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Purpose of Report 

1. This report seeks confirmation of your key design decisions for returning to a system 
of Industry-led Training Organisations (ITOs), and direction on your preferred approach 
to creating them. 

Summary 

2. From our earlier advice [METIS 1321446 and 1320755 refer] and discussions with you, 
we have identified four core decisions you have made that together form the basis of 
a new, ITO-based system for Workplace-based Learning (WBL) and standards-setting. 
We understand these to be:  

a. Workplace-based learning will be overseen by ITOs. 

b. Providers will not be able to offer workplace-based learning. 

c. There will be a distinction between 'arranging' and 'delivering' training. 

d. ITOs will take over standards-setting from Workforce Development Councils. 

3. These decisions involve potential risks to a well-functioning system. These include a 
greater likelihood of gaps in industry coverage, financial implications for providers that 
are not able to offer WBL programmes across economic cycles, lack of choice for 
learners and employers, and a re-emergence of issues such as definitions of delivery, 
and conflicts between the roles of standards-setter and training arranger. 
 

4. We understand that you intend to further engage with stakeholders, including industry, 
on your redesign programme. We would like to discuss with you how we can support 
you in this process, and whether it is possible to capture the feedback you receive so 
that it can inform policy work. 
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5. There are two approaches to how ITOs themselves can be created, and we are 
seeking your preferred option. 

a. Ministerial Recognition: Industry sets up an organisation which you decide 
to recognise as an ITO. Each ITO will be a private, industry-controlled entity 
that has been granted specific powers and responsibilities within the system. 

b. Ministerial Establishment: You set up an ITO through an Order in Council 
(and following consultation with industry). Each ITO will be an independent 
statutory body with requirements for industry involvement in governance and 
accountability structures. 

6. A Ministerial Establishment model will allow you (and future ministers) greater control 
over ITOs and their work, and will likely be faster to implement than a Ministerial 
Recognition model. A Ministerial Recognition model provides industry with significant 
power to determine the ITO model that works for them but is likely to result in a longer 
and more complex transition period and gaps in provision. The previous industry 
training system used a Recognition model, while WDCs were set up through a process 
similar to Ministerial Establishment. 
 

7. On balance, we recommend pursuing a Ministerial Establishment model, given that it 
should enable a shorter and more straightforward transition to the new WBL and 
standards-setting system. If you decide to proceed with a Ministerial Recognition 
model, with the disestablishment of Te Pūkenga and WDCs, an interim body will need 
to be established by an Order in Council to manage standards-setting and 
management of apprentices and trainees until industry-specific ITOs can be set up and 
recognised. 

Recommended Actions  

The Ministry of Education recommends you: 
 
a. Confirm the key design decisions for re-establishing ITOs as described in this paper: 

i. Workplace-based learning will be overseen by ITOs 

Yes / No 

iii. There will be a distinction between ‘arranging’ and ‘delivering’ training 
 

Yes / No 

iv. ITOs will take over standards-setting from WDCs 

Yes / No 

b. Indicate your preferred approach to creating ITOs: 

i. Ministerial Recognition                                                                            Yes / No 

OR                       
 

ii. Ministerial Establishment (Recommended)                                            Yes / No 
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Proactive Release: 

c. agree that the Ministry of Education proactively release this paper only after full 
Cabinet consideration of the issues, and as part of a communications strategy 
associated with Government announcements on the proposed VET changes. 

 

Agree / Disagree 

 
 
 

 

 

 

 

 

Vic Johns Hon Penny Simmonds 

Policy Director Minister for Tertiary Education and Skills 
Tertiary and Evidence __/__/____ 
 
22/02/2024        
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Number and 
coverage 

• Industries determine, subject 
to Ministerial agreement and 
negotiation via recognition 
process. 

• The Minister determines, following 
engagement with industry. 

Legislative 
Implications 

• Allows re-use of recognition 
sections in the 1992 Act, with 
refinements and 
improvements. 

• Relevant WDC establishment in current 
Act can be re-used, with adaptions and 
improvements.

Transition 
Implications 

• Industry initiates the 
recognition process, and 
setting up ITOs will require 
negotiation. 

• Transition timelines will likely 
be different for each ITO. 

• A longer transition with an 
interim arrangement will be 
necessary. 

• Public assets (from WBL-TP 
and WDCs) will be transferred 
to private entities. 

• Some PTEs may be able to 
transition into a recognised 
ITO. 

• The Minister fully controls ITO 
transitions, including re-allocation of 
WBL-TP and WDC assets. 

• ITOs can be set up on a timetable 
determined by the Minister. 

• Public assets (from WBL-TP and 
WDCs) will be retained in public 
ownership. 

• PTEs will not be able to transition into 
an ITO, but may transfer assets, staff, 
and learners. 

Primary 
Strengths 

• Allows for very strong industry 
leadership of WBL and 
standards-setting. 

• Encourages very strong 
industry buy-in and 
relationships. 

• Industry has greater 
responsibility for an ITO’s 
financial status and viability. 

• Allows for very strong ministerial 
control over establishment process. 

• Strong potential for Government to 
shape ongoing activity. 

• Permits a faster, simpler transition. 

• Key system function and powers 
(standards-setting) held by public entity. 

Primary 
Weaknesses 

• Requires a strong recognition 
process to avoid undesirable 
proliferation. 

• Potential for gaps in WBL 
caused by low government 
control over initiation and 
coverage. 

• Gaps in standards-setting 
coverage may require NZQA to 
exercise this role for some 
industries, moving the role 
further away from industry 
leadership in these cases. 

• A longer transition process that 
is heavily reliant on industry 
support. 

• Key system function and 
powers (standards-setting) 
held by private entities. 

• Potential for capture by a 
subset of employers or 
industry sectors. 

• ITOs may be seen as primarily 
government bodies, rather than 
industry entities, and as continuing the 
WDC model. 

• Potential for industry priorities to have 
lower priority than government 
priorities. 

• Industry cash contribution to the ITO 
(beyond training fees) may be less 
justifiable and industry less willing to 
pay. 

• Government has greater responsibility 
for financial status and ongoing viability 
of an ITO. 

Key Success 
Requirements 

• Strong recognition criteria and 
processes. 

• Significant engagement with industry 
before establishment decisions and 
during OiC design. 
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been able to undertake a Treaty of Waitangi | Te Tiriti o Waitangi analysis of these 
proposals within the tight timeframe. 
 

42. We understand that you intend to discuss the reforms more widely with industry 
stakeholders. We would like to discuss with you how we can support you in this 
process, and whether it is possible to capture the feedback you receive so that it can 
inform policy work.  
 

  
 
 

 

Financial Implications  

44. We are considering whether the current funding rates for WBL are appropriate for an 
ITO-based system and will provide further advice on this. 
 

45. Allowing only ITOs to offer WBL programmes will reduce the potential income base for 
the ITPs that will be created from Te Pūkenga. Potential contracts for delivery of off-
job components of training from ITPs will not substitute for this income. This will affect 
decisions about the number and regional base of these new providers. 
 

46. Adopting a Ministerial Recognition model will likely require the creation of an interim 
entity to hold functions until ITOs can be set up. This would be factored into our further 
advice on funding and transitions. 
 

47. Any changes that require NZQA to take on additional standards-setting functions will 
require sufficient funding for the Authority. 

Next Steps  

48. Once you have confirmed your decisions and decided on your preferred creation 
model, we will prepare advice for you on legislative design and transition arrangements 
for moving to an ITO-based system. 
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