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�A provider that has met the requirements and been accepted by the Ministry of Education as a signatory to the Code of Practice.��Getting Started with International Students��

Introduction��

The International Unit of the New Zealand Ministry of Education has identified that the development of strong international student programmes in schools provides important economic, social and educational benefits to New Zealand.



An international programme will bring benefits to a school, for domestic and international students, if the programme is well planned, supported by sound policies and procedures and accepted by the wider community.



The following guidelines are designed to assist schools to develop strong and appropriate policies and programmes relating to international students.



Schools entering or operating in international education in NZ must be familiar with the legal requirements and the requirements of the Code of Practice for the Pastoral Care of International Students (The Code).  “The Code of Practice”, “Summaries of the Code of Practice” in several languages, “Guidelines to the Code of Practice” and “Good Practice Examples/Templates” can be downloaded from www.minedu.govt.nz/goto/international  



The information and examples provided are ideas and examples to support schools in developing their own policies and procedures.



Some resources and processes are suitable for primary schools and some for secondary schools.  Some will meet the needs of schools with a small number of international students and some are for schools with large numbers. 



This is a living resource designed to have further information, explanations and examples added as international education requirements change. 



Thanks to Scotts Strategic who developed the original resource and to the schools that have supplied models and examples of their policies and procedures for working with international students.























�Getting Started with International Students in New Zealand��

Starting Points��

2.1 Trends



Planning for an International Education programme begins with an analysis of the statistics showing which students are coming to New Zealand to study, their ages, education sectors, countries of origin, goals and aspirations. Statistical trends are reported by the Strategic Information and Resourcing Division of the New Zealand Ministry of Education and are available at www.minedu.govt.nz/goto/international



2. Making a Decision to Enrol International Students



Why do international students come to NZ?

�For a British-based/Western education and for knowledge about  international business and other systems

To improve English speaking skills

As an avenue to tertiary education- easier access to quality tertiary education in NZ

To enhance future career opportunities-better opportunities on return to home country

Because of parental ambitions and pressure

It is relatively inexpensive to gain international education in NZ

To accompany family

To experience other cultures-the multicultural diversity of New Zealand

For a less stressful lifestyle-good climate and recreational opportunities

As an immigrant in the first stage of gaining NZ Residence status

May have been sent for a fresh start because of difficulties or unacceptable behaviour at home

Following friends

NZ is seen as a clean, safe environment

Close to many of the Asian markets

��Why have international students in your school?

�To develop cross-cultural skills for students to enhance their abilities to communicate and work effectively in an increasingly global world.

To facilitate the development of an international perspective for domestic students

To provide the opportunity to include cross-cultural examples at first hand in all areas of the curriculum

To promote positive relations between members of different ethnic groups

To increase school income 

To enhance teacher competence through opportunities for cross-cultural teaching

To promote economic benefits in the wider community 

So that the school and its students may form lasting linkages across international borders

��

Whatever reason has brought the international student to NZ and to enrolment in a NZ school when enrolling we take some responsibility for assisting the student achieve his or her goals.



Consideration should also be given to the indicators you will use to measure the achievement of these objectives. 



What Do You Need To Consider?



Before making a decision to enrol it is important to consider all aspects.



These include:



  Finances    	Has your school the capacity to cope with additional numbers to ensure class sizes can be managed and there is adequate and appropriate space for specific tuition? How much capacity do you have before additional buildings/facilities will be needed? In considering financial gain, remember there are substantial costs involved. Have you worked these out and set an appropriate fee?



  Personnel 	Have you ensured that teaching staff have appropriate skills to include international students in the programmes? Can you provide teaching and learning support and resources to meet the needs of international students e.g. in ESOL?  Will your administration staff be able to deal with the additional tasks? 



Climate and Culture	How well will your community accept the inevitable change in the school’s culture, will you be able to maintain the balance of ethnic numbers overall? Are your staff and students well prepared and can international students be assured of a sensitive and welcoming environment? Will your school attract international students?



 Residential Care 	Do you have the resources and systems to provide and visit homestay hosts/designated caregivers and check that they will afford a safe caring environment for students? Can you meet the Code of Practice requirements?





This resource is designed as a starting point and to provide some guidelines to working effectively with international students.





























School Policy & Planning��



�





















3. School Planning

Overview



A school’s international policy should reflect its mission statement or vision and be compatible with the overall strategic directions of the school. International policy creates the internal framework for decision-making, planning and review.



School Policy and Planning Overview

�� SHAPE  \* MERGEFORMAT ����

� The Legal Framework



The recruitment, enrolment, education and pastoral care of international students must operate within an external legal framework. Boards of Trustees, Principals, International Managers and staff in general should be familiar with this legislation and its implications.



Legal Framework Overview:



The Education Act







�

Consumer Guarantees Act							

@ Fair Trading Act								Immigration Act

					The 











Human Rights Act 					Code of Practice for the Pastoral 

Privacy Act 						Care of International Students





	

Education Act 1989



Significant Points�Implications

��Consent of BOT is required to enrol international students in state schools



Students must pay a fee (unless exempt) that is no less than the amount prescribed and paid for by the NZ Government and all costs must be covered



Once enrolled, students have the same rights as domestic students



A levy must be paid to the Government



The New Zealand Qualification Authority must approve any course exclusively or mainly for foreign students. Contact NZQA staff : www.nzqa.govt.nz  



A foreign fee paying student may not be enrolled at a state school if that means a domestic student entitled to enrol is denied a place.



The BOT may establish places specifically for international students as long as they can show that foreign fees fund the provision of these places.�The BOT needs to sanction the development of an international programme and with the Principal be aware of the implications in areas like enrolment policies, fee setting and accreditation of courses



Fees setting needs to be based on a comprehensive analysis of the true costs of providing an international programme



The stipulation that foreign students have the same rights as domestic students has implications in relation to discipline, rules, suspension and termination of enrolment. ��



The Immigration Act 1987



Significant Points�Implications

��International students studying in New Zealand schools must have a valid study visa and permit for courses more than 3 months in length. Any part of a school year course is not regarded as a short course.



The following subjects are addressed on the Immigration NZ web-site: student visas and permits, course eligibility, work regulations, application process, medical and police certificates



Application forms can also be downloaded from the web-site



NZIS web-site: www.immigration.govt.nz/study/home.html

�Schools must not enrol students for courses longer than 3 months without arranging for applications to be made for the relevant student visas and permits



School admissions should sight passports and make a copy of a student’s passport details and relevant visas



Schools should notify the Immigration Service of termination of enrolment.  An electronic notification form or form in PDF format can be downloaded from: www.immigration.govt.nz/study/

��



The Human Rights Act 1993



Significant Points�Implications

��A school is in breach of the Act if students are discriminated against on the grounds of gender, colour, race, religion, ethnic or national origin



Discrimination includes discrimination in enrolment unless a school is maintained wholly or principally for students of a particular sex, race or religion (cf Education Act and enrolment provisions)





It is also a breach of the Act to apply less favourable terms and conditions to any group than would apply to others�Schools must be careful in formulating policies or carrying out practices that seem to discriminate against or deny access to a particular national group



Using a quota system for particular national groups may  be seen as discrimination



Applying different rules to international students could be a breach of the Human Rights Act, for example restrictions on car use or ownership



Homestay rules offer an alternative method of introducing limitations specifically designed for the special circumstances of international students��Consumer Guarantees and Fair Trading Acts



Significant Points�Implications

��The Consumer Guarantee Act contains minimum quality guarantees applying to the supply of goods and services



The Fair Trading Act refers to the accurate and fair representation of goods and services�Details of the services a school will provide should be clearly documented and understood by both international parents and students



Schools should carefully check all information and advertising provided to international students and parents by both themselves and their agents



Extra effort is needed to educate recruitment agents��

�The Code of Practice for the  astoral Care of International Students Revised December 2003

	

Significant Points�Implications

��The Code is mandatory for all schools enrolling international students



Only accredited signatories can enrol international students



Immigration NZ is required to check that a school is a signatory to the Code before issuing a student visa



By signing the Code a school formally acknowledges responsibilities in relation to recruitment, enrolment and welfare of international students



A school is also responsible for the actions of its contracted Recruitment and Accommodation agents



The Code is a comprehensive document setting out polices and procedures schools must comply with to ensure the welfare of students



A statuary declaration, along with supporting documentation showing appropriate quality systems, is required to be sent to the Code Administrator to apply to be a signatory



An International Appeal Authority (IEAA) adjudicates on complaints from international students



Sanctions can be applied by the IEAA or in serious cases a Review Panel may suspend or remove a signatory



Site checks can be made to check compliance

�BOT and Principals must be fully conversant with the Code



Effective Code compliance requires a school to develop a suitable infrastructure.



All Staff involved with international students require support and training to assist them in applying the Code. 



Code compliance requires an investment of human resources and time by a school 



Schools should develop comprehensive “Terms and Conditions and Enrolment/Tuition Agreements” which are compatible with the Code and other legislation and provide a transparent summation of the basis on which international students are accepted 



Agreements or contracts should be signed with school’s accredited agents to encourage compliance with the Code



The Code requires the school to take responsibility for students at all times not just while at school during the day��	

Copies of the Code, Frequently Asked Questions about the Code, a Code Application Resource and the Code Application Form can be downloaded from the MOE. Website. Summaries of the code in a number of languages are also available from the site.  www.minedu.govt.nz/goto/international

The Code Administrator can be contacted at:



The Ministry of Education, Private Bag 92644, Symonds Street, AUCKLAND.��



The School International Education Policy

��

Reviewing and Writing an International Education Policy



International education policy should be developed out of consultation with the wider school community to ensure a collaborative understanding of the school’s philosophy towards international education.



Why have an International Education Policy?

�The policy will:

Identify the principles and guidelines for international education at the school.

Provide a guide for decisions about the school international education programme.

Provide a framework within which school managers must work.

Ensure legislative requirements are considered.

Provide for the regular review of the policy, ensuring that the direction and validity of the international education programme is regularly discussed.



Be clearly linked to the school’s mission / vision statement so that the needs of the international education programme and school are complementary.

��Guidelines for Developing an International Policy



1 Rationale:





2.International Education Goals



�These guidelines provide a framework within which to create or review existing policy statements.





In a brief paragraph describe why the school has developed an International Education Policy and how it is consistent with the overall strategic direction of the school. 



This section contains general statements identifying the goals of the school policy.  Most often there will be a mix of philosophical and pragmatic goals.  In addition, the special character of the school may be reflected in these goals.

Examples:

Philosophical

To be part of the international education community so that student’s horizons are extended.

Pragmatic

To diversify sources of income for the school to provide better resources and facilities for all students.

Special Character

E.g. To provide a Catholic education for girls 

��3.Objectives

�This section contains more specific statements to show how goals will lead to desired outcomes.

Examples:

Goal

To be part of the international education community so that students’ horizons are extended.

Objectives:

Provide opportunities throughout curricular and co-curricular programmes for cross-cultural knowledge and skills development.

Introduce global perspectives into curriculum areas such as Social Studies, Literature, Business Studies and Food and Fabrics Technology.

��4. Responsibilities

�This section contains clear delineations of responsibilities in terms of governance and management of international education policy, therefore ensuring transparency and accountability.

The allocation and sharing of responsibility will vary from school to school.

	Key Responsibilities

Board of Trustees  (Governance)

Mission and strategic direction

Approving and reviewing International Education (I.E) Policy

Setting fees

Approving allocation of resources



Principal  (Management)

Reporting to the BOT

I.E policy formulation

Compliance with legislation

Staffing and resources

Developing or approving strategic partnerships



Staff member Designated Responsible for Pastoral Care 

Delegated responsibilities by the Principal

Developing business plan and marketing strategy

Developing or oversight of appropriate curricular and programmes

Establishing quality systems

Developing pastoral care systems and policies

Conduct of review procedures

��5.Evaluation and Review

�This section outlines how the policy will be reviewed, including frequency; (Code requires annual review).

Examples of review methods

Report from the International Manager to the Principal

Use of data from reviews of  accommodation selection and monitoring

�Analysis of results of external / internal examinations

E-mail survey of international parents

Focused staff discussion groups

Telephone survey of homestay hosts

Focused discussion with students � 

Evaluation of performance against goals and objectives of the school’s business plan.

��6. Signatures�In this section both the Chairperson and Principal sign the policy document or policy review.

��



3A Example International Education Policy Planning Guide





Rationale

	 School has developed an International Education policy because 		



The I.E Policy is consistent with the School’s strategic direction, which is 	



International Education Goals



Philosophical

1.

2.

3.



Pragmatic

1.

2.

3.



Special Character (if required)

1.









Objectives

Use imperative forms

(provide, develop, promote foster, use, implement, recruit, ensure, integrate, analyse, review etc).



A.  Philosophical Goals

	Goal A1: 	

		

	Objectives

A1.1



A1.2



A1.3 etc





B.  Pragmatic Goals

	Goal  B1: 	

		

Objectives

B1.1

B1.2

B1.3 etc



C.  Special Character (if relevant)

	Goal C1: 	 etc





Responsibilities



Board (Governance)

 

 

 

 

 



Principal (Management and reporting directly to the BOT)

 

 

 

 

 



International Manager (Delegated Management and responsibilities)

 

 

 

 

 

 

 

 

 



�

Policy Evaluation/Review��



I.E annual review due date: 	

Responsibility:  Principal



Procedures

Stakeholders Identified�Review Method�Responsibility������

Recommendations



Consider:



School mission / vision

Curriculum

Co-curricular programmes

Extra-curricular programmes

Pastoral Care

Internationalisation

Human resources

Strategic direction

Financial Goals etc��











Policy Sign Off





Responsibility: 	Chairperson of BOT



Principal:			Date signed / Reviewed: 	



Chairperson:			Date signed / Reviewed: 	



��

�

The Business Plan��

Business Plan: Who Needs One��

Every school that accepts a significant number of international students, and all schools that market for international students, should have a business plan. It will enable the school to:

Be proactive, set long term objectives and plan financially for future developments

Enhance the quality of education for all students 

Establish a realistic fee structure

Identify a marketing strategy

Ensure compliance with legal requirements



A workable business plan can be developed in-house by the principal, staff and appropriately skilled BOT or community members.  However, if a school is considering a major investment or wanting to secure a loan, it is advisable to consider employing outside expertise.





Scope of the Business Plan



An international education business plan is more than setting targets for student numbers, developing marketing strategies or setting financial goals.  Business planning involves a broad analysis of educational and social issues as well as more explicit business issues.  If the social and educational aspects are not included in planning it is unlikely that international student and parent expectations will be met. Furthermore, a poorly planned and executed international programme could threaten core educational goals.





Ethical, Educational and Social Issues



A core value underlying business planning relates to ethical and responsible recruitment. A school’s willingness to offer places, whether as a result of active recruitment or unsolicited applications, must be based on an evaluation of the extent to which the proficiency and aspirations of the student are matched to the courses and support programmes available in the school.



When planning you need to ask:



Are your school and community ready to accept and include international students?

Is your staff ready to effectively teach and care for students whose first language is not English?

What new infrastructure will your school require to meet the needs and expectations of international students?

How will your school ensure there is a positive and mutually beneficial interaction between international and domestic students?

What do international students expect of your school and community?

How will your school balance its commercial and educational goals?

What impact will an international programme have on your school’s core responsibility to educate domestic students?





Financial Planning



When these and other questions have been addressed establishing a sound Business Plan for the international student programme provides the framework for the financial planning required to develop that programme. 

A sound business plan provides an internal framework for financial planning to enable:

Accurate budgeting for capital and operational expenditure 

Fees to be set at an appropriate level based on true costs

Profit targets to be set

Decisions to be made about how surpluses will be spent

Planning to be conducted regarding future growth and capacity issues (especially when the school can no longer rely on excess capacity to accommodate international students)

International education financial planning to be compatible with the financial goals and position of the whole school. 

Expenditure on the international education programme to be transparent and justified to all stakeholders. 





3B Guidelines for Preparing a Business Plan



This resource offers some suggestions about the structure and content of a Business Plan for the school’s International Student Business.  It assumes a willingness to take a business approach to planning and to thinking of the international student programme as a business.  It does not mean that decisions about the programme are confined to these terms or that social and educational benefits from having international students at the school are not valued.





Contents of the Business Plan



The completed Business Plan for your International Student Business. should be precise and professional and could  include the following:





 Part One: Introduction and Background



	Most organisations provide a cover and contents page that would include:



The name of the School

The period covered by the business plan (minimum of 3 years)

The date the plan was prepared

Who the plan was prepared by

Who the plan was prepared for

Contents Page showing what will be included in the Business Plan



Link Strategic Plan to International Policy



How is the development of the international business linked to the overall strategic direction of the school?



What are the key goals and objectives of the school’s policy?



	The business plan is what will enable this strategic vision to be realized and the goals and objectives achieved.



It is useful as a starting point to provide an explanation of how the international student

Business Background, Structure and Organisation programme currently operates in your school?







Background

This could include:

�A brief history of the development of the programme

The current numbers of students

Any specialist facilities or programmes provided for by the programme

��Structure and Organisation

�How is the international business structured? E.g. a department within the school

Provide an organization chart that shows the key staff positions and their relationships

Explain any planned changes to the organisation of the international business during the period of the business plan

Provide a brief CV of key staff members

��



Part Two: Analysis



This section includes an analysis of the organisation’s potential, its current activities.  It may include an analysis of the current environment and future trends that may affect the organisation’s international student business.





SWOT Analysis�The SWOT analysis enables you to identify:

a)  Your strengths and the current opportunities available to the school.

b)  The areas where risk management strategies are required to manage perceived weaknesses and possible threats.

��Strengths�What are your strengths?  Consider the areas where your international business may have strengths that can be turned into competitive advantages.

T  These may be:

Key Staff

Geographical location

Reputation in the market

Special Services you can provide

Quality of service

Price structure

��Weaknesses�A clear understanding of weaknesses will help you develop a realistic response and plan to remedy these perceived weaknesses.

	These may be:

Lack of facilities

Inadequate staffing

Geographical location

Lack of reputation in the market

Undercapitalised

Price structure

��Opportunities�What are the current external forces that provide opportunities for you?

	These may include:

New markets opening up

Changing economic factors

New technologies

New government policies

Weak competition or competitors reaching capacity

Possibility of strategic alliances

Other factors

��Threats�You will need to consider your response to possible external threats such as:

Competitive pricing

Loss of national reputation

Exclusion from key strategic alliances

Changes in world and country economics

Shortages of skilled staff

Legal issues both national and local

Other factors

��



�When you have completed the SWOT analysis you will be able to develop a brief summary to assist planning.















Market Analysis



The market strategy is an important component of the business plan. To help you identify your market strategy it is first important to be able to define your market.



Market Definition

�Who are your present customers?  Where are they from?  What age  range?

Who are your potential customers?

Who are your main customers?

Why do they come to your school?  What are their motives?

Are there some key common characteristics?

��Competitors

�Who are your main competitors?

What is their capacity?

How will you either counter their activities / or work with them for your mutual benefit?

��Customer Needs

�What factors seem to influence your customers?

Do they choose your school because of price, quality, reputation, or specific service

What is their price range?

��What Do You Offer?

�What programmes and services do you offer:

Short term and / or long term programmes?

All age levels?

ESOL?

Accommodation?  Etc.

What are the specific advantages of what you offer?

��

Answers to the questions above will provide a basis for the development of your marketing strategy.





Part Three: Establishing Targets and Strategies





Capital Development�Drawing from the analysis you have done and insights you have gained it should now be possible to:

	(a)  Establish a marketing strategy (target numbers, destinations,          recruitment and promotional activities)

	(b)  Establish strategies to meet other policy goals and objectives.

                  (See International Education Policy Action Plan).

It involves:

Setting specific goals and targets for student numbers, rates of growth etc.

Selecting target markets

Developing an appropriate mix of activities

Costing the activities necessary to achieve the goals.



Promotional activities become a key feature of your marketing strategy and may vary for different target markets. 



This section should be used to develop strategies regarding other key goals and objectives you have identified. 



��Programme Development�     You may need to develop strategies in answer to questions:

Are you delivering a quality programme?

What new services might you develop?

What is your relationship with other interested parties that have input into the development of the programme?

What partnerships and other relationships may be beneficial? 

What is your capacity to meet growth requirements and opportunities?

What is the long-term plan for capacity for future growth?

What is your capacity to meet growth requirements and opportunities?

��

Human Resources�

         In this section you identify your human resource needs and address issues if staff  qualifications, professional development and responsibilities. The ability of

 the   school to achieve the objectives and strategies of your business plan is

         linked to the effective management of your human resources. Members of staff  either as individuals or as team members must be responsible for:

 

Achieving the goals and objectives

Delivering a high quality of educational programme

Providing effective care and support

Increasing their own skills and abilities through training. 



��







 







Part Four:    Financial Plan



Financial Performance�This section is used to describe important features of the profit you plan achieve in.

��The   Profit Target

�State your planned level of profit for the period

Relate this profit to student numbers and any other key variable

Compare your profit target to previous years’ performance.

��

W      Why the Profit Target is Needed?

Ww

�To state the purposes for which you need to earn profit and the dollar amount involved in each case. The purposes will link back to the targets and strategies you have identified in Section 3 to achieve the school’s goals and objectives.��

Setting an Appropriate Fee

 Fee�An appropriate fee to achieve the profit target can now be calculated. At this point the fee level will have to be considered to ensure that any competitive advantage is maintained or increased.  

��Financial Projections                (Budgeting)

�	Finally set out your financial projections and establish budgets for the   period based on the information in previous sections. These projections could compromise the following:

Operating budgets

Capital expenditure

Cash flow (Statement of financial position)

Balance Sheet

��









�3C Example Planning Process





The PMI - Plus Minus Important – Process��



Step One

�Distribute the PMI Form to school staff.

You may wish to also involve BOT members and other groups concerned with international students in your community. 

��Step Two

�At a designated time hold a meeting to discuss the PMI.

At the meeting divide those present into groups and ask them to discuss their individual responses to reach consensus on the PMIs.

Pool the responses of the various groups to construct a final consensus list of PMIs.



(Using the group process and requiring consensus eliminates the unworkable ideas and does not allow extreme attitudes of individuals to dominate.)

��Step Three 

�Having established the PMIs ask the group to help with ideas for goals and strategies for the development of the international student programme. 

��Step Four�	Use the outcomes of this process to inform future policy and planning for the school.��	



International Students at X School

The PMI – Plus Minus Important – Process

Letter/Instructions to participants



Dear Participant,



I am inviting you to participate in a process to help the school consider international students and their place in the school. Consider the impact on the school community, on the wider community and on you personally. 



Without spending a lot of time deliberating just jot down in the 3 heading of Plus, Minus and Important.  The important column is for you to stress the factors that are most important in your opinion. 









Signature

Date

What are the Plus Minus & Important factors when considering international students at our school?��

P-Plus�M-Minus�I-Important����

















��Continue over the page if you wish.







Tips for Small Players��

An International Education business plan can be adapted or simplified according to the degree of impact an international programme will have on a school. Not all schools will immediately develop a business plan; many primary schools with very small numbers of students do not feel it is necessary. However, all schools enrolling international students would benefit from either undertaking a SWOT analysis as outlined below in the Business Plan Guidelines or following the PMI Process (Plus, Minus, Important).







�

Setting Fees

��

How to Set an Appropriate Fee?



In setting the international student fee the school must ensure that all education costs and all additional costs incurred in relation to the achievement of the school business plan is not subsidised by the New Zealand taxpayer.



Identify Costs



Section 4B of the Education Act 1989 sets out the requirements Boards of Trustees must take into account when setting fees.



Subject to section 4(8) of this Act, no foreign student shall receive tuition in any subject, course, or programme at a state school unless there has been paid to the Board an amount fixed by the Board that is not less than the sum of the following amounts:



The Board's best estimate of the cost to the Board (including the appropriate proportion of the Board's administrative and other general costs) of providing tuition in the subject, course, or programme for 1 student.

An amount that is in the Board's opinion an appropriate reflection of the use made by 1 student receiving tuition in the subject, course, or programme of the Board's capital facilities:

The amount (if any) prescribed under section 4D of this Act for a student receiving tuition at a state school in the subject, course, or programme:

(NB: this relates to Boards reimbursing the Crown for expenditure in respect of foreign students in the form of the government levy.)

All other fees (if any) prescribed by the Board



Other fees may include the cost of additional resources specifically used for international students, for example, ESOL staff, teacher support and classroom resources and staff employed to administer the international student programme. 



Boards may also require international students to contribute to locally raised funds as do domestic students and include the equivalent of the ‘school donation’ or a sum towards a special project.



There will also be business related costs that need recovering, for example, promotional and marketing costs, travel, setting up costs, pastoral care and homestay management costs, compliance costs as well as agents fees and membership to networks, associations and marketing groups.





Calculating the Annual Student Fee



The following simple approach is suggested for schools wishing to establish a fair and realistic fee for a small number of international students. (Schools with larger programmes would benefit from a full costing process carried out by an accountant that takes into account future projections of income and expenditure).



Establish the teaching and operating cost for one student, including a component for capital expenditure.  Data is available from the Ministry of Education on the average cost of tuition for a domestic student at state primary and state secondary school. This is a useful starting point.



The average cost for one student takes into account:

operations grant money

teacher salaries

professional development

curriculum support

departmental property (including depreciation and capital charge)

NZQA money for exams (secondary only)



In 2007/2008 the average cost for state primary       $5,249 (incl. GST)

In 2007/2008 the average cost for state secondary    $7,286 (incl. GST)



Establish the equivalent contribution (if any) for one international student to locally raised funds.



Establish the cost of all the other expenses for specific activities and services that apply for one international student (eg ESOL costs).

Note – International Students are not eligible for Special Needs Funding.



Establish a best estimate of business related costs



Ensure the Government Levy is included (currently $900 incl. GST).



Ensure that  GST at 12.5% is taken into account



Consider a modest margin for future capital expenditure, growth of services or special projects and unexpected cost increases. (See forecasting below).





Fees Calculation Sheet



A simple fee calculation sheet is attached.  Using the calculation sheet below will enable you to get an estimate for an annual fee, which can then be adjusted to take into account market rates. By using the information to make projections you will be able to establish targets for the development of the international student programme. Always keep in mind the point at which existing capacity will be reached and ensure money is invested to meet capital expenditure requirements at that point.





Forecasting



It is wise to attempt to forecast at least 2 years ahead. Take into account:

inflation

price increases 

wage increases e.g. teacher’s salaries, increments.

legal changes e.g. cost to implement Code of Practice requirements

the effect of international political and economic trends on the education industry (and your business plan) including currency fluctuations.



NB: It may be better to increase the number of students than to increase the fee.





Additional Costs to Students



In addition to the annual fee there will be other costs to be covered by students. These are usually the same additional costs expected of domestic students and will vary from school to school eg

Uniform costs

Stationery and materials etc.

Field trips and out and school activities 

Sports team registration

Out of school tuition, music lessons etc.

Examination Fees





Fee Information Sheet



It is a requirement of the Code of Practice that costs of tuition plus all other costs are provided in writing to prospective international students before they enter into any commitments. There must be no substantial hidden costs. An example of a fee information sheet is attached. 









�3D Example Fee Calculation Sheet



 (Student homestay charges not included)





ITEM�per student�10

students�20

students��Cost of tuition  

(Including operations grant; teacher salaries; professional development; curriculum support and property component).

�P $6,048



S $6,904����Locally raised funds 

school "donation"

fundraising 

activities fund 

other

�����Additional resources for international students

 Per pupil cost for :

additional ESOL staff salaries

teacher support

administration staff

administration fee

additional ESOL materials

additional capital costs of special projects eg. purchase of a room

ACC

Other

�����Business Related Costs  Based on amount required for:

government levy

promotional material

courier services, postage, toll calls etc

equipment (computer) setting up

marketing

pastoral care and homestay management

additional professional development (conference) costs

membership to networks

other compliance costs

agents fee

�

$900����Contingency margin (to take into account unexpected cost increases and forecasting)

�����TOTAL ESTIMATED COSTS   $ NZ�����







3E Example Fee Information Sheet



Student Fees 2008 

Tuition                                      NZD ............ per year 

This covers all teaching and operating costs and textbooks (on loan), Student ID Card and Handbook and the government levy. It also includes a non refundable administration charge of NZD………

It does not include: 

Uniform (approximately NZD ………. 

Entry to National Examinations and Awards (see below). 

Course costs, charges for materials e.g. Technology Materials Wood, Art 

Course-related trips eg. Geography field trips 

Stationery 

Out of school tuition eg. music lessons

��2.   Welfare/Supervision                     NZD .......... per year 

Includes homestay placement, initial pick up from the airport and care and supervision of the student, both at school and out of school hours. ��Homestay                            Board: NZD …….. per week 

This includes: 

Single furnished room 

Three meals a day, seven days a week 

Laundry 

It does not include the cost of an additional phone line if the student requires frequent use of the internet (installation approximately NZD ……, monthly rental NZD ……) ��Insurance (Health and Travel) 

It is a government requirement and a condition of enrolment that students have adequate health insurance. This can be arranged by the school at a cost of NZD …… per year. 

Fees for National Qualifications for Foreign Fee payers 

A separate fee structure for national qualifications for foreign fee paying students enrolled in New Zealand secondary schools applies as below: 

Entry for all NQF standards NZD........ per candidate 

Scholarship entries: an additional NZD…….. per subject 

���

3.6    Fee Protection��



When applying to be signatories to the Code schools are required to set out their student fee protection policy in the case the school is suspended or removed as a signatory to the Code or for any reason, such as natural disaster,  is  unable to continue to provide tuition. Tuition fees should be regarded as a liability until they have been used.   A policy currently in use is to bank the fees into a separate account or separately coded account and to download them one term in arrears. 

 

Code requirements



The fee protection policy must have the effect of preserving international student tuition and homestay fees paid in advance so that they can be accessed in the event of the signatory closing, or in the event that �the signatory becomes unable to offer or to continue to a course or programme to students.



It is mandatory for signatories to notify the students of the fee protection policy on enrolment.





State tertiary institutions



Fee protection policies relate to the ability of providers to meet the requirements of section 228 of the Education Act 1989 and in terms of the Consumer Guarantees Act; and, if possible, what the organisation may also do to ensure that students are given credit for what they have completed and/or are able to be placed elsewhere in order to continue or complete their studies.





Private Training Establishments



Fee protection policies for private training establishments are set and monitored by NZQA. Private training establishments do not need additional fee protection to that required by NZQA.





Schools



Fee protection should be seen as part of a school’s overall risk management policy. A school’s risk management portfolio usually includes prudent financial management supported by liability insurance cover either through the Ministry of Education’s Risk Management programme or other insurance protection. Boards are strongly advised to consult their insurance advisors when developing a fee protection policy and make arrangements appropriate to their needs.



There are two sets of risks that need to be taken into consideration. The first area of risk is the public liability should a school or its agents be found negligent in service delivery. This is an insurance risk and schools should have appropriate insurance that provides professional indemnity protection for the school and trustees’ liability protection for the board of trustees. 



The second area of risk is the security of student fees paid in advance where the school is no longer able to deliver or continue a course or programme. This is a financial or trade risk as the school has the legal duty to refund the ‘unearned’ portion of the fee. 



The aim of a fee protection policy is to ensure that a school is always in a position to meet the “worst case scenario” and be able to refund fees quickly to students. Schools should not spend student fees income in advance. Fees income is not fully “earned” until the completion of the course or the school year. 



To ensure that schools comply with the Code and do not put international students’ funds at risk it is recommended that:

A separate bank account and special ledger codes are established to manage all international student fees. 

The cash for international student funds paid in advance should not be spent until the school has ‘earned’ the funds.  

Fees received in advance are only released for spending by the school on a pro rata basis as the course progresses, e.g. downloaded a term in arrears, with portions transferred to the Board’s main bank account as the fees are ‘earned’.

Where one signatory is unable to continue to deliver a programme the signatory should try to enrol the student(s), without additional cost (to the students), with another signatory where the curriculum and courses are similar. Where this is possible, outline what the organisation would do to place the student at another signatory in order to continue or complete their studies and to ensure that students are given credit for what they have completed and/or are able to be.

Students who cannot be transferred should receive a refund of the “unearned” portion of their fee.

Schools should refer to the MOE Annual Reporting Circular 205/20 for further information on international students’ funds.

A sample Fee Protection Policy for schools is available on the MOE website. www.minedu.govt.nz/goto/international/



















3.7   Refunds of international student fees for State Schools��



All schools are required by the Code of Practice to have a fee refund policy.  This policy should form part of the contract the school has with the student.



There are four key considerations for schools when developing a fee refund policy:

The Education Act 1989 (section 4B (7)).

The Fair Trading Act 1986.

The Consumer Guarantees Act 1993.

The individual contract with the student.



The provisions of the Consumer Guarantees Act and the Fair Trading Act override the terms of the refund conditions in the contract the school has with the student, and the provisions of the Education Act



The Education Act�The Education Act 1989 section 4B (7) states:



“(7) Where at any time a foreign student withdraws from a subject, course, or programme at a state school, the Board may refund to the person who paid (in respect of the student's enrolment in the subject, course, or programme) the amount of the fees referred to in subsection 



(1) of this section (or the sum of any installments paid in respect of those fees) any amount it thinks appropriate not exceeding the extent (if any) by which the amount paid exceeds the sum of the following amounts:



The Board's best estimate of the cost to the Board (including the appropriate proportion of the Board's administrative and other general costs and the appropriate proportion of any initial or start-up costs of the subject, course, or programme) of providing tuition in the subject, course, or programme for 1 student up to that time:



An amount that is in the Board's opinion an appropriate reflection of the use made by 1 student receiving tuition in the subject, course, or programme of the Board's capital facilities:



The appropriate proportion of the amount (if any) prescribed under section 4D of this Act for a student receiving tuition at a state school in the subject, course, or programme:



All other fees (if any) prescribed by the Board.”



This legislation provides that when a foreign student withdraws, the Board may refund to the student any amount it thinks appropriate, less:



The cost to the Board of administrative and general expenses.

The cost of the use of the capital facilities by the student for the time they were in the course.

The cost of receiving tuition in the programme including the wages of support staff.

Any other costs, e.g. the Government levy.

��The Consumer Guarantees Act�The Consumer Guarantees Act applies to educational services supplied to international students, and provides that the services must be:



Carried out with reasonable care and skill.

Fit for the purpose for which they are required.

Completed within a reasonable time.

Reasonably priced. 



Of such a nature and quality that they can reasonably be expected to achieve any particular result made known to the supplier. 

��The Fair Trading Act�The Fair Trading Act also applies to educational services provided to international students and states that educational providers must not:



Mislead students, or engage in behaviour that is likely to mislead students, about educational services, including over the nature, characteristics, suitability for a purpose, or quantity of educational services.

Make any false or misleading representations to students about educational services.  This includes (amongst other things) falsely representing that services are:

Of a particular kind, standard, quality, or quantity.

Supplied by a particular person or by any person of a particular trade, qualification, or skill.

Sponsored, approved, endorsed, or affiliated.

Offered at a particular price.

Needed for a particular purpose.

��The individual contract with the student�Refunds should be given in accordance with the contract the school has with the international student.

��Homestay fees

�The refund policy should advise students of the terms on which students can cancel homestay arrangements.  

��Refund Policy



�It is suggested that schools have a comprehensive refund policy document that is kept with board policies. Provision should be made for refund of homestay fees if necessary.

��Guidelines to support the refunds policy

�The policy document should include supporting guidelines on the policy that are not given to the student.  These guidelines should include examples of what constitutes “exceptional circumstances”.  

Students should be given a clear summary explanation if the conditions in which a refund may be considered.  A sample policy is available on the MOE website www.minedu.govt.nz/goto/international/

���

3.8   Staffing the International Student Programme��



Establishing and meeting the staffing needs for the school international programme will be critical to its success.

Two international student staffing structures are suggested below:- 

suitable for a primary school

suitable for a secondary school





a) International Education Student Staffing Structure (Primary)

(In a Primary school staff positions are not always dedicated to international students, however, for effective planning and costing it is important to identify what proportion of a person’s role is taken up with international student related duties.)





����Principal

Overall responsibility

Policy

Student discipline issues�������������������������Special Committee:

Principal, 

Senior  Teacher,

 ESOL Tutor

Educational Programme

School Programme

Student Welfare

�����������������������������������������Homestay

Coordinator���Office Manager

Publications

Communication

Enrolment���ESOL Teacher

��

�b) International Education Student Staffing Structure (Secondary)

(Not all positions may be full time. However, for effective planning and costing it is important to identify what proportion of a person’s role is taken up with international student related duties.)





����

Principal

����������������������������������International Manager/Dean of International Students�������Marketing���������������������������������Homestay

Coordinator���Student Administration/ Support���Academic Dean International�����������������������������

Counsellor/

Mediators����

ESOL Department��



How Many Staff?



This is a difficult question as the needs of schools differ due to different ages, entry criteria, language levels and mix of students. The table below is designed to give a rough guide a ‘rule of thumb’ to staffing needs.



International Students/Staffing



Number�International Dean�Administration/Support�ESOL��20�0.5�0.3�0.8��30�0.8-1.0�0.5�1.0��40�1.0(full-time)�0.8�1.5��60�International. Dean

1.0�Academic Dean

0.5�1.0�2.0��100�1.0�1.0�2.0�4��

NB: This staffing guide does not include any Homestay/Residential Care Management. This is an additional requirement



�3J   Example Job Description, Dean of International Students



Job Description Dean of International Students



Responsible to: Principal



Functional relationships with:

Director of Development

Financial Administrator

Homestay Coordinator

Student Support Assistant

ESOL Staff

Year Deans

School Counsellors and Health Staff

Parents of International Students

Designated Caregivers

Academic Staff

Homestay hosts

Recruitment Agents

Strategic Marketing Partners

Language School Managers

International students





The international education policy and programme aims include:



Developing an international programme that benefits all students and staff.

Promoting the inclusion, health, welfare and academic learning of all international students.

Meeting goals and targets of the school’s international education business plan.

Ensuring that the school’s international education programme complies with all relevant laws and in particular the Code of Practice for the Pastoral Care of International Students.





The Primary Objective of the Position:



To provide leadership for the school’s international education programme in the following areas of responsibility:

International Education Policy

International Education Business Planning.

Recruitment, Marketing and Enrolment

Internationalisation

International Student Pastoral Care

Discipline and Grievance Process

Student Services

ESOL and Mainstream Teacher Support









The Position

Requires the appointee to lead, plan, implement and review the school’s international education programme in partnership with all the people who participate in it.

Requires the development of well-documented policies, plans and programmes through strategic management.

Requires close relationships and strategic partnerships with school staff and marketing agencies.

Requires positive and clearly enunciated communication with many groups and individuals within the school and wider community





School International Education Policy



Key tasks								Expected Results

Co-ordinate the process of developing an international education policy to ensure all stakeholders are consulted�International education policy development includes all relevant stake holders and in particular, Board of Trustees, Principal, Staff, Students and Parents

��Report findings to the Principal after consultation with stakeholders �Draft report prepared for the Principal.



��Implement international education policy as instructed by the Principal.

�International education policy adhered to.

��Review the international education policy as instructed by the Principal

�International review conducted annually and is signed off by the Board of Trustees and Principal.��Business planning



Write a draft business plan in consultation with the financial administrator and relevant stakeholders.

�



Draft business plan developed in an inclusive manner

��Present the draft business plan to the school development committee for consideration and revision.�Draft business plan prepared and embraces business, social and educational parameters. Draft delivered to the Development Committee.

��Implement the business plan as instructed by the Principal

�Business plan implemented.



��Review the business plan annually in consultation with the Financial Administrator and relevant stakeholders.

�Business plan reviewed against transparent quality standards.

��Prepare an annual business plan report for the Principal.�Report delivered to the Principal in a timely manner.��



��Recruitment, Enrolment and Marketing



Develop a marketing plan and associated strategies to meet business plan targets, particularly in relation to:

Total international student numbers

Achieving a mix of nationalities.

Meeting quality targets.�



Marketing plan prepared based on education policy and business plan objectives and goals





��Report the marketing plan to the Principal and development director for approval.

�Report delivered in a timely manner.



��Communicate regularly and effectively with marketing partners:

Recruitment agents

Strategic marketing partners

 �Communication quality standards met and timetables adhered to for regular recruitment agent updates.  Relevant meetings attended.





��Guide and instruct the secretarial staff in developing and updating the recruitment and marketing databases:

Recruitment agents

Regional education network partners

Partner language schools

N.Z.T.E.  contacts.

�Databases are complete, up to date and accurate.











��Oversee the development and maintenance of the school’s international web pages.�Schools international web pages developed, meet quality standards and are Code compliant. 

��Respond promptly to agent and parent enquiries to meet the quality standards set

�Enquiries responded to by e-mail, fax, phone or post within 7 days.

��

Develop quality marketing materials

�

Quality, client focused brochures produced

��Develop Code of Practice compliant documentation and processes in relation to ethical marketing and the provision of information.�All recruitment and marketing documentation and processes meet Code standards.

��Ensure documents and processes are developed to inform recruitment agents about the school’s education programme and Code compliance. 

�Agent accreditation pathway developed and communicated to agents via e-mail and the web-site.  Comprehensive agent information packs produced.

��Review marketing targets and goals annually and report to the Principal.

�Report prepared and delivered in a timely manner.��Prepare a draft marketing budget for the �Draft marketing budget prepared for the 

��Principal in consultation with the Financial Controller and Development Director.  Manage the marketing budget set by the Trust Board to ensure expenditure does not exceed the budget.�Principal and Trust Board in a timely manner.  Marketing budget strictly adhered to.



��Set fees annually in consultation with the Financial Administrator and Principal

�Fees set based on true costs of the International Education programme and financial targets.  Fees approved by the Board of Trustees.  Fee increases communicated to parents in accordance with the Terms and Conditions of Enrolment.��



















��Internationalisation



Prepare an internationalisation policy document. Deliver the policy document to the Principal for approval.

�



Policy document prepared and delivered.





��Consult with all relevant stakeholders

�Consultation process developed and managed.��Implement comprehensive, school-wide internationalisation strategies with the support of school staff.�Results reported to staff and other relevant stakeholders.

��Review impact of internationalisation strategies annually.

�Internationalisation implemented as instructed by the Principal.  Annual review conducted and reported on to the Principal, staff and Board of Trustees.

����Pastoral Care



Inform staff of the school’s responsibilities under the Code of Practice.







�



Summary of the Code’s key pastoral care provisions prepared for the staff handbook.



Staff informed and reminded of the Code’s content at the first staff development meeting of each year.��Develop documentation and processes required by the Code to promote student health, welfare and safety.



�Documents and processes developed to monitor attendance, student health and welfare.

All student pastoral care issues documented in each student’s file. ��Develop processes for monitoring student’s academic achievement.















�Copies of formal reports provided to the Dean of International Students. 

Academic reports reviewed by the Dean each term.

Dean’s progress reports sent to International parents.

Establish system for Staff to report academic difficulties and non-completion of work to the Dean.

��Liaise with relevant staff to promote student welfare 

























�All staff aware of the importance of reporting concerns about international student’s health or academic performance to the Dean.

Staff responsible for collating daily absences report all student absences to the Dean on the day of the absence.

Absence followed up immediately by Dean, Homestay Coordinator or Student Services.

Code processes for the selection and monitoring of accommodation  are adhered to and checklists filed. 

Homestay host and international student accommodation files are complete and accurate.

All homestay transactions and communications are recorded.

Major pastoral care or discipline issues are communicated to the Dean in a prompt manner.��Develop accommodation processes and documentation in consultation with the Homestay Coordinator.









�Homestay guidelines completed and comply with the Code.

Homestay host interview forms developed.

Homestay host agreement developed and Code compliant.

Home staying vetting processes and consent forms available.

Student Accommodation Interviews are conducted quarterly and records filed.

��Co-ordinate a Review of the schools accommodation processes annually.











�Accommodation Agents’ selecting and monitoring processes of accommodation are reviewed regularly. 

Monitoring processes completed.

Homestay host training including cross cultural information undertaken

Student homestay orientation undertaken

Review conducted and reported to the Principal and relevant staff.

��Ensure parents or other relevant Welfare institutions are informed of student health, welfare or safety issues.



�Parents informed promptly in writing of any significant welfare issues.

Welfare authorities informed if abuse is strongly suspected in compliance with the Code.��Develop processes to monitor and supervise student holiday arrangements.�All student holiday and travel arrangements approved by the Dean and comply with the Code.��Develop and implement orientation and students support strategies and programmes.





























�Student’s orientation completed to comply with the Code at the commencement of every school year.

International student mentors trained and allocated to each new student.

System in place for first language support to be provided for each student and for feed back of concerns. 

International student committee formed and provides opportunities for leadership.

International students motivated, supported and developed to be school prefects.

Each new student tracked through scheduled interviews.

List of professional counseling services & interpreters maintained��Discipline and Grievance Processes



Develop and administer appropriate discipline procedures in consultation with the Principal, Deputy Principal, Deans and House Directors.















�



Discipline policies formulated that emphasise self respect and responsibility.

Homestay rules communicated to all students.

Homestay families fully aware of the school’s expectations.

Homestay hosts communicate all discipline concerns to the school.

Records kept of all student infringements and punishments.

Staff aware of the Dean’s role and inform the Dean of significant student discipline issues.

Staff aware of the school’s grievance policies.��Inform school staff of the central role of the Dean of International Students in international student discipline.

�Terms and Conditions of Enrolment clearly describe major infringements of School rules, Homestay Rules and relevant New Zealand laws.  In addition, consequences of infringing the rules and laws are clearly described.

All students are fully informed of behaviour which may result in suspension and expulsion.

Major discipline issues are dealt with in a fair and just manner and students have access to an advocate.

Parents are informed as soon as possible of any behaviour which is punishable by suspension or expulsion.

��Ensure students and parents are aware of both internal and external grievance processes.

�Both students and parents are informed of external grievance processes.��In consultation with the Financial Controller, prepare a draft student support services budget for staffing and resourcing international student support.�Draft student services budget prepared for the Principal.



��Manage the student support services budget set by the Trust Board to ensure expenditure does not exceed the budget.�Marketing budget strictly adhered to.

��

Student Services.



Oversee and manage student services. 

Develop policies and documents to enhance the school’s services.



Provide opportunities for professional development of support staff.

�





Student services provided in a cost effective, prompt and timely manner.



Professional development opportunities identified and staff encouraged to attend.



��

ESOL and Mainstream Support



Development of an ESOL programme is completed.



Ensure compliance with NZQA regulations.



Direction and leadership provided for ESOL teachers.







Ensure the ESOL programme is well staffed and resourced.









Professional development opportunities are promoted.













Encourage mainstream teachers to develop teaching styles and strategies that support NESB students.

�





ESOL curriculum plan developed and reviewed annually.



ESOL courses  accredited by NZQA



ESOL meetings held once per week.

Curriculum and course review conducted at the end of each academic year.





An ESOL budget is set in consultation with the Financial Controller and Principal.

Texts and readers are purchased.

Teachers are employed who have appropriate ESOL qualifications.



ESOL staff attend local association.

Communication maintained with School Support Services Advisor.

One or more staff attend the TESOL conference.

Staff are kept informed of important ESOL resources, such as NESB Online.



Guidelines for mainstream teachers with NESB students developed, distributed and reinforced at staff meetings

Team teaching opportunities for mainstream staff and ESOL teachers planned and carried out.

Academic departments encouraged to incorporate literacy and learning to learn strategies into their courses��

�Insert “reviews of”  “selection and monitoring” Delete conferences

�Add “s” . Deleted “leaders, peer mentors” etc.

�This is Jim’s updated version.  Should it be here as well as in the Guidelines??



Before Enrolling International Students the School must:-



Have New Zealand Qualifications Authority (NZQA) approval for any courses designed for international students (Section 35B Education Act 1989).

Be a signatory to the NZ Code of Practice for the Pastoral Care of International Students

Have policies and procedures in place to effectively manage an international student programme.





Legal



Framework



Mission / Vision



International Policy

(Link to School Strategic Plan)
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