aligned and culturally
responsive support model,
ensuring that Pacific akonga
continue to receive high-
quality, meaningful support in
partnership and collaboration
with the Learning and
Disability Services and Pastoral
Support teams. Pastoral care
functions will be integrated
into the Pastoral Support
team, creating a more
cohesive and coordinated
service delivery model. We
remain strongly committed to
the success of Pacific learners
and will continue to work
closely with Pacific leaders,
stakeholders and communities
to uphold this commitment.
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Summary of feedback from people outside the Akonga Success, Maori
Success and Pacific Achievement teams

A total of 39 pieces of out-of-scope feedback (from people outside the impacted teams) were

submitted. Feedback was received in writing to the Consultation@ara.ac.nz email.

Key themes, or recurring topics from in-scope feedback include:

Feedback

Response and any decisions

from feedback

Advocacy about
the importance of
Learning Services

Many respondents emphasised the critical
role of Learning Services in supporting
students, particularly those with learning
difficulties or disabilities. Respondents
highlighted that Learning Services staff
provide essential support in areas like
mathematics and theoretical components,
which are crucial for the success of
students in trades and other demanding
programmes. Without this support;
several students would likely fail to
complete their courses.

Respondents highlightedthat clrrent staff
are already stretched thin and further
reductions would Jead to longer wait
times for students\seeking support, which
could affect their motivatien‘and
academic(performance. Respondents
were strongly opposed to reducing FTE of
staffing within this team.

We acknowledge the strong
advocacy for Learning Servicés
and the critical support it
providesgto akonga,
partictlarly those with learning
difficulties, disabilities;’or
studying in high*demand
programmes such as trades.

In recognition of this essential
funetion, the decision has
been made to increase
Learning Advisor roles to 11.0
FTE, ensuring we do not
reduce our investment in
learning support. This decision
reflects our commitment to
providing timely, high-quality
academic assistance and
responds directly to concerns
around staff workload, student
wait times and the need for
equitable access to learning
support across all
programmes.

The revised structure
strengthens our ability to
deliver integrated, accessible
and learner-centred support
that contributes meaningfully
to akonga success.

Impact on Maori
and Pacific
students

A significant theme in the feedback is the
potential negative impact of the proposed
changes on Maori and Pacific students.
Respondents expressed concerns that the
reduction in dedicated support roles for
these groups would create additional
barriers to their success. The current
support structures, such as the Tuakana-
Teina programme, are seen as crucial for

We acknowledge the strong
and heartfelt feedback about
the potential impact of the
proposed changes on Maori
and Pacific akonga.

In response, while some
structural changes will
proceed, we remain firmly
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fostering a sense of belonging and
providing culturally-responsive support.
Respondents argued that integrating
Maori and Pacific support under a general
disability services umbrella is
inappropriate and disrespectful. They
emphasised the need for specific,
culturally-aware support systems that
recognise the unique challenges faced by
these students. The feedback suggested
that the proposed changes could lead to
decreased retention and completion rates
among Maori and Pacific students,
undermining Ara's commitment to equity
and inclusion.

committed to equity, inclusion
and culturally grounded
support for Maori and Pacific
learners. Dedicated leadership
will be retained through the
Associate Director — Maori
Success and Associate Director
— Pacific Success, who will
continue to guide, oversee and
advocate for culturally
responsive initiatives across
the institution.

Culturalsupport will n6t\be
absorbed’into genetal
disability Services. Instéad,
Maori and Pdcifie learner
needs willlbe met through
purposéful, aligned support
systemsithat reflect the
principles of Te Tiriti o
Waitangi and Pacific learner
success frameworks.
Programmes such as Tuakana-
Teina will be reviewed by
Maori and Pacific leaders to
ensure their continued
delivery in ways that are
respectful, culturally grounded
and impactful.

We remain committed to
ensuring that any changes
made do not compromise our
obligations to Maori and
Pacific communities or
diminish the outcomes and
experiences of akonga.

Equity and
inclusion

Respondents expressed concerns that the
proposed changes would undermine Ara's
commitment to these principles. They
argued that reducing dedicated support
roles for priority learners, such as Maori,
Pacific and students with disabilities,
would create inequities in access to
support services.

Respondents emphasised the importance
of maintaining specialised roles that
provide culturally responsive and tailored
support to diverse student groups. They
suggested that the proposed changes

We acknowledge the concerns
raised about the potential
impact of the proposed
changes on Ara’s commitment
to equity and inclusion.

In response, the final structure
has been designed to embed
equity at the centre of service
delivery, rather than diminish
it. Dedicated leadership for
Maori and Pacific success will
be retained through the
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could lead to a one-size-fits-all approach
that fails to address the unique needs of
different learners, ultimately affecting
their academic success and well-being.

Associate Director — Maori
Success and Associate Director
— Pacific Success, with targeted
roles supporting
implementation. For disabled
learners, services will be led by
the Manager — Academic
Services, ensuring coordinated
and specialised support
remains available.

These changes aim to
streamline operations while
protecting and enhancifig the
cultural ahds,equitypriorities
that underpin Ara’s Vision
2030nTailored, culturally-
informed Support will remain a
key to Quelearner experience
and we will continue to
évaluate and evolve these
services to ensure they meet
the needs of all akonga.

Impact on student
wellbeing and
success

Respondents highlighted that the suppert
provided by Learning,Services and,other
dedicated rolegiis‘erugial for students'
mental healthvahd.overallwell-being. They
noted that.many students/face significant
challenges, stich as anxiety, ADHD and
otherlearning difficulties, which require
specialised support.

The feedbackisuggests that reducing
Support servites would place additional
pressure oh students, potentially leading
to higher dropout rates and lower
academic performance. Respondents
argued that maintaining robust support
services is essential for fostering a positive
learning environment and ensuring that all
students have the opportunity to succeed.

We acknowledge the
significant concerns raised
about the impact of the
proposed changes on student
wellbeing and success.

In recognition, we have
decided to increase the
Learning Advisor team to 11.0
FTE, ensuring that we continue
to invest in academic learning
support. This decision directly
responds to concerns about
service capacity, wait times
and equitable access to
support.

Specialist services for disabled
and high-needs learners will be
retained and led by the
Manager — Academic Services,
ensuring continued access to
informed, inclusive support.
We are committed to fostering
a safe, positive and
empowering learning
environment where all akonga
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are supported to succeed both
academically and personally.

Impact on Careers
and Transition
services

Respondents emphasised the critical role
of Careers and Transition services in
supporting akonga through personalised
career guidance, skill development and
industry connections to ensure successful
transitions from education to
employment. They highlighted the
importance of retaining qualified career
development practitioners to provide
high-quality career support and the
potential negative impact of
disestablishing these roles on student
success and employability.

We acknowledge the feedback
highlighting the vital role that
Careers and Transition services
play in supporting akonga
through personalised
guidance, skill development
and industry engagement.

In response, while the decision
has been made to disestablish
the standalone Careers and
Employment team, career and
transition support will nat'be
dimipished. These functions
will be integrated into the
Student Advisor - Kaitaunaki
roles within the Equity and
Akenga Success division,
€nsuring they become part of
aymore holistic, wraparound
support model. To strengthen
this integration, we will also
introduce a new Student
Advisor - Transition and
Pathways role, providing
specialised support to guide
learners through education
and into employment or
further study.

This revised approach
maintains our commitment to
high-quality career support
while enhancing service
accessibility and sustainability
across the learner journey.

Te Tiriti and
cultural
considerations

Respondents emphasised the need for
dedicated roles and resources to support
Maori and Pacific learners, highlighting the
significance of cultural competency and
representation. There were concerns
about the potential reduction of
culturally-specific roles, which could
undermine efforts to provide equitable
and inclusive education.

We acknowledge and respect
the feedback regarding the
critical importance of Te Tiriti
o Waitangi obligations, cultural
competency and the need for
dedicated roles that support
Maori and Pacific akonga.

In response, we will retain
senior Maori and Pacific
leadership roles through the
Associate Director — Maori
Success and Associate Director

Consultation decision document — Ara Akonga Success, Maori Success and Pacific Achievement | Page 41 of 80
This document contains information that is confidential. Some information may be subject to legal privilege. Do not photocopy or distribute this information.




— Pacific Success, who will
continue to guide and embed
culturally responsive practice
across the organisation. While
some structural adjustments
are being made to enable
integrated and sustainable
service delivery, the current
investment in Maori and
Pacific advising functions will
not be reduced.

We remain committed to
providing culturally grétnded,
inclusive/educationfand
ensuping that all support
systems reflect the unique
identities,(aspirations and
needs 0f*Maori and Pacific
learners. These values remain
€entral to Ara’s Vision 2030
and our ongoing commitment
to equity and partnership.
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Nga whakatau | Decisions

1. Integration of teams

(0]

(0]

We proposed integrating the Akonga Success, Maori Success and Pacific
Achievement teams, forming a unified and cohesive structure. This change aims to
strengthen our strategic focus on Maori Success, Pacific Success, iwi partnerships
and Student Services, bringing together key akonga support functions under one
leadership umbrella, ensuring that academic, cultural and pastoral support services
work in cohesion to improve retention, completion and progression rates.

Decision:
=  Confirmed — The integration of these teams will proceed as proposed. This
unified structure will enhance collaboration, improve service delivery and
ensure a coordinated approach to supporting equity-priority akonga
across Ara.

2. Reduction and realignment in local executive leadership

(0]

We proposed to join the functions previously associated with the foles of Executive
Director — Akonga Success (vacant) and Executive Director — Treaty Partnerships
(vacant) and establish a new role of Director <Equity and Akenga-Success. This role
is designed to champion and embed equity“focused initiatives, strengthen
community and iwi partnerships and drive évidence-based strategies that enhance
akonga wellbeing and success, especially for our priotity learner groups. This new
position elevates the importance efakenga suppert and success, embedding Te Tiriti
o Waitangi principles, ensuring cultuxally responsive education and training practices
and inclusive akonga experiences_at Ara..This role will hold the strategic mandate to
influence and enhance cdltural competency across Ara and guide all kaimahi in
upholding equity andsdnclusion.

We proposed to realigh the fixed=term role of Associate Director — Maori Success to
report to the Direetor— Equity.and Akonga Success. This position is intended to lead
initiatives that,émpower Maori akonga, enhance institutional cultural competency
and strengthenithe strategic positioning of Maori success throughout the
organjsation/We anticipate that this transformation will provide a more structured
and/effectiVe approach to maximising benefits and opportunities for Maori success.
TheE&mphasis on integration, embedment and the capacity to influence change from
within the Equity,and Akonga Success team, rather than from the periphery, is
crucial in enstiring equity across priority akonga groups while enhancing Ara’s
capabilityxand broader connections

We proposed to realign the role of Director — Pacific Achievement with an updated
position description and position title of Associate Director — Pacific Success. This
fole would report to the Director — Equity and Akonga Success and is designed to
lead initiatives that empower Pacific akonga, foster institutional cultural competency
and strengthen the strategic positioning of Pacific success across the whole
organisation. We anticipate this change will ensure a more structured, aligned and
effective approach to Pacific Success. This leadership role will mirror the
responsibilities of the Associate Director - Maori Success, ensuring equity across
priority akonga groups and lifting Ara’s capability and connection more broadly.

Decision:

= Confirmed — The proposed changes to local executive leadership will
proceed. The establishment of the Director — Equity and Akonga Success
role and the realignment of Associate Director — Maori Success and
Associate Director — Pacific Success roles will strengthen Ara’s ability to
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deliver on equity commitments, improve strategic leadership across
priority learner groups and embed inclusive practices that support akonga
success organisation-wide.

3. Realignment of functions into Corporate Services

0 We proposed to move three existing functions within Akonga Success into the
Corporate Services division, ensuring better alignment of functions and a stronger
focus on academic and pastoral support within the Equity and Akonga Success
teams:

= Health Centre
= Early Learning Centre
=  Recreation Centre.

0 We proposed to realign the role of Art Curator (0.4FTE) within corporate services
functions, reporting to the Head of Facilities Management, rather than into the
creative arts teaching delivery function. This change is designed to ensure integrated
space management, streamlined maintenance and preservationsof artworks and
strategic budget allocation.

O Decision:
=  Confirmed — The proposed realignment of the Health Centre, Early
Learning Centre, Recreation Centre and Art.Curator functions into the
Corporate Services division will proceedsThese changes will enhance
operational efficiency, ensure clearer accountability and enable the Equity
and Akonga Success team$ito focu§ more fully on their strategic mandate
to support akonga suecess and.wellbeing.

=  The Art Curatoriole will movetinto the Corporate Services division under
the leadership of the Head'ef Facilities Management. This change
reaffirms’that the primary focus of faculties is on teaching and academic
excellence, while ensuring the Art Curator maintains a strong and
collaborativedcomnéction with faculty colleagues to support integration of
Aga’s art collection within teaching and learning environments.

4. Reduction-in senior leadership

0 We proposed to reduce the number of senior leadership roles within the team at the
thirdrtier from four to two:

0 We proposed to disestablish the roles of Manager — Student Pastoral Support and
Manager — Student Transition, Accommodation and Recreation and establish a
single role of Manager — Pastoral Support and Accommodation. This role will
oversee a more integrated, akonga-focused support system, unifying pastoral,
advisory and accommodation services, providing a seamless experience for akonga.

O Decision
= Confirmed - The consolidation of third-tier leadership roles will proceed as
proposed with an amendment to the proposed new role title to Manager
— Pastoral Support. The new Manager — Pastoral Support role will
strengthen integration across services, improve efficiency and enhance
Ara’s ability to deliver consistent, high-impact support to akonga.
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0 We proposed that the role of Manager — Academic Support will report to the
Director — Equity and Akonga Success, with minor changes to the role as outlined
below.

O Decision:
= Confirmed - The realignment of the Manager — Academic Support role will
proceed as proposed with an amendment to the proposed title to
Manager — Academic Services. This change strengthens alignment with
Ara’s academic inclusion and learner success strategies, ensuring cohesive
leadership across academic and akonga support functions. The team will
be named ‘Academic Services’.

0 We proposed to conclude the fixed-term roles of Diréctor,— Akonga'Success and
Director — Disability and Inclusion. The functions of thé\Directof — Akonga Success
role are proposed to be included in the new rofe 6f Director— Equity and Akonga
Success, while the functions of the Directop~ Disability and Inclusion are proposed
to be included across the roles of Director *Equdity and Akonga Success and
Manager — Academic Services and Inclusion. Support far disabled learners is unified
as a function of the Academic Services\and Inclusion team.

0 Decision

= Confirmed #The reduction and realignment of senior leadership roles
within the Edquity and Akohga 'Success team will proceed as proposed.
These chafiges simplifydeadership layers, enhance functional integration
and{focus-leadership capacity on delivering high-quality, learner-centred
suppart. Thegew structure reinforces Ara’s commitment to strategic
leadership inequity, academic inclusion and pastoral care, while
improving.efficiency and ensuring sustainability across student support
services.

5. Realignment and consolidation of functions

Pacific,Achievement

0 < We proposed to disestablish the roles of Pacific Projects Team Leader, Senior Pacific
Education Navigator, Pacific Navigator and Student Advisor / Pacific Cultural Advisor
within the Pacific Achievement team and establish a new role of Advisor — Pacific
Success (1.5FTE) reporting to the Associate Director — Pacific Success. This change is
designed to ensure a more focused, strategic approach to enhancing Pacific
achievement, embedding equity and fostering stronger community partnerships.
Pacific akonga pastoral support functions will be undertaken by the Pastoral Support
and Accommodation team, ensuring a more cohesive approach to supporting the
ongoing success and wellbeing of Pacific akonga and communities.

O Decision
= Confirmed — The changes to the Pacific Achievement team will proceed as
proposed. The new structure supports a more strategically aligned,
culturally responsive and coordinated approach to Pacific success,
ensuring Pacific akonga receive meaningful, integrated support that
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reflects their needs and aspirations, delivered in partnership with the
Learning and Disability Services and Pastoral Support teams.

Student Support

0 We proposed to disestablish the role of Manager — Student Advisors and unify all
student advisors under a new role Manager - Student Advisory Services, with two
team leaders. This role is designed to enhance student advisory functions and
provide clearer leadership, instead of separate managers or team leaders overseeing
different akonga groups (e.g., Maori, Pacific, Youth, International). This ensures
consistent and equitable support across all akonga demographics.

O Decision
= Confirmed - The restructure of student advisory leadership will proceed as
proposed. The new Manager — Student Advisory Services role, supported
by two Team Leaders, will enable a more cohesive and,integrated model
for delivering pastoral, academic and transition support to all learhers.

0 We proposed to disestablish the Student Advisorjand Student Support Navigator
roles (of varying titles), excluding Youth, within‘the Maori and’Pacific and Student
Life teams and establish a new role of Student Advisor —'Kaitaunaki (6FTE). This new
role is designed to ensure easy accessto cansistent=support across all areas of
pastoral support, including wellbeing and‘transition.

0 Decision
= Confirmed — Th€disestablishmentef existing roles and the establishment
of the Student Advisor — Kaitaunaki positions will proceed as proposed.
This unifiedynadel strengthens the consistency and accessibility of akonga
support,.enabling a morestreamlined, culturally responsive and learner-
centred experienCe across Ara.

0 Weproposed including=specialists in Maori and Pacific communities within the
PastoralSupport and Accommodation team. The 6FTE Student Advisor — Kaitaunaki
roles‘are proposed to include 4FTE Maori and 2FTE Pacific specialist roles. This will
ensure dedicated expertise and culturally responsive practices are integrated into
Ara's pastoral support strategies, strengthening outcomes for these priority groups.

0 Decision
=  Confirmed - The inclusion of Maori and Pacific specialists within the
Student Advisor — Kaitaunaki team will proceed as proposed. This change
reinforces Ara’s commitment to equity, cultural competency and
meaningful support for Maori and Pacific akonga, embedding dedicated
expertise within a unified, akonga-centred support structure.

0 We proposed to disestablish the role of Team Leader — Student Life and unify the
functions of this role and team into new roles of Coordinator — Student Voice and
Coordinator — Student Events.

0 Decision
=  Confirmed — The disestablishment of the Team Leader — Student Life role
and the creation of the Coordinator — Student Voice and Coordinator —
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Student Events roles will proceed as proposed. This change will improve
coordination, clarify responsibilities and ensure more targeted delivery of
initiatives that enrich the akonga experience.

0 We proposed that student support and support for the wellbeing of akonga is
clarified as a responsibility of all roles within the Pastoral Support and
Accommodation team.

O Decision
= Confirmed - The clarification of student support and akonga wellbeing as a
responsibility shared by all members of the Pastoral Support team will
proceed. This ensures a unified approach to supporting learner wellbeing,
aligned with Ara’s commitment to equity, inclusion and akonga success.

Accommodation

0 We proposed integrating residential akonga accommodationdnte the néw Pastoral
Support and Accommodation team, fostering collaborationtand operational
efficiency of our pastoral support for residents. Akoriga accommodation services will
maintain the dedicated live-in Manager - Student Accommodation, ensuring housing
remains a key area of akonga well-being.

0 Decision
= Confirmed - The integration‘ef akonga aceemmodation into the Pastoral
Support team will proceed.as proposed. This approach strengthens
support for residential @konga while maintaining a dedicated focus on
housing as a key areaxof wellbeing.

Academic Support

0 We proposed minor changes to, the position description for the Manager — Academic
Support and a‘change of title to/Manager - Academic Services and Inclusion. The re-
focusing ©f thisrole is designed to ensure strategic alignment, operational efficiency
and halistic'eversight.of\academic learning services, disability and inclusion and
library and information functions.

O “\Decision
= «Confirmed — The revised role and revised title of Manager — Academic
Services will proceed as proposed with an amendment in title to Manager —
Academic Services. This change will enhance leadership across key academic
and support services, ensuring a cohesive and learner-centred approach
aligned with Ara’s strategic priorities.

0 We proposed to disestablish the roles of Manager — Learning Services and Manager
— Disability Services and establish a single role of Manager — Learning and Disability
Services. This unified role is designed to enable seamless and integrated service
delivery. A holistic approach to academic and disability services will strengthen
inclusion and accessibility for all akonga.

O Decision
= Confirmed - The disestablishment of the two existing roles and
establishment of the Manager — Learning and Disability Services role will
proceed as proposed. This integrated model will improve service
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coordination and ensure consistent, inclusive support that meets the diverse
needs of Ara’s akonga

0 We proposed this role will be supported by two team leaders, Team Leader -
Disability Services and Team Leader - Learning Advisors, who will provide day-to-day
operational leadership.

O Decision
= Will not proceed — The proposed establishment of two Team Leader roles to
support the Manager — Learning and Disability Services will not proceed.
Operational leadership will be managed within the existing structure and
ongoing needs will be monitored to ensure service delivery remains
effective and responsive.

0 We proposed to disestablish the role of Senior Disability Advisor and establish\awole
of Team Leader — Disability Services.

0 Decision

= Partially confirmed — The disestablishment of the Senior Disability Advisor
role will proceed as proposed. Howevér, the proposed Team Leader —
Disability Services role will not pro€eedizOperationaldeadership within
Disability Services will be maintained through.the.existing structure, with
oversight provided by the Mahager — Learning'and Disability Services.

= Instead, we will establish @=1.0\FTE Disability Advisor position to provide
front-line support to akongay, The poSition description will mirror the
position description fonexisting Disability Advisors.

0 We proposed to disestablish/the roles af\Disability Facilitator — Academic and
incorporate the functigns/of thesgyroles’into the Disability Services team. Providing
information, advice"and guidance’to kaimahi who teach and support disabled
akonga is clarified.as a responsibility of all Disability Advisors and the Team Leader.

O Decision

= “Confirmed =The disestablishment of the Disability Facilitator — Academic
roles will praceed as proposed. These responsibilities will now sit with the
Disability Advisors, who will continue to provide expert guidance and
support to teaching and support kaimahi working with disabled akonga.

ns~ Thelpreviously proposed Team Leader — Disability Services role, which was
to support this transition, will not proceed. Operational leadership will
instead be provided through the existing team structure under the oversight
of the Manager — Learning and Disability Services, ensuring continuity of
service and support.

0 We proposed to reduce the number of Learning Advisor roles from 9.7FTE to 7FTE,
plus the Team Leader — Learning Advisors role.

0 Decision
=  Will not proceed — The proposed reduction in Learning Advisor roles and
establishing a Team Leader role will not proceed. Instead, Ara will invest in
strengthening learning support, with the change of Learning Advisor roles
from the proposed 8 FTE (including Team Leader) to 11.0 FTE. This decision
reflects a commitment to upholding academic support services and better
meeting the diverse learning needs of akonga across the institution.
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=  The team will support all akonga and include subject matter specialists of
3.5 FTE Generalist, 0.5 FTE Woolston, 4.0 FTE Maori, 1.5 FTE Pacific and 1.0
FTE Maths.

0 We proposed that Academic Services and Inclusion will maintain the Southern
campus-based role of Learning and Disability Advisor (0.5FTE), working
collaboratively across the team to enable access to learning and disability support
for all Southern campus-based akonga.

O Decision
= Confirmed — The continuation of the 0.5 FTE Learning and Disability Advisor
role for Southern campuses will proceed as proposed. This ensures
dedicated, localised support remains available for Southern akonga whilé
maintaining alignment with Ara’s institution-wide inclusion and accesgibility.
strategy.

0 We proposed to disestablish the role of Innovation and Reperting Coordinator.
Other existing roles and functions within the organisation,can facilitate data
collection and reporting and assist learner support kaimahi to improve digital
capability and teaching and learning resources, with a whole.of erganisational lens,
rather than being embedded into a single department.

0 Decision
= Confirmed - The disestablishment of the'lnnovation and Reporting

Coordinator role will proceed. The rale will transition to the Strategy
Planning and Performance'team and report to the Director of Strategy,
Planning and Performance until Decémber 2025, when the role will cease.
During this transition period, théscurrent mahi and tools will be evaluated
and continuity ofdccessto key systems and resources will be maintained to
support leafner success'and operational consistency.

0 We proposed ta expand the feSponsibilities of the Disability Resource Coordinator to
include resqurce coordination of all disability and peer support services, including
Tuakana,Teina PeerTutoring, Peer Assisted Study Scheme (PASS) and Pacific Peer
Tutaring. We proposed minor changes to the position description and a change in
title.to Coordinator — Peer Support and Disability Services. This role is designed to
ensure a consolidated and consistent peer and disability support function while
redueing'administrative tasks for Learning Advisors and pastoral support teams,
enabling/those roles to instead focus on their core responsibilities.

O ‘Decision
= Confirmed - The proposed changes will proceed. The updated Coordinator —
Peer Support and Disability Services role will provide centralised
coordination of peer and disability support services, improving efficiency,
consistency and learner access to academic and wellbeing supports.

6. Southern campus student support functions
0 We proposed disestablishing the Southern campus-based roles (Ashburton, Timaru
and Oamaru) of Student Advisor — Frontline and International Student Services
Officer and establishing a new role of Student Advisor — Kaitaunaki (Southern). This
role mirrors the responsibilities of Christchurch-based roles, as well as providing
administrative support for Southern campus operations, ensuring akonga receive
consistent support across all areas of pastoral support, including wellbeing and
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transition and meeting the unique needs of akonga and kaimahi across Southern
campuses.

0 We proposed to reduce the number of roles providing pastoral support services for
Southern campuses from 4.4FTE to 2FTE and to align the position descriptions for
these roles with the position descriptions for pastoral support roles across
Christchurch campuses, while retaining Southern campus-specific responsibilities.
This approach will ensure efficient resource use while maintaining the availability of
pastoral support and advisory services at Southern campuses. Enhanced use of
technology will enable effective pastoral support from Christchurch. Akonga will
experience a seamless and connected approach to pastoral support across all
campuses.

O Decision

= Confirmed — The realignment of student support functions for Southern
campuses will proceed as proposed. These changes’will ensurg,a
consistent, integrated approach to akonga support dacrosssall Ara
campuses while improving operational efficieney and maintaining a strong
commitment to regional delivery. The new Student Adviser — Kaitaunaki
(Southern) roles will be based in Tindaru.and play@.key=part in supporting
Southern learners and sustaining’campus operation’s in partnership with
central teams.

= To ensure continuity and a censidered transition, the roles of Student
Advisor — Frontline within.the Oamaru'and Ashburton campuses will have
a deferred redundancy‘until September 2025. During this time,
responsibilities and campus specific requirements will be reviewed to
ensure a smooth thansition to newstructures.

7. Centralisation and realignment of administrative resources

0 We proposed centralising administrative support, ensuring improved efficiency,
consistency andreduced task duplication. This will foster consistency in operations,
enable crdss+functional{collaboration and optimise resource allocation.

0 We proposedithat theroles of Administrator — Academic Support and Administrator
— Stdent.Services,will report to the Director — Equity and Akonga Success, providing
effectivé administrative support across the whole team.

0\ We=proposed'to relocate the role of Reporting Coordinator to Central
Administrationrand Registry. This change is designed to enable a standardised
approachito reporting, as well as ensure all reporting is aligned with Tertiary
Education Commission and Ministry of Education requirements, metrics and
institutional targets.

0 Decision

= Partially confirmed — The centralisation and realignment of the
Administrator — Academic Support and Administrator — Student Services
to report to the Director — Equity and Akonga Success will not proceed as
proposed. Instead, these positions will remain embedded within their
respective teams to support the transition to the new structure and
ensure continuity of service. The Administrator - Academic Support will
report to the Manager — Academic Services and the Administrator —
Student Services will report to the Manager — Pastoral Support. There are
no changes to current position descriptions for these roles. This approach
aims to uphold the high standard of support currently provided. This
decision will be revisited once the Director — Equity and Akonga Success is
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appointed, at which point we will reassess the structure to ensure it
continues to meet the needs of our akonga and kaimahi effectively.

= The Reporting Coordinator role will formally shift to Central
Administration and Registry. This move ensures a consistent, institution-
wide approach to data reporting, aligned with Tertiary Education
Commission and Ministry of Education requirements and supports greater
integration with Ara’s central performance, planning and compliance
functions.

8. Youth and Akonga Support functions

0 We proposed minor changes to the position description for Student Advisors —
Kaitaunaki/Youth. These roles mirror the responsibilities of other Student Advisor —
Kaitaunaki roles, focusing on the youth portfolio, ensuring all akonga receive
consistent support across all areas of pastoral support, including wellbeing and
transition.

0 We proposed to increase our support for youth akonga by inereasing the\number of
Student Advisors — Kaitaunaki (Youth) to 6FTE. This is an overall increase ofP2FTE
compared to the current number of roles, plus one fixed=term rolé that would
become permanent (vacancy).

0 Decision

= Confirmed — The proposed position deserigtion changes for the Student
Advisor — Kaitaunaki (Yeuth)\roles will proceed. These updates support a
unified akonga supportiapproach and reinforce our commitment to
ensuring youth learnersseceive consistent, high-quality pastoral care.

= Not proceeding —Ara has confitmed that the proposed increase in FTE for
the Student’Advisor — Kaitaupaki (Youth) roles will not go ahead at this
time. Cusrent resourcing)levels will be maintained, with ongoing demand
monitoking to inform fdture planning and investment in this area.

9. Student Voice and Events functions

0 We proposedrto disestablish the role of Student Advisor — Student Voice and
establish a’/new rele‘of Coordinator - Student Voice. This role is designed to lead and
coordipate initiatives that amplify the akonga voice, ensuring diverse akonga
perspectives are heard and actioned across Ara. The role will oversee and provide
team leadership for Student Ambassadors (which includes support for events,
compmunieations and student council) and Coordinator - Akonga Wellbeing and
Health Promotion (fixed term).

0 /We'proposed to establish two new roles of Coordinator — Student Events (1.5FTE).
These roles are designed to plan, coordinate and deliver a dynamic calendar of
akonga events to enrich the campus experience and foster internal akonga
community engagement. These roles will ensure all events are inclusive and reflect
the diverse cultural, social and academic needs of akonga, including Maori, Pacific,
international akonga and those with disabilities. Responsibility for external-facing
events (e.g. engagement events, careers expos, open days) remains the
responsibility of the Marketing, Engagement and International team.

O Decision
= Confirmed - The proposed changes to student voice and events functions
will proceed. These changes will strengthen Ara’s capacity to deliver
inclusive, high-quality student experiences, improve representation of
akonga voices and ensure events reflect the diversity and needs of our
learner communities. The realigned structure supports enhanced
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coordination, clarity of responsibility and improved integration with Ara’s
broader engagement strategies.

10. Careers and Transition functions

0 We proposed to disestablish the Careers and Transition team and the Coordinator —
Employment and Apprenticeships role and integrate the functions of Careers,
Employment and Transition services into the core responsibilities of Student Support
Advisors. This realignment will be led by the Student Advisory Services group, which
will provide a broad range of akonga support, including academic guidance, career
readiness and pastoral care.

0 We proposed to engage strategic partnerships, targeted events and Software-as-a-
Service (SaaS) solutions to meet these needs more effectively.

O Decisions

=  Confirmed — The disestablishment of the Careers and Transitionfeanmsand
integration of its functions into the Student Adviser'medel is affirmed. In
recognition of the importance of dedicated supportfor career and
transition pathways, a new Student Advisor - Transition’and Pathways
role will be added to the Student Advisor team. This fole will enhance the
team’s capacity to deliver targeted support for akengatransitioning into
employment, apprenticeships, ar'further study, while maintaining a
unified and student-centred appréach.

11. Travel Partner
0 We proposed that the Travel Partner would coerdinate all travel-related activities at

Ara. As we expand our localtand internationalreach, a coordinated, strategic
approach to travel mahagement is essential. This role will ensure all travel
arrangements align, with institutionahpolicies, financial sustainability goals and risk
management requir€éments. The Iravel Partner will collaborate with faculties and
business divisions to’'manage bookings, oversee compliance and optimise travel
processes/for efficiency/and eost-effectiveness. This role will not only provide
oversight of all travel bookings but also strengthen relationships with vendors,
negotiate better rates and ensure a seamless experience for kaimahi.

0 < Decision
= | Confirmed, with amendments — We confirm this role will proceed, with
a minor amendment to the title ‘Coordinator - Travel and
Administration’ and a broadened scope to provide administrative
support across the Corporate Services team, as needed. We also confirm
that it reports to the Director of Corporate Services.

12./Policy and Process Partner

0 We proposed the Policy and Process Partner as a proactive and people-focused role
designed to empower kaimahi across Ara to confidently navigate policies and
procedures. By fostering a culture of clarity, collaboration and shared responsibility,
this role would ensure that policies are not just documents but are lived and
understood in daily practice. Sitting in the Strategy, Planning and Performance
division, the Policy and Process Partner will work alongside teams to embed policies
in a way that keeps kaimahi safe, connected and ready when they need to
implement procedures. This role will strengthen policy cohesion, prevent issues
before they escalate and enable kaimahi to work with confidence and consistency.

0 Decision
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=  Confirmed — We confirm this role will proceed and that it reports to the
Complaints and Policy Coordinator as proposed.

Summary

We want to acknowledge the thoughtfulness, care and advocacy reflected throughout the
consultation process. Your feedback has shaped our direction and helped ensure that our focus
remains firmly on what matters most: the success and wellbeing of our akonga.

This restructuring brings together Maori Success, Pacific Achievement and Student Services into one
unified division under the leadership of the new Director — Equity and Akonga Success. This change
is about strengthening our collective impact, ensuring that academic, cultural and pastoral support is
better connected, more visible and more responsive to the needs of all akonga across Ara.

Acknowledging and accepting that our resources are limited, we are needing to prioritise oux
investment into the services that make a meaningful difference to learner sdcgess, increasing'our
Learning Advisor team to 11.0 FTE, refining roles such as the Student Advisor = Kaitaunaki,
introducing a Student Advisor - Transition and Pathways and maintaining strong leadership through
the Associate Directors for Maori and Pacific Success. These decisions,reflect our ongoing
commitment to equity, inclusion and culturally-grounded suppert.

Some roles will change and some will conclude. We acknowledge the significahce of this for the
individuals and teams affected. These changes are not a.reflection of the'walue of the mahi that has
come before, but rather a step toward a more connected, sustainable model that honours the
aspirations of our akonga and the communities we-serve.

We are deeply grateful for your contributionspyoun professionalism and your commitment to
supporting akonga. As we move forward together; we do'se,with a shared purpose: to create an
environment where every learner feels supported to thrive.
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Nga wahanga kei waho i te horopaki | Areas out of scope

Te Whatu Ora (TWO) funded fixed-term roles

All roles currently funded through Te Whatu Ora on a fixed-term basis will conclude at the end of
their contractual term. As this funding comes to an end, Ara will not continue these roles without
external financial support. However, learnings and effective practices from these initiatives will be
reviewed and, where possible, integrated into existing functions. This approach ensures Ara
continues to innovate and enhance service delivery while operating within financial constraints and
remaining aligned with strategic priorities.

Optimising regional engagement

s 9(2)(a), s 9(2)(ba)(ii)

This repositioning reflects Ara’s commitment to a community-factused, akonga-centred and
operationally efficient model for managing regional campuse€s in Ashburton, Timaru and Oamaru.
Embedding this role within the Equity and Akonga Sucéess poftfolio reinforces support for regional
learners and ensures local delivery remains aligned with"Afa’s bréader equity and akonga success

strategies.

Te hanganga kua mana | Cdnfirmed strdcture

Summary of confirmed changes

Impact Proposed FTE Final FTE

No change 335 34.5

Minor change 31.75 40.45

Significant chahge.(disestablished) 38 28.3

New positions 29 21.3
Total 103.25 94.25 96.25
Reduction in'pefmanent FTE 9 7

s 9(2)(a), R (i)

\\

See the appendices for the list of confirmed impacted positions and confirmed new roles.
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Ka ahatia a muri atu? | What happens next?

Te hanganga kua mana | Confirmed structure
As the decisions have now been made, we intend to:

e Step 1: Hold a group meeting to announce the decision

e Step 2: Provide the final decision document and a letter to individual kaimahi.

e Step 2: Recruitment and selection process commences.

e Step 3: Where roles are confirmed disestablished, redeployment conversations begin. A
voluntary redundancy process may be actioned.

Rarangi wa whai muri i nga whakatau | Timeline fgNowing decjsions

Milestone Date

Decisions communicated to impacted kaimahi 28 May 2025

Other kaimahi are informed who may not be impacted 28 May 2025

Internal advertising commences 3 June 2025

Internal applications close 124une 2025

Shortlisting complete 17/June 2025

Interviews commence and external advertising commencesi(if \, 18 June 2025

required)

Offers made From week of 30 June 2025
Redeployments announced From week of 7 July 2025
New structure in place 14 July 2025
Disestablishments take effect** 28 July 2025

** In the event that redeplogment is not achievedyyour employment will end on 28 July 2025 by reason of
redundancy. With the new strdctute coming ifito effect on 14 July 2025, we will pay you two weeks in lieu of
notice to the 28 July 2025

Tukanga hei kint, Wei kowhiri tangata | Recruitment and selection
process

New roles

We are committed to an open and transparent recruitment process based on the selection criteria
below.

Recruitment process

Our preference is to redeploy kaimahi where possible, however we are committed to appointing the
best person for the role. The recruitment process for any new position is:
e Inthe first instance, new roles will be open to impacted kaimahi within Te Pikenga network.
Kaimahi will have 10 calendar days to apply for the role.
e [f this does not fill the new role, we will then open the process to all kaimahi within Te
Puakenga network. Kaimahi will have 10 calendar days to apply for the role.
e Vacancies will be advertised at both the above stages on Waituhi and Te Whare.
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e All potential internal candidates will be required to apply with a cover letter and complete
an Expression of Interest (EOI) form relating to the selection criteria.
A shortlist will be completed within five business days after the advertising period closes.
Unsuccessful and successful shortlist candidates will be advised of the next steps.

e The interview will be formal and include competency-based questions relating to the
position description and may include a second interview and/or presentation.
If the position is not filled internally, we will then advertise externally.
We will explore other redeployment opportunities with unsuccessful candidates.

Selection criteria for new roles and reduction in roles

Description Selection criteria

e Relevant qualifications required for the position (and/or where
Experience and relevant, the equivalent body of knowledge gained through expérience)
Qualifications e Currency, relevance and extent of industry, praefessional or ggmmupity-
related experience in relevant field/s

Technical skills e  Evidence of specific technical skills/kn6wledge of position

e Experience, understanding / supporting / advocating / |leading the
Te Tiriti o Waitangi inclusion of Te Tiriti o Waitangi prdctices in a workplace setting
and Equity e  Experience in supporting / advocating / leading approaches that
promote equity and priéritise the needs\of'eur priority groups

e Evidence of clear behavioural examples which demonstrate Ara's values

Values . . )
alongside the code‘of professional,praetice

e Experienced performing acrdss'a broad range of deliverables within
Performance position scepe
e Examples,of recent performance deliverables

Whakakoretanga tuag |.Voluptary redundancy

When a role is confirmed{iséstablished, we are open to having a voluntary redundancy
conversation. Please note that voluntary redundancy is not guaranteed and the impacted kaimabhi
will need to make ah application. Applications will be treated on a case-by-case basis. We will ensure
we meet our legal and/€mployment agreement (including Collective Employment Agreement)
requirements and Gur business\operational requirements.

Huarahi whakawhiti | Transition approach

We are committed to supporting you through the transition process. This commitment includes
providing comprehensive training and development opportunities tailored to your needs. By
prioritisingyour wellbeing and professional growth, we aim to create a smooth and positive
transition experience that empowers you to thrive in the changed structure.

Key focus areas include, but are not limited to:

e Keeping you updated.

e Ensuring we include you when transition planning.

e Supporting the business division or team to work on planning priorities, including providing
project management expertise if the transition is complex.

e Ensuring you understand your responsibilities.
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Ki hea whai tautoko ai | Where to get support

We genuinely care about your wellbeing. We understand that change can be disruptive and
unsettling for many people. It's natural to feel a mix of emotions during such times and we want to
acknowledge those feelings. We're here to support you as we navigate through these changes
together. Your experience matters and we appreciate your patience and resilience. We encourage
you to speak to your leader, support network, union representative, or People and Capability
Business Partner and support each other through this consultation process.

Please remember you can access Employee Assistance Service support through our provider, OCP.
You can contact OCP by visiting their website, by phone: 0800 377 990 or by email:
Support@OCP.co.nz. As a reminder, we encourage you to seek independent advice regarding this
proposal. You are entitled to have a representative or support person present at any meeting.

If you are a union member, you may want to seek support from local branchimegmbers.

We support you in sharing your situation with whanau or trusted colleagles. It's crucial to have a
support network and we understand the importance of connecting with others during this time. As
you share at work, we ask that you keep in mind the diverse experiences and+feelings of those
around you and remain professional. Sometimes, when discussing concerns, it can be helpful to
approach the conversation constructively, aiming to alléviatewather than.add to any anxiety. Your
thoughtful consideration can make a positive differencefor everyonejinvolved. Remember, you're
not alone in this journey.

If you feel that the available support options donit‘meet your needs, please don't hesitate to reach
out to People and Capability for assistan€e. Ifiyou havéany questions regarding this proposal, we
encourage you to talk openly with yodr Jeadér, unién.reépresentative or People and Capability. Your
concerns are important to us; wef€ here'to help you navigate this.
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Nga tapirihanga | Appendices

e Appendix 1: Ara Institute of Canterbury Vision 2030.

e Appendix 2: Position descriptions can be found on the 2025 Transformation Programme
page on Waitubhi.

e Appendix 3: Table of disestablishments.

e Appendix 4: Table of minor changes to reporting lines or position.

e Appendix 5: Table of new roles.

e Appendix 6: Glossary.

Nga turanga kua whakatauria kia poroa | Disestablished roles

Success (fixed

Director — Akonga

Current team

Akonga Success

Description

Position not included
in the structure.

Rationale and what happens to the
work the rolea is doing

The résponsibilities afid funetion of this
rolewill be distributed into the role of

term 1FTE) Diréctor — Equity and. Akonga Success.
Student Advisor / | Pacific Position not included The differeritelements that make up these
Pacific Cultural Achievement in the structure. functionsiare distributed into the new
Advisor (0.8FTE) Incumbent may apply roles‘within the Pacific Success and

for available pesitions
in structure

Rastoral Support Teams.

Pacific Projects
Team Leader
(1FTE)

Pacific
Achievement

Positien not intluded
in thie strugture.
Incumbent niay apply
for available positions
inStructure

The different elements that make up these
functions are distributed into the new
roles within the Pacific Success and
Pastoral Support Teams.

Senior Pacific Pacific PGsition not included The different elements that make up these
Education Achievement ih the structure. functions are distributed into the new
Navigator (1FTE) Incumbent may apply roles within the Pacific Success and

for available positions | pastoral Support Teams.

in structure
Pacific Navigatop Paeific Position not included The different elements that make up these

(1FTE)

Achievement

in the structure.
Incumbent may apply
for available positions
in structure

functions are distributed into the new
roles within the Pacific Success and
Pastoral Support Teams.

Director — Akonga Success | Position not included The responsibilities and function of this
Disability and in the structure. role will be distributed into the roles of
Inclusion (fixed Director — Equity and Akonga Success and
term 1FTE) Manager — Academic Services.

Disability Disability and Position not included The responsibilities and function of this
Facilitator — Inclusion in the structure. role will be distributed into existing roles in
Academic (2FTE) Incumbents may apply | the Disability Services Team.
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for available positions
in structure

Manager — Academic Position not included The different elements that make up these
Learning Services | Support in the proposed functions are distributed into the new
(1FTE) structure. Incumbent roles within the Academic Services Team.

may apply for available

positions in structure
Manager — Academic Position not included The different elements that make up these
Disability Support | Support in the structure. functions are distributed into the new
(1FTE) Incumbent may apply | roles within the Academic Services Team.

for available positions

in structure
Senior Disability Academic Position not included The responsibiljties and function, ofithis
Advisor (1FTE) Support in the structure. role will be includedsh the role,of Team

Incumbent may apply | Leader — Disability Suppott.

for available positions

in structure
Innovation and Academic Position not included The,responsibilities and function of this
Reporting Support in the structure. role are abléxto be achieved within existing
Coordinator Incumbent may apply )| roles within the organisation.

for available positions

in structure
Manager — Student Positionynot included The responsibilities and function of this
Student Pastoral Support ifl the structure, role will be included in the role of Manager
Support (1FTE) Incumbent may‘apply | - pastoral Support.

for available positions

in struCture
Manager — Student Rosition not included The responsibilities and function of this
Student Advisors | Support in.the structure. role will be included in the role of Manager
(1FTE) Incumbent may apply | - Student Advisory Services.

for available positions

in structure
Team Leader — Student Position not included The different elements that make up these
Student Life Support in the structure. functions are distributed into the new
(1FTE) Incumbent may apply | roles within the Pastoral Support team.

for available positions

in structure
Maori andPacific | Student Position not included The different elements that make up these
Student Support Support — Maori | in the structure. functions are distributed into the new
Navigators and and Pacific Incumbents may apply | roles within the Pastoral Support team.
Student Advisor - | team for available positions
Kaitaunaki (SFTE) in structure
International Student Position not included The different elements that make up these
Student Services Support in the structure. functions are distributed into the new

Officer (.8FTE)

Incumbent may apply
for available positions
in structure

roles within the Pastoral Support team.
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Student Advisor — | Student Position not included The different elements that make up these
Frontline Support in the structure. functions are distributed into the new
(Southern Incumbents may apply | roles within the Pastoral Support team.
Campuses) for available positions
(3.6FTE) in structure
Student Advisor — | Student Position not included The different elements that make up these
Groups (0.8FTE) Support in the structure. functions are distributed into the new

Incumbent may apply | roles within the Pastoral Support team.

for available positions

in structure
Student Advisor — | Student Position not included The different elements that make up these
Student Voice Support in the structure. functions are distributed into the new.
(1FTE) Incumbent may apply | roles within the Pastoral Supportteam.

for available positions

in structure
Student Advisor — | Student Position not included The diffegent elements that make up these
Wellbeing (1FTE) Support in the structure. fupctions are distributed into the new

Incumbent may apply | foles:within thélPastoral Support team.

for available positions

in structure
Manager — Student Position not included The'respansibilities and function of this
Student Transition, in the structure? rolewill be included in the new role of
Transition, Accommodatio | Incumbentmay apply | Manager - Pastoral Support and

Accommodation

nand

for available positions
in Sstructure

transferred to the existing role of Director

and Recreation Recreation of Corporate Services.

(1FTE)

Coordinator — Student Position not included The different elements that make up these
Employment and | Transition, indhe, structure. functions are distributed into the new

Apprenticeships
(1FTE)

Accommogdatio
n and

Incimbent may apply
feriavailable positions
in structure

roles within the Pastoral Support team.

Recreation
Employment Student Position not included The different elements that make up these
Transition Liaison | Transition, in the structure. functions are distributed into the new

(fixed term 1FTE)

Accommodatio
n and

roles within the Pastoral Support team.

Recreation
Careers and Student Position not included The different elements that make up these
Employability Transition, in the structure. functions are distributed into the new
Services Accommodatio | Incumbent may apply roles within the Pastoral Support team.
Coordinator n and for available positions
(.8FTE) Recreation in structure
Careers Advisor Student Position not included The different elements that make up these
(.2FTE) Transition, in the structure. functions are distributed into the new

Accommodatio
nand
Recreation

Incumbent may apply
for available positions
in structure

roles within the Pastoral Support team.
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Counsellor —
Careers Centre
(.5FTE)

Student
Transition,
Accommodatio
n and
Recreation

Position not included
in the structure.
Incumbent may apply

The different elements that make up these
functions are distributed into the new
roles within the Pastoral Support team.

for available positions
in structure

Nga panonitanga iti ki te rarangi purongo, ki te tiranga ranei |
Minor changes to reporting line or position

Current Team

Description

Rationale and what happens to

the work the role is doing.

Achievement
(1FTE)

Achievement

Director — Equity and-Akongd
Success and mingrehanges to
the position description.

Associate Executive Change in reporting line to The functigh of the role'will latgely
Director — Maori | Division Director — Equity and Akonga | continué to be camried outas it is
Success (fixed Success. pow, with a chahgeiin reporting line.
term 1FTE)

Director — Pacific | Pacific Change in reporting ling’to The position will have a change in

reporting line to the Director —
Equity and Akonga Success and a
change in position description to
mirror the role of Associate Director
- Maori Success. Some current
functions will be transferred to the
new roles of Director — Equity and
Akonga Success and Manager —
Pastoral Support.

Manager — Academic Change in reporting line to The function of the role will largely
Academic Suppoft Difecter —Equity and Akonga | continue to be carried out as it is
Support (1FTE) Success and minor changes to | now, with a change in reporting line
thé"position description. and minor changes to the position
description.
Manager — Academie Change in reporting line to The function of the role will largely
Library and Suppert Manager - Academic Services. | continue to be carried out as it is
Information now, with a change in reporting line.
Services (1FTE)
Disability Academic Change in reporting line to The function of the role will largely
Services Support Manager - Learning & continue to be carried out as it is
Resouree Disability Services and minor | now with minor changes to the
Coordinator changes to the position position description, a change in
(1FTE) description and title. reporting line and title change to

Coordinator — Peer Support and

Disability Services.

e  Administration and coordination
of peer support activities that
facilitates the smooth running
of the Tuakana Teina, PASS and
Pacific Peer Tutoring student
teams.
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Disability Academic Change in reporting line to The function of the role will largely
Advisors (3FTE) Support Manager - Learning & continue to be carried out as it is
Disability Services. now, with a change in reporting line.
Disability Academic Change in reporting line to The function of the role will largely
Services Mentor | Support Manager - Learning & continue to be carried out as it is
(0.4FTE) Disability Services. now, with a change in reporting line.
Learning and Academic Change in reporting line to The function of the role will largely
Disability Advisor | Support Team Leader — Learning continue to be carried out as it is
(.5FTE) Advisors. now, with a change in reporting line.
Learning Advisors | Academic Change in reporting line to The function of the role will largély
(9.7FTE) Support Manager — Learning and continue to be carried out asfit is
Disability Services. now, with,a change in repbrtingdine.
Bilingual / Student Change in reporting line to Thedupction of the'role will largely
International Support Team Leader — Student continue to be carried out as it is
Advisors Advisors and minor changes nowpwith minor changes to the
(4.33FTE) to the position description position description, a change in
and title. reporting line'and change in title to
Student Advisor — Kaitaunaki
(Intefmational).
Manager — Student Change in reporting line to TFhe function of the role will largely
Student Transition, Manager %, Pastoral Support, continue to be carried out as it is

Accommodation

Accommodatio
n and

now, with a change in reporting line.

Recreation
Administrator Student Change’in reporting line to The function of the role will largely
(.8FTE) Transition, Manpager — Pastoral Support. continue to be carried out as it is
Accommodatio now, with a change in reporting line.
n and This will be revisited once the
Retreation Director — Equity and Akonga
Success is appointed. and
Team Leader — Student Change in reporting line to The function of the role will largely
Recreation Transition, Director of Corporate continue to be carried out as it is

Accommodatio
n‘and

Services.

now, with a change in reporting line.

Recreation
Coordinator Student Change in position title to The function of the role will largely
Community Transition, Student Advisor — Kaitaunaki continue to be carried out as it is
Development Accommodatio | (Accommodation). now, with a change in title.
(1FTE) nand

Recreation

Manager —
Health Centre

Akonga Success

Change in reporting line to
Director of Corporate
Services.

The function of the role will largely
continue to be carried out as it is
now, with a change in reporting line.
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Manager — Early
Learning Centre

Akonga Success

Change in reporting line to
Director of Corporate
Services.

The function of the role will largely
continue to be carried out as it is
now, with a change in reporting line.

Team Leader — Student Change in reporting line to The function of the role will largely
M3ori and Pacific | Support Manager — Student Advisory continue to be carried out as it is
(1FTE) Services and minor changes to | now, with minor changes to the
the position description and | position description and a change in
title. reporting line.
e  Provide team leadership of
Student Advisor direct reports
who provide both generalist
pastoral support and subject
matter expertise.
Team Leader — Student Change in reporting line to The functien of the role will Targely
Student Support | Support Manager — Student Advisory continuéito’be carried put as.it is
(Youth) (1FTE) Services and minor changes to | now, with.minor changes td'the
the position description and pésition description,and a change in
title. reporting ling’
e  Provide team'leadership of
Student Advisor direct reports
who provide both generalist
pastoral support and subject
matter expertise.
Student Advisors | Student Change in reporting line t@ The function of the role will largely
— Kaitaunaki/ Support Team Leader —Student continue to be carried out as it is
Youth (3FTE)) Advisers,and minor changes now, with a change in reporting line
to the paosition deseription and minor changes to the position
and title to Student-Advisor — | yescription to align with the new
Kaitaunaki(Youth). position description for Student
Advisor — Kaitaunaki (Youth).
International/ Student Change in reporting line to The function of the role will largely
Bilingual Student | Support Team Leader — Student continue to be carried out as it is
Advisors Advisors and minor changes now, with a change in reporting line
(4.33FTE) to the position description and minor changes to the position
and title to Student Advisor — | gascription to align with other
Kaitaunaki (International). Student Advisors.
Akonga Student Change in reporting line to The function of the role will largely
Wellbeing and Support Coordinator — Student Voice. | continue to be carried out as it is
Health now, with a change in reporting line.
Promotion
Coordinatof
(fixed term 1FTE)
Maori Mental Student Change in reporting line to The function of the role will largely
Health and Support Associate Director — Maori continue to be carried out as it is
Wellbeing Lead Success. now, with a change in reporting line.
(fixed term 1FTE)
Pacific Lead — Pacific Change in reporting one to The function of the role will largely

Mental Health

Achievement

Associate Director — Pacific
Success.

continue to be carried out as it is
now, with a change in reporting line.
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and Wellbeing
(fixed term 1FTE)

Disability Mental | Disability and Change in reporting line to The function of the role will largely

Health and Inclusion Manager - Learning & continue to be carried out as it is

Wellbeing Lead Disability Services. now, with a change in reporting line.

(fixed term

0.8FTE)

Art Curator Department of Change in reporting line to The function of the role will largely

(0.4FTE) Creative Arts Head of Facilities continue to be carried out as it is
and Digital Management. now, with a change in reporting line.
Information

It is noted that this is a combined
role that also includes 0.6FTE\Library
Promotions! Ne changéito reporting
line for the library,Promotions
portion,of the ralejwhich continues
to report to the Manager — Library
and Information.Services.

Reporting Student Change in reporting line to The function of the role will largely
Coordinator Support Manager — Central eantinue to be carried out as it is
(1FTE) Administration.and\Registry. (| now, with a change in reporting line.
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Nga taranga hou | New roles

New role

Description of new role

Director —
Equity and
Akonga Success

Equity and
Akonga Success

The Director - Equity and Akonga Success provides strategic
leadership and operational oversight of Ara’s student success
services, ensuring that all akonga receive the support they
need to achieve their academic and personal goals. This
executive role brings together key functions under one
leadership umbrella, including Maori Success, Pacific Success,
Iwi Partnerships and Student Services, creating a cohesive and
equity-focused approach to student support.

By embedding Te Tiriti o Waitangi principles, fostering
inclusive education practices and strengthening 3akonga
engagement strategies, the Director will lead effortsfto
improve 3konga retention, progression apnd completion.rates.
This role is pivotal in maintaining Ara’seadership in
vocational education, studefit engagement’and equity-
focused success.

Advisor — Pacific
Success (1.5FTE)

Pacific Success

The Advisor — PacificSuctess is responsivesto the strategic
priorities and focuS areas of the Pacifi€ Strategy and Ara
Strategic Visionto'hayé an uprelénting focus on equity of
outcomes fonakonga. Thewrelewill partner with internal
stakeholders\to'suppartthe development of Pacific Success
initiatives'and suppgrt the development and implementation
of systemis that suppont the adoption of Pacific practices to
enhance the,workplace and organisational culture, including
Pacific cultural'ecompetencies.

Manager — Academic The Manager — Learning and Disability Services leads the
Learning and Services develepiient and delivery of integrated academic and
Disability disability support services. This role ensures that all akonga,
Services (1FTE) partiCularly equity-priority students such as M3ori, Pacific and
disabled akonga, have access to high-quality, inclusive
support that fosters academic success and personal
development.
Kaitoko Ako — Acddemic Learning Advisors will provide learning support that is
Learning Services responsive to diverse akonga needs, particularly the needs of
Advisor (1.3FTE) Maori and Pacific akonga and those with specific learning
disabilities; create positive and supportive academic learning
(Specialties — environments (including small groups, classes, 1:1 and flexible
0.2FTE General, learning environments) and use effective teaching and
0.6FTE Maoriy learning strategies that support akonga success and retention;
0.5FTE/Pacific) work collaboratively with academic colleagues to ensure that
academic literacies/numeracies are developed appropriate to
the graduate profile, in a timely and contextualised manner;
identify and support the academic needs of disabled akonga.
Manager — Equity and The Manager - Pastoral Support will oversee a newly
Pastoral Akonga Success integrated, student-focused support system that enhances
Support (1FTE) student wellbeing, engagement and success. This leadership

role will unify pastoral care, advisory services,
accommodation support and student engagement functions
into a cohesive, strategic framework.

The role ensures a seamless experience for akonga by driving
collaboration between student advisory, accommodation and
engagement services. It will promote equitable access to
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support, foster student representation and enhance the
overall akonga experience while aligning with Ara’s strategic
priorities of financial sustainability, operational efficiency and
akonga success.

Manager —
Student
Advisory
Services (1FTE)

Pastoral
Support

The Manager - Student Advisory Services leads a unified,
learner-centred advisory team that provides consistent,
equitable and holistic support for all akonga. This role
integrates holistic advice and pastoral efforts, to foster
akonga success.

The Manager leads the team with an understanding that Ara’s
primary focus is on teaching, learning and academic
outcomes. While supporting akonga needs remains essential,
the Manager also ensures that we remain agile and financially
sustainable by appropriately referring students to external
agencies for specialised support.

This role also contributes to institutionwide compliance
efforts with the Education (PastorahCaré of Tertiary amd
International Akonga) Code of Practice, supporting the
leadership of the Director - Equity and AKonga Success, who
leads these efforts ondehalf of the organisation.

Student Advisor
— Kaitaunaki
(6FTE; including
4FTE Maori,
2FTE Pacific
specialists)

Pastoral
Support

Student Advisor - Kaitatinaki supportithe*holistic
development, suce€ss,and wellbeing of all akonga. This role
provides comprehensive, learner-centred guidance and
support threughout the @konga journey, from enrolment to
graduation. As part of Ara’ssrealignment of student services,
the'Student Advisor sKaitaunaki integrates academic
guidance, career readiness, employment support and pastoral
care into a single advisory model. Including subject matter
experts (SME)iin Maori and Pacific support.

Student Advisor
— Kaitaunaki
(Southern)
(2FTE)

Pastoral
Support

The Student Advisors (Southern) supports the holistic
development, success and wellbeing of all akonga at Ara’s
Seuthern Campuses. This multi-dimensional role provides
comprehensive learner-centred support, including academic
guidance, career readiness, employment transitions and
pastoral care.

In addition to fulfilling the core responsibilities of a Student
Advisor, this role offers administrative support specific to
regional campus operations and works closely with the
Southern Campuses team to meet the unique needs of
akonga and kaimahi across Ashburton, Timaru and Oamaru
campuses.

Student Advisor
—Youth

(1FTE
converting from
fixed term to
permanent -
vacant)

Pastoral
Support

The primary role of the Student Advisor - Youth is to provide
dedicated support for all akonga under the age of 25. This
includes akonga enrolled in Dual Enrolment (DE), Trades
Academy (TA) and Youth Guarantee (YG) programmes.

This role fulfils key support requirements outlined in Youth
Guarantee funding agreements while extending beyond to
include general akonga advisory support, pastoral care,
transition assistance and referrals both within Ara and to
external services.

The Student Advisor (Youth) works collaboratively with
academic kaimahi, families, schools and external agencies to
monitor akonga progress, provide individualised support and
implement intervention strategies where necessary.
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Coordinator —
Student Voice
(1FTE)

Pastoral
Support

The Coordinator - Student Voice is responsible for fostering
akonga engagement, leadership and representation across
Ara. This role ensures that akonga have meaningful
opportunities to contribute to institutional decision-making
processes, with a particular focus on supporting the student
council, class representatives and volunteer initiatives. The
role also works closely with the Marketing, Engagement and
International (MEI) team to amplify the akonga voice across
all Ara campuses.

Coordinator -
Student Events
(1.5FTE)

Pastoral
Support

The Coordinator - Student Events plays a central role in
shaping the akonga experience at Ara by fostering a vibrant,
inclusive and engaging campus culture. This role focuses on
creating events and activities that reflect the diversity of Ara’s
akonga, supporting a sense of belonging, equity and cultGral
connection.

Working closely with internal partnérs<includingsfactilties,
the Marketing, Engagement and International (MEI)team and
Student Advisory Services—this fole ensuresthat Ara “creates
a sense of belonging” for all akenga. Evefts and'initiatives will
celebrate diversity, prdmote akonga suceess/and enhance
engagement, aligning With Ara’s Vision’2030 and commitment
to equity and inclusion

Student Advisor
- Transition and
Pathways (1FTE)

Pastoral
Support

The StudentAdvisor - Transitien and Pathways plays a critical
role in suppoerting akonga (learners) as they prepare for,
navigate ‘and transitiomthredgh key stages of their learning
journey, particulaflyinto employment, further study, or
vocational pathways. This position sits within Ara’s integrated
Student Advisery.Services team and contributes to improved
learner outcemes through future-focused, equity-driven and
learner-centred practice.

Thisrole champions Ara’s Vision 2030 by supporting academic
and career achievement, promoting equity and inclusion and
ensuring that all akonga are equipped to successfully
transition beyond their current programme into meaningful
futures. The position requires collaboration across faculties
and student support teams to deliver seamless, connected
and empowering support.

Policy and
Process Partner
(1FTE)

Stratégy
Planningsand
Performance

The Policy and Process Partner is a proactive and people-
focused role designed to empower kaimahi across Ara to
confidently navigate policies and procedures. By fostering a
culture of clarity, collaboration and shared responsibility, this
role ensures that policies are not just documents but are lived
and understood in daily practice.

Sitting centrally, the Policy and Process Partner works
alongside teams to embed policies in a way that keeps
kaimahi safe, connected and ready when they need to
implement procedures. This role exists to strengthen policy
cohesion, prevent issues before they escalate and enable
kaimahi to work with confidence and consistency.

Coordinator -
Travel and
Administration
(1FTE)

Corporate
Services

The Coordinator - Travel and Administration is responsible for
the centralised coordination of all travel-related activities at
Ara Institute of Canterbury. This role ensures that all travel
arrangements align with Ara policies, financial sustainability
goals and risk management requirements. The Coordinator -
Travel and Administration will collaborate with faculties and
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business units to manage bookings, oversee compliance and
optimise travel processes for efficiency and cost-
effectiveness.
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Kuputaka | Glossary

Term

Definition

Impacted kaimahi

Kaimahi are considered impacted when a decision is made that their
position is to be disestablished. This does not automatically mean
someone’s employment ends through redundancy. Our priority is to
place impacted kaimahi into the new positions in the structure through
redeployment.

Application An application process is where you can signal your interest in a position
(or a number of positions) and outline your skills and experience.
Comparable Positions are identified as comparable if the required skills, qualificatigns

and experience are comparable to the current positions of significantly.
impacted kaimahi. This may result in either directiappointment{o'a
position or selection process in many to few situations.

Contestable

A competitive recruitment process (open t6 more than ehe applicant).

Disestablished
position

If a position is disestablished, it will not exist in the new structure. A
position that is confirmed disestablishéd-is becausesweéno longer need it,
the responsibilities of the role afe distributed differently between new
roles in the structure, or becatise the workgef.the position has changed
so significantly the position is,no'longerthe same.

Business Divisions

The former Institutes of Technology and Polytechnics (ITPs) and Industry
Training Organisations (ITOs) that are part of Te Plkenga.

ITO and WBL The 9 IndustryzTraining Organisations, often referred to as work based
learning (WBL). Are referréd.to as Business Divisions.
ITP The 16¥nstitutes ofJechnology and Polytechnics. Are referred to as

Busingess. Divisions

Reconfirmed

Where thete isino change to a position or a minor change (title change,
group change,reporting line change, minor changes to a job title or
position description), kaimahi will be reconfirmed into their position.
This is also sometimes called ‘mapped in’ or ‘lifted and shifted’ to the
new,structure.

Recruitment process

The process used to appoint suitable candidates to a position. This
usually includes advertising, shortlisting, interview, reference check and
offer.

Redeployment

Redeployment is a term used to describe the process of identifying
suitable alternative positions for the appointment of impacted kaimabhi.

Reporting line

The relationship between a worker and their direct supervisor.

RIV

Regional ITP Vocational Programme.

TEC wrote to Te Plikenga in June 2024 regarding the viability of the ITP
business divisions within Te Plikenga. Te Plkenga were required to seek
specialist assistance under section 332 of the Education and Training Act
2020. These consultants reviewed the financial information for the ITP
Business Divisions.
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Ring-fenced/Many too
few/Reduction in roles

A closed process is followed when several incumbents are in the same or
similar impacted roles. This means a selection process is followed
instead of a full recruitment process.

Surplus staffing

A situation where, following a consultation process, Te Plkenga has
identified a need to reduce the number of kaimahi, or where kaimahi
can no longer be employed in their current position or grade

Te Pae Tawhiti: Te
Tiriti o Waitangi
Excellence Framework

Te Tiriti o Waitangi Excellence Framework, developed by Te Plkenga, is a
self-reflective tool to monitor and assess how well the Network is
tracking towards Te Tiriti o Waitangi excellence and achievement of their
objectives of demonstrable Te Tiriti o Waitangi partnerships and
inclusivity and equity for Maori.

Voluntary redundancy

The ability to ask for voluntary redundancy is provided for in some
employment agreements in certain circumstances:

It enables impacted kaimahi to indicate a preferencerto take voluntary
redundancy in a surplus staffing situation and@hen theythave been
confirmed as having their positions disestablished.
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Tirohanga whanui | Overview

Kia ora koutou,

A proposal to realign Ara’s Academic, Innovation and Research (AIR) Division was shared with
kaimahi on 12 March 2025. Formal consultation on the proposal commenced on 17 March 2025.

The proposed changes reflected the need to improve alighment with organisational strategy,
strengthen academic and research excellence, improve learner outcomes and reinforce industry
partnerships. These changes respond to internal financial pressures, shifting market expectations
and the Government’s call for a more regionally responsive and financially-viable tertiary education
sector.

The change proposal suggested refocusing on our core academic mission, growing enrolments,
optimising faculty resources for maximum impact, enhancing faculty agility and responsivenesssand
deepening learner and community impact. Importantly, it also acknowledged the need to ensure
financial viability.

Following consultation, we have carefully considered all feedback re€eived. The finahdecisions aim
to honour the contributions of impacted kaimahi while positioning Ara‘to delivér stronger, more
effective teaching, learning and research outcomes into the future. These changes#einforce our
commitment to delivering high-quality education that is respaonsive to the communities we serve.
Through this process, we are building a structure that bettef supports.integrated, future-focused
academic programme delivery, strengthening outcomes for both 3kenga and the institution.

Nga mihi nui,

Darren Mitchell
Tumu Whenua a-Rohe 4 | Executive DireCtor- Regionid
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Hei kokiri i nga panoni | Rationale for change

Faculty redesign: strengthening academic delivery, excellence and future-proofing Ara

The redesign of Ara’s academic structure into three faculties is a proactive step towards enhancing
academic and research excellence, improving learner outcomes and reinforcing industry
partnerships. This transformation supports Vision 2030, ensures we remain a leader in vocational
education and supports our adaptation to evolving sector and learner expectations.

This redesign aims to empower academic teams, enhance teaching and learning and ensure we are
financially sustainable and academically relevant. Through this transformation, we will create a
stronger, more agile and future-ready organisation that supports our educators, benefits our
learners and strengthens our position as a leading provider of high-quality vocational education.

The following key principles guide the proposal:
Advancing academic excellence

e The new faculty structure is designed to elevate academic quality, fosterstronger industry
collaborations, enhance student success and strengthenesearch activity, relevance and
impact. By aligning our programmes with emerging industry needs andglobal best practices,
we will strengthen Ara’s reputation for delivering high-impact, future:focused education.

Refocusing on our core academic mission

e Our commitment remains steadfast te delivering eduegation that meets the needs of
learners, communities and industry. We'will continue to refine our academic portfolio to
ensure relevance to local, national and global‘markets. This strategic focus is essential for
maintaining Ara’s standing as’aprinstitution‘prioritising quality education, innovation and
workforce readiness.

Ensuring financial sustainability.

e Sustaining Ara’s finamnCial healthijs\critical to providing high quality education and training.
This redesign seeks to optimise our faculties, improve efficiency and maintain academic
integrity=The pfoposal included a reduction of approximately 7.4 Full-Time Equivalent (FTE)
kaimahigenerating prejetted savings of $500,000 enabling opportunity for future
investment into,priofity areas that enhance teaching, learning and akonga outcomes.

Growing enrolments

e To ehsufe our financial viability, we must increase enrolments beyond 7,800 Equivalent Full
TimedStudents (EFTS) within three years (up from fewer than 7,000 in 2024). A significant
part of this strategy involves rebuilding international akonga numbers, with targets of 575
international EFTS in 2025 and more than 1,000 by 2028. Achieving these numbers will
strengthen our financial sustainability and expand Ara’s global academic reach.

Optimising faculty resources for maximum impact

e To maintain our leadership in vocational education and training, we must strategically
allocate resources where they have the most significant impact. This involves realigning
faculty structures to eliminate inefficiencies, consolidating academic strengths and enabling
reinvestment in high-priority areas such as curriculum innovation, faculty development and
industry collaboration.
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e With shifting government priorities, Ara’s academic structure needs to be agile and resilient.
Unchecked expansion of administrative processes or reactive resource allocation is
unsustainable. Instead, this redesign fosters proactive, flexible and well-supported faculties
that can consistently apply Ara business processes and procedures and adapt efficiently to
evolving educational and future workforce demands.

Enhancing faculty agility and responsiveness

e We anticipate that a refined faculty structure will enable faster decision-making, greater
cross-disciplinary collaboration and improved responsiveness to changes in policy, funding
and customer expectations. By creating streamlined leadership structures, we will empower
faculty teams to take ownership of outcomes and focus on innovation, programme quality
and learner success.

Deepening learner and community impact

e Faculties are at the heart of Ara’s ability to make a difference in the, lives of akongaand our
broader community. An effectively designed academic structdredwill ensuréour programmes
remain accessible, industry-aligned and responsive to local, national and globat workforce
needs. The proposed redesign supports greater collabefation with industry/partners,
expanding career pathways and applied learning opportunities.

Strengthening faculty-centric innovation and digital engagement

e To enhance engagement with learners, industry and stakehelders, we must continue
integrating innovation and digital capabilities into dumacademic strategies. Strengthening
technology-enabled teaching, industry-connected research and data-driven decision-making
will ensure we remain a forward=thinking institution that prepares learners for the future of
work.
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Te wa o nga panoni haere tonu | Period of ongoing change

Ara and Te Pikenga have navigated a multitude of changes and formal consultation processes in
recent years. We recognise this is an especially uncertain time as we await clarity on what the
disestablishment of Te Pukenga will mean for each business division.

While the future is uncertain, we are confident the changes will support the viability of our business
division and position Ara strongly to become an autonomous, self-managing entity, ready to resume
that responsibility from 2026.

O tatou uara me nga matapono mo te panoni | Our values and
principles for change

Our values of Hono (Connect), Hihiri (Inspire) and Aroha (Respect) guide all that we do at ArayWe
have endeavoured to reflect these within this change. The following principles’will continueto/be
applied during our change processes:

e Uncertainty for kaimahi is minimised by open and transparént,communieation,processes.

e We work closely with our union partners and kaimabhi.

e We honour our commitments to individual and collective'employmentagreements.

e We prioritise redeployment of impacted kaimahi, With redundancy a'last resort.

e Kaimahi can access paid confidential support throughout the'change process by visiting the
OCP website, by phone: 0800 377 990 or by émail/Suppaort@QCP.co.nz.

e Alongside our values, our commitment te Te Tiriti o Waitahgi‘and equity are fundamental to
our identity as Ara.

e We carefully review and consider,all,feedback and"give that feedback serious and thoughtful
consideration before making anyxdecisions.

Nga herenga ki te Tatdhinga meé\re-Tiriti | Obligations to the Charter
and Te Tiriti

Te Pukenga is committed toehsuring its gevernance, management and operations give effect to Te
Tiriti o Waitangi. Te’PUkenga remains,committed to its charter obligations as outlined in Schedule 13
of the Education-and Trdining Act 2020. In relation to organisational changes, this includes 3(b) to:
“operate in a manner that.ensures its regional representatives are empowered to make decisions
about delivery and operations‘that are informed by local relationships and to make decisions that
meet the needs of their communities.” The design in this change will contribute to ensuring that Ara
is able to continue,to.fulfil this obligation.

Through its national and local relationships, Te Pikenga will continue to engage with and remain
informed by lo€al*communities, iwi and industry on an ongoing basis.
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Ara's path to 2030: Structural and functional optimisation

This proposal formed part of a broader strategy to address our financial challenges and ensure that
we can meet the ambitions outlined in our Vision 2030. A sharper focus on academic excellence,
industry relevance and a clear commitment to restoring pre-COVID international learner enrolments
is critical to building a sustainable foundation for growth. Vision 2030 focuses on innovation,
sustainability and deep community engagement to position Ara as a leader in vocational education
and training. The vision underscores our commitment to empowering learners, fostering meaningful
partnerships, especially with local Iwi and driving regional and global impact. By prioritising these
objectives, we will position ourselves to better support our communities, deliver our strategic vision
and ensure our long-term financial and operational sustainability. The factors driving the faculty
redesign at Ara Institute of Canterbury are shaped by institutional, financial and strategic needs. It is
essential that we have these fundamentals right and working well. We can only build our future
from having a sustainable foundation. These include:

Optimising resources and processes

e The new faculty structure is designed to reduce administrative everheads, gliminate
duplication and reallocate resources to supporting teaching, learning and-research. The
redesign will streamline operations by creating fewer but,larger faculties that leverage
economies of scale while improving academic and opéerational effectiveness.

Adapting to changing government priorities

e The faculty structure will ensure we are bétterpositionedito respond to shifts in government
policies, funding models and tertiary education regulations. Academic teams will be able to
focus more effectively on programme quality andsindustry alignment by centralising non-
core functions outside of faculties.

Meeting evolving learner expectations

e Enhancing digital capability-ahd modern,learning environments within the faculty ecosystem
will ensure Ara can’provide flexible, blended, online and work-based education that meets
learner and industry néeds. Byoptimising Learner Management System (LMS) functionality,
integrating Al-driven support and strengthening digital literacy, we can create seamless
learning experiences that support akonga success. Expanding access to personalised learning
through adaptive technologies, micro-credentials and modular programme structures can
enable akonga to upskillefficiently and tailor their education to their career goals.

e Strengthening-industry partnerships will ensure akonga gain real-world experience,
employer canneétions and industry-relevant skills, enhancing employability and workforce
readiness. Embedding akonga-centric design in programme delivery, curriculum
development and support services will ensure learning experiences remain responsive,
inclusive and engaging, align with evolving learner expectations and foster academic
sucgess.

Leveraging data for decision-making

e The faculty redesign empowers data-informed decision-making by centralising analytics and
aligning academic portfolios with market demand, enrolment trends and funding
sustainability. The structure will enable Ara to rationalise low-performing programmes and
invest in high-growth areas to meet the needs of Government priorities, akonga and
industry partners.
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Focusing on global and international growth

o The faculty redesign will establish a clearer and more defined academic structure that
supports international expansion and enhances Ara’s global reputation. Larger, more
strategic faculties will ensure consistent quality and compliance with international education
standards, strengthening Ara’s position as a preferred destination for international learners,
as well as establishing Ara to offer offshore delivery.

O nga panoni painga | Benefits of the changes

Benefits of the faculty leadership redesign for Ara, industry and learners

The faculty redesign establishes an academic model that enhances academic excellence, strengthens
industry engagement and promotes learner success. By establishing robust l€adership acrass
faculties, this structure aligns with Ara’s Vision 2030 and drives financial sustdinability, innovation
and workforce readiness. By leveraging the expertise of Faculty Deans,th€ Director6f Ako
Excellence and the new roles of Portfolio Managers and Faculty Operations Managers, we aim to
build a high-performing, sustainable and future-focused academic structure that benefits Ara,
industry and learners alike.

Benefits for Ara

The faculty redesign will strengthen Ara’s positiontas-aleading ¥ocational education and training
provider by ensuring:

Academic excellence and innovation

e Improved teaching and learning quality threugh strong leadership and direction from Faculty
Deans and Portfolio Managers{

e Enhanced digital learningprassessment.strategies and inclusive education practices through
collaboration with leaders.and partnership with Ako Excellence and Digital Teams.

e Strengthened resé€arch activity@ndresearch-informed teaching practices, improving akonga
engagement, retentioh and achievement.

Operational efficiéncy and financial sustainability

e Optimised=resource management through Faculty Operations Managers, ensuring cost-
effective ‘operations

e Maximised us€ ofisenior academics’ capability and capacity, strengthening academic
leadership,and ensuring the success of the new faculty structure.

o Improvedfinancial oversight and sustainable faculty structure, reducing duplication and
ensdringstrategic alignment.

o Asstreamlined leadership structure that supports strategic decision-making, ownership of
outcomes and long-term growth.

Benefits for industry

The faculty redesign will support closer collaboration between Ara and key industries, delivering job-
ready graduates and supporting industry innovation.

Workforce-ready graduates

e Academic portfolios will be aligned with industry demand and future workforce needs,
ensuring graduates have the right skills and are work-ready.

e Stronger emphasis on work-integrated learning, internships and capstone projects will give
akonga real-world experience.
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e Greater industry input in curriculum development, research and applied learning initiatives
will ensure our programmes remain future-focused.

Stronger industry partnerships and collaboration

e Faculty leaders will proactively engage with industry, employers and community
stakeholders to co-design programmes.

e Businesses will have opportunities to partner with Ara on research projects, innovation
initiatives and workforce development.

o Industries will benefit from a steady pipeline of skilled professionals trained in cutting-edge
technologies and industry best practices.

Increased responsiveness to market needs

e Faculty leaders will ensure Ara quickly adapts to industry changes, emerging skills gaps and
new workforce trends.

e  Programmes will remain flexible, modern and responsive to evolvingdindustry needs.

e Continuous professional learning opportunities will support akonga'workforce upskilling and
reskilling through industry-aligned micro-credentials and professional development
offerings.

Benefits for learners

Ara’s redesigned faculty structure will ensure a learner-cefntric experienee that enhances akonga
success, employability and overall educational quality:

Enhanced learning experience and success

e Innovative teaching and learning practices will be led'by the Director of Ako Excellence,
ensuring engaging, modern and effective€ducation.

o There will be a greater focus onfearner support, equity and bicultural competence, ensuring
inclusive education for all akénga.

o There will be stronger intégratioh of digitallearning, flexible delivery models and industry-
based experiences inte.our.teaching’and learning practices, improving accessibility and
engagement.

Stronger employmentioutcomes

e More worksintegrated learning opportunities, internships and industry projects will better
prepare akanga for the job market.

o A curriculum designedwwith direct industry input will ensure learners develop relevant, job-
ready skills.

e Increasedexposure to industry networks and potential employers will improve graduate
employability and career pathways.

A more supportive learning environment

e “Akonga will benefit from improved programme coordination, kaimahi mentorship and
academic excellence initiatives.

e A Vision 2030, future-focused faculty culture will prioritise learner success, engagement and
lifelong learning.

e Improved collaboration between faculties, student support and corporate services will
improve efficiencies and a better learner experience.

A future-focused, high-impact faculty structure
The redesigned faculty structure will ensure:
e Stronger academic excellence and innovation in teaching, learning and research.
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e Greater industry alignment, ensuring learners are workforce-ready.
e Operational efficiency and financial sustainability, securing Ara’s long-term success.
e Enhanced learner outcomes, improving engagement, retention and employment rates.
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Nga whakahokinga korero | Feedback

Summary of feedback from the Academic, Innovation and Research teams

We would like to express our sincere appreciation for the professionalism and engagement
demonstrated throughout the change proposal process. We acknowledge that this has been a

particularly challenging time.

We want to extend our gratitude to all kaimahi in the Academic, Innovation and Research teams, as

well as to our union partners, for the depth of thought and care reflected in the submissions

received.

The TKM has carried out a comprehensive review of all feedback, recognising its thorough,
professional and considered nature.

44 pieces of in-scope feedback (feedback from the Academic, Innovation andResearch teams)/\were

submitted. Feedback was received in writing to the Consultation@ara.ac.nz'email. Individual names
and identifying details have been anonymised by the People and Capability team for this report.

Following careful consideration, the following key themes were identified:

Feedback

Response and any decisions

Position descriptions for the
Portfolio Managers and the
Faculty Operations Managers
require further development
and clarification

Respondents said.the position
descriptions did net cleaply
describe the'role of Faculty
Operdtions Managers (FOMs)
and suggésted ineluding junior
foles/staff rather than too
many FOMSs; Cencerns were
raised/that position
descriptions had key elements
firissihg from Portfolio
Manager roles and that these
roles were a mirror of current
Academic Manager roles but
with broader remits.

from feedback

We acknowledge the need for
greater role clarity within the
position descriptions of
Portfolio Managers and
Faculty Operations Managers.

In response to feedback we
have updated the position
descriptions to provide further
clarity, for example, about
responsibilities and oversight
relating to akonga academic
and pastoral support activity,
including complaints,
misconduct and delegated
responsibilities.

Portfolio téams,are too large
with signifiéant disparity in
number of direct reports

It was considered that current
Academic Managers already
have large teams and that
these were increasing to the
point where they would
become ineffective managers
and unable to support the
academic staff noting that
staff management cannot be
delegated to senior academics
as per current collective
agreements. Respondents said
that assigning portfolios

We appreciate this feedback
and agree that the line
management workload
considerations for Portfolio
Managers are multifaceted.

In response to feedback, we
have increased the total
number of Portfolio Manager
roles. The distribution of these
Portfolio Managers across
faculties has also been
adjusted to reflect a range of
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aligned with EFTS is not the
best method as it does not
take into consideration the
number and level of
programme, quality and
administration requirements
for all students.

critical elements such as EFTS,
direct reports and portfolio
and programme
characteristics. The impact of
this change is to reduce the
number of direct reports for
Portfolio Managers,
particularly in areas of high
need.

Ratio of Faculty Operations
Managers and Portfolio
Manager roles are not correct

Respondents raised concerns
about overinvesting in
operations and underinvesting
in academic leadership when
trying to increase student
numbers. Respondents cited a
need for more Portfolio
Managers and fewer Faculty
Operations Managers.

We recognise that strong
leadership is a vital element of
successful programme
delivery.

In reSponse’to this feedback,
we'dave adjusted the mix of
Portfolio Manager roles
(increasedby.4 FTE) and
Faculty @perations Manager
reles\reduced by 3.5 FTE) to
ensure academic kaimahi are
dppropriately supported by
line management.

Support of Principal Academic
Staff Members (PASMs),
Senior Academic Staff
Members (SASMs) and
Programme Leads

Respondents said that\forthis
structure to be successful
there is’a needfonsehior
academic staff’support,
howevet, the lack of
formalised position
descriptions and consideration
ofttraining and support to do
this was seen to be lacking
within the proposal.

We acknowledge the
important leadership role of
senior academic kaimabhi,
particularly those in PASM and
SASM roles, in supporting the
effective delivery of academic
programmes.

PASM and SASM kaimahi will
continue playing a vital role in
portfolio activity and
programme delivery, working
alongside Portfolio Managers
and Faculty Operations
Managers as appropriate.

We recognise additional clarity
and consistency are needed to
ensure PASM and SASM roles
continue to contribute to
programme delivery
leadership, to mentor
academic kaimahi and to
support akonga. This work will
be undertaken by faculty
leadership teams in
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collaboration with People and
Capability business partners.

Generic marketing and
recruitment approach

Concerns were raised about a
generic marketing approach
disadvantaging minority
groups and contradicting Ara’s
Vision 2030 and Tiriti
commitments. Respondents
cautioned against shifting the
workload onto already
stretched cultural teams,
risking service degradation and
non-compliance with pastoral
care obligations.

We acknowledge this
feedback. While marketing and
recruitment approaches were
not part of this change
proposal, we confirm that we
are committed to upholding Te
Tiriti o Waitangi, supporting
priority learner groups and our
pastoral care obligations and
responsibilities for all akonga
under the Education (Pastotal
Care of Jertiary and
Internatiénal Learnérs) Code
of\Practice 2022.

Suggested changes to naming
conventions for roles,
portfolios and faculties

There were a number of
suggested changes to naming
conventions for roles,
portfolios and facultiest

We acknowledge,the feedback
regarding naming conventions
for roles, pertfolios and
faculties:

In response to this feedback
and alongside changes made in
response to feedback on the
number of Portfolio Managers,
size of portfolios and
programme alignment, we
have made changes to some of
our naming conventions, as
detailed in the final decision
section of this document.

In considering this feedback,
we also reaffirm retaining
many of the proposed naming
conventions within the original
proposal, including, for
example, faculty names. You
can find the finalised details of
programme and portfolio
alignment across faculties in
Appendix 6.

Reporting lines for Exam
Centre, Administration, Work-
Integrated Learning (WIL)
Coordinators.

Respondents suggested that
reporting lines remain with
portfolios and faculties and
suggested that Administration
return to faculties rather than
a separate team reporting to a
Faculty Operations Manager.

We acknowledge the feedback
regarding reporting lines for
Exam Centre, Administration
and Work Integrated Learning
(WIL) coordinators.
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After consideration, the
decision is that WIL
coordination and Exam Centre
activities are within the
faculties, reporting to Faculty
Operations Managers. We also
reaffirm that faculty
administrative support
remains within a centralised
team, Central Administration
and Registry.

Focus on core business of
teaching and learning

Respondents agreed that Ara
should return to focus on our
core business of teaching and
learning.

We appreciate this feedback
and reiterate that we are a
teaching and learning institute,
so académic faculties must
focus,oniouf core busingss of
teaching and lgarning!

Some programme
realignment to portfolios and
faculty suggestions

A number of suggestions were
provided to realign
programmes to different
portfolios.

We acknowledge'the carefully
considered, feedback provided
about thealignment of
programmes, portfolios and
faculties.

In response to this feedback
we have made some
amendments. An example is
the merging of NZ2860 (New
Zealand Certificate in Study
and Career Preparation, Level
4) and NZ2863 (New Zealand
Certificate in Study and
Employment Pathways, Level 3
and Level 4) into the same
portfolio area, Foundation and
Pathways. All details
associated with changes in
programme, portfolio and
faculty alignment can be found
in the final decision section of
this document, as well as in
Appendix 6.

Te reo Maori programmes, Te
Puna Wanaka and lack of
Maori leadership

Feedback suggested that te
reo Maori programmes should
come under Te Puna Wanaka,
not Education and

Culture. Feedback also
suggested that mentions of Te
Tiriti and its principles appear
to be tokenism rather than
truly demonstrating that Ara is
a Tiriti-led organisation.

We acknowledge the feedback
about the portfolio placement
of te reo Maori programmes.

In response to this feedback,
the position of Te
Pouwhakahaere o Te Puna
Wanaka, which was out of
scope of this change proposal,
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will retain responsibility for all
Te reo Maori programmes.

We sincerely appreciate the
concerns expressed about Ara
not demonstrating we are a
Tiriti-led organisation. We are
happy to advise that we have
partnered with Tokona te Raki,
the innovation arm of Ngai
Tahu. Together, we are
implementing the Whiria te
Muka Tangata initiative, which
reflects a deep, sustainéd
commiitpient to beinhg a Tiriti-
led organisation. It involves
embedding kaupapa Maori
values, structures and
practic€s-across all levels of
Ara. Wewill share more
infermation about Whiria te
Muka Tangata soon.

Agility requires an
organisational shift with less
bureaucracy

Respondents«aisedthat a
structural ¢hange on itsOwan
will noterealise the benefits
outlined in the proposal; they
highlighted that there needs to
bé&va significant’organisational
Culture ¢hange, including
addréssing“processes and
systems that slow the
institution down and removing
overly bureaucratic systems.

We appreciate this feedback
and recognise that targeted
improvements in business
processes to gain efficiencies,
especially in relation to the
operational activities of
faculties, are an important
element of the successful
operation of this new faculty
and portfolio structure.

We recognise that addressing
the challenge of streamlining
processes and reducing overly
bureaucratic barriers will
require a partnered approach
across the organisation. For
example, any work streams
improving administrative
processes should be
complemented with a faculty-
based examination of process
improvement.

The incoming faculty
leadership teams will lead this
work to ensure we can
leverage beneficial change
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within and across the three
faculties.

The roles and remuneration
are unappealing

Respondents provided
feedback that said that some
roles and the related
remuneration are unappealing
and that they indicate that
kaimahi will be expected to do
a lot more work for little
reward.

We acknowledge this feedback
and appreciate that
remuneration is important.

In response to this feedback,
we can confirm that
remuneration bands are
determined via a formal
process of ‘role sizing’; a
process which considers
required qualifications,
experience, scope of théyole;
authotitiés and peadple
leadership responsibilities
(amongst other factors). This
approach aligns with industry
best practice.

Outdated administrative
systems

Respondents have concerps
that until outdated
administrative systemssand
practices across‘Ara‘are
addressed;'along with
implementing new techbelogy
andrautomating processes, it is
unlikely that the proposed
changes will'lfeadto improved
gfficiencies.

We,acknowledge this
feedback. We appreciate that
ourfuture success requires
éffective and efficient business
processes and practices,
including administrative
systems, as well as ‘better
ways of working’ within and
across the organisation. This
includes, for example, making
better use of existing
centralised data systems and
platforms to streamline
administrative processes.

We also acknowledge that this
mahi will need to be
supported by the adoption of
appropriate organisational
customs and practices within
the new faculties and
portfolios.

Future-focused resourcing

Concerns were expressed by
respondents about whether
there was enough focus on
resourcing research,
programme development,
post-graduate priorities and
offshore delivery in China.

We acknowledge this feedback
and reaffirm our commitment
to appropriately resourcing
and supporting these areas.
For example, programme
development, programme
delivery and research activity
(in degree and above
programmes) are key areas of
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academic focus across faculties
and Ako Excellence as they
speak to our legislative and
regulatory commitments.

We acknowledge the feedback
regarding offshore China
delivery of Ara programmes.
While not formally in the
scope of this proposal, we
recognise a need for coherent
oversight and coordinatiomof
offshoresteaching andd@arning
activitysaCross faculties, in
partpership with Ako
Excellence. This will be an
importantifirstorder of
business fornewly established
faculty leadership teams.
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Summary of feedback from people outside the Academic, Innovation and

Research teams

A total of 58 pieces of out-of-scope feedback (from people outside the impacted teams) were

submitted. Feedback was received in writing to the Consultation@ara.ac.nz email.

Key themes, or recurring topics from in-scope feedback include:

Feedback

Response and any decisions

Portfolio Managers and
academic staff workloads

Respondents expressed
concerns about the workload
for Portfolio Managers,
especially in areas where some
academic managers have
already left. They spoke about
the increased workload that will
be delegated to academic staff,
resulting in less time to focus,on
our core business of tedching
and learning.

from feedback

We acknowledge this
feedback. We agree that thé
workload of Portfolio
Managers and acadefmige,staff
is ap important issue.

In response, wehave increased
the number of Portfolio
Managess. and in doing so,
reduced the number of direct
reports, particularly in areas of
high need.

Saying Programme Leads,
PASMs and SASMs will
provide support without clear
role definitions, position
descriptions and
remuneration

Respondentssaid these roles
require a réview of position
descriptions with clear role
definitions. They saidithe
proposal wasambigtious and
rémuneratiohdvould need to be
féviewed as they take on
additiopal fesponsibilities.

We acknowledge the
important leadership role of
senior academic kaimahi,
particularly those in PASM and
SASM roles, in supporting the
effective delivery of academic
programmes. PASM and SASM
kaimahi will continue playing a
vital role in portfolio activity
and programme delivery,
working alongside Portfolio
Managers and Faculty
Operations Managers as
appropriate.

We recognise additional clarity
and consistency are needed to
ensure PASM and SASM roles
continue to contribute to
programme delivery
leadership, to mentor
academic kaimahi and to
support akonga. Faculty
leadership teams, in
collaboration with People and
Capability business partners,
will develop a working
framework that aligns with our
collective employment
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agreement obligations. This
framework will enable us to
harness the individual and
collective academic leadership,
experience and expertise of
our SASM and PASM
colleagues, fully empowering
our new academic faculty
structure. Establishing this
framework will be one of the
faculty leadership teams’ first
priorities, alongside Deans of
Faculty.

Liaising with industry

Respondents said Ara has a
wide range of different
industries to engage with.
Concerns were raised about
these responsibilities sitting
with the Associate Dean rolé,
saying it would be impassible
for these roles to understand
the specialist nuantes of these
industries.

We acknowledge this'feedback
and recognise the
arganisationalrisk asséciated
with having$ingular points of
industry ¢onnection and
engagements

Wecan'clarify that meaningful
industry engagement and
connection will be supported
by faculty leadership teams
and academic kaimahi, based
on respective areas of
leadership responsibility,
disciplinary expertise, industry
experience and connections to
professional networks.

Portfolio Managers with
industry sector and relevant
expertise

RespOndents said Portfolio
Managers need industry sector
and relevant expertise relating
tortheir portfolio to be effective
in their roles.

We appreciate this feedback
and affirm that industry sector
experience and relevant
expertise relating to portfolio
areas are important
considerations for the role of
Portfolio Manager.

This is reflected in the position
description, which includes
other criteria, for example,
academic experience,
leadership and managerial
experience and educational
qualifications. While academic
and tertiary education
experience is valued, there is
also a preference for
candidates who bring industry-
recognised qualifications and
practical experience that align
with the specific portfolio
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areas. These qualifications and
experiences are not mandatory
unless stipulated by regulatory
requirements. This approach
ensures we maintain flexibility
in recognising diverse
pathways to capability, while
also meeting any statutory
obligations.
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Nga whakatau | Decisions

1. The establishment of three-faculty structure

We proposed to establish a three-faculty structure at Ara.

0 Decision

=  Confirmed — This will enhance our efficiency by simplifying our
structure, clarifying the scope and purpose of each function.

2. Associate Dean
0 We proposed each faculty will have a Faculty Leadership Team (FLT) supporting the

Faculty Dean. Each FLT will include:

Associate Dean (Level 300) — Will act as the second-in-command to the Dean,
focusing on research and academic capability development. This role will liaise with
other divisions, particularly Ako Excellence, to ensure facultiés receive thelnhecessary
support.

O 3xFTE

0 Decision

=  Will not proceed — We have decided/het to proceed With the Associate
Dean roles. By not proceeding/with this role, faculties will maintain a
streamlined leadership structure,avoid rele.overlap and ensure more
efficient use of resources. The responsibilities proposed for this role will
effectively be managéd-by-the combination of Deans, Portfolio
Managers and Faculty\Operations Mangers, supporting a more
distributed leadership/model-This approach promotes agility due to
fewer layers{of management ‘ahd promotes broader colleague
engagemént and ownership in decision making.

=  Position desgfiptions for Head of Nursing, Portfolio Managers and
Faculty Operations,Managers have been amended to ensure that the
key roles and responsibilities of the proposed Associate Dean roles are
incorporatéd appropriately to ensure business and leadership continuity
ahd organisational risk management within Faculty Leadership teams.

3. PortfoliosManagers

(0}

@]

Weproposed Portfolio Managers (Level 400) 14 FTE — would lead the teaching and
learning delivery of each portfolio and school within the faculty, ensuring quality
assurancesand alignment with our educational standards.

45 FIE # Applied Technology

4.5 FTE — Health, Science and Sustainability

5\FTE — Education, Culture and Services.

Decision
=  Confirmed, with amendments — We have increased the number of
Portfolio Manager roles to 18 FTE:
= 6.0 FTE — Applied Technology
= 5.5 FTE — Health, Science and Sustainability
= 6.5 FTE — Culture and Services.

=  We have decided to adjust the academic portfolios:
=  We have established a 'Foundation and Pathways' portfolio within
the Faculty of Culture and Services — this includes moving NZ2860
(New Zealand Certificate in Study and Career Preparation, Level 4)
from the Faculty of Health, Science and Sustainability. Historically,
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NZ2860 and NZ2863 (New Zealand Certificate in Study and
Employment Pathways, Level 3 and Level 4) have been delivered
across departments and this move ensures these two connected
programmes are administered and delivered within a singular
portfolio area.

We have moved the Early Childhood Education programmes
(NZ2849, NZ2850, NZ2851) from the Faculty of Culture and Service
into the Faculty of Health, Science and Sustainability. These
programmes will be in the renamed 'Science, Sustainability and Early
Learning' portfolio within this faculty and sit alongside the
education-based programmes associated with Sustainability and
Outdoor Education.

Accordingly, we have decided to rename the Faculty of Education,
Culture and Services to the ‘Faculty of Culture and Services’.

We have moved the NZ2740 and NZ2741 massage programmes
from the Faculty of Health, Science and Sustainability into the
‘Hospitality and Services’ portfolio withinthe Faculty of Culture and
Services. These massage-based progtammes have'strong disciplinary
alignment with several programmes in‘the Hospitality and Services
portfolio.

We have combined English/language progranimes with Business
programmes to form a Busihes$ and English portfolio, which remains
within the Faculty of Culture and Senvices. This adjustment will
provide greater equity*and balance between portfolios within the
faculty.

The Portfolio Manager FTE will be:

Faculty of Applied Technology

Portfolio FTE
Auto, Engineering and Plumbing Trades 1FTE
Construction Trades 2 FTE
Built Environments 1FTE
Applied Enginéering4dnd Computing 2 FTE
6 FTE
Faculty of Health, Science and Sustainabili
Portfolio
Nursing 2 FTE
Science, Sustainability and Early Learning 1.5 FTE
Health arid Community 2 FTE
5.5 FTE
Faculty of Culture and Services
Portfolio FTE
Hospitality and Services 1.5 FTE
Creative and Media 2 FTE
Business and English 1.5 FTE
Foundation and Pathways 1.5 FTE
6.5 FTE
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4. Faculty Operations Managers

(0}

We proposed Faculty Operations Managers (Level 400) 9.5 FTE - would provide
cross-faculty logistical and operational support, ensuring standardised application of
policies, processes and procedures across all faculties.

3.5 FTE — Applied Technology

2.5 FTE — Health, Science and Sustainability

3.5 FTE — Education, Culture and Services.

Decision

=  Confirmed, with amendments — We have decreased the number of
Faculty Operations Manager roles from 9.5 FTE to 6.0 FTE:
= 2.0 FTE — Applied Technology
= 2.0 FTE — Health, Science and Sustainability
= 2.0 FTE — Culture and Services.

= This decision acknowledges the need to provide'mote leadership
support for academic kaimahi by Portfolie Manager rolés. Facdlty
Operations Managers (2 FTE per faculty) will work clesely'with Deans
and Portfolio Managers across faculty portfolios. All Faculty Operations
Managers will also work across faculties to supportsstrong communities
of practice and to leverage collegtive'capability, consistency and
capacity.

5. Head of School - Nursing

(0]

o

We proposed to establish a Head of School \Nursing (L300) — this role would
provide strategic and academic leadership+for the School of Nursing and ensures
high-quality nursing edueation, research, regulatory compliance and industry
relevance. This role i$ asequdirementefithe New Zealand Nursing Council (NZNC) to
ensure all nursing’progr@ammes{meet regulatory and accreditation standards.

Decision
= /Confirmed, 'with amendments — We confirm this role will proceed, with
d minor-amendment to the title ‘Head of Nursing’.
=/ |n addition, the ‘School of Nursing’ portfolio title has been changed to
‘Nursing” portfolio. Removing the title ‘School of now means there is
consistency of naming across all of Ara’s faculty portfolios.

6. Travel Partner

(0}

(0}

We proposed that the Travel Partner would coordinate all travel-related activities at
Ara. As we expand our local and international reach, a coordinated, strategic
dpproach to travel management is essential. This role will ensure all travel
arrangements align with institutional policies, financial sustainability goals and risk
management requirements. The Travel Partner will collaborate with faculties and
business divisions to manage bookings, oversee compliance and optimise travel
processes for efficiency and cost-effectiveness. This role will not only provide
oversight of all travel bookings but also strengthen relationships with vendors,
negotiate better rates and ensure a seamless experience for kaimahi.

Decision
= Confirmed, with amendments — We confirm this role will proceed, with
a minor amendment to the title ‘Coordinator - Travel and
Administration’ and a broadened scope to provide administrative
support across the Corporate Services team, as needed. We also confirm
that it reports to the Director of Corporate Services.
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7. Policy and Process Partner

0 We proposed the Policy and Process Partner as a proactive and people-focused role
designed to empower kaimahi across Ara to confidently navigate policies and
procedures. By fostering a culture of clarity, collaboration and shared responsibility,
this role would ensure that policies are not just documents but are lived and
understood in daily practice. Sitting in the Strategy, Planning and Performance
division, the Policy and Process Partner will work alongside teams to embed policies
in a way that keeps kaimahi safe, connected and ready when they need to
implement procedures. This role will strengthen policy cohesion, prevent issues
before they escalate and enable kaimahi to work with confidence and consistency.

O Decision
= Confirmed — We confirm this role will proceed and that it reportsitoithe
Complaints and Policy Coordinator as proposed.

Nga wahanga kei waho i te horopaki | Areas 60t of scepe
Te Pouwhakahaere o Te Puna Wanaka - Manager and Manager—€linical

We proposed to maintain the positions of Te Pouwhakahaete o'Te Puna Wanaka — Manager, as well
as Manager — Clinical, within the new structure. We confirm that theséwroles remain out of scope for
this change proposal. There may be a need in future.to\assess the responsibilities of these roles to
ensure alignment, efficiency and effective management.

Academic kaimahi

We proposed that academic kaimahidre out’of thesscoperof this proposal; however, if the proposed
changes proceed, academic kaimahi wiould have’a change in reporting line to the Portfolio Manager
for their programme. We confirmtthat these.rales remain out of scope for this change proposal. A
list of confirmed portfolios and pregrammes can be found in Appendix 6.

Brands under the Ara identity

We proposed to retain existing brands, which include the National Academy of Singing and Dramatic
Art (NASDA), the"New,Zealand Broadcasting School (NZBS) and the Music and Audio Institute of New
Zealand (MAINZ). These brands\have established themselves in their respective fields, providing
specialised education and training. By continuing to support and develop these brands, we aim to
uphold their legacy ¢f excellence and ensure they remain at the forefront of their industries. We
confirm that theséexisting brands are out of scope for this change proposal.
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Te hanganga kua mana | Confirmed structure

Summary of confirmed changes

Impact Proposed FTE Final FTE
Minor change 45.6 45.6

Significant change 34.9 34.9

(disestablished)

New positions 27.5 25
Total 80.5 73.1 70.6
Reduction in permanent FTE 7.4 9.9

*The proposed roles of Travel Partner and Policy and Process Partner are nét ificluded ingthe table
above as they are included in the count of new positions within the Akanga'Suttess, Maori Sticcess
and Pacific Achievement proposal document.

See the appendices for the list of confirmed impacted positions/and confirmed new.soles.
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Ka ahatia a muri atu? | What happens next?

Te tukanga whakatau | Decision process
As the decisions have now been made, we intend to:

e Step 1: Hold a group meeting to announce the decision

e Step 2: Provide the final decision document and a letter to individual kaimahi.

e Step 2: Recruitment and selection process commences.

e Step 3: Where roles are confirmed disestablished, redeployment conversations begin. A
voluntary redundancy process may be actioned.

Rarangi wa whai muri i nga whakatau | Timeline faflewing deegisjons

Milestone Date

Decisions communicated to impacted kaimahi 28'May 2025

Other kaimabhi are informed who may not be impacted 28 May 2025

Internal advertising commences 3 June 2025

Internal applications close 12.June 2025

Shortlisting complete 17June 2025

Interviews commence and external advertising«commiences (if\, 18 June 2025

required)

Offers made From week of 30 June 2025
Redeployments announced From week of 7 July 2025
New structure in place 14 July 2025
Disestablishments take effect** 28 July 2025

** In the event that redeployment.is'het achieved, your employment will end on 28 July 2025 by reason of
redundancy. With the new strugture comind.inté effect on 14 July 2025, we will pay you two weeks in lieu of
notice to the 28 July 2025.

Tukanga het kimi,\Bet kowhiri tangata | Recruitment and selection
process

New roles

We are committed to an open and transparent recruitment process based on the selection criteria
below.

Recruitment process

Our preference is to redeploy kaimahi where possible, however we are committed to appointing the
best person for the role. The recruitment process for any new position is:
e Inthe first instance, new roles will be open to impacted kaimahi within Te Pikenga network.
Kaimahi will have 10 calendar days to apply for the role.
e [f this does not fill the new role, we will then open the process to all kaimahi within Te
Piakenga network. Kaimahi will have 10 calendar days to apply for the role.
e Vacancies will be advertised at both the above stages on Waituhi and Te Whare.
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e All potential internal candidates will be required to apply with a cover letter and complete
an Expression of Interest (EOI) form relating to the selection criteria.
A shortlist will be completed within five business days after the advertising period closes.
Unsuccessful and successful shortlist candidates will be advised of the next steps.

e The interview will be formal and include competency-based questions relating to the
position description and may include a second interview and/or presentation.
If the position is not filled internally, we will then advertise externally.
We will explore other redeployment opportunities with unsuccessful candidates.

Selection criteria for new roles and reduction in roles

Description Selection criteria

e Relevant qualifications required for the position (and/or where
Experience and relevant, the equivalent body of knowledge gained through expérience)
Qualifications e Currency, relevance and extent of industry, praefessional or ggmmupity-
related experience in relevant field/s

Technical skills e  Evidence of specific technical skills/kn6wledge of position

e Experience, understanding / supporting / advocating / |leading the
Te Tiriti o Waitangi inclusion of Te Tiriti o Waitangi prdctices in a workplace setting
and Equity e  Experience in supporting / advocating / leading approaches that
promote equity and priéritise the needs\of'eur priority groups

e Evidence of clear behavioural examples which demonstrate Ara's values

Values . . )
alongside the code‘of professional,praetice

e Experienced performing acrdss'a broad range of deliverables within
Performance position scepe
e Examples,of recent performance deliverables

Whakakoretanga tuag |.Voluptary redundancy

When a role is confirmed{iséstablished, we are open to having a voluntary redundancy
conversation. Please note that voluntary redundancy is not guaranteed and the impacted kaimabhi
will need to make ah application. Applications will be treated on a case-by-case basis. We will ensure
we meet our legal and/€mployment agreement (including Collective Employment Agreement)
requirements and Gur business\operational requirements.

Huarahi whakawhiti | Transition approach

We are committed to supporting you through the transition process. This commitment includes
providing comprehensive training and development opportunities tailored to your needs. By
prioritisingyour wellbeing and professional growth, we aim to create a smooth and positive
transition experience that empowers you to thrive in the changed structure.

Key focus areas include, but are not limited to:

e Keeping you updated.

e Ensuring we include you when transition planning.

e Supporting the business division or team to work on planning priorities, including providing
project management expertise if the transition is complex.

e Ensuring you understand your responsibilities.
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Ki hea whai tautoko ai | Where to get support

We genuinely care about your wellbeing. We understand that change can be disruptive and
unsettling for many people. It's natural to feel a mix of emotions during such times and we want to
acknowledge those feelings. We're here to support you as we navigate through these changes
together. Your experience matters and we appreciate your patience and resilience. We encourage
you to speak to your leader, support network, union representative, or People and Capability
Business Partner and support each other through this consultation process.

Please remember you can access Employee Assistance Service support through our provider, OCP.
You can contact OCP by visiting their website, by phone: 0800 377 990 or by email:
Support@OCP.co.nz. As a reminder, we encourage you to seek independent advice regarding this
proposal. You are entitled to have a representative or support person present at any meeting,

If you are a union member, you may want to seek support from local branchYmembers.

We support you in sharing your situation with whanau or trusted colleagues. It's crucial to have a
support network and we understand the importance of connectingith others during this time. As
you share at work, we ask that you keep in mind the diverse experiences and feelings of those
around you and remain professional. Sometimes, when discussing-concerns;it,cai be helpful to
approach the conversation constructively, aiming to allevidtesather than add to any anxiety. Your
thoughtful consideration can make a positive difference for everyonéiinvalved. Remember, you're
not alone in this journey.

If you feel that the available support options don"tymeet youf. needs, please don't hesitate to reach
out to People and Capability for assistance. If you.have any_questions regarding this proposal, we
encourage you to talk openly with your l€ader, union fepresentative or People and Capability. Your
concerns are important to us; we're Here toshelp yéu-navigate this.
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Nga tapirihanga | Appendices

e Appendix 1: Ara Institute of Canterbury Vision 2030.

e Appendix 2: Position descriptions can be found on the 2025 Transformation Programme

page on Waitubhi.

e Appendix 3: Table of disestablishments.

e Appendix 4: Table of minor changes to reporting lines or position.

e Appendix 5: Table of new roles.

e Appendix 6: Table of Programme and portfolio alignment.

e Appendix 7: Glossary.

Nga turanga kua whakatauria kia poroa | Disestablished roles

HOD - Creative
Industries and
Digital
Technologies
(fixed term)

Current team

Dept of Creative Arts
and Digital
Technologies

Description

Position not included'in the
structure.

Rationale and what
happens to the work the

role is doing

The different elements that
make up these functions
are distributed into the
new Portfolio Manager and
the Faculty Operations
Manager.

HOD - Engineering | Dept of Engineering Position not included in The different elements that
and Architectural | and Architectural structurey Jicumbent may apply | make up these functions
Studies Studies for@vailable positions in are distributed into the
structure new Portfolio Manager and
the Faculty Operations
Manager.
HOD - Hospitality |, Dept of Hospitality, Positions not included in The different elements that

and Service
Industries and
Business

Business and Service
Industries

structure. Incumbent may apply
for available positions in
structure

make up these functions
are distributed into the
new Portfolio Manager and
the Faculty Operations
Manager.

HOD — Humanities
(fixed term)

Dept of Humanities

Position not included in
structure.

The different elements that
make up these functions
are distributed into the
new Portfolio Manager and
the Faculty Operations
Manager.

HOD - Health
Practice

Dept of Health Practice

Position not included in
proposed structure. Incumbent
may apply for available
positions in structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and/or Faculty Operations
Manager
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HOD Applied
Sciences and
Social Practice
(fixed term)

Dept of Applied
Sciences and Social
Practice

Position not included in
structure.

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and/or Faculty Operations
Manager

Manager -
Performing Arts

Dept of Creative Arts
and Digital
Technologies

Position not included in
structure. Incumbent may apply
for available positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager

Academic
Manager (x2)

Dept of Creative Arts
and Digital
Technologies

Position not included in
structure. Incumbent may apply
for available positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manhager
and or FacultyOperations
Mahager

Manager - Art and
Design

and

Manager of Art
and Design and
NZBS (fixed term)

Dept of Creative Arts
and Digital
Technologies

Position not included in
structure. Incumbent may apply
for available positions,in
structure

Efficiencies can be found
through’the consolidation
of‘the Portfolio Manager
and or Faculty Operations
Manager

Academic
Manager -
Business
Programmes

Dept of Hospitality,
Business and Service
Industries

Position notincluded in
structure, Incumbent may apply
for@vailable positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager

Manager - English

Dept of,Humanities

Position not included in

Efficiencies can be found

Language structure. Incumbent may apply | through the consolidation
for available positions in of the Portfolio Manager
structure and or Faculty Operations

Manager
Manager — Dépt of Humanities Position not included in Efficiencies can be found

Foundation and
Pathways (fixed
term)

structure.

through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager

Manager -
Sustainability and
Outdoor
Educational
Programmes

Dept of Humanities

Position not included in
structure. Incumbent may apply
for available positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager
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Manager — Early

Dept of Humanities

Position not included in

Efficiencies can be found

Childhood structure. Incumbent may apply | through the consolidation
Education for available positions in of the Portfolio Manager
structure and or Faculty Operations
Manager
Academic Dept of Hospitality, Position not included in Efficiencies can be found
Manager Business and Service structure. Incumbent may apply | through the consolidation
Hospitality Industries for available positions in of the Portfolio Manager
Management structure and or Faculty Operations
Manager
Manager - Dept of Hospitality, Position not included in Efficiencies can be found
Culinary Business and Service structure. Incumbent may apply | through the consolidation
Programmes Industries for available positions in of the Portfolio Mahager
structure and or Faculty\Opérations
Manager
Academic Dept of Hospitality, Position not included in EfficCiencies can be found
Manager - Business and Service structure. Incumbent may apply |ghrough'the consolidation
Hairdressing, Industries for available positions,in of‘the Portfolio Manager
Beauty and structure and or Faculty Operations
Massage Therapy Manager
Manager - Dept of Trades Position hot included in Efficiencies can be found
Engineering structure. Incumbentmay apply | through the consolidation
Trades for available pgsitiens in of the Portfolio Manager
structure and or Faculty Operations
Manager
Manager - Dept of Trades Position not included in Efficiencies can be found
Electrical and Strdcture. Incumbent may apply | through the consolidation
Plumbing for available positions in of the Portfolio Manager
structure and or Faculty Operations
Manager
Manager - Dept of Trades Position not included in Efficiencies can be found
Construction structure. Incumbent may apply | through the consolidation
Trades for available positions in of the Portfolio Manager
structure and or Faculty Operations
Manager
Manager - Dept of Trades Position not included in Efficiencies can be found
Automotive and structure. Incumbent may apply | through the consolidation
Auto Body for available positions in of the Portfolio Manager
structure and or Faculty Operations
Manager
Manager - Dept of Engineering Position not included in Efficiencies can be found
Architectural and Architectural structure. Incumbent may apply | through the consolidation
Studies and Studies for available positions in of the Portfolio Manager

Interior Design

structure

and or Faculty Operations
Manager

Consultation decision document — Ara Academic, Innovation and Research | Page 45 of 68
This document contains information that is confidential. Some information may be subject to legal privilege. Do not photocopy or distribute this information.




Manager -
Engineering and
CAD

Dept of Engineering
and Architectural
Studies

Position not included in
structure. Incumbent may apply
for available positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager

Manager -
Construction

Dept of Engineering
and Architectural
Studies

Position not included in
structure. Incumbent may apply
for available positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager

Manager -
Academic
Operations

Dept of Applied
Sciences and Social
Practice

Position not included in
structure. Incumbent may apply
for available positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manhager
and or FacultyOperations
Mahager

Manager - Science

Dept of Applied
Sciences and Social
Practice

Position not included in
structure. Incumbent may apply
for available positions,in
structure

Efficiencies can be found
through’the consolidation
of‘the Portfolio Manager
and or Faculty Operations
Manager

Manager —
Academic (x2)

Dept of Health Practice

Position hot included in
structure. Incumbentmay apply
for available pesitiens in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager

Manager - Allied
Health

Dept of Applied
Sciengés and Social
Practice

Position not included in
strdcture. Incumbent may apply
for available positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager

Manager - Human
Services

Dept of Applied
Scieneesand Social
Practice

Position not included in
structure. Incumbent may apply
for available positions in
structure

Efficiencies can be found
through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager

Academic Dept of Health Practice | Position not included in Efficiencies can be found
Manager structure. Incumbent may apply | through the consolidation
for available positions in of the Portfolio Manager
structure and or Faculty Operations
Manager
Operations Academic Innovation Position not included in Efficiencies can be found

Managers (4 FTE)

and Research Division
(AIR)

structure. Incumbent may apply
for available positions in
structure

through the consolidation
of the Portfolio Manager
and or Faculty Operations
Manager
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Nga panonitanga iti ki te rarangi purongo, ki te tiranga ranei |
Minor changes to reporting line or position

Current
Team

Description

Rationale and what happens to

the work the role is doing.

Manager - Dept of Health | Change in reporting lines to The function of the role will largely
Clinical Practice Head of Nursing. continue to be carried out as it is now
with a change in reporting line.
Manager —Te Dept of Change in reporting lines to It is expected that the function of the
Puna Wanaka Humanities the Dean of Faculty of Culture | role will largely continue to be carfied
and Services. out as it is now with a change jfi
reporting line.
Director of Academic Change in reporting lines to The functiomé6f the role willdargely
Southern Innovation Director — Equity and Akonga coftinue to be cafried out as it is now
Campuses and Research | Success and minor changes to | with\a changefin reporting line and

Division (AIR) | the position description and minor changesito.the position
title. description,£nsuring that regional
campuses remain well-supported
while aligning with Ara’s equity,
access and learner success strategies
Manager - The Dept of Health | Change in reporting lines to The function of the role will largely
Zone Sports Practice Faculty@perations Manages,in | continue to be carried out as it is now
Centre Fagulty of Health, Science and | with a change in reporting line and
Ststdinability andichange in change in position title to Team
position titleg Leader — The Zone Sports Centre to
reflect that this role reports to a 4th
tier manager role.
Manager — Dept of Change in reporting lines to The function of the role will largely
Restaurant Héspitality, Eaeulty Operations Manager, continue to be carried out as it is now
BuSiness and Faculty of Culture and with a change in reporting line.
Servicd Services.
Industries
Technicians Academic Change in reporting lines to The function of these roles will largely
Innovation Faculty Operations Manager continue to be carried out as it is now

and Research
Division (AIR) -
All
departments

for the relevant Faculty.

with a change in reporting line.

Administrators,
Coordinators and
Operations
Coordinators

Academic
Innovation
and Research
Division (AIR) -
All
departments

Change in reporting lines to
Faculty Operations Manager
for the relevant Faculty.

The function of these roles will largely
continue to be carried out as it is now
with a change in reporting line.
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Placement
Coordinators /
WIL Coordinators
/ Placement Lead

Academic
Innovation
and Research
Division (AIR) -
All
departments

Change in reporting lines to
Faculty Operations Manager
for the relevant Faculty.

The function of these roles will largely
continue to be carried out as it is now
with a change in reporting line.
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Nga taranga hou | New roles

New role

Team

Description of new role

Head of Nursing

Faculty of

The Head of Nursing is responsible for leading Ara Institute of

(1.0 FTE) Health Science | Canterbury’s largest academic portfolio, overseeing the delivery of
and high-quality nursing education. This role ensures programmes align
Sustainability | With national and international nursing standards, fostering academic
excellence, professional integrity and strong industry connections. The
Head of Nursing will maintain key relationships with the Nursing
Council of New Zealand in the Head of Nursing role and other health
sector stakeholders, ensuring Ara’s nursing qualifications meet
accreditation requirements and industry expectations.
Portfolio Nursing Faculty of Health, Science and Sustainability
Manager (5.5 The Portfolio Manager (PM) is responsible for leading exceptional
FTE) Health and teaching and learning within an assigned Schg0l, which operates/as
Community part of the faculty at Ara Institute of Cantegbty. Each faculty
comprises multiple Schools, each centred arfound a suite of
. programmes with strong synergies anid operating between 500 and 700
Science
EFTS.
Sustainability
and Early The Portfolio Manager ensufes the consistentidelivery of high-quality
Learning education, fostering excelleniCe in teaching and'learning. They also
maintain essential fugCtionalfelationshipswith the Ako Excellence
portfolio to provide angeing assurancéithat the school meets all
aspects of the Araguality assurance.framework. The PM plays a critical
role in ensuring that'akonga’experience excellence in education every
day. Additionallyy/the PMileads and supports academic kaimahi to
achievé excellence ingheipractice and professional growth.
Portfolio Hospitality Facalty of Culture@and Services
Manager (6.5 and Services ThePortfolio Manager (PM) is responsible for leading exceptional
FTE) teaching and leafnifig within an assigned School, which operates as
Creative and patt of a faculty at Ara Institute of Canterbury. Each faculty comprises
Media multiple Sehodls, each centred around a suite of programmes with
strong\synergies and operating between 500 and 700 EFTS.
Blsjndgs/and ThewPortfolio Manager ensures the consistent delivery of high-quality
Baglish education, fostering excellence in teaching and learning. They also
maintain essential functional relationships with the Ako Excellence
Foundation portfolio to provide ongoing assurance that the school meets all
apdPathways | aspects of the Ara quality assurance framework. The PM plays a critical
role in ensuring that akonga experience excellence in education every
day. Additionally, the PM leads and supports academic kaimahi to
achieve excellence in their practice and professional growth.
Portfolio Construction Faculty of Applied Technology
Manager (6\FTE) | Trades The Portfolio Manager (PM) is responsible for leading exceptional
teaching and learning within an assigned School, which operates as
Auto, part of a faculty at Ara Institute of Canterbury. Each faculty comprises
Engineering multiple Schools, each centred around a suite of programmes with
and Plumbing strong synergies and operating between 500 and 700 EFTS.
Trades . . . . .
The Portfolio Manager ensures the consistent delivery of high-quality
education, fostering excellence in teaching and learning. They also
Applied maintain essential functional relationships with the Ako Excellence
Engineering portfolio to provide ongoing assurance that the school meets all
and aspects of the Ara quality assurance framework. The PM plays a critical
Computing role in ensuring that akonga experience excellence in education every

day. Additionally, the PM leads and supports academic kaimahi to
achieve excellence in their practice and professional growth.
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Built
Environments

Faculty
Operations
Manager (2 FTE)

Faculty of
Health,
Science and
Sustainability

The Faculty Operations Manager (FOM) is responsible for ensuring the
smooth and efficient operation of a faculty at Ara Institute of
Canterbury. This role supports the Dean of Faculty and works closely
with the Portfolio Managers (PMs) to implement and operationalise
Ara-wide policies, procedures and business rules. The FOM plays a
critical role in enabling the faculty to function as a cohesive team,
ensuring consistency in the application of institutional processes across
all Schools within the faculty.

The FOM ensures that faculty operations align with institutional
objectives, optimising resources, enhancing operational effectiveness
and ensuring financial sustainability. This role requires strong
leadership, a problem-solving mindset and a deep understanding.of
tertiary education operations. The FOM also‘evérsees the faculty’s
technicians, ensuring they have the necessary reSources and support to
maintain high-quality learning enviropmefts.

Faculty
Operations
Manager (2 FTE)

Faculty of
Culture and
Services

The Faculty Operations Managef(FOM) is responsible for ensuring the
smooth and efficient operatiomef afaculty atiAraslnstitute of
Canterbury. This role supports the Deanef Faculty and works closely
with the Portfolio Mapdgers (PMs) todimplement and operationalise
Ara-wide policies, procedures andsbusiness rules. The FOM plays a
critical role in enablingithe facultyito function as a cohesive team,
ensuring consistency. in the application of institutional processes across
all Schools withinthe faculty.

The FOM ensures that\faculty operations align with institutional
objectives, optimisingresources, enhancing operational effectiveness
and ensuring finaneial sustainability. This role requires strong
leadership;a‘problem-solving mindset and a deep understanding of
tertiary’education operations. The FOM also oversees the faculty’s
technicians, ensuring they have the necessary resources and support to
maintainvhigh-quality learning environments.

Faculty
Operations
Manager (2 FTE)

Faculty,of
Applied
Technology

The Faculty Operations Manager (FOM) is responsible for ensuring the
smooth and efficient operation of a faculty at Ara Institute of
Canterbury. This role supports the Dean of Faculty and works closely
with the Portfolio Managers (PMs) to implement and operationalise
Ara-wide policies, procedures and business rules. The FOM plays a
critical role in enabling the faculty to function as a cohesive team,
ensuring consistency in the application of institutional processes across
all Schools within the Faculty.

The FOM ensures that faculty operations align with institutional
objectives, optimising resources, enhancing operational effectiveness
and ensuring financial sustainability. This role requires strong
leadership, a problem-solving mindset and a deep understanding of
tertiary education operations. The FOM also oversees the faculty’s
technicians, ensuring they have the necessary resources and support to
maintain high-quality learning environments.

Policy and
Process Partner
(1.0 FTE)

Strategy
Planning and
Performance

The Policy and Process Partner is a proactive and people-focused role
designed to empower kaimahi across Ara to confidently navigate
policies and procedures. By fostering a culture of clarity, collaboration
and shared responsibility, this role ensures that policies are not just
documents but are lived and understood in daily practice.

Sitting centrally, the Policy and Process Partner works alongside teams
to embed policies in a way that keeps kaimahi safe, connected and
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ready when they need to implement procedures. This role exists to
strengthen policy cohesion, prevent issues before they escalate and
enable kaimahi to work with confidence and consistency.

Coordinator -
Travel and
Administration
(1.0 FTE)

Corporate
Services

The Coordinator - Travel and Administration is responsible for the
centralised coordination of all travel-related activities at Ara Institute
of Canterbury. This role ensures that all travel arrangements align with
institutional policies, financial sustainability goals and risk management
requirements. The Travel Partner will collaborate with faculties and
business units to manage bookings, oversee compliance and optimise
travel processes for efficiency and cost-effectiveness.
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Kuputaka | Glossary

Term

Definition

Impacted kaimahi

Kaimahi are considered impacted when a decision is made that their
position is to be disestablished. This does not automatically mean
someone’s employment ends through redundancy. Our priority is to
place impacted kaimahi into the new positions in the structure through
redeployment.

Application An application process is where you can signal your interest in a position
(or a number of positions) and outline your skills and experience.
Comparable Positions are identified as comparable if the required skills, qualificatigns

and experience are comparable to the current positions of significantly.
impacted kaimahi. This may result in either directiappointment{o'a
position or selection process in many to few situations.

Contestable

A competitive recruitment process (open t6 more than ehe applicant).

Disestablished
position

If a position is disestablished, it will not exist in the new structure. A
position that is confirmed disestablishéd-is becausesweéno longer need it,
the responsibilities of the role afe distributed differently between new
roles in the structure, or becatise the workgef.the position has changed
so significantly the position is,no'longerthe same.

Business Divisions

The former Institutes of Technology and Polytechnics (ITPs) and Industry
Training Organisations (ITOs) that are part of Te Plkenga.

ITO and WBL The 9 IndustryzTraining Organisations, often referred to as work based
learning (WBL). Are referréd.to as Business Divisions.
ITP The 16¥nstitutes ofJechnology and Polytechnics. Are referred to as

Busingess. Divisions

Reconfirmed

Where thete isino change to a position or a minor change (title change,
group change,reporting line change, minor changes to a job title or
position description), kaimahi will be reconfirmed into their position.
This is also sometimes called ‘mapped in’ or ‘lifted and shifted’ to the
new,structure.

Recruitment process

The process used to appoint suitable candidates to a position. This
usually includes advertising, shortlisting, interview, reference check and
offer.

Redeployment

Redeployment is a term used to describe the process of identifying
suitable alternative positions for the appointment of impacted kaimabhi.

Reporting line

The relationship between a worker and their direct supervisor.

RIV

Regional ITP Vocational Programme.

TEC wrote to Te Plikenga in June 2024 regarding the viability of the ITP
business divisions within Te Plikenga. Te Plkenga were required to seek
specialist assistance under section 332 of the Education and Training Act
2020. These consultants reviewed the financial information for the ITP
Business Divisions.
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Ring-fenced/Many too
few/Reduction in roles

A closed process is followed when several incumbents are in the same or
similar impacted roles. This means a selection process is followed
instead of a full recruitment process.

Surplus staffing

A situation where, following a consultation process, Te Plkenga has
identified a need to reduce the number of kaimahi, or where kaimahi
can no longer be employed in their current position or grade

Te Pae Tawhiti: Te
Tiriti o Waitangi
Excellence Framework

Te Tiriti o Waitangi Excellence Framework, developed by Te Plkenga, is a
self-reflective tool to monitor and assess how well the Network is
tracking towards Te Tiriti o Waitangi excellence and achievement of their
objectives of demonstrable Te Tiriti o Waitangi partnerships and
inclusivity and equity for Maori.

Voluntary redundancy

The ability to ask for voluntary redundancy is provided for in some
employment agreements in certain circumstances:

It enables impacted kaimahi to indicate a preferencerto take voluntary
redundancy in a surplus staffing situation and@hen theythave been
confirmed as having their positions disestablished.
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