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b. What capabiliƟes do universiƟes need to possess and develop to respond to Te Ao Māori and
honour the Treaty of Waitangi.

c. How well do universiƟes partner with the private sector, government agencies and
communiƟes, and build internaƟonal connecƟons?

4. How well does the university system support New Zealand’s naƟonal interests?
a. Is the university sector sufficiently differenƟated and to what extent should there be greater

specialisaƟon?
b. Should the university sector act more as a coordinated system and, if so, how could it best do

so?
c. Is the mix of offerings in teaching and research appropriate for NZ in meeƟng its economic,

environmental, and social challenges? *

James Campbell | Senior Policy Manager, Tertiary Education 
Te Pou Kaupapahere | Policy
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We have now received back Bella’s disclosure form and are ready to proceed to formal appointments – we will look to 
get appointment letters approved by Andy and out to members tomorrow.  

Before we do this, I’d like to confirm that you are comfortable with our approach to managing conflicts of interest, as 
outlined in the attached register. We are proposing to keep things relatively light touch, although in the case of Phil 
O’Reilly his appointment letter would note that he would not be able to engage in consultancy work for the university 
sector while a member (I understand from Hema that he had already decided not to take up a potential engagement in 
the sector).  

We will need to keep the register up to date throughout the UAG process and would suggest that it is a regular item at 
UAG meetings. 

Please let me know if you have any questions or comments, otherwise we will press on with getting the formal 
appointments done. 

Ngā mihi 
James 

James Campbell | Senior Policy Manager, Tertiary Education
Te Pou Kaupapahere | Policy

DISCLAIMER: 
This email and any attachments may contain information that is confidential and subject to legal privilege. If you are not the intended recipient, any use, 
dissemination, distribution or duplication of this email and attachments is prohibited. If you have received this email in error please notify the author 
immediately and erase all copies of the email and attachments. The Ministry of Education accepts no responsibility for changes made to this message or 
attachments after transmission from the Ministry. 
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Kind regards 
James 

James Campbell | Senior Policy Manager, Tertiary Education 
Te Pou Kaupapahere | Policy
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EDUCATION.GOVT.NZ

Introduction and contents
Much of the material in these slides will be well known to UAG members, but it is intended to ensure that 
members have a common understanding of the basics of the tertiary system.

The key actors in tertiary education are the users of the system (e.g. learners, employers, communities), 
education organisations, and government agencies. 

Legislation sets the ‘rules of the game’, and the Government sets high-level goals and direction for the 
tertiary education system through the Tertiary Education Strategy (TES).  

The main mechanisms for shaping the tertiary education system are:

1. Legislative settings, funding policy and tertiary education strategy, set by the Minister for
Tertiary Education and Skills on the advice of the Ministry of Education

2. Quality assurance of qualifications and tertiary education providers by NZQA (and CUAP/AQA
in the case of universities)

2. Investment plan decisions and the distribution of government funding to individual providers,
and monitoring of those investments by the TEC

The government also has ownership levers for public tertiary education organisations, including the 
ability to appoint members to the go erning councils of uni ersities, wānanga and institutes of technology 
and polytechnics.
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• The tertiary education parts of the Education and Training Act 2020 provide for:
• the Tertiary Education Strategy, which the TEC must give effect to via its investment in Tertiary Education Organisations
• the framework for TEC, Education New Zealand, NZQA and the New Zealand Vice-Chancellors' Committee
• a range of general provisions covering courses and students, regulation of TEOs, membership and funding of student

associations, and the pastoral care code of practice.
• funding determinations, which are instructions from the Minister to the TEC on what is to be funded and why, funding

rates, eligibility rules and monitoring requirements
• the establishment of publicly owned tertiary education institutions T s  i e  uni ersities, wānanga  and Te kenga)

and their governance arrangements, financial and educational monitoring, and the Crown’s ownership and intervention
functions

• the governance, functions and duties of TEIs, including the definition and role of universities
• the framework for the quality assurance, investment planning, funding and monitoring of TEOs
• the design of the vocational education system, including the establishment of Workforce Development Councils with

responsibility for standard setting and investment advice to the TEC, and the charter for Te kenga.

• The Crown Entities Act 2004 applies to Tertiary Education Institutions as well as TEC, NZQA and ENZ.

Legislation

4

2023 amendments to the ducation and Training Act pro ide the wānanga with the option of a go ernance model under which they are not rown entities this model has been adopted by Te ānanga o Raukawa
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Quality assurance
• Tertiary education organisations develop qualifications, decide which programmes of study they plan to 

deliver, and how these will be delivered. 

• Quality assurance bodies are responsible for approving qualifications in New Zealand and for the quality that 
underpins the delivery of those qualifications. 

• Education providers, qualifications and courses are quality assured through:

• Entry process of registration and on-going regulation of private training establishments

• Course and qualification approval and accreditation

• Self-assessment by education providers

• External evaluation and review by NZQA, or audit by the New Zealand Universities Academic audit unit.

• At a broad level, the TEC is also expected to monitor educational performance indicators like course and 
qualification completions, and the participation of priority group learners.

• NZQA approves all qualifications outside universities. The Committee on University Academic Programmes 
(CUAP) of Universities New Zealand provides approval for university qualifications and the Academic Quality 
Agency (AQA) undertakes academic audits.
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What do qualification levels mean?

Level Qualification type Education level Taught mostly at Number of students 
(2022)

Number of equivalent full-
time students (2022)

1

Certificates

Foundation level

Private Training 
Establishments (PTEs)

ānanga
Te kenga

34,600 11,615
2

3

Vocational education and 
training

157,485 provider-based
158,585 work-based

70,255 provider-based
55,750 work-based

4

5

Diplomas
6

7 Bachelor’s
Graduate Diploma Higher education

Universities
ānanga

Te kenga
151,595 116,950

8 Postgraduate Diploma
Higher education – 

postgraduate Universities 63,475 43,620
9 Master’s

10 Doctorate

7
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Funding for research
• Research funding in the tertiary education T  system complements funding in the science, innovation and 

technology (SI&T) system, but the focus in the TE system is on the role of research in teaching, and capacity 
and capability building in all disciplines and subject areas, rather than on specific research outputs. 

• Tertiary education organisations conduct a significantly greater proportion of New Zealand’s research than in 
the past and uni ersities employ more research staff than rown Research nstitutes; they are also winning an 
increasingly greater share of government-funded contestable research funding. 

•  The two main research funding mechanisms in the TE system are:
• the Performance- ased Research und R  - $315m pa
• the entres of Research cellence oR s  fund - $50m pa. 

• The R  pro ides financial and reputational incenti es to support high-quality tertiary research and research-
led teaching and learning at degree-level and above. Universities receive ~97% of the total fund which is 
allocated based on assessment of three different components.

• Since the establishment of the R , we ha e seen increases in research performance and producti ity. But it 
is now timely to consider, more than 20 years after implementation, whether it remains fit for purpose.

• There are 10 entres of Research cellence, all of which are hosted by a uni ersity  oR s are inter-
organisational, autonomously directed research networks in which researchers work together on commonly 
agreed work programmes  All oR s focus on different areas of expertise and make a significant contribution 
to the development of New Zealand’s national and international knowledge and skill base needed for 
innovation and commercialisation.
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Vote Tertiary Education 2023/24

10
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TEC Investment and Monitoring
TEC investment
• The TEC allocates government funding to tertiary education providers. This is done through the investment plan process,

and is a key means to give effect to the Tertiary Education Strategy.

• The TEC develops detailed investment plan guidance prior to funding allocation decisions.  Providers seeking government
funding respond by developed investment plans, which describe the outcomes they will achieve, planned provision and
set performance targets.

• In assessing individual Investment Plans, the TEC looks for evidence of alignment with the Tertiary Education Strategy,
and each provider’s past performance against targets.  TEC approves the funding level for each provider and the range
and scale of provision the government expects. It also considers regional and industry needs.

Monitoring and reporting
• The TEC also has a Monitoring and Crown Ownership (MCO) function and supports both the compliance of TEC-funded

organisations, and their capability to deliver the activities and programmes they’re funded to deliver.

• These functions include: financial monitoring of institutions; supporting the Minister’s appointments to TEI councils and
promoting good governance; monitoring and supporting TEI capital asset management capability; and managing
interventions at TEIs where the chief executive or Minister considers institutions are at risk.

• Tertiary providers report on their performance and financial targets through annual reports.  The TEC monitors
performance against investment plan commitments. Performance consequences (including funding recovery) may occur if
actual performance and delivery do not align with the plan.

• TEC also provides careers information – not addressed in this presentation. 11
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University financial performance

12

Managing financial pressures
The university sector has experienced a number of challenges over the past three years, including declining domestic 
enrolments; international enrolments still being below pre-COVID 19 levels; government funding increases not keeping pace 
with inflation; and increasing costs.

While the sector has reported an overall surplus in 2023, on an underlying basis it is expected to report a $66 million deficit 
with several universities reporting large deficits. Universities are collectively forecasting another deficit in 2024, before a 
return to surplus in 2025.

The extra 4 percent increase in level 7+ tuition subsidy rates agreed by the previous Government for 2024 and 2025 only will 
help with the sector’s overall financial position. This is in addition to a broader cost adjustment of 5 percent for 2024 and any 
cost adjustment for 2025 announced through the coming Budget. However, all universities have had to implement cost 
savings and defer capital plans to protect their financial position. 

The TEC considers Massey and VUW as high risk, while Otago, Lincoln and Waikato are medium risk. TEC does not 
consider there are immediate risks to the financial viability of any university. However, there are medium-term risks to the 
financial position of several universities, which will require decisive action.

The sector is expected to return to surplus in 2025
The university subsector is forecasting a surplus of $44 million in 2025 increasing to $129 million in 2026. This is predicated 
on increases to domestic and international enrolments while expenditure growth is expected to be constrained, partly due to 
restructuring efforts.
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University financial performance

13

2023 budget 2023 unaudited 
result*

2023 unaudited 
result excl. net 

trust income and 
TEC adjustments

2024 budget
2024 budget 

variance to 2023 
adjusted result

Auckland $35.1 $151.8 $67.8 $16.7 -$51.0

AUT $5.4 $9.7 $10.8 $7.0 -$3.8

Lincoln $0.1 $5.7 -$3.1 $0.1 $3.2

Waikato -$5.0 -$4.6 -$21.6 -$6.6 $9.2

Otago -$2.0 -$0.2 -$20.3 -$14.7 $15.1

VUW $0.8 $30.7 -$23.6 $0.1 $23.7

UC -$20.2 -$14.4 -$28.5 -$19.6 $8.9

Massey $2.9 -$40.7 -$47.8 -$25.1 $22.7

TOTAL $16.9 $138.0 -$66.4 -$42.1 $24.3

* Note: all results are unaudited and subject to change as universities go through the audit process.

Individual university net surplus/deficit, 2023 and 2024 ($ million)
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University educational performance

14

Continuing to deliver high quality education and research
All universities are reviewing their strategic plans, delivery models, and relationship approaches to ensure they meet learner 
and stakeholder needs. Financial issues are likely to begin to impact on service levels, programme offerings, the ability to 
undertake capital projects, and investment in strategic initiatives.

We’re generally seeing strong leadership in how universities are focused on learner success initiatives. It is important that 
universities understand the positive return-on-investment of learner success approaches and continue to prioritise these in 
response to challenges in the sector. 

All eight uni ersities are ranked in the top 500 of the 2024 S orld ni ersity Rankings and si  uni ersities are ranked in 
the top 500 of the 2024 Times igher ducation orld ni ersity Rankings  

Systemic equity issues persist
As expected, given the selection requirements for entering university level study, educational performance for universities is 
stable and compares well internationally and against other sub-sectors. 

However, overall course completion rates, first-year retention rates, and progression rates have fallen over the last three 
years and this will likely translate into reduced qualification completion rates in the next few years.

arge and persistent disparities between achie ement for āori and acific learners compared to non- āori, non-Pacific 
learners remain and this longstanding achievement gap worsened on most measures during 2020-2022. 
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University educational performance
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Topic Suggested reading

1. Overview of the tertiary
education system

1.1 TEC Briefing to Incoming Minister

1.2 MoE briefing note: Tertiary education and skills policy briefing to incoming Minister

1.3 Overview of legislative settings for universities

Tertiary Education Strategy, 2020

History of tertiary education reforms in New Zealand, Productivity Commission, 2016
2. Higher education funding 2.1 MoE Education Report: Challenges and opportunities in higher education funding

2.2 Summary of Vote Tertiary Education research funds

2.3 Introduction to the TEC’s investment process and investment and learner success frameworks

How are higher education systems in OECD countries resourced, OECD, 2021
3. University performance 3.1 TEC Overview of funding and performance by university

3.2 TEC University financial overview board paper

University Planning and Accountability Framework, TEC, 2009
4. International Education 4.1 MoE Education Report, Growing the number of international students in New Zealand

International Education Strategy

Education New Zealand BIM

The table below sets out some further initial reading about key elements of the tertiary system. Key documents (in bold) have been 
provided to the panel ahead of its first formal meeting. Other general background material is linked for the Group’s reference.

Further reference material
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88 

1.1 Appendix 
Other Website Links 

In reference to Para (1.3) 

Ōritetanga Learner Success website: Ōritetanga Learner Success | Tertiary Education Commission (tec.govt.nz) – this website provides an overview of learner success along with tools and resources for TEOs. Key aspects include: 

In reference to Para (2.5) 

Individual CoRE websites: 

https://www.maramatanga.co.nz/ 

https://www.macdiarmid.ac.nz/ 

https://riddet.ac.nz/ 

https://www.manaakimanawa.ac.nz/putahimanawa/ 

https://www.mauricewilkinscentre.org/ 

https://www.tepunahamatatini.ac.nz/ 

https://quakecore.nz/ 

https://bioprotection.org.nz/ 

https://www.doddwalls.ac.nz/ 

https://cpss.org.nz/ 

In reference to Para (12) 

International student enrolments top 59,000 for the first eight months of 2023 » Education NZ (enz.govt.nz) 
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…and the sector has reported a $138 million unaudited surplus… 
4 The university sector has reported an unaudited surplus of $138 million (2.8 percent of revenue) in 2023. The result is $121 million better 

than budget and $134 million better than the 2022 result. It is also $146 million better than the forecasts provided to us in September 
2023, which was for an $8 million deficit. This is a significant turnaround and is based on better-than-expected results for Auckland, VUW 
and Otago – particularly relating to higher than forecast net trust income and other one-off impacts. It also partly reflects conservative 
forecasting.   

…but the underlying result is a deficit of $66 million… 
5 If this result is adjusted for the gain in net trust income, as well as one-off gains and unusual items, the university sector reported an 

underlying deficit for 2023 of $66 million (-1.4 percent of revenue). We consider this is more reflective of performance from core 
operations. It is notably worse than the $5 million underlying deficit that had been budgeted.        

6 The key non-core and one-off items that have impacted the overall result are: 

• a $115 million gain in net trust income. Most of this gain will be unrealised gains on trust investment portfolios, although it does
potentially allow greater spend on certain activities (e.g. scholarships) in future years.

•

• a $36 million ‘fair value’ gain for Auckland as a result of the interest-free loan provided by the Crown to rebuild its education and
social work building.

• an $11 million gain due to NIWA donating a building to Waikato.

• a $6 million gain by Waikato relating to the sale of IPv4 addresses.

• a $6 million gain by Lincoln on its property subdivision activities (which are expected to conclude by 2025).

7 Partly offsetting these gains are numerous restructuring expenses which some universities report as personnel costs and others as 
unusual items. VUW has reported $9 million in relation to its restructuring initiatives while Waikato has reported $4 million of 
restructuring. Massey included its restructuring costs within personnel costs, but we understand they totalled $19 million.  

9(2)(b)(ii)
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TEC, 20 March 2024 Confidential to meeting participants 92 
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been budgeted. This resulted in domestic student revenue being $91 million (or 4 percent) worse than budget. This shortfall was offset 
by growth in other major revenue categories:  

• other revenue (which includes student accommodation, conferences, hospitality, and other on-campus activities) was up $73 million
(or 13 percent) against budget.

• full-fee international tuition income was $60 million (or 13 percent) higher than budget as the recovery in international enrolments
was stronger than expected.

• research revenue was $37 million (or 3 percent) higher than budget.

• Interest revenue was $25 million (or 109 percent) higher than budget due to larger than budgeted cash balances, predominantly due
to lower capital expenditure and higher interest rates.

…despite domestic enrolments falling over 2023… 
11 The university sector budgeted for a 1 percent increase in domestic-funded EFTS in 2023 following a 4 percent decline in 2022. This 

growth did not eventuate with SAC-funded EFTS falling by 3.5 percent (or 4,206 EFTS) across the university sector in 2023. The declines 
over the past two years have essentially taken domestic-funded EFTS back to pre-COVID-19 levels, reversing out the large 7 percent 
increase reported in 2021.  

12 Table 2 shows that all universities except for Lincoln and UC reported a decline in domestic EFTS. VUW reported the largest decline 
(down 8.5 percent) followed by Massey (down 6.9 percent) and AUT (down 6.5 percent). All three universities also reported large 
declines in domestic enrolments in 2022.  

13 In response to the fall in enrolments, the TEC will recover a total of $17.7 million (excluding fees free) for 2023 from five universities – 
Massey, VUW, AUT, Auckland, and Otago. This is in addition to $20.4 million in funding reductions implemented through in-year plan 
amendments during 2023 (the largest being for VUW). The remaining universities (UC, Lincoln, and Waikato) all delivered over 103 
percent of their funding allocations which will result in a total of $4.1 million being paid through flexible funding. Most of this funding will 
be provided to UC.   
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…while expenditure has increased by more than budget… 
16 Universities budgeted to increase expenditure by $262 million (or 6 percent) in 2023, but the actual expense increase was $378 million 

(or 9 percent). Personnel costs increased by $150 million, which was $42 million more than budget. General operating costs increased by 
$173 million, which was $62 million above budget. This mainly reflects the high inflationary environment, although there is also an 
element of optimistic budgeting and universities failing to achieve planned personnel and operating savings in 2023 (e.g. Massey). 

17 As we have previously advised, several universities undertook widespread personnel restructuring over 2023 particularly VUW, Otago, 
and Massey. Given this predominantly occurred over the second half of the year, we would not expect to see any benefits from the 
restructuring until 2024 and beyond.  

…and the universities generated strong net cash flows from operations and spent less on capital… 
18 The university sector reported cashflow from operations of $531 million in 2023, in line with the sector budget. This equates to a cash 

flow from operations ratio (cash inflow from operations as a ratio to cash outflow from operations) of 113 percent. The Crown has a long-
standing expectation that TEIs deliver a cash flow from operations ratio of 111 percent or higher, but for universities a ratio of 115 
percent or higher will frequently be needed to fund their planned capital programs. Massey, UC, and Otago all reported a ratio below 111 
percent. For Massey and Otago, in particular, it will be important that changes are made to improve performance and ensure sufficient 
cashflow is being generated to support their capital plans.   

19 The university sector undertook $720 million of capital expenditure in 2022 (against depreciation and amortisation costs of $581 million), 
which was $339 million (or 32 percent) below budget. This would have required a sector cash flow from operations ratio of 117 percent 
to be fully funded from operating cash flows. No university achieved their budgeted capital expenditure. The lower than budgeted level 
of capital expenditure is due to several factors. Many universities are deferring or cancelling capital projects because of lower-than-
expected financial performance and to protect their overall cash balances while lower enrolments are likely to have taken pressure off 
any capital expenditure related to capacity expansion. High construction cost inflation is also impacting on the affordability of major 
projects and causing some to be deferred, descoped, or cancelled. 

…and access to cash remains strong across all universities 
20 The university sector had cash (including short-term investments) of $509 million at the end of 2023, which is typically the lowest cash 

point across the year due to their cyclical cash flow, along with $199 million of trust cash. Six universities also had access to a potential 
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2024 budgeted financial performance 
The sector has budgeted for a deficit in 2024… 

22 The university sector budgeted for a $42 million deficit (0.9 percent of revenue) in 2024 (see Table 1). Once a collective gain of $32 
million in net trust income is excluded, the sector budgeted for an underlying deficit of $73 million. This is a decline of $7 million in core 
performance based on a 2023 core operating deficit of $66 million.  

 

23  

…with the increase in expenditure budgeted to exceed revenue growth… 
24 Revenue excluding net trust income is budgeted to increase by $158 million (or 3 percent) in 2024. This growth is mainly due to the 9 

percent increase in in DQ Level 7 and above funding rates and a continued recovery in international enrolments. Research revenue is 
budgeted to remain flat and other income is expected to fall.   

25 Expenditure on the other hand is budgeted to rise by $213 million (or 4 percent), exceeding the increase in revenue. Personnel costs are 
budgeted to increase by $69 million (or 3 percent), although we consider there is some upside risk to this increase, with all eight 
universities needing to negotiate collective employment agreements this year. Several universities have also assumed savings in 
personnel costs driven by staff restructuring. If restructuring is unable to be implemented as planned (both in scale and timing), 
personnel costs may increase by more than expected. Higher than budgeted enrolment growth may also put pressure on personnel costs. 
General operating costs are budgeted to increase by $115 million (or 7 percent) reflecting the ongoing high inflationary environment.   

9(2)(b)(ii), 9(2)(i)

9(2)(b)(ii), 9(2)(i)
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return to growth after two years of declines. We consider the data to be a relatively reliable indicator of full year performance, given 
indicative enrolment information (which is captured on 1 March each year) has comprised around 89 percent of full year enrolments on 
average over the past four years. The increase is also broadly in line with the Ministry of Education’s Half Year Economic Fiscal Update 
demand forecast which expected a 1.5 percent increase in university domestic EFTS.  

29 The indicative enrolment information also shows a continuation in recent changes in market share between universities. UC and Lincoln 
continue to gain market share while Massey and VUW have lost market share. Based on indicative enrolments, domestic EFTS are 21 
percent lower for Massey and 17 percent lower for VUW than they were in 2021. Lincoln has had particularly strong domestic growth in 
taught master’s programmes as part of its free fees arrangements for certain postgraduate programmes.   

30 While there are signs that VUW has been able to stabilise domestic enrolments in 2024 (although data provided by VUW is now showing 
a small fall), Massey is on track to record another large decline in domestic EFTS. This has been led by a 14 percent decline in campus-
based EFTS, partially offset by a 3 percent increase in distance delivery. This is a continuation of trends seen over recent years where 
campus-based domestic EFTS have declined steadily. Massey’s Albany campus has seen the largest decrease, and on early 2024 
reporting, only has about 40 percent of the domestic EFTS it had in 2018.  

31 Of particular concern, is commencing domestic enrolments at Massey are down by 16 percent in 2024. This suggests further declines are 
likely in coming years due to the negative pipeline effects. There remains an urgent need for Massey to identify and understand why 
domestic enrolments continue to fall and why other universities are growing at their expense. Until this is understood, and strategies put 
in place to stabilise domestic enrolments, Massey’s medium-term sustainability will be at risk.     

…while international enrolments continue to recover strongly… 
32 Adjusting for an unusual budgeting practise at AUT, the university sector budgeted for international enrolments to increase by 

approximately 1,300 EFTS (or 8 percent) in 2024 following the 24 percent increase in 2023. Across the university sector, there was a wide 
range of assumptions made in budgets – ranging from a 3 percent increase at Auckland to a 42 percent rise at Otago. This variation 
reflects the considerable uncertainty regarding the recovery in international enrolments as well as other factors such as concerns around 
visa processing.   

33 Indicative enrolment information shows that full-fee international EFTS have risen by 12 percent compared with March 2023 (see Table 
5). All universities reported an increase compared to a year ago except for Auckland. We are engaging with Auckland to understand the 
decline, but as outlined earlier, full-fee international enrolments at Auckland held up over COVID-19 and, in 2023, were above 2019 
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performance and out year forecasts at the end of May 2024. As we have done since 2020, we will be holding one-on-one sessions with 
the senior management of each university over June and July 2023 to better understand their financial performance.  

Forecast performance for 2025 and 2026  
The financial recovery is forecast to be slower than previously expected… 

37 The latest forecasts show that the sector expects the financial recovery from COVID-19 to be slower than previously anticipated with 
2025 to be particularly weaker than forecast in February 2023. Based on the information submitted to us in February 2024, the university 
sector is forecasting a surplus of $44 million (0.9 percent of revenue) in 2025.  

 
   

…due to increases in expenditure outstripping revenue growth… 
38 The recovery in international enrolments, and expectations of continued increases in domestic tuition revenue and research income, 

continue to drive forecast increases in revenue over the 2025 and 2026 period. However, expenditure forecasts are now higher than 
previously forecast reflecting the high inflationary environment which has impacted both personnel and general operating costs. If 
revenue targets are unable to be achieved over coming years, universities will need to look at constraining expenditure and potentially 
further restructuring.  

39 It is important to note that these forecasts were developed prior to 2024 enrolment trends being known. We consider there is likely to be 
upward movement in both revenue and expenses in out-year forecasts when updated information is submitted to us in May 2024. 
Whether forecast profitability improves depends on which effect is stronger. 

…with both domestic and international enrolments forecast to continue increasing… 
40 The university sector is collectively forecasting domestic enrolments to increase by 1.8 percent (or approximately 2,200 EFTS) in 2025 

followed by a 2.1 percent increase (or approximately 2,500 EFTS) in 2026 (see Figure 1). The strongest growth rates forecast over the 
next two years are by UC and Lincoln with only Massey expecting a decline. At a sector level, we consider there remains a level of 
optimism bias in these forecasts given the sector has consistently forecast enrolment growth above actual levels over the past ten years. 

9(2)(b)(ii), 9(2)(i)
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43 With regards to international enrolment growth, both global and domestic factors (e.g. visa processing) are impacting on international 
enrolments which makes forecasting the recovery in international learners difficult. This is reflected, for example, in Auckland reporting a 
5 percent decline in 2024 when further growth had been expected. Given the uncertainty, it is important that each university is closely 
monitoring enrolments and making adjustments as required.  

…with the sector having to make difficult decisions on their capital plans… 
44 As a result of the financial impacts caused by COVID-19, high inflation, and a general increase in uncertainty, universities have deferred or 

cancelled capital expenditure over the past four years to help preserve their cash positions. Universities have also used the pandemic and 
the associated financial issues to review how they operate, and in turn, adjust and re-prioritise their capital requirements. Over the past 
four years, capital expenditure has averaged $704 million per annum which has been a combined $1.18 billion below budget (noting 
some of the gap may represent the same item being budgeted and deferred across multiple years).  

45 In 2024, the sector is budgeting to undertake $864 million in capital expenditure with 55 percent being undertaken by Auckland and 
Otago. This is the lowest budgeted figure for some time reflecting the current uncertainty across the sector. For several universities, the 
financial challenges have resulted in a significant pull-back in capital expenditure.  

46 The underlying need driving many of these capital projects, however, has not gone away. For several universities (e.g. Massey, VUW, 
Waikato and Otago), we are concerned that they do not have the base level of performance required to deliver their capital programmes, 
especially given ongoing construction price inflation. There is a risk that the backlog of deferred maintenance and upgrades mean some 
universities will not be able to use certain assets (e.g. due to seismic or compliance issues) and/or they are unable to offer facilities that 
meet students’ needs (or that are comparable to other universities). The sector will need to make difficult decisions around what projects 
to prioritise and which deliver the greater benefits for the university. This is an issue we will continue to monitor closely over the next 
year. 

…which is resulting in debt forecast to increase… 
47 Most capital expenditure needs to be funded from cash flow from operations. However, given the size of many capital plans and the 

downturn in performance over the past four years, an increased proportion of this expenditure in the short to medium term will need to 
be funded out of a combination of cash reserves and debt. Debt is budgeted to increase to $595 million in 2024, and reach $695 million in 
2026, up from $401 million in 2023. Massey, Lincoln, and UC are the only universities not forecasting to have debt  

   
9(2)(b)(ii), 9(2)(i)
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48 For Otago, VUW, and Waikato, there remains a need to improve underlying performance to support carrying their forecast levels of debt 
and, at the appropriate time, begin to repay debt. We are closely monitoring the performance of all three institutions, with all three 
either providing additional reporting or required to send us finance committee papers.  

49 A significant unknown remains the potential investment in a third medical school at Waikato. While further analysis is underway, the 
Crown has indicated it will contribute $280 million of the estimated $380 million capital cost of the new medical school (subject to 
Cabinet approving a feasibility study and cost-benefit analysis).  

 
 

…while the key risks remain unchanged… 
50 The sector continues to face several key challenges and risks with regards to their future financial and operational performance. The key 

risks are largely aligned with those reported to the Board in late 2023. In our view, there are five key risks that the sector is facing: 

• Revenue increases being constrained by the Government and not keeping up with inflation. As we have previously reported, a
significant gap has opened between Government funding and inflation. Between 2019 and 2023, tuition subsidy rates and the annual
maximum fee movement fell by 13 percent in real terms while the performance-based research fund fell by 21 percent in real terms.
This has contributed to overall revenue increasing by less than expenditure and led to worsening financial performance. While a 9
percent increase in DQ Level 7 and above funding rates in 2024 will close some of the gap, per learner funding remains well below
where it was in 2019 in real terms. Furthermore, DQ Level 7 and above tuition subsidy rates are due to fall by 4 percent in 2026 (the
previous Government applied the 4 percent tuition subsidy rate increase only for 2024 and 2025) and other fiscal pressures mean the
sector is likely to continue to face ongoing funding challenges. This decline is not currently assumed in university forecasts, with the
sector forecasting an average  funding rate increase in 2026. With revenue constrained, universities will need to find
substantial efficiencies or reduce costs just to maintain a stable level of reported financial performance let alone show improvement.

• Domestic enrolments decline and some universities take market share from other universities. There remains considerable
uncertainty regarding domestic enrolment trends. While indicative data shows growth in 2024, the Ministry forecast a decline over
coming years. We also expect the considerable variance between providers to continue with some universities taking market share
from others. Those universities that have lost market share need to closely review their strategies, offering, and processes if they are
to stabilise or regain market share. If they are unable to do this, further cuts in expenditure are likely to be needed.

9(2)(b)(ii), 9(2)(i)
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• The speed of the recovery in international enrolments is slower than expected. While the sector has outperformed international
enrolment growth forecasts over the past two years, there remains considerable uncertainty regarding future growth – especially
given bachelor level enrolments have yet to begin to recover. Full-fee international students are highly profitable for the university
sector and if targets are missed, further adjustments will need to be made. The sector will also need to consider whether there are
any limits it wishes to place on overall international numbers as part of mitigating its overall exposure to the international market.

• Savings plans and constrained expenditure forecasts are not achieved. Universities are collectively forecasting expenditure to
increase by 4.5 percent in 2024 and 2.6 percent in 2025. With inflation remaining high, there is a risk that expenditure will be higher
than forecast – particularly given all eight universities need to negotiate collective employment agreements this year. Part of the
driver of the low expenditure forecasts is the assumption of significant savings plans being achieved, some of which the TEC
considers are optimistic with regards to both timing and size (given recent failures to meet savings targets to date in some
universities). Higher than forecast expenditure will require further cost savings initiatives to be implemented and put pressure on
liquidity with a reduction in cash balances or increasing debt balances.

• Extensive capital requirements are unable to be funded. There is a risk that the gap between capital expenditure and the level of
capital investment required continues to widen, particularly for those universities facing sustainability issues. As outlined above, this
may result in certain assets not being able to be used or facilities that are not consistent with learner expectations. This will impact
on the attractiveness of some universities relative to others and ultimately impact on revenue. There is also a risk that an urgent
capital expenditure items arises that is unable to be funded, which will put pressure on cash reserves and debt balances.

51 The sector’s ability to manage and respond to the above risks will determine their overall financial performance. Given the increased 
level of risk across the sector, there is a greater need for universities to robustly monitor and manage risks. This will require university 
management to ensure they are regularly updating forecasts, undertaking scenario analyses, and putting clear plans in place to manage 
downside scenarios, should they occur. University Councils will need to ensure high quality reporting and information is being provided 
from management, and that risks are being appropriately monitored and managed.  

52 It will also require universities to evaluate and respond decisively to key challenges. For many, tough decisions will need to be made 
around what activity is prioritised and what can be stopped. In addition, institutions will need to continue to examine their strategic 
direction and associated capital investments, and how they intend to meet the needs of learners, employers, and the communities that 
they serve. The successful navigation of these issues is necessary to ensure financial sustainability.  
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…and we continue to assess two universities as high risk 
53 In Appendix One, we have assessed each university against five key metrics – short-term profitability, medium-term sustainability, total 

enrolments, access to cash, and management capability – and provided an overall risk rating. These assessments are subjective and there 
is an element of relativity in the assessments given the current environment. Based on our assessments, both VUW and Massey are 
considered high risk, and Otago, Lincoln and Waikato are considered medium risk. The risk assessments remain unchanged since these 
were last presented to the Board at the end of 2023.     

54 These risk assessments help us to identify where we prioritise our monitoring and engagement activities. Across the university subsector 
we already have increased reporting and engagement in place with several universities (e.g. receipt of finance committee papers, regular 
financial and enrolment information).  

 

 
 

  

Next steps 
55 In response to the current high levels of risk, we continue to monitor the university sector closely. We have increased the frequency of 

engagements and information collections for several universities and we are regularly assessing our monitoring arrangements to ensure 
they are appropriate.   

56 As we have done since 2020, we will hold one-on-one sessions with the senior management of each university over June and July 2024, 
by which stage each university will understand the financial impacts of semester one enrolments and will have updated their full-year 
forecasts. As part of the implementation of our new Financial Monitoring Framework, we will also be sending a letter to each tertiary 
education institution informing them of our overall risk rating and the key risks we see facing their institution.   

57  We will update the Board later in the year following our sessions with each university. 

9(2)(g)(i)

Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82



Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82



Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82



Memo 

To: University Advisory Group 

From: UAG Secretariat 

Date: April 2024 

Subject: Legislation relevant to universities 

Purpose 

1. This memo provides an introduction to the main legislative provisions relating to universities. It
includes links to the legislation itself and to other relevant information. Further information on is
available on request.

Education and Training Act 2020 

2. The main piece of tertiary education legislation is the Education and Training Act 2020 (the
Act). Among other things, the Act:

 provides for an education system that honours Te Tiriti o Waitangi and supports Māori-
Crown relationships

 establishes the Tertiary Education Commission and sets out its role in funding and
monitoring the provision of tertiary education

 defines tertiary education roles and responsibilities, including the pastoral care of
students

 gives the authority for the tertiary education strategy
 describes the basis for the quality assurance of tertiary education
 defines the constitution and functions of different types of public tertiary education

institutions and the requirements for private training establishments.

3. Further information on the role of the Tertiary Education Commission and the tertiary funding
systems is set out in other briefing material.

4. Other legislation and to which tertiary education institutions (TEIs)1 are subject includes the
Privacy Act 2020, the Ombudsmen Act 1975, the Official Information Act 1982, the Crown
Entities Act 2004, the Public Service Act 2020, the Public Finance Act 1989 and the
Employment Relations Act 2000.

What constitutes a university? 

5. What constitutes the characteristics of a university in New Zealand legislation has changed
little over time. Section 268(2)(d)(i)(A) to (E) of the Act states that a university must have all

1 Tertiary education institutions are tertiary education organisations in which the Crown has an interest. They 
include universities, Te P kenga and Wānanga. 

Document 13i
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the following characteristics, whereas all other tertiary education institutions (Te P kenga and 
Wānanga) are required to have only one or more of them. These are that: 

A. they are primarily concerned with more advanced learning, the principal aim being to
develop intellectual independence

B. research and teaching are closely interdependent and most of their teaching is done by
people who are active in advancing knowledge

C. they meet international standards of research and teaching
D. they are a repository of knowledge and expertise
E. they accept a role as critic and conscience of society.

6. Universities also have an additional characteristic. Section 268(2)(d)(ii)(A)] states that:

…a university is characterised by a wide diversity of teaching and research, especially at a 
higher level, that maintains, advances, disseminates, and assists the application of 
knowledge, develops intellectual independence, and promotes community learning. 

7. Sections 390 and 456 of the Act ensure that only certain institutions are able to refer to
themselves as a “university”. Most universities were established through individual Acts with
the exception of AUT which was established by an Order in Council.

The Vice-Chancellors’ Committee 

8. Section 311 of the Act confirms continuation of the Vice Chancellors’ Committee (VCC) which
was established under earlier legislation. Membership of the VCC consists of the Vice
Chancellors of all New Zealand universities. It is usual practice for members to meet on a
formal basis six times a year. The Vice-Chancellor is also the Chief Executive of the university.

9. The VCC operates under the name Universities New Zealand - Te P kai Tara, which acts as
the peak body for New Zealand’s universities. Section 253 of the Act sets out the roles within
the tertiary education and vocational education and training sectors. It states that the VCC “is
the body primarily responsible for quality assurance matters in respect of universities”.

10. The VCC has set up sub-committees to perform quality assurance functions – the Committee
on University Academic Programmes (CUAP) quality assures qualifications, programmes and
micro-credentials across all 8 universities; and the Academic Quality Agency (AQA) quality
assures the university as a whole.

11. Sections 312-313 and Schedule 12 set out the specific functions and powers and
administrative responsibilities of the VCC.

Governance 

12. A university’s governing body is its Council. Membership consists of a mixture of elected staff
and student representatives, alumnus and those appointed by the responsible Minister. The
Vice-Chancellor, as the university’s chief academic and administrative officer, is also a
member.
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13. A university council is chaired by the university’s Chancellor. The chief executive of the
institution (VC), a member of the staff of the institution, or a student enrolled at the institution is
not eligible for election as the chairperson or deputy chairperson of the council. The deputy
chairperson may be referred to as the Pro-Chancellor. The functions, duties and powers of the
Council are prescribed in Sections 280, 281 and 283 and Schedule 11 of the Act.

Academic freedom and institutional autonomy 

14. Section 267 of the Act relates to academic freedom and institutional autonomy of universities.
S267(4) sets out what academic freedom in relation to an institution means as:

a. the freedom of academic staff and students, within the law, to question and test
received wisdom, to put forward new ideas, and to state controversial or unpopular
opinions:

b. the freedom of academic staff and students to engage in research:
c. the freedom of the institution and its staff to regulate the subject matter of courses

taught at the institution:
d. the freedom of the institution and its staff to teach and assess students in the manner

that they consider best promotes learning
e. the freedom of the institution through its chief executive to appoint its own staff.

Other relevant regulatory settings 

Education (Pastoral Care of Tertiary and International Learners) Code of Practice 2021 (the 
Code) 

15. Section 534 of the Act provides for the responsible Minister to issue codes of practice for the
pastoral care of tertiary and international learners. The Code came into effect on 1 January
2022. The Code supports the wellbeing and safety of learners in New Zealand.

16. All tertiary education providers and schools enrolling international students are expected to
comply with the Code which is administered by the New Zealand Qualifications Authority
(NZQA). NZQA publishes guidance for education providers on its expectations for interpreting
their role and responsibilities under the Code.

17. NZQA has delegated partial responsibility for monitoring compliance with the Code to the VCC.
This role has been formally delegated to the Committee on University Student Pastoral Care
(CUSPaC) sub-committee. The membership of CUSPaC includes student association
representatives and nominated university representatives who support the committee in
ensuring student communities are included in the self-review and assessment processes.
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funding is best invested, meaning that PBRF funding does not necessarily directly support 
research activity.  

7. Funding is allocated based on past research performance. This means the fund favours large,
research-intensive organisations which receive the vast majority of PBRF funding. Although all
TEOs delivering degree-level and above provision are eligible to participate, universities
receive approximately 97% of the total PBRF funding pool.

8. The size of the PBRF is determined by Budget decisions. The last time the PBRF was
increased was in Budget 2017. This brought the total funding pool to $315 million per annum.

The PBRF consists of three separate components 

9. The PBRF consists of three components:
a. Quality Evaluation (worth 55% of PBRF funding). A peer-review assessment (by

domestic and international academics in similar disciplines) of the quality of a TEO’s
staff research activity is undertaken on a six-yearly cycle. Providers must participate in
the Quality Evaluation in order to claim the other components of PBRF. The next
Quality Evaluation was due to take place in 2026 (extended from 2024 due to COVID)
but will now not take place until after the UAG concludes its work. Annual allocations
will continue to be made based on the results of the 2018 Quality Evaluation.

b. Research Degree Completions (worth 25% of PBRF funding). Assessed annually,
based on the number of research-based postgraduate degrees (research masters and
doctorates) completed in a TEO. This helps capture the connection between research
staff and research training.

c. External Research Income (worth 20% of PBRF funding). Assessed on an annual
basis, based on the amount and type of income received by participating TEOs from
external sources for research purposes.

10. Funding allocations are calculated based on the performance of eligible TEOs in each of these
three components. This determines the total amount allocated to each participating TEO from
the total PBRF funding pool each year.

Strengths of the PBRF 

11. Since the implementation of the PBRF, we have seen increases in research performance and
productivity through all measures. There has been an overall increase in the average grade of
Evidence Portfolios submitted each Quality Evaluation round.

12. Between the 2003 and 2012 Quality Evaluation rounds, there was a 15% increase in the
number of ‘A’ and ‘B’ quality categories awarded to individual researchers’ evidence portfolios.
This correlates with an increase in the proportion of world-indexed publications and citations by
New Zealand TEOs. A 2013 report on the impact of the PBRF showed that this impact
increased by 15% between 2000/2004 and 2007/2011, and that the share of world-indexed
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citations (i.e., other scholars citing published NZ scholars) increased by a significant 44% 
between 2001/2005 and 2007/20111. 

13. Since 2004, the number of annual Research Degree Completions have more than doubled
(from 620 to 1,335) while the ratio of completions per 100 academic staff has increased from
10.3 to 23.0 over the same period.

14. Following the 2012/13 review, the External Research Income component increased from 20%
to 25%, along with extra weighting for research income from non-New Zealand Government
sources. After dropping between 2010 and 2013, university external research income
increased between 2013 and 2015.

15. Following the 2019/20 PBRF review the weighting for the Overseas Research Income and New
Zealand Non-Government Income categories were increased to support incentives linked to
overseas and non-government collaboration.

PBRF Reviews 

16. The PBRF has been reviewed on average every 4 to 5 years, more frequently than the QE’s
six-year cycle. Each review has recommended several changes to the PBRF, but all have
broadly confirmed the underlying policy objectives of the fund, namely, to support high-quality
tertiary research and research-led teaching and learning at degree-level and above.

17. Despite the number of reviews, persistent criticisms of the PBRF remain, including:
 a bias towards university research
 cost of compliance for providers and government
 privileging of importance of research over teaching
 diminishing returns from a fixed fund which has not increased since 2017
 group versus the individual as the unit of assessment
 peer review versus a metrics-based system of assessment for research quality.

Centres of Research Excellence (CoREs) 

18. CoREs are inter-organisational, autonomously directed research networks in which
researchers work together on commonly agreed work programmes. A CoRE must be hosted by
a tertiary education institution (TEI), but partners may include research organisations of any
kind such as Crown Research Institutes. There are currently 10 CoREs. See this link for a list
of all current CoREs.

19. The CoREs policy allows CoREs to define for themselves how their research fits into national
priorities, leading to a bottom-up approach as opposed to the top-down approach of other
funds. The CoREs’ Mission Statement is the basis on which CoREs are selected. The TEC has
responsibility for selecting and assessing their performance against the CoREs’ Performance
Measurement Framework.
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20. Researchers associated with a CoRE are not employed by the CoRE, but by one of the CoRE
partner organisations. The host institution provides infrastructural support, including
management and coordination of the research plan, fund distribution and asset management.
Partner organisations have partnership agreements with the CoRE covering the sharing of
personnel, costs, and intellectual property.

21. Each CoRE has a governance board that sits outside the host institution’s governance
structure, providing autonomy over its own strategic direction. Each CoRE also has a research
or science advisory board, often including international representation. Most CoREs have over
50 investigators, which includes doctoral students, post-doctoral researchers, and interns. Only
part of an investigator’s available time is spent on work done through the CoRE, and individual
outputs and external research grant applications are generally done as a member of their host
institution rather than through the CoRE.

Strengths of the CoREs model 

22. A strength of the CoRE model is the autonomous, ‘bottom-up’ research agenda to achieve the
overarching Mission Statement. This ‘freer’ approach can result in less predictable or linear
scientific outcomes and can advance foundational scientific enquiry and practice in unexpected
ways.

23. The funding structure of the CoRE model has contributed significantly to its success. Stable,
long-term funding has allowed for CoREs to take a longer-term perspective on their research
agendas compared to other research funding streams. For example, the current eight-year
term provides CoREs with the potential to conduct research and development activities that
span the technology development and commercialisation cycle, and to bring multiple
postgraduate students through the programme.

24. An additional strength is the CoRE model’s educational role in developing research capability
and research excellence across different disciplines. Because CoREs must actively contribute
to the tertiary education system, all offer student scholarships and post-doctoral positions. This
focus on education separates the CoREs fund from other government research and
development funding models, which tend to focus on research outputs and/or
commercialization activities.

25. Moreover, compared with other government research funds, CoREs funding directly
encourages collaboration. Connections or collaborations with industry partners – and between
universities and other research entities - provide ways in which students and other researchers
can ultimately work outside academia and put their research into practice. Some CoREs also
maintain connections with other parts of the education system through outreach activities into
schools and other community-based research projects.

International comparisons 

26. A brief international scan concluded that, while there are several similar funds available across
the OECD, CoREs appear largely unique in their focus on students and tertiary education and
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their role in New Zealand’s wider research ecosystem. Most similar international funds were 
created to encourage collaboration between universities and industry, e.g., the Canadian New 
Frontiers in Research Fund or the United Kingdom’s Knowledge Transfer Partnerships. 

27. The Cooperative Research Centre (CRC) grants in Australia appear to be the closest to our
CoREs, in that they encourage collaboration between industry and research organisations as
well as including industry-focused education programmes. However, their purpose is industry-
led, not research-led. The Clusters of Excellence in Austria are also similar to CoREs with
regard to the inclusion of students; however, they appear to be largely centred around
universities only, and do not appear to encourage industry collaboration.

Link to the Science, Innovation and Technology system 

28. As well as contributing to tertiary education goals, tertiary education research funding supports
priorities in the science, innovation and technology (SI&T) system, largely through the research
and research-led teaching undertaken in our universities.

29. The main difference between research funded through the SI&T and tertiary education systems
is the way, and purposes, for which research is funded. SI&T funding is mostly focussed on
research in areas of national importance or relevance to government priorities allocated
through competitive funding processes. Tertiary education funding on the other hand,
prioritises the role of research in teaching and capacity and capability building in all disciplines
and subject areas through the PBRF and CoRE funds.
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There were a large number of questions concentrated in the Auckland and AUT 
briefings, with some queries also from Lincoln and Otago. Concerns were raised that 
the UAG does not include Māori academic representation, and there were several 
questions about how the groups intends to engage with Māori stakeholders. There 
were also questions about the group’s views on mātauranga Māori, and whether the 
group was under any political constraints from ministers around Te Tiriti and equity 
issues.  

6. Concerns about academic freedom
There were a number of queries about whether the ‘critic and conscience’ role was
under consideration by the group, and some concerns expressed that a more
directive government role would cut across the principle of academic freedom.

7. Concerns about equity issues associated with a cap on student numbers
Concerns were expressed at Canterbury, Auckland and AUT that limiting the number
of students could have significant equity issues, with students from disadvantaged
backgrounds more likely to miss on places. There was a comment that the ease of
attending university was a positive of the system with significant impacts on class
mobility.
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James Campbell | Senior Policy Manager, Tertiary Education 
Te Pou Kaupapahere | Policy

9(2)(a)
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Vote Tertiary Education | Budget 2024 

Budget 2024 – Vote Tertiary Education Overview 

Budget 2024 (B24) prioritises improving value for money through the delivery of effective and fiscally 

sustainable public services, with a strong focus on reprioritisation and generating savings to help fund 

the Government’s priorities. The Tertiary Education Budget package was developed within this context, 

recognising the need to balance increased spending on tertiary education with the Government’s 

broader policy objectives. 

Addressing Cost Pressures 

• Cost Adjustment: B24 provides $266 million (over four years) to increase tertiary education

tuition and training subsidies by 2.5 percent, in line with forecast inflation for 2025.

• Increased Fees: Funding is also provided to increase the Annual Maximum Fee Movement

(AMFM) rate for 2025 by up to 6 percent, which will enable providers to increase tuition fees

charged to learners. The Minister will consult on the AMFM rate for 2025 later in the year.

Key Initiatives 

• Fees Free: B24 delivers on the Coalition Government’s commitment to stop first-year Fees Free

and replace it with a final-year Fees Free Scheme. This initiative changes the underlying incentive

of the Fees Free policy from participation in tertiary education to the completion of studies and

qualifications. This policy change reduces the total amount the Government spends on the

scheme through Vote Tertiary Education by around $893 million (over four years).

• Apprenticeship Boost: B24 provides around $65 million dollars to continue Apprenticeship

Boost (an apprenticeship wage subsidy) beyond the end of 2024. $1.8 million of this funding will

be for Vote Tertiary Education to support the ongoing administration of the scheme.

Apprenticeship Boost will fund first-year apprentices working in some key occupation areas from 1

January 2025.

• Student Loan Scheme: the overseas interest formula for the Student Loan Scheme (SLS) is

being raised by 1 percent for 5 years through B24 to partially cover the loss in value to the SLS

due to 3 years of high inflation. This will result in operating impact savings of around $5 million

over 5 years for Vote Revenue.

• More Doctors: Around $6.9 million in Vote Tertiary Education funding will go towards increasing

the number of first-year medical school places by 25 places from 2025, increasing the total to 614

places. This will provide funding for tuition subsidies and trainee medical intern grants.

• Workforce Development Councils: Funding for Workforce Development Councils (WDCs) will

be returned from 2025/26 as legislation is intended to be progressed in 2024/25 on future

arrangements for the functions currently performed by WDCs. This will produce savings of $65

million per year.

• Te Pūkenga: Funding has also been set aside for the disestablishment of Te Pūkenga as part of

Budget 24. This initiative covers the expected costs of the transition from Te Pūkenga to a

reformed system, pending Cabinet decisions on policy and design. B24 also returns the $220

million Crown loan to support Te Pūkenga’s digital transformation programme.

Document 15a
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Vote Tertiary Education | Budget 2024 

Savings and Reprioritisation 

Through the Budget process a number of reprioritisation options were identified that have enabled the 

Government to reduce the need for new funding and to help fund the cost pressure initiatives.  

• Approximately $103 million (over five year – starting from 2023/24) has been identified for

reprioritisation.

In identifying areas for reprioritisation, areas where there was ongoing under expenditure were 

prioritised. Over the five year forecast period from 2023/24, funding is being reprioritised from: 

• Adult and Community Education in Schools Co-ordination ($1.8 million)

• Adult Literary Educator Grant ($2.2 million)

• Higher Education Collaboration Fund ($5 million)

• Centres of Vocational Excellence ($15.0 million)

• The end of contracts for Centres of Asia-Pacific Excellence ($10.0 million)

• Reducing Gateway funding to a level that aligns with current rates of utilisation ($7.5 million)

• Underspends from Fee-Free and Tuition and Training subsidies ($61.1 million)

Funding identified for reprioritisation is in addition to the baseline savings from agencies funded 

through Vote Tertiary Education, which includes the Ministry of Education, the Tertiary Education 

Commission and Education New Zealand. 
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22 February 2012 

Tertiary Education Report: An international comparison of university 
governance models 

Executive summary 

The Government has indicated its intention to work to continue to improve the governance 
and operations of public tertiary education institutions (TEIs). This paper provides general 
information on good governance and best practice principles and an international 
comparison of university governance models. A companion paper, “University governance in 
New Zealand: process, rationale and options for change” (METIS 649815), addresses the 
current approach to university governance in New Zealand, considers justifications for 
changes to the current system, presents options for change, and presents timeframes for the 
Cabinet decision and legislative process. 

Governance of private- and public-sector organisations addresses the structures, processes 
and relationships that are used in making decisions. University governance models typically 
address five possibilities: 

• Faculty/collegial model – Universities with this model are governed by their academic
staff.

• Corporate/skills-based model – Universities with this model are governed by
professionals who are trained and experienced in corporate policy and planning and who
are able to direct management efficiently.

• Stakeholder/representative model – Universities with this model are governed by a
wide array of stakeholders, including students, academic staff, alumni, corporate
partners, government and the public at large.

• Trustee model – Universities with this model are governed through a “trust” relationship
with a trustee board that acts in trust for, and on behalf of, stakeholders.

• Amalgam – Universities with this model do not require councils to prioritise academic
integrity over efficiency and fiscal responsibility, or vice versa. Councils can have a
number of priorities, or priorities can reflect the specific balance of models within the
amalgam, which can include a combination of faculty, corporate, stakeholder and trustee
governance.

Whilst it is helpful to categorise university governance models, in practice universities 
generally form governance bodies around more than one model in accordance with their 
specific and unique needs. 

Notwithstanding the sometimes immense variance across jurisdictions and universities, the 
move towards a skills-based approach to university governance is evident as a trend. 
Externally elected and/or appointed members are increasingly present on university councils, 
thereby bringing governance expertise to universities. 
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Recommended actions 

We recommend that the Minister for Tertiary Education, Skills and Employment: 

a. note that approaches to university governance vary widely and are often tailored to the
specific needs of individual institutions

b. note that international trends show that universities are increasingly taking a skills-based
approach to governance

c. note that in taking a skills-based approach to governance, international trends show that
many universities maintain various stakeholder representation in their governance bodies

d. note that whilst recognition is generally given to the benefits of smaller council sizes,
fewer institutions are limiting their council sizes than are taking on highly skilled
members.

Acting Group Manager, Tertiary Education 

Ministry of Education   

NOTED / APPROVED 

Hon Steven Joyce 

Minister for Tertiary Education, Skills and Employment 

__ __/__ __/__ __ 

9(2)(a)
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Tertiary Education Report: An international comparison of university 
governance models 

Purpose of report 

1. The Government has indicated its commitment to work to continue to improve the
governance and operations of public tertiary education institutions (TEIs). This paper
provides general information on good governance and best practice principles and an
international comparison of university governance models.

2. This paper is intended to be considered in companion with “University governance in
New Zealand: process, rationale and options for change” (METIS 649815), which
addresses the current approach to university governance in New Zealand, considers
justifications for changes to the current system, presents options for change, and
presents timeframes for the Cabinet decision and legislative process.

Background 

3. TEIs in New Zealand currently have different governance models. University and
wānanga councils have strong stakeholder representation. Only four members out of 12
to 20 are appointed by the Minister responsible for tertiary education (the Minister)
(section 171, Education Act 1989).

4. Institutes of technology and polytechnic (ITP) councils were reformed in 2009 to take a
skills-based approach to governance. Four out of eight members are now appointed by
the Minister, including the council chair and deputy chair (section 222AA, Education Act
1989). The Minister may at any time, for just cause, remove a member of the council,
including the chair and deputy chair, from office (section 222AJ, Education Act 1989).

Good governance and best practice principles 

5. Governance of private, as well as public sector organisations, addresses the structures,
processes and relationships that are used in making decisions. There is a general
agreement among commentators on the core basic principles to achieve “good
governance” for both public and private organisations.1 The principles generally referred
to include:

• Strategic thinking – Governance bodies provide strong leadership, strategic
guidance and long-term perspective to the management of the organisation.

• Responsiveness to change – Governance bodies are adept at navigating expected
and unexpected change.

1 The following main sources have been used to compile this section: Edwards Review, pp. 11 and 12; OECD 
“Principles of Corporate Governance,” 2004; and “European Governance: A White Paper,” 2001, available at 
http://eur-lex.europa.eu/LexUriServ/site/en/com/2001/com2001_0428en01.pdf.  
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• Efficiency – Governance bodies operate efficiently and make the best use of
available resources.

• Accountability – Governance bodies are accountable to their public and private
stakeholders for their decision-making and for the management and performance of
their organisation.

• Transparency – Governance bodies’ decision-making is built on a free flow of
information. Processes, institutions and information are directly accessible to those
concerned with them.

• Clarity of roles and responsibilities – Roles and responsibilities of the governance
bodies, the management and the stakeholders of the organisation are clear.

• Participation – Governance bodies ensure that all interested parties and
stakeholders have a voice and can participate in the decision-making process.

6. Whilst good governance can be recognised by the presence of all of these principles, in
practice different types of organisations will emphasise different principles depending on
their specific needs.

7. For example, as outlined below, each university governance model prioritises “good
governance” principles differently. “Good” university governance also recognises the
following two principles:

• Institutional autonomy – The freedom of an institution to act without external
control, thereby protecting academic freedom.

• Academic freedom – The belief that the freedom of inquiry by students and faculty
members is essential to the mission of a university.

Models for university governance2 

8. Approaches to governance models typically address five possibilities: faculty, corporate,
trustee, stakeholder, and amalgam.3

9. Whilst it is helpful to categorise university governance models, in practice, universities
generally shape governance bodies around more than one model in accordance with
their specific and unique needs. For example, universities can benefit from the skills-
based governance of the corporate model while maintaining stakeholder representation
in recognition of distinctions between academic institutions and private corporations.

10. Whilst this tailoring allows flexibility in university governance, it also makes modelling
difficult. In this section, the five models are described as theoretical possibilities for
university governance. Because in practice governing bodies rarely follow the theoretical

2 A note on terminology for ease of comparison: “council” refers to a university’s chief governance body 
responsible for overall institutional direction, though some institutions or jurisdictions would call this body a board 
or occasionally a senate or regents; “academic board” refers to a university’s governing body populated primarily 
by academic staff and responsible for matters relating directly to education and research, though some institutions 
or jurisdictions would call this body a senate; “chief executive(s)” refers to the person or people elected or 
appointed to a university’s highest management position(s), known variously as chancellor, vice-chancellor, 
president, rector, principal, and occasionally director or provost. 
3 Material in this section summarises Leon Trakman, “Modelling University Governance,” Higher Education 
Quarterly 62, nos. 1/2 (January/April 2008): 63-83. 
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models directly, examples and international comparisons are given separately in the 
following section. 

Faculty/collegial model 

11. Faculty governance, sometimes identified with collegial models, sees universities
governed by their academic staff. While councils under this model are representative of
faculty, general staff and students, council members may lack specific governance skills.
Under faculty governance, councils prioritise academic integrity over other governance
responsibilities.

12. Though faculty governance is the traditional model for universities, most universities are
shifting away from the model, either by training selected academic staff in governance
skills or by lessening academic representation on councils.

Corporate/skills-based model 

13. A corporate model for university governance concentrates on the governance skills of
council members and is grounded in the rationale of corporate efficiency.

14. Under this model, universities are governed by professionals who are trained and
experienced in corporate policy and planning. These skilled council members are
generally elected or appointed from outside the institution, making them external council
members as opposed to representative members elected or appointed internally.

15. International trends suggest that aspects of this model are introduced for a variety of
reasons including helping universities achieve greater innovation and equipping them to
better cope with economic fluctuations.

16. Benefits of corporate governance include internationalisation of teaching programs and
student bodies, better links with industry and commerce, more efficient internal
operations, better access to research sites, more workplace-relevant teaching programs,
access to better facilities and equipment, and more flexibility in recruiting high-quality
staff.

17. Because of long-standing traditions of faculty governance, the introduction of the
corporate model can result in tensions between council, management and academic
staff. Those who reject this model assert that corporate-style governance produces only
partial and short-term governance solutions, and leads to the “commodification” of
education: corporate efficiency overwhelms academic distinctiveness, vocational training
and corporate-sponsored research become favoured over societal critique, and low-
cost/high-revenue strategies may lead to reductions in standards and quality.

Stakeholder/representative model 

18. Under a stakeholder model university governance is vested in a wide array of
stakeholders, including students, academic staff, alumni, corporate partners, government
and the public at large.

19. The stakeholder model is more broadly representative than the corporate and collegial
models, and its mandate prioritises representation over the central principles of corporate
governance.
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20. International comparisons show that public universities generally employ aspects of
stakeholder governance by having appointed and/or elected academic staff members,
students, alumni and/or government representatives on their boards.

21. In practice, the stakeholder model can vary depending on which stakeholders are
deemed to deserve representation, the manner of their representation and the extent of
their authority. For example, in jurisdictions where government funding for universities is
high compared to universities’ other revenues, governments generally have more input
into council membership.

22. The governance skills of council members under the stakeholder model depend on the
balance of stakeholders represented on the board. Heavy faculty representation would
mean that governance skills might be lacking, whilst heavy representation from the
greater corporate community would mean that governance skills would be strong.

Trustee model 

23. Under a trustee model universities are governed through a “trust” relationship between a
trustee board that acts in trust for, and on behalf of, stakeholders.

24. Advocates consider that this model provides the assurance that the university
governance body – i.e. the trust – will act for, and on behalf of, the university and its
stakeholders, including the public and students.

25. The trustee model has no guarantee of strong governance skills among members or of
their accountability.

Amalgam models 

26. Amalgam models of university governance combine features of faculty, corporate,
stakeholder and trustee governance. By nature, amalgam models do not require councils
to prioritise academic integrity over the principles of corporate governance, or vice versa.
In practice, under this model the structure of the university governance body can reflect
different priorities.

27. The most apparent benefit of the amalgam model is that it can incorporate the strengths
of different governance models to suit the specific needs of a university and its
stakeholders.  For example, international trends show that the majority of universities that
have moved, or are moving, towards a skills-based approach to governance do so by
amalgamating the corporate and stakeholder models.

Current international trends 

28. This section offers general trends in university governance across the United Kingdom
and Ireland, Australia, Canada, the United States and continental Europe. Specific
examples of council memberships from the UK, Australia, Canada, and the US are
provided in Appendix One.

General Trends 

29. International comparisons show that there is a general move to a skills-based approach
to governance, even though there is variance across jurisdictions and universities. For
example, Austrian and Danish universities have moved towards skills-based governance
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approaches. Universities in Britain have similarly shifted towards a skills-based approach, 
though the Universities of Cambridge and Oxford are holding to traditional faculty 
governance models. 

30. Reforms generally do not treat councils in isolation, but as one of three typical elements
of university governance: council, academic board and chief executive(s). Overall,
councils are increasingly populated by skilled leaders drawn from industry and
commerce. Academic decisions remain largely in the hands of faculty, increasingly
concentrated to the academic board. Management is undertaken by chief executives,
with vice-chancellors (or equivalent) becoming increasingly redefined as chief executive
officers (CEOs).

31. International comparisons also show that committees are often used to represent various
stakeholder interests, especially where stakeholders have low representation on councils.

32. Whilst recognition is generally given to the benefits of smaller council sizes, in practice
councils generally consist of 20 to 25 members.

United Kingdom and Ireland 

33. Universities in the UK are largely referred to as leading the shift to skills-based
governance.4 In part, governance reforms in the UK have been necessitated by financial
constraints brought about by decreased government funding and market fluctuations.

34. The Universities of Manchester and Nottingham have both been cited as having
particularly effective corporate governance structures. In both cases they balance a
strong governance council with strategic committees. The result is that skills-heavy
councils are balanced by internally-appointed members and committees that represent
the interests of the universities’ various stakeholders. The University College London
(UCL) offers a similar example.

35. The Universities of Cambridge and Oxford have been resistant to moving from a
faculty/collegial model to a skills-based approach. The two institutions remain the only
two British universities run by councils that consist of a majority of academics. Both
institutions face pressure to move towards councils with greater external membership.

36. Universities in Ireland have minority external membership on councils. The Government
recognises international shifts to skills-based governance and is pressing for reform,
especially in limiting council membership to fewer than 18 with a majority of external
members.

Australia 

37. In the mid-1990s a series of reviews of Australian university governance recommended
an amalgam corporate-stakeholder governance approach for universities. In particular, it
was recommended that councils be comprised of the widest possible stakeholder views
and engage external members with strong governance skills. Councils with majority
external members were recommended, as were smaller councils of ten to fifteen
members. Representation through committee relationships would be employed where
appropriate.5

4 See Trakman, cited above, and Barbara Sporn, “Convergence or Divergence in International Higher Education 
Policy: Lessons from Europe,” Forum for the Future of Higher Education (2003): 31-44. 
5 David Hoare, “Higher Education Management Review” (1995). 
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38. University councils have increasingly moved towards skills-based council membership.
Council membership is predominantly drawn from industry and commerce, with these
external members bringing corporate values to institutions. University vice-chancellors or
principals are increasingly being redefined as CEOs.

39. The examples of the Australian National University and the Universities of Melbourne,
New South Wales and Sydney show that majority skills-based membership has been
largely adopted, though the smaller council size has not. Australian National University is
an exception, having adopted a smaller size for its council (15 members), though with
external membership just below majority (7 members).

Canada 

40. Some Canadian university councils show similar membership structures to institutions in
other jurisdictions. The overall trend has, however, been somewhat different, with
universities moving from an almost entirely skills-based approach prior to the 1970s, to
an amalgam of a corporate and stakeholder model in order to represent faculty and
students (and in some cases general staff and alumni) on their governing bodies.

41. More recently, some universities, such as those in Ontario, are refocusing on skills-based
approaches in response to reduced government funding, the abolition of mandatory
retirement and the decline of full-fee-paying international students.

42. The examples of the University of Toronto, the University of British Columbia and McGill
University show councils that reflect this skills-based approach with significant external
membership, though not majority. The University of Toronto is an outlier regarding
council size, with membership numbering 50.

43. The respective roles of university councils and academic boards have become cause for
some concern for those vested in faculty representation. In some institutions, two
members of the council are appointed to sit on academic boards in order to foster better
communication between the bodies. Concern has been raised that this erodes faculty
contribution to governance and that increased external membership on councils generally
is having a similar detrimental impact on faculty governance roles.

United States 

44. Because of the sheer number of institutions in the United States, the variance in
approaches to governance is wide. Despite this, a number of generalisations can be
made about public institutions.

45. Public universities in the United States often belong to large university systems which
often have a single governing body. The governing bodies often consist wholly or largely
of state-appointed members with strong obligations to state government.

46. Governing structures of public universities are strongly reflective of corporate models,
with efficiency and accountability prioritised and with members chosen for their skills
therein.

47. For example, the University of California and the University of Wisconsin are public
university systems that have a single governing body. In both cases, the large majority of
council members are appointed by the respective state governors (the Governor of
California also sits on the University of California governing council).
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48. Also, private universities often have skills-based approaches to governance, including
Stanford University and the Massachusetts Institute of Technology (MIT).

Continental Europe 

49. Since the early 1990s European states have increasingly deregulated and decentralised
the administration of public universities by granting more institutional autonomy to the
institutions, and by strengthening leadership structures with the introduction of new skills-
based approaches to governance, enhanced accountability settings, and performance
contracts.

50. Reforms were motivated by the need to respond to problems such as funding cutbacks,
inefficiencies, over-regulation and inflexibility, and by successes seen in UK and US
practices.

51. Along with recruiting council members externally in order to populate councils with skilled
members, universities are increasingly offering professional development opportunities to
faculty in order to develop their leadership and governance skills. This creates council
members who are both highly skilled and representative.

52. The European experiences show that universities with council membership evenly split
between external and internal stakeholders have felt significantly less controversy from
academics concerned with diminished representation and have better balanced the
issues of institutional autonomy and academic freedom with corporate governance
principles.

53. Austria is seen as particularly innovative in its approaches to university reform,
particularly for its small councils. Sweeping changes in 2002 prioritised institutional
autonomy, performance contracts and highly skilled councils. University boards consist of
five to nine members, jointly nominated by the ministry and each university’s academic
board. The state ministry has a supervisory role, steering universities from a distance
through performance contracts and partial control over board nominations.

54. Denmark has addressed its university governance structures as part of larger reforms
aimed to make its universities more innovative and output-oriented. University reforms
were not made in response to a perceived failure of universities.  Both prior to and
following the reforms, Danish universities were regarded as among the finest in Europe in
both education and research. However, the political view was that the universities could
be doing more to produce a highly qualified, globally competitive workforce and to
improve both the relevance of their research and the diffusion of that knowledge to the
private sector. Reforms to university governance involved changing faculty-dominated
councils to councils populated largely by external members with strong governance skills.
Council positions remain for faculty and student representation.

Conclusion 

55. Notwithstanding the sometimes immense variance across jurisdictions and universities,
the adaption of a skills-based approach to university governance is evident as a trend.
Externally elected and/or appointed members are increasingly present on university
councils, thereby bringing governance expertise to universities.
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56. Trends are less conclusive regarding council size. Whilst the benefits of smaller councils
have been articulated, in practice fewer institutions are limiting their council size than are
taking on highly skilled members.
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Appendix One: Selective International Comparison of Memberships of University Councils 

Institution Members Member Breakdown Percentage of External Members* 

internal members external members 

ex 
officio 

academic 
staff 

general 
staff 

students alumni 
appointed 
externally 

appointed 
internally 

incl. 
alumni 

excl. 
alumni 

appointed 
externally 

Canada 

University of Toronto 50 2 12 2 8 8 16 2 52% 36% 32% 

University of British Columbia 19 2 3 2 3 0 9 0 47% 47% 47% 

McGill University 25 2 4 2 2 3 0 12 60% 48% 0% 

United Kingdom 

University of Cambridge 25 2 8 to 16 up to 8 3 0 0 4 16% 16% 0% 

University of Oxford 25 to 28 10 11 to 14 0 0 0 4 14 to 16% 14 to 16% 0% 

University College London 20 3 3 3 0 0 0 11 55% 55% 0% 

University of Manchester 25 2 7 2 0 0 0 14 56% 56% 0% 

University of Nottingham 30 0 15 0 2 0 0 18 60% 60% 0% 

Australia 

University of Melbourne 20 3 2 1 2 0 6 6 60% 60% 30% 

Australian National University 15 2 3 1 2 0 7 0 47% 47% 47% 

University of New South Wales 22 3 4 1 2 4 6 2 55% 36% 27% 

University of Sydney 22 4 4 1 2 5 6 1 55% 32% 27% 

United States 

University of California system 26 7 0 0 1 0 18 0 69% 69% 69% 

University of Wisconsin system 18 2 0 0 2 0 14 0 78% 78% 78% 

New Zealand 

University of Auckland 18 1 3 1 2 3 4 4 61% 44% 22% 

Auckland University of Technology 15 1 2 3 1 0 4 4 53% 53% 27% 

Lincoln University 19 1 2 3 2 2 4 5 58% 47% 21% 

Massey University 20 1 3 3 3 2 4 4 50% 40% 20% 

University of Canterbury 20 1 3 3 2 4 4 3 55% 35% 20% 

University of Otago 18 1 3 3 2 3 4 2 50% 33% 22% 

University of Waikato 17 1 3 1 1 0 3 8 65% 65% 18% 

Victoria University of Wellington 20 1 3 1 2 4 4 5 65% 45% 20% 

*Bold figures indicate majority external membership.

Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82



Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82



If you are interested we could spend some more time digging and/or produce something for the group on this 
topic. 

Regards 
James 

James Campbell | Senior Policy Manager, Tertiary Education 
Te Pou Kaupapahere | Policy 

 

-----Original Message----- 
From: Peter Gluckman <pd.gluckman@auckland.ac.nz> 
Sent: Tuesday, June 4, 2024 2:13 PM 
To: James Campbell <James.Campbell@education.govt.nz> 
Cc: Alastair MacCormick  
Subject: Academic governance 

James 
Is there a comparative study of the shape of university councils and the processes of their appointment and that 
of vice chancellors anywhere 

Peter 
Sent from my iPhone 
________________________________ 

DISCLAIMER: 
This email and any attachments may contain information that is confidential and subject to legal privilege. If you 
are not the intended recipient, any use, dissemination, distribution or duplication of this email and attachments is 
prohibited. If you have received this email in error please notify the author immediately and erase all copies of the 
email and attachments. The Ministry of Education accepts no responsibility for changes made to this message or 
attachments after transmission from the Ministry. 

9(2)(a)

9(2)(a)
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Memo 

Purpose 

To provide a brief overview of higher education systems in other jurisdictions, with an emphasis on how those 
systems are governed and on any mechanisms for promoting differentiation or cooperation. We have defined 
‘higher education’ as provision at bachelor’s degree level and above, but have focussed primarily on those 
institutions labelled as universities (noting that the use of this term differs between jurisdictions). The 
information is necessarily high level, but is intended to be sufficient to inform discussions about different 
approaches that New Zealand could explore. 

Key points and comments 

 The proportion of adults aged 25-64 with a bachelor’s degree or above tends to be similar or slightly
higher in the comparator countries than New Zealand (the overall OECD average is 35%). These
figures are affected by migration so do not solely reflect domestic study patterns.

o A much smaller proportion of New Zealanders complete post-graduate study (6% of adults
have a master’s degree or doctorate, compared to the OECD average of 15%).

 The role and scope of universities differ significantly between jurisdictions. In some jurisdictions there
is a clear demarcation between vocational education and higher education, with different types of
institutions playing different roles within higher education. Accreditation of a provider as a particular
type of university or other institution is a common way of promoting differentiation.

o While the TEC works with TEOs to try to minimise unhelpful duplication, New Zealand has
generally sought to avoid placing hard divisions between different levels and types of tertiary
education, noting that there is value in maintaining flexibility and a variety of delivery models.
Previous reforms which have sought to ‘steer’ the system more explicitly have not been
successful, with some previous Government’s preferring to strengthen market forces, relying
on competitive pressures to send the right signals to providers.

 In most jurisdictions, universities are authorised to undertake their own quality assurance of
programmes, subject to oversight by an external accrediting body. Some types of universities or other
higher education providers with a more limited scope may be subject to external quality assurance of
programmes.

o New Zealand’s quality assurance system for the universities (approval of programmes by a
committee of UNZ, with external audit by a subsidiary of UNZ) is unusual internationally,
although UNZ strongly argues that it has been very successful at maintaining standards and
is a mechanism for avoiding duplication of provision.

 Funding systems are often a key mechanism in incentivising universities and other providers to
coordinate and differentiate and to otherwise support the Government’s objectives for the system.
While there are significant differences between funding systems, the two main models are primarily
formulaic volume-based funding or some form of negotiated base grants (many systems incorporate a
mixture of the two).

o We can provide more detailed advice on New Zealand’s funding system and opportunities for
reform at the relevant phase of the UAG’s work.

 National strategies or similar are often used to set out the government’s expectations of universities
and other higher education providers, including setting out the priorities.

o While New Zealand’s Tertiary Education Strategy (TES) is intended to drive the TEC’s
decision making and provider investment plans, it is not clear that it does so effectively. The
TES is comparatively very high level and focussed on setting out high level shared goals for
the sector. It does not provide a clear sense of the Government’s specific aspirations for the
tertiary sector (e.g. a vision for what the sector will look like in the future) or any detailed
direction on the priorities that it expects the TEC or providers to pursue.
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New Zealand 

System snapshot 

Higher education 
institutions

Number of domestic 
students (2023)

Number of international 
students (2023)

Percentage residents 
aged 25-64 with 

bachelor’s degree or 
above

8 universities 147,915 29,300 36%

Te P kenga 112,440 (24,490 at 
bachelor’s level or 

above)

7,640 (5,390 at 
bachelor’s level or 

above)

3 Wānanga 34,895 (1,875 at 
bachelor’s level or 

above)

25 (20 at bachelor’s 
level or above)

Private training 
establishments

56,565 (8,020 at 
bachelor’s level or 

above)

5,915 (2,615 at 
bachelor’s level or 

above)

Overview of higher education system 

Unlike some other jurisdictions, New Zealand does not draw a hard divide between higher education (defined 
as bachelor’s degree level and above) and other forms of tertiary education. While universities have a key role 
in the system (as outlined in the accompanying note on differentiation in the New Zealand university sector), 
other providers play important roles in specific areas of the tertiary education system:  

 While Te P kenga is focussed on vocation education, it delivers a significant number of degree level
programmes, although this differs significantly between regions and campuses. Delivery has a strong
applied focus, and while it provides a broad range of degree-level delivery, enrolments are
concentrated in nursing (~30%), business and management (~18%), information technology (~11%),
and social work (~9%). Has around 2,400 students at a master’s level (primarily in commerce
subjects) and a very small number of doctorate students.

 The three Wānanga are kaupapa Māori tertiary institutions, with a distinctive role in the tertiary
system, including as kaitiaki of mātauranga Māori, te reo Māori, and tikanga Māori within the tertiary
education sector. The Education and Training Act was amended in 2023 to update the characteristics
and institutional forms of the Wānanga to better reflect the role they play in the system (see in
particular s398D of the Act). Each of the Wānanga have their own distinctive roles and aspirations,
which is reflected in the scope and focus of their provision. Wānanga delivery integrates mātauranga
Māori and at a degree level is focussed on te reo Māori, creative arts, health and teacher education.
All three of the Wānanga offer Master’s degrees and Te Whare Wānanga o Aotearoa offers doctorate
level study.

 Private training establishments (PTEs) that offer higher education tend to specialise in particular niche
areas, in particular in education, health, and information technology.Rele
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Definition of a university 

The Education and Training Act 2020 [s268] defines a university as a publicly owned institution characterised 
by a wide diversity of teaching and research, especially at a higher level, that maintains, advances, 
disseminates, and assists the application of knowledge, develops intellectual independence, and promotes 
community learning. Universities are also expected to:  

 be primarily concerned with more advanced learning, the principal aim being to develop intellectual
independence

 have research and teaching that is closely interdependent and most of their teaching done by people
who are active in advancing knowledge

 meet international standards of research and teaching
 be a repository of knowledge and expertise
 accept a role as critic and conscience of society.

The legislation states Parliament’s intention to preserve and enhance academic freedom and the institutional 
autonomy of universities (and wānanga) and requires government agencies and Ministers to give effect to this 
intent [s267]. 

Each of the universities (other than the Auckland University of Technology) also have their own establishing 
legislation, although most of the substantive provisions of this legislation have been repealed. 

Funding system  

New Zealand’s tertiary education system is funded by a combination of tuition subsidies and regulated fees in 
relation to domestic students, the Performance Based Research Fund, other research funding, international 
student fee revenue and other revenue sources. The Minister sets funding rules (e.g. funding rates, 
monitoring requirements), while the TEC invests funding based on an assessment of providers’ investment 
plans against the objectives of the Tertiary Education Strategy, past delivery and performance, and 
information about what provision is needed regionally and by employers. 

Student loans and allowances aim to reduce barriers to participation and are administered through MSD and 
Inland Revenue. 

Quality assurance system  

Outside of the university sector, the New Zealand Qualifications Authority (NZQA) accredits and quality 
assures tertiary providers, qualifications, programmes, and micro-credentials, and operates the New Zealand 
Qualifications and Credentials Framework (NZQCF). 

Quality assurance within New Zealand universities is delegated in legislation to the Vice Chancellor’s 
Committee (operating as Universities New Zealand). The Committee on University Academic Programmes 
(CUAP), a committee of Universities New Zealand, oversees the approval and accreditation of new academic 
programs and reviews existing ones to ensure they meet national standards. The Academic Quality Agency 
(AQA) conducts audits of universities' academic quality assurance systems, focusing on continuous 
improvement and adherence to established practices.  
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Australia 

System snapshot 

Higher education 
institutions 

Number of domestic 
students (2022) 

Number of international 
students (2022) 

Percentage residents 
aged 25-64 with 

bachelor’s degree or 
above 

37 public Australian 
universities 

1,024,142 379,712
39% 

3 private Australian 
universities and 3 
international universities 

78,615 68,930

Overview of higher education system 

There are 198 registered institutions offering higher education in Australia, 42 of which are universities. Of the 
remaining HEIs, 149 are “institutes of higher education” and six are “university colleges” and are collectively 
known as NUHEPs (non-university higher education providers). Higher education in Australia consists of awards 
spanning levels 5 to 10 of the Australian Qualifications Framework and range from diplomas to higher doctoral 
degrees. However, some public sector vocational education providers (known as TAFEs) also deliver high 
education qualifications and some universities offer vocational qualifications. 

Universities are distinguished by their research activity. The eight universities known as the “Group of Eight” 
(Go8) comprises Australia’s leading research-intensive universities – University of Melbourne, the Australian 
National University, the University of Sydney, the University of Queensland, the University of Western 
Australian, the University of Adelaide, Monash University and UNSW Sydney. 

Definition of a university 

The Higher Education Support Act 2003 is the main piece of legislation governing higher education in Australia. 
Dictionary Schedule 1 Clause 1 in the Act states that: 

Australian university means a registered higher education provider: 
(a) that, for the purposes of the TEQSA Act, is registered in a provider category that permits the use

of the word “university”; and 
(b) that:

(i) is established by or under, or recognised by, a law of the Commonwealth, a State or a
Territory; or 

(ii) is registered as a company under Part 2A.2 of the Corporations Act 2001.

Most universities have their own legislation, usually enacted by a state government. The term ‘university’ is 
also regulated. 

Funding system 

The Higher Education, Research and International Division of the Department of Education is responsible for 
all HE policy and funding and administers the Commonwealth Grant Scheme which provides tuition subsidies 
to higher education providers. The amount providers receive depends on the field of education offered. There 
are eight different levels or funding clusters. 

Between 2012 and 2017 universities received funding based on student enrolment numbers, allowing them to 
admit an unlimited number of undergraduate students who met entry requirements. This led to increased 
university participation rates, particularly among underrepresented groups. However, in 2017, the government 
announced a freeze on the demand-driven system, capping funding at 2017 levels and later implementing 
performance-based funding linked to measures such as student outcomes and employment rates. This shift 
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aimed to control public expenditure, improve educational quality, and better align higher education outputs with 
labour market needs. 

Research funding 

Research Block Grant (RGB) funding is allocated each calendar year and calculated using a program-specific 
formulae by the Department of Education. Funding is awarded on the basis on the relative performance of each 
higher education provider in attracting research income and research degree completions. This funding 
supports research degree teaching through the Research Training Program and the indirect costs of research 
through the Research Support Program. National Competitive Research Grants are awarded and administered 
by the Australian Research Council and the National Health and Medical Research Council. 

Quality assurance system  

In the Australian university system, quality assurance is primarily overseen by the Tertiary Education Quality 
and Standards Agency (TEQSA), which ensures compliance with the Higher Education Standards 
Framework. TEQSA conducts regular assessments and accreditation processes, evaluating institutions on 
governance, financial viability, academic standards, student outcomes, and the quality of education. Some 
universities, particularly those with established records of high-quality education and robust internal quality 
assurance systems, are granted self-accrediting authority. These self-accrediting universities can 
independently approve and accredit their own courses without needing TEQSA's prior approval for each 
program. However, they are still subject to periodic external reviews by TEQSA to ensure ongoing compliance 
with national standards. Internal quality assurance mechanisms within these universities, such as 
comprehensive reviews and audits, support continuous improvement and uphold accountability in delivering 
high-quality higher education. 

Approach to system coordination/specialisation 

At present specialisation is more often driven by individual universities responding to market demands, 
industry needs, and their own strategic priorities. Government funding and research grants do encourage 
development in certain areas, but the direction is generally broad and allows universities considerable 
autonomy in how they choose to specialise. Collaborative bodies like Universities Australia promote sharing of 
best practices and resources, but do not enforce a centralized strategy for specialization.  

Commentary – recent reviews and policy developments 

Review of the Australian Research Council 

In August 2022, the Minister for Education announced an independent review of the Australian Research 
Council Act 2001 (Cth) (ARC Review) to consider the role and purpose of the Australian Research Council 
(ARC). The ARC Review made 10 recommendations to improve the governance of the ARC and to enhance its 
role, its purpose and its budgetary arrangements. The key recommendation is the establishment of an ARC 
Board to provide independence and oversight of the peer review process for research grants. 

Universities Accord 

In November 2022, the Australian Universities Accord Panel was commissioned by the Australian Government 
to conduct a review of the higher education system and to create a long-term plan for reform. Its 
recommendations included:  

 A new objective for a national tertiary education system
 Targets to drive improvements to national workforce participation and productivity including a tertiary

education attainment target of at least 80% of the working age population
 Expanding opportunity to all including participation targets for students from population groups most under-

represented in HE

Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82



Memo 

 A leadership role for First Nations people in the HE system and establishment of a Ministerial advisory group
 A focus on student experience and outcomes including higher and more accessible income support for

students who need it most
 A strengthened international education system with higher quality courses that better align with Australia’s

skill and migration needs
 A stronger research system building on quality research in universities including setting targets for

Australia’s overall national spending on R&D as a percentage of GDP, a new strategic research fund and a
pathway to fully funding university research

 Establishing an Australian Tertiary Education Commission (TEC). TEQSA and ARC to form part of the
Commission as independent statutory bodies under its umbrella but retaining their legislated roles.

 A better funding model to be managed by the new Australian TEC.
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Ireland  

System snapshot 

Number of universities Number of domestic 
students (2022/2023) 

Number of international 
students (2022/2023) 

Percentage residents 
aged 25-64 with 

bachelor’s degree or 
above 

7 universities 120,735 24,490 45% 

5 technological 
universities 

84,635 6,895

Summary of higher education system 

The Irish tertiary education system contains universities, technological universities, institutes of technology 
(which deliver technical and applied tertiary education), colleges of education, national institutions (such as 
the national military college or ambulance service college) and other institutions such as private education 
colleges. The Irish higher education system was characterised by a relatively binary distinction between the 
university sector and vocational training until the introduction of technological universities in 2018. 

Ireland is a member of the European Higher Education Area (Bologna process) – see Annex 1. 

Definition of a university 

The Irish Universities Act 1977 (the Act) sets out the objects of a university, which include the advancement of 
knowledge and promotion of learning, contribution to economic and social development, and the training of 
high-level professional, technical and managerial personnel. The Act also requires universities to promote the 
languages of the State with special regard to Irish language and culture. Universities have a right to academic 
freedom.  

The functions of technological universities are aligned with vocational training-focused institutes of technology, 
with an emphasis on degree-level education and industry-focused research.  They are also expected to 
facilitate access and progression particularly through relationships with the further education and training 
sector. 

Funding system  

The Irish public funding for higher education has three core elements: a block grant including research 
support, funding ring-fenced for specific purposes (e.g. institutional restructuring arising from the national 
strategy or growing specific programmes) and performance funding. Performance funding allows for the 
withholding of up to 10% of the allocated block grant based on verified performance against agreed targets for 
the preceding year. Funding is allocated by the Irish Higher Education Authority.  

Quality assurance system  

Universities have primary responsibility for their own quality assurance (QA). Under the Act, universities are 
required to establish QA procedures that include regular evaluation of departments and faculties, and 
assessment of teaching, research and other services of the university (assessment must include feedback 
from students). 

Quality and Qualifications Ireland is that state agency responsible for approval of qualifications. They also 
ensure that providers have appropriate QA procedures in place, and that these are implemented and 
effective.  
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Approach to system coordination/specialisation 

The Higher Education Authority (HEA) is the key intermediary between the Irish government and the tertiary 
sector. The HEA monitors system performance by developing performance agreements with universities, 
which set out universities’ contribution toward their institutional strategy and the National Strategy for Higher 
Education. The national strategy focuses on improving system flexibility, student experience, and connections 
between higher education, society and business. As part of an annual dialogue on performance, universities 
also submit an impact assessment case study to the HEA which informs the distribution of performance 
funding (see the funding section above).  

While the HEA also has oversight over university governance, this is mainly through gaining assurance from 
universities that they are complying with relevant legislation and regulations.  
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Denmark  

System snapshot 

Number of universities Number of students (2023) 
(combined domestic and 

international) 

Percentage residents aged 25-
64 with bachelor’s degree or 

above 

Universities 144,654 38%

University colleges 71,690 

Summary of higher education system 

The Danish higher education system is made up of business academies (offering short, diploma-style 
programmes), special training institutions, university colleges, universities and higher education institutions. 

Separate to the vocational education sector, university colleges offer professionally-oriented bachelor’s 
programmes. Universities offer undergraduate and postgraduate degree programmes, with “university-level 
institutions” offering programmes at the same level within distinctive subject fields such as architecture, 
design, music and fine arts.   

Denmark is a member of the European Higher Education Area (Bologna process) – see Annex 1. 

Definition of a university 

The Danish Act on Universities states that the purpose of the university is to conduct research “ensure equal 
interaction between research and education, perform ongoing strategic selection, prioritisation and 
development of its academic research and educational fields and disseminate knowledge of the methods and 
results of science.” Universities must also contribute to social development and the “development of 
international collaboration”. Academic freedom is enshrined in the Act.  

Funding system  

In Denmark, public funding for higher education institutions has four main components:  

 A basic grant that is independent of the development in full-time equivalent number of students;

 An activity grant that depends on the full-time equivalent number of students;

 A result grant that depends on the graduates’ average time of study and the graduates’ average
employment rate after completion of their education programme;

 A quality grant that consists of the funding that was not implemented as result grants.

Funding is officially administered by the Minister for Science, Technology and Innovation and received in a 
lump sum – higher education institutions have autonomy over spending. Student fees (aside from tuition fees 
for international students) are fully subsidised by the government.  

Quality assurance system  

University programmes must be approved and quality assured by the Danish Accreditation Institution. 
Additionally, as part of the Bologna Process, Denmark has implemented the European Standards and 
Guidelines for Quality Assurance in the European Higher Education Area, and all public higher education 
study programmes must meet these international standards of quality and relevance. 

Approach to system coordination/specialisation 
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Compared to New Zealand, the Danish Act on Universities provides the Minister for Science, Technology and 
Innovation with some significant powers over university activity (e.g. the Minister can lay down general rules 
regarding tests, examinations and grading). Notably, the Minister can approve exemptions to legislation or lay 
down special rules for governing collaboration activities between universities and other education or research 
institutions (or other universities).  
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Norway  

System snapshot 

Number of universities Number of students (2023) 
(combined domestic and 

international) 

Percentage residents aged 25-64 
with bachelor’s degree or above 

10 universities (public) 

9 specialized universities (6 
public, 3 private) 

227,548 36%

14 university colleges (7 public, 7 
private) 

71,514 

Description of higher education system 

Norway has the following categories of higher education providers: 

 Public universities, which offer the broadest range of academic programmes (from bachelor’s through
to doctoral degrees) and are a broad range of research and research training

 Specialised universities (both public and private) which offer bachelor’s through to doctoral study in a
particular field and are responsible for research and research training in these fields

 University colleges have a stronger emphasis on teaching than research and largely offer bachelor
programmes in particular professional fields.

Definition of a university 

The purposes of universities and university colleges are to: 

 offer higher education at a high international level
 carry out research and professional and artistic development work at a high international level.
 disseminate knowledge about the activities and spread understanding of the principle of professional

freedom and the application of scientific and artistic methods and results, both in the teaching of
students, in their own work in general and in public administration, cultural life and enterprises.

 contribute to environmentally, socially and economically sustainable development.

Funding system  

The Norwegian university system is primarily publicly funded, with domestic and EU students able to study at 
public institutions without tuition fees. Private institutions receive less public funding but are permitted to 
charge tuition fees.  

Funding is allocated by the Ministry of Education and Research based on a combination of factors, including 
student enrolment numbers, research output, and institutional performance. Universities receive block grants 
that cover operational costs, salaries, and infrastructure, with specific allocations for research and 
development projects. This public funding model aims to promote equal access to quality education, support 
academic and research excellence, and ensure that institutions can operate without relying on tuition revenue.  

Quality assurance system  

The Norwegian Agency for Quality Assurance in Education (NOKUT) is responsible for accrediting higher 
education institutions as universities, specialised universities or university colleges to ensure they meet 
national standards of quality and relevance. 
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Full universities are permitted to self-accredit their programmes, as can some more established university 
colleges. Institutions permitted to self-accredit are subject to periodic reviews by NOKUT. Other institutions 
are required to seek NOKUT’s approval for new programmes.  

Approach to system coordination/specialisation 

The Norwegian university system is coordinated primarily through the Ministry of Education and Research, 
which sets overarching policies, allocates funding, and ensures compliance with national educational goals, 
as set out in the Long-Term Plan for Research and Higher Education 2023-2032. The Ministry of Education 
and Research can also set regulations in a number of areas, for example instructing universities to coordinate 
on admissions policies and on recognition of prior learning. 

The Norwegian Universities and Colleges Admission Service (NUCAS) runs a centralised admission process 
for all domestic students. Students submit their applications via NUCAS, including information such as school 
grades and prior study, and list their preferred programmes/providers. Universities set their specific admission 
requirements for programmes and the number of enrolments available in each programme, and NUCAS 
assesses students and makes offers based on these criteria. 

Universities Norway (UHR) represents all of the universities and university colleges and provides a forum for 
coordination between institutions. While it does not appear to have a legislative role, it has strategic units for 
different disciplines and national strategic units (for functions such as research and education), which develop 
guidelines etc for members. 

The Research Council of Norway funds specialized research projects. Centres of Excellence in Higher 
Education promote specialized teaching and research initiatives. 
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Finland 

System snapshot 

Number of universities Number of university students 
(2023) (combined domestic and 

international) 

Percentage residents aged 25-64 
with bachelor’s degree or above 

13 universities 174,748 35% 

22 universities of Applied 
Sciences 

174,587 

Description of higher education system 

Finland, as a member of the European-wide Bologna process (see Annex 1), has a binary system of higher 
education consisting of 13 public universities and 22 universities of applied sciences. Vocational education is a 
separate part of the education system. 

University consortiums supplement the Finnish university network in regions that do not have their own 
universities and they coordinate academic activities in their respective areas. The universities of applied 
sciences, the municipalities and the regional council of the region often also take part in this cooperation. For 
example, the University of the Arctic, established in 2001, is a network of universities, colleges, research 
institutes and other organisations concerned with education and research in and about the North. 

The Ministry of Education and Culture (MEC) is responsible for higher education and science policy, legislation 
and funding. It sets the overall objectives of Finland’s higher education policy and are based on the Government 
programme: 

 to promote Finnish competitiveness, well-being, education and learning as well as sustainable
development,

 to anticipate and help regenerate society, culture and working life and make sure the required highly
educated workforce is available,

 to develop higher education institutions as an internationally competitive entities where each institution
also responds to regional needs.

In 2017, the MEC published Vision for higher education and research in 2030. The aim was to formulate a future 
scenario to enable the development of a high-quality, effective and internationally competitive higher education 
system in Finland by the year 20301.  

Definition of a university 

Finnish higher education institutions are autonomous. Universities of applied sciences are public limited 
companies whereas universities are independent legal entities.  

Section 2 of The Universities Act 20092 states that: 

The mission of the universities is to promote independent academic research as well as academic and artistic 
education, to provide research-based higher education and to educate students to serve their country and 
humanity at large. In carrying out their mission, the universities shall promote lifelong learning, interact with the 
surrounding society and promote the social impact of university research findings and artistic activities.  

1 Vision 2030 - OKM - Ministry of Education and Culture, Finland 
2 en20090558 20160644.pdf (finlex.fi) 
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The universities shall arrange their activities so as to ensure a high international standard in research, artistic 
activities, education and tuition in conformity with research integrity. 

The Universities Act also sets out the duration of the academic year and academic terms as well as the 
“normative duration” of degrees upon which targets are based.  

The mission of the universities of applied sciences (UASs) is defined in Section 4 of the Universities of Applied 
Sciences Act3 as: 

The mission of universities of applied sciences is to provide higher education for professional expert 
tasks and duties based on the requirements of the world of work and its development and on the 
premises of academic research and academic and artistic education and to support the professional 
growth of students.  

The mission of universities of applied sciences is also to carry out applied research, development and 
innovation activities and artistic activities that serve education in universities of applied sciences, 
promote industry, business and regional development and regenerate the industrial structure of the 
region. In carrying out their mission, universities of applied sciences shall provide opportunities for 
continuous learning. 

Funding system  

In Finland, education is free at all levels except for adult education. In higher education, private funding is about 
4% of total expenditure. Higher education students must buy their learning materials or use public library 
services. Meals, health, and welfare services are subsidised by the state. 

Total expenditure on education as a percentage of GDP was 5.2% in 2021 (EUR 13 billion). The university 
education and research share amounted to nearly EUR 2.5 billion (19%). Vocational education accounted for 
EUR 2 billion (14%). 

Core funding for higher education institutions is appropriated annually through the Budget process. Higher 
education institutions also receive financing from other sources such as the Research Council of Finland, 
Business Finland, foundations, enterprises, the European Union, and other international sources. In 2023, 
central government funding for universities of applied sciences was EUR 954 million and for universities EUR 
1,999 million. 

Quality assurance system  

Since 2005, the Finnish Higher Education Evaluation Council (FINHEEC) has conducted audits of the quality 
assurance (QA) systems of higher education institutes (HEIs). FINHEEC is an independent authority 
responsible for the national evaluation of education in its entirety, It is listed in the European Quality Assurance 
Register for Higher Education (EQAR) and a member of the European Association for Quality Assurance in 
Higher Education (ENQA). 

FINEC assesses the comprehensiveness, performance and effectiveness of the QA system and focuses on two 
levels: the higher education institution’s QA system as a whole and the quality assurance related to the 
institution’s basic mission (education, research/R&D, interaction with and impact on society and regional 
development). 

Approach to system coordination/specialisation 

Every four years, higher education institutions and the MEC agree on performance measures covering the 
following: common objectives for the higher education system, key measures for each higher education 

3 en20140932 20200516.pdf (finlex.fi) 
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institution, the tasks, profile, core areas and newly emerging scientific fields in each higher education institution, 
degree objectives as well as the appropriations allocated based on these. The agreement also specifies how 
the outcomes of the objectives will be reported on. 

The MEC reports that other steering measures it uses (such as information sharing) “…aim to encourage and 
engage higher education institutions in other action that require mutual interaction. Ministry representatives visit 
each higher education institution during each agreement period and organise regional events for actors and key 
stakeholders in the field to strengthen mutual interaction”. 
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Singapore 

Number of universities Number of students (2022) 
(combined domestic and 

international) 

Percentage residents aged 25-64 
with bachelor’s degree or above 

6 122,809 37%

Description of higher education system 

Within the Singaporean higher education system there are six publicly funded autonomous universities, which 
are relatively specialised in terms of subject focus and research intensity. Specifically, the universities can be 
distinguished as either research-intensive or applied-degree pathway universities.  

The post-secondary education sector also includes five polytechnics (which focus on professional technical 
and economic fields resulting in an advanced diploma), ten branch campuses of foreign higher education 
institutions, two private post-secondary institutions focussing on the arts, a newly-established publicly funded 
private university, and other government-affiliated education institutions offering specific diploma and degree 
programs. 

Definition of a university 

There is no single definition of a university within Singaporean legislation – each university is established under 
its own Act.  

For the large, research-intensive National University of Singapore, functions within legislation include the 
provision of education facilities, the advancement and dissemination of knowledge and research, the conferring 
and awarding of degrees, diplomas and certificates. The Singapore Institute of Technology, which focuses on 
applied education and science and technology, has a more simplified function within legislation to “to pursue, 
within the limits of the financial resources available to it, the objects provided by its constituent documents and, 
in particular, to confer and award degrees, diplomas and certificates...” 

Funding system  

Singapore’s Ministry of Education provides an annual recurrent block budget to the universities based on their 
actual enrolment each year and their respective capitation rates. Universities are allowed to retain operating 
surpluses.  

The Academic Research Division within the Singaporean Ministry of Education manages research funding for 
higher education providers. The Singaporean government has a strong commitment to research investment 
with multiple funds available for academics and public research institutions.  

Quality assurance system  

Each university is required to develop a Policy Agreement and a Performance Agreement with the Ministry, 
which set out the margins of universities autonomy in their activities and the targets in the areas of teaching, 
research, service and organisational development over a five-year period, respectively. Universities are 
required to submit annual reports on their progress on the targets within their Performance Agreement to the 
Ministry. The Ministry also oversees general quality assurance policy.  

Approach to system coordination/specialisation 

Universities have the ability to determine their own strategies and directions, in line with their Policy and 
Performance agreements. As mentioned, the university sector in Singapore is relatively specialised, with 
universities varying in research intensity and subject focus (e.g., Nanyang Technological University is a 
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comprehensive and research-intensive university with a strong focus on STEM, while Singapore University of 
Social Sciences provides an applied education that targets both fresh school leavers and adult learners, in the 
domain of the social sciences, and disciplines that have a strong impact on human and community 
development).  

The government provides targeted funding and grants to develop strengths in strategic areas, aligning with 
national economic priorities. Autonomous universities have the flexibility to design specialized programs and 
research centers, while industry collaborations ensure that offerings remain relevant to market needs. The 
SkillsFuture initiative encourages lifelong learning and the development of specialized courses aligned with 
emerging skills. Additionally, Research Centres of Excellence (RCEs) in specific fields drive advanced 
research and attract top talent. These mechanisms collectively ensure that universities in Singapore remain 
responsive to economic and technological advancements. 
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California (USA) 

System snapshot 

Number of universities Number of students (2023) 
(combined domestic and 

international) 

Percentage residents aged 25-64 
with bachelor’s degree or above 

University of California (ten 
campuses) 

295,573 37%

California State University (23 
campuses) 

454,640 

116 California Community 
Colleges 

~2 million 

~310 private colleges (nonprofit 
and for profit) 

Summary of higher education system 

The California Master Plan for Higher Education was originally adopted by the Californian legislature in 1960, 
and has subsequently been periodically updated. The outlines the missions of the public higher education 
providers: 

 The University of California (UC): Offers Bachelor, Master, professional degrees and the Ph.D., primary
research and public service function, minor responsibility for Teacher Credential

 The California State University (CSU): Offers Bachelor and Masters degrees, primary responsibility for
Teacher Credentials, minor research and public service functions.

 Californian Community Colleges: Offer two-year academic degrees as preparation for UC and CSU,
vocational and adult education, and non-credit education.

The Master plan also sets out principles for learning support, funding and quality assurance, as well as 
admission rules for each subsector: 

 The top one-eighth of high school graduates are eligible to attend the University of California.
 The top one-third of high school graduates are eligible to attend California State University
 Community colleges are open to all high school graduates and adults who can benefit from tertiary

education.

Private colleges are also part of the broader higher education system – these include both nonprofit and for-
profit institutions, with non-profits ranging from large research institutions (e.g. Stanford) to small liberal arts 
colleges, and for-profit institutions awarding a large share of sub-degree qualifications.  

Funding system  

The funding system for Californian universities, particularly the University of California (UC) and California State 
University (CSU) systems, is a combination of state appropriations, tuition and fees, federal funding, grants, 
and private donations. State funding, allocated by the California State Legislature, is a significant component 
but has fluctuated over the years, impacting tuition rates. Both the University of California and California State 
University systems enter into multi-year compacts with the state government that set out funding increases in 
exchange for commitments to make progress on shared goals for increasing student access and success.  
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Tuition and fees paid by students provide a substantial portion of revenue, with in-state and out-of-state students 
paying different rates. Federal funding supports research initiatives and financial aid, while grants and contracts 
from various agencies and private donations also contribute to the financial stability and development of the 
universities. 

Quality assurance system  

UC campuses are accredited to approve programmes by the Western Association of Schools and Colleges 
(WASC), which evaluates the quality of higher education institutions through a peer review process. Graduate 
programmes require approval by the University of California. 

Approach to system coordination/specialisation 

The California Master Plan sets out specific roles for the different categories of institution. While there is limited 
coordination between UC, CSU and the community colleges, there are mechanisms within the two universities. 
Within the University of California (UC) system, several mechanisms promote specialization. The UC system 
fosters research excellence, interdisciplinary collaboration, and partnerships to cultivate expertise in various 
fields. This is facilitated by specialized institutes and centres, professional schools, and colleges offering tailored 
programs, and collaborative initiatives with industry and government.  

The Office of the President of the University plays a central role in coordinating system-wide efforts, setting 
strategic priorities, and facilitating collaboration among the UC campuses. Through strategic planning, resource 
allocation, and policy guidance, the Office of the President supports the development of specialized programs, 
research initiatives, and partnerships that advance the UC system's mission of education, research, and public 
service while addressing the evolving needs of California and society at large. 
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Annex 1: Policy arrangements in Europe 

The European Union and the Bologna process 

Binary systems in Europe began to emerge in the 1960s and 1970s as an explicit policy response to increasing 
participation in higher education. It was believed that the creation of new vocational institutions would answer 
the need for professional qualifications and provide specialised occupational skills and relieve the pressure on 
universities.  

Although vocationally focussed higher education institutions in many European countries do not have the right 
to grant PhDs, over time the distinction between academic and vocational curricula has become blurred. The 
distinction has become even more so as non-university institutions develop their research capability and 
capacity in order to compete with universities. 

The Bologna process was initiated with the Bologna Declaration in 1994. The aim was to introduce a more 
comparable, compatible and coherent system for European higher education. The process is an inter-
governmental voluntary undertaking by each signing country to reform its own education system by: 

 creating a system of academic degrees that are easily recognisable and comparable
 promoting the mobility of students, teachers and researchers; and
 ensuring high-quality learning and teaching.

Key focus areas of the process include lifelong learning, employability, funding, degree structures, international 
openness, data collection, and quality assurance. The process is currently implemented in 48 member countries 
(the European Commission is also a member). The Bologna process has created a binary system of university 
(primarily research-focused) and non-university (primarily vocationally focused) sectors. 

European quality assurance processes 

In most European countries, higher education institutions or study programmes are subject to regular external 
review by a quality assurance agency. The European Quality Assurance Register for Higher Education (EQAR) 
is an independent register of quality assurance agencies which have demonstrated compliance with a common 
set of principles for quality assurance in Europe – the European Standards and Guidelines (ESG). Although 
membership is not compulsory, most European Higher Education Area (EHEA) countries eligible to apply for 
governmental membership are members of EQAR.  

Control through quality assurance agencies is usual in Europe. Most agencies are registered associations, 
foundations or consortia and hence not-for-profit private entities. Some agencies include universities, but many 
exclude universities in the name of independent evaluation although individual academics as well as students 
are often members of the QA agencies. Some have argued that as European higher education reforms have 
loosened the ties between the state and universities, QA agencies have become intermediary bodies between 
the state and universities. Along with this change, has been an increased influence of the business world – 
employers’ associations, chambers of commerce and trade and professions are often members of QA agencies, 
sometimes providing programme accreditation.  

4 http://eur-lex.europa.eu/legal-content/EN/TXT/?uri=LEGISSUM%3Ac11088 and http://www.ehea.info/  
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