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23 June 2025 

 
 

By email:  
 
 
Tēnā koe  

Request under the Official Information Act 1982 

I refer to your email of 22 May 2025, requesting employment-related information under the Privacy 
Act 2020 from UCOL ǀ Te Pūkenga.  

While the acknowledgement of your request from UCOL set out two of the points from within your 
email falling under the Official Information Act 1982 (OIA), we have considered three of your points 
under the OIA.  

For clarity, the following points from within your email have been considered under the OIA:  

2. Internal Communications 
Internal communications including but not limited to Microsoft Teams - chat and Future Ready 
group communication, authored or received by People & Culture, senior leadership, or legal 
representatives (excluding general team correspondence) that reference: 
• The 4–5 June timeline and its publication 

3. Consultation and Decision-Making Documentation 
• Internal records or advice relating to decision timelines or consultation outcomes 
• Any relevant correspondence or documentation submitted to or received from Te Pūkenga, 

MBIE, or TEC involving support services, restructure consultation, or disestablishment criteria 

This letter provides a formal decision on these three points under the OIA.  

The decision 

Question 2 Internal Communications 

• The 4–5 June timeline and its publication 

Five documents that fall within scope of this question are listed in the table below, with copies 
attached as Document One. These documents provide communication to kaimahi (staff) and UCOL 
management in relation to the publication of timelines to communicate the initial decisions.  









Tēnā koutou, 

At the recent Kaimahi Welcome Day and Managers’ Hui, I talked about 2025 being a big year of change 
as we work towards a financially sustainable UCOL for 2026. 

While this change may feel daunting for some, we need to make difficult decisions to get UCOL future 
ready.  

As part of delivering on the Minister of Vocational Education’s instruction for financial viability, a project 
team is now working to define the mahi that needs to happen to get UCOL future-ready as a viable 
standalone entity. This project team is made up of a small number of senior UCOL managers 
representing the academic, people and culture, and quality functions, with support from a small number 
of internal and external advisors. I am the Project Sponsor. 

We know from other change processes in the last couple of years that this process can be challenging 
for many people and that often speculation fills the void where no decision or determination has yet 
happened. I am committed to providing as much information as we can, when we can, and in the 
meantime, please assure your people that no changes have been determined, and information will be 
shared as soon as it can. 

What’s the timeline? 

As we get UCOL future-ready we will be in regular communication with you all. We will be holding a 
Managers’ online Teams hui this Tuesday at 12pm.  

Please send your questions through beforehand, to future-ready@ucol.ac.nz. 

Wider communication across UCOL is soon to be scheduled. 

We have created a new sharepoint site, Getting UCOL Future-Ready, which will be maintained with the 
latest updates as well as FAQs for all staff. As soon as this is ready to share, I will update you all with the 
link on our UCOL Managers Teams Channel for easy reference. 

Ngā mihi maioha, 

 
Operations Lead 

Getting UCOL Future-Ready 
Managers’ communications 14 February 2025 

Document One
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Getting UCOL 
Future-Ready
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• UCOL worked hard in 2024 to reduce its deficit, and we entered 2025 with a 
budgeted operating deficit of $5.6M. 

• However, based on February's actual expenditure, the situation is worse than 
budgeted, with the forecasted deficit now at $7.1M for 2025. 

• This increase is driven by revenue falling short of expectations and 
expenditure exceeding budget.

• Unless UCOL consolidates and realigns its costs, revenue, and structure there 
will be a forecasted deficit in 2026.

The situation for UCOL
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Over the past 10 years, the staffing levels at UCOL have increased while ākonga 
(student) numbers have decreased. At its height in 2014, UCOL had just under 
6,500 ākonga (3,470 EFTS), and 390 kaimahi. 

In 2024, UCOL had 3,365 ākonga (2,519 EFTS) and 431 kaimahi FTE, this 
represents a 27% reduction in EFTS and the applicable funding for each EFTS, 
while increasing kaimahi by 10.5%.

Our EFTS numbers for 2025 are tracking towards 2,552 domestic EFTs and 169 
international EFTS. 
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2018 was the last time UCOL ended a financial year with a surplus, at which 
time there were 3,330 EFTS. 

Since then, there has been an 18% reduction in EFTS, leading to a 
corresponding drop in funding and revenue. 

However, there has been no reduction in FTEs to align with this decrease.

As a result, the deficit has been growing year on year, and if no action is 
taken, it will continue to increase.

RE
EASED U

NDER THE 

OFFIC
IAL I

NFORMATIO
N

ACT 19
82



RE
EASED U

NDER THE 

OFFIC
IAL I

NFORMATIO
N

ACT 19
82



Structure | Programmes | Property | Operating Model

• Reduced learners (EFTS)
• High cost of delivery resulting from small class sizes
• Reduction of international enrolments following COVID-19
• Recent funding model
• Current forecast for deficit for 2025
• Large property footprint across multiple sites
• Significant operating deficits since 2019
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Consultation Timeline

Milestone Date

Kaimahi briefing online 16 April 2025

Email letters to kamahi with minor change 16 April 2025

Consultation commences 16 April 2025

Position descriptions for new roles released on share point This week

FAQs and Share Point Live and regularly updated 16 April 2025

Consultation closes 19 May 2025

Feedback reviewed 20 - 27 May 2025

Initial decisions communicated 4/5 June 2025

Appeal period 6 – 19 June 2025

Appeals reviewed 20 - 22 June 2025

Final decisions communicated 23 June 2025

Recruitment and selection commence 26 June 2025

New structure effective July onwards
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Ākonga, community and partners

Once consultation commences, due to the importance of UCOL to our ākonga 
and region, I will actively engage with ākonga, local government, industry, iwi, 
communities, and other key stakeholders. 

While we are not consulting them directly, their perspectives are crucial given 
the complexities we need to address, as well as the partnerships and connections 
we maintain.

If you have suggestions in relation to who else I could be talking with, please 
email future-ready@ucol.ac.nz.
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The following steps set out at a high level, the process we propose to follow. Should we need to adapt the process
or extend the timeframes, we will communicate this with you. We also acknowledge different employment 
agreements will apply to individual kaimahi, and while the terminology may vary across agreements, the 
consultation process is designed to address all situations, and we are committed to ensuring your employment 
agreement is adhered to.

• Step 1: Meetings with kaimahi who are impacted by the change are held to discuss the proposed changes, 
timelines and the proposed impacts on positions. You will be informed of the meetings via an invite.

• Step 2: All impacted kaimahi are provided with a letter and the change proposal.

• Step 3: All other kaimahi will be advised of the consultation proposal.

• Step 4: Throughout consultation your manager will check in with you to see if you have questions around the 
proposal. Kaimahi can also engage with our People & Culture team, union representatives and employee 
assistance provider (EAP) throughout this period.

• Step 5: Feedback is provided and consultation closes.

• Step 6: All submissions and feedback are thoroughly reviewed and considered. As a result of this, initial decisions 
are made whether to proceed with some or all the proposed changes, and whether any aspects of the structural 
proposal and/or process need to be changed as an outcome of the feedback received.

Consultation Process
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Where there are significant changes to the proposal because of the feedback received, we will carefully 
assess whether further consultation may be required.

If the initial decision is made to proceed with this proposal, either in its current form or with some 
alterations:

• Step 7: Individual and/or group meetings will be held with impacted kaimahi to advise the initial 
decision, any impact on positions and to provide the initial decision letter.

• Step 8: An appeal process is available for kaimahi to appeal the initial decision

• Step 9: Appeals are considered. As a result, final decisions are made whether to proceed with some or 
all the initial decisions and whether any aspects of the structural proposal and/or process need to be 
changed as an outcome of the appeal process.

• Step 10: All other kaimahi are advised of the final outcomes of consultation.

• Step 11: Where roles are confirmed disestablished, redeployment conversations begin. A voluntary 
redundancy process may be actioned (if applicable).

• Step 12: Recruitment and selection commence (if applicable).
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UCOL is committed to seeking your feedback and taking this into account before making its 
final decision about whether to proceed with the proposal. 

• All feedback must be in writing and will be thoroughly considered before any final 
decisions are made. Feedback can be emailed to consultation@ucol.ac.nz. 

• Submissions close on 19 May 2025. You can provide feedback on: 

• The proposal in its entirety, including the specific proposals, the proposed selection 
criteria and change management process 

• The impact of the proposal on you personally, including any circumstances you wish 
to be considered

• The proposed recruitment or selection process (for ‘many to few’ remaining 
positions) 

• Any alternatives to the proposed changes you would like considered 

• The position descriptions for new roles 

Providing Feedback 
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Once consultation begins all kaimahi will be emailed link to a SharePoint site 
which will have

• The Proposal Documents for Consultation

• Questions and Answers

• These will be added to as questions are received to future-
ready@ucol.ac.nz 

• High Level Timeline

• Latest Updates

Please send questions or clarification requests to future-ready@ucol.ac.nz

Where to find information
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Kaimahi – if staff or you have a general question in relation to the proposal send 
them to future-ready@ucol.ac.nz 

Kaimahi – if staff or you have a questions in relation to employment matters send 
them to peopleandculture@ucol.ac.nz

Ākonga – if ākonga raise a questions, and they would like to be further engaged, 
and they consent you to do so send details to future-ready@ucol.ac.nz 

Interest outside of UCOL – while we are not consulting those outside of UCOL, if 
someone raises a questions, and they would like to be further engaged, and they 
consent you to do so send details to future-ready@ucol.ac.nz 

Media – if media have questions send them to communications@ucol.ac.nz 

I’m being asked questions – what do I do?
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We acknowledge that change can be disruptive and unsettling for our kaimahi. 

We encourage you to speak to your leader, your support network, your union 
representative, or our People & Culture team and to support each other through 
this consultation process.

Please remember you can access EAP on 0800 327 669 or book online. This is free 
and anonymous.

Where to get support
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Questions
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Principles: 

• All feedback will be available to the feedback panel
• All feedback will be reviewed
• Key themes will be collated for inclusion in Initial Decision document
• Discussion will be encouraged amongst panel members
• Decisions can be deferred or further investigated if agreed
• Consideration of feedback will take as long as necessary to fully understand and

evaluate the feedback.

During Consultation: 

Feedback will be compiled and themed by the P&C team for consideration by the panel. 
Feedback is not anonymous, unless specifically requested.  If you wish to make anonymous 
feedback please liaise with  (for TEU members) or Te Kahui Kaimahi/Staff 
Council. Submitters may be asked for clarification by the feedback panel if required. 

Consideration of feedback: 

Once consultation has closed  the feedback panel will convene and work through information 
across a series of group meetings. 

The Panel will consist of: 

• Members of the SLT
• Operations Lead
• P&C Manager
• P&C Regional Director

Managing Conflicts of Interest 

Where feedback is directly related to the roles held by members of the feedback panel those 
panel members will excuse themselves from discussion. Where feedback and decision making 
involves the Operations Lead substantive position, decisions and consideration will be 
undertaken by the Te Pūkenga Chief Executive. 

Document Two

s 9(2)(a)
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Recording of Decisions 

The Panel will keep a log of the feedback received, decisions made and any commentary from 
the discussions.  Initial decisions are made whether to proceed with some or all of the proposed 
changes, and whether any aspects of the proposals need to be changed as an outcome of the 
feedback received. 

If feedback results in a variation to the proposal, the variation will be first communicated to 
impacted kaimahi, then described within the initial decision document (subject to appeal).  If 
there are significant changes to the proposal because of the feedback received, we will carefully 
assess whether further consultation may be required.   

Communication of outcomes 

Feedback themes will be collated within the Initial Decision document. Feedback themes will 
be anonymised and may be paraphrased to ensure anonymity. Responses to themes will be 
included along with any variation to the proposal.  
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All feedback must be in writing and will be considered before any final decisions are made. Feedback 
can be emailed to XXX. Submissions close on XXX. You can provide feedback on:  

• The proposal in its entirety, including the specific proposals, the proposed selection criteria
and change management process

• The impact of the proposal on you personally, including any circumstances you wish us to
take into account

• The proposed recruitment or selection process
• Any alternatives to the proposed changes you would like us to consider

We will theme the feedback that is provided to us and share a summary of this in the decision 
document. We will not share feedback which is identifiable or specific to a particular individual. 

You are entitled to seek independent support and advice throughout any part of this change 
process. We encourage union members to reach out to their union delegate. 

We are happy to meet with you individually should you have any questions. If you require further 
relevant information to provide meaningful feedback, please send specific requests to name and 
email. 

If you have questions about your terms and conditions of employment, please email name and 
email.  

Consultation Process 
The following steps set out, at a high level, the process we propose to follow. Should we need to 
adapt the process or extend the timeframes, we will communicate this with you. We also 
acknowledge different employment agreements will apply to individual kaimahi, and while the 
terminology may vary across agreements, the consultation process is designed to address all 
situations, and we are committed to ensuring your employment agreement is adhered to.  

• Step 1: Meetings with kaimahi who are impacted by the change are held to discuss the
proposed changes, timelines and the proposed impacts on positions. You will be informed of
the meetings via an invite.

• Step 2: All impacted kaimahi are provided with the change proposal and a letter.
• Step 3: If necessary other kaimahi who may be in scope but not impacted by the change will

be advised of the outcome of consultation.
• Step 4: Th oughout consultation your manager will check in with you to see if you have

questions around the proposal.  Kaimahi can also engage with their local People, Culture and
Wellbeing team, union representatives and employee assistance provider through this
period.

• Step 5: Feedback is provided and consultation closes.
• Step 6: All submissions and feedback are thoroughly reviewed and considered. As a result of

this, decisions are made whether to proceed with some or all the proposed changes, and
whether any aspects of the structural proposal and/or process need to be changed as an
outcome of the feedback received.

Where there are significant changes to the proposal because of the feedback received, we will 
carefully assess whether further consultation may be required. 

If the decision is made to proceed with this proposal, either in its current form or with some 
alterations: 

• Step 7:  Individual and/or group meetings will be held with impacted kaimahi to advise the
final decision, any impact on positions and to provide the final decision document and a
letter.

• Step 8: If necessary other kaimahi who may be in scope but not impacted by the change will
be advised of the outcome of consultation.

Pages 8 and 9 from 
Te Pūkenga Consultation Document Principles and Templates
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