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Provider-Based Kaiako
Onboarding Toolkit

Empowering provider-based Kaiako in Aotearoa’s VET system to be the
best they can be as educators of our akonga




Our kaiako are critical to
the quality of provider-
based vocational
education in Aotearoa.
We need to better
support people in their
transition from industry
to becoming educators.

{( |et’s acknowledge that the transition into the role of a kaiako is substantial in many
ways and provide adequate support, time, and energy for this......create highly
practical development tools to support the initial transition with other tools to
support more advanced practice over the longer term; and treat the current
transition to kaiako as substantial whilst also looking at ways to make the learning
curve a bit smaller.

Provider-Based VET Kaiako Development Pathways: Exploring the ways Kaiako are Supported and Developed, Skills Group,
August 2024



More effective
onboarding and
development pathways
set the foundations for a
Kaiako’s success

How might we onboard technically
competent Kaiako into the
education provider environment?

ConCOVE’s and Food Fibre CoVE’s research through the Skills Group identified eight barriers to effective Kaiako development and
five key areas of change. The research is here as background reading for this toolkit.

ConCOVE wanted to activate the research by working closely with several VET providers to develop and test onboarding tools to
support them to support their Kaiako.

The aspiration is that VET providers have an onboarding toolkit that fits with their strategic intent, is valuable for the Kaiako, and
feasible and viable for the provider to implement consistently.

The diversity of VET providers means that the best toolkit is bespoke. Therefore, this work has created the toolkit to create a
compelling experience that any provider could use with confidence.

This is a design toolkit that enables a provider team to map out a compelling experience for their arriving Kaiako that integrates
onboarding and professional development.

The compelling experience framework, originally developed by the Doblin Group, has been adapted for this work to cover four
phases: 1. Contracted, 2. Entry, 3. Immersion, and 4. Extension. The experience design is informed by meaningful outcomes for
the Kaiako and the provider, and by experience first principles. Additionally phase specific needs and phase transition mindsets
help focus thinking at particular moments in the experience.

Meaningful Outcomes ; : -

Contracted Entry Immersion Extension

PRE-START FIRST WEEK PRIMARY ONBOARDING & ENABLED TO GO
PROF DEVELOPMENT FURTHER

This toolkit has been tested in live situations with several providers. This framework is located here in an editable format. The
development of the toolkit was facilitated by Martin Grant.




1 Articulate your view of meaningful outcomes and first
Kaia ko Com pel I | ng principles to inform the design process.
. . ~90 mi
Experience design intes
Use the Kaiako persona to see the world through their
p rocess ove rview 2 eyes and walk in their shoes (have empathy).

This toolkit takes a user centred 3 Map the current experience to see ‘what is'. |
design approach, also sometimes to

referred as design thinking.

4 Identify green-shoot ideas that are being tried in
pockets in the organisation.

~60 minutes

The nine-step process starts with a
cross team collaborative co-design

WOFkShOp held over four hours. It is 5 Take a divergent mindset exploring new ideas
best to involve the Kaiako Capability, e B

People and Culture and Teaching

Programme teams in the workshop. 6 Take a convergent mindset using multi-factor ~60 minutes
assessment to prioritise ideas.

Following the workshop an artefact
captures the work and then small 7 Create a compelling experience map as a touchpoint
scale safe-to-fail pilots are deployed for the teams that support the Kaiako.

with a learning mindset.

Deploy several small scale safe-to-fail pilots and seek

Before you start: . ..
Y 8 feedback from the Kaiako and the organisation.

Print the worksheet pack A4 to use during the session to
recreate on whiteboards.

Select a room that has plenty of whiteboards. ) )
9 lterate and scale ideas that meet Kaiako and
Assemble Post-it notes, felt pens and blutac. organisation outcomes.
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Meaningful outcomes
and first principles

Being clear on the outcomes for the
Kaiako and the organisation ensures
the experience delivers on multiple
levels.

First principles, also known as design
principles, are the fundamental
concepts, assumptions or guidelines
that help us create compelling
experiences.

It is also useful to capture other
considerations at this stage.

Instructions:

. Recreate the Meaningful Outcomes and First Principles
worksheet on a whiteboard.

. For a small group work together to complete the questions
capturing on Post-it notes. In a large group work in 3s or 4s
assigning one section to each group.

. At the end of the conversation remove duplicates, cluster
the Post-its into groups and create summary notes.

. Keep visible during the rest of the process.

Meaningful Outcomes and First Principles

What are the meaningful outcomes for the kaiako?

What are the meaningful outcomes for the organisation?

What are the first principles or fundamental concepts, assumptions or guidelines will help us create a
compelling experience?

What are other considerations surrounding this experience, such as constraints or risks?




Use the Kaiako persona
to see the world
through their eyes and
walk in their shoes.

When we see the world through
someone else’s eyes or walk in their
shoes we can better understand
what they are thinking, feeling and
needing. We have empathy for their
situation.

Instructions:

. Print several A3 copies of the persona for people
participating in the workshop.

*  Through the process constantly, stop and ask yourself,
“what would Mike be thinking or feeling about this?”

. Note: You can create personas for others in the experience
if you wish ahead of the design process, for example the
Kaiako’s line manager.

Persona name:

Mike Thompson

Role: Kaiako in VET Provider

Demographics and Characteristics
(Likely age, background, education, resources, etc)
* 42years old, married with two teenage children
e 20+years experience as a qualified
builder/carpenter
* Trade qualification and site supervisor
experience
* Recently completed building his own home
* Considering teaching due to ongoing back
problems from physical work
* No formal teaching qualifications or education
beyond trade cert
* Basic computer skills, mainly uses phone for
digital tasks
* Respected in local building community with
strongindustry networks

Key Quote

I've built houses for 20 years - | know this stuff
inside out. But standing in front of these kids
with all this education jargon and computer
systems... | feel like an apprentice all over
again. | just want to teach them how to build
properly, but | don't even know where to start.

Important context
(Mindset, attitudes, external factors, currentapproach, etc)

Sees himself as "starting over" despite being an
industry expert

Motivated to "pay it forward" - remembers tradies who
taught him

Anxious about standingin front of a class for the first
time

Unsure what’s expected of him

Assumed teaching would be "showing people howto
build"

Earning less money thanin industry

Provider desperately needs someone due to last tutor
leaving suddenly

I’m wanting to do these things...
(Relevant jobs or tasks around their role)

Teach practical building skills effectively to young
people

Share my industry knowledge and experience

Help students become skilled, work-ready
tradespeople

Create a good learning environment

Understand what paperwork and admin | need to do
Figure out how to use the computer systems
Learnthe education jargon everyone keeps using

linteract with these things:
(People, Tools, platforms, documents, etc)

Learning Management System (never used one before)
15-20 pre-trade students aged 16-19

Programme manager (seems very busy, hard to reach)
Two othertrade tutors (in different disciplines)

Admin staff for enrolments and compliance

Industry employers for work placements

Student support services (not sure when to refer)
Programme resources left by previous tutor (outdated)
Assessment templates and moderation requirements

These things would frustrate me:

Being told "here's your class" with minimal
guidance

Educational acronyms and jargon no one explains
IT systems with no training or support

Senior tutors whowon't share resources ("l had to
figure it out")

Students with complex needs I'm not equipped to
handle

Admin tasks taking time away from teaching
Being treated like a beginnerwhen I'm an expert
builder

No time to prepare before first class starts
Conflicting information from different people

These things would delight me:

A structured onboarding plan showing what to
expect

Shadowing an experienced tutor for a few weeks
Clear explanations of my responsibilities and
boundaries

Templates and resources | can adapt (not start
from scratch)

Regular check-ins with supportive manager or
mentor

Time to develop confidence before solo teaching
Recognition of my industry expertise and
experience

Practical guidance on classroom management
basics

Colleagues who share knowledge and include me

Source: PROVIDER-BASED VET KAIAKO DEVELOPMENT PATHWAYS. Exploring
the ways Kaiako are Supported and Developed. Skills Group 23 August 2024




Map the current
experience to see what
is existing and the
greenshoots

We want to start with ‘'what is’ the
current experience for the Kaiako.
This will include the things done all
the time with everyone. But we also
want to capture what people are
trying. We call these ‘greenshoots’ as
they are possible signals of good
things that might be worth scaling.

Instructions:

. Print 20 copies of the sheet from the worksheet pack with
the four cards on it on 120gsm paper and cut up.

. Recreate the Experience Phase sheets on a whiteboard.

e Start by capturing the needs of the Kaiako and the
organisation for each phase using Post-its. Also capture
the desired mindset for the Kaiako as they transition from
one phase to the next.

*  Then capture everything that happens in each phase
around onboarding and developing a professional
development plan for the Kaiako. Capture one thing per
card. Circle either existing or greenshoot on the card.
Blutac onto the relevant Phase.

3 4

EXISTING

1. DESCRIBE IT IN ONE SENTENCE Q‘\b

2. THE RATIONALE OR CHALLENGE IT'S MEETING

Contracted pre-starT

What is the kaiako needing at this phase of their journey?

Immersion prIMARY ONBOARDING AND PD

What is the kaiako needing at this phase of their journey?

Entry First week

What is the kaiako needing at this phase of their journey?

What s the Kaiako's experience?

Extension enasLep TO Go FURTHER

What s the Kaiako's experience?

What is the kaiako needing at this phase of their journey?




Adopt a divergent
mindset exploring new
ideas without
judgement

We want to explore all the possible
things we could do to deliver the
meaningful outcomes and meet the
needs for the kaiako and the
organisation. We want to suspend
judgement for a time, so we are
unconstrained in our thinking.

Instructions:

Use the idea cards and in pairs or small groups generate
new ideas. Circle as such on the card.

Blutac onto the relevant Phase.

When you have run out of ideas, look at all the ideas and
remove duplicates. Also ensure the idea and the
challenge it is meeting is clear.

Take a photo of each of the experience phases in order
to create the compelling experience artefact.

EXISTING @

1. DESCRIBE IT IN ONE SENTENCE Q\b

2. THE RATIONALE OR CHALLENGE IT'S MEETING




Adopt a convergent
mindset and use the
IDVF framework to
prioritise green shoots
alongside new ideas.

We always have more ideas than we
have resources to implement. The
IDVF framework is a good way to
make choices by assessing alignment
with organisation Intent, Desirability
for the user, Feasibility to execute
and financial Viability.

Instructions:

. Recreate the multi-factor assessment worksheet on a
whiteboard

*  Transfer your greenshoot ideas and new ideas to the 2x2
matrix by thinking about relative merit between ideas.

. It is helpful to place the cards vertically first up the left axis
to reflect relative strategic merit. Then move them
horizontally to reflect executability merit.

* Thereis an IDVF excel file here if you want to score the
ideas more accurately.

6

Multi-Factor Assessment (Green Shoots and New Ideas)

Strategic Score
(Intent and Desirability)

Strategic Assessment Factor Detail
Intent: Alignment to organisation goals and strategy
Desirability: Value to the kaiako meeting known and unknown needs.

Execution Assessment Factor Detail
Feasibility: Organisation has the capability and capacity to execute and

deliver consistent

ly into the future.

Viability: Cost to build and operationalise

Execution Score
(Feasibility and Viability)




Create a compelling
experience map as a
touchpoint for all the
teams.

A shared artefact is useful to capture
the work of the co-design group.

The compelling experience map has
spaces for all the content created
during the co-design workshop.

Instructions:

*  The Experience Map editable file is here.

*  Print several A3 copies so workshop participants have a
view to the final artefact.

e  See the next page for a completed experience map from
one of the providers who tested this toolkit.

VET Kaiako Onboarding and Professional Development Compelling Experience Map — <Organisation>

Strategic Layer

What are the outcomes of
the experience for the
kaiako and the
organisation?

What principles guide the
design of the experience?

Please Note: This document is not intended to be for the kaiako

Version Date: <date>

Meaningful Outcomes

Kaiako
1. <outcomes>

Organisation
1. <Outcomes>

Experience First Principles

1. <First principles>

. Contracted
Experience Layer PRE-START

What is the kaiako needing
at each phase of their
journey?

What would we like them
to thinking and feeling as
they cross phases?

What is the overview of
each phase?
Interaction points
What does the kaiako
interact with currently?
Materials, digital tools,
human interactions,
communications?

Existing interaction ‘

How can it be more
compelling and meet their
needs better?

Greenshoot (new thing
/isolated pocket)

New idea not done
before

<Phase transition mindsets>

Clarity of first steps and days

Entry Immersion Extension

FIRST WEEK PRIMARY ONBOARDING AND PD ENABLED TO GO FURTHER
Needs, Needs, Needs Needs,
+ <Needs> + <Needs> + <Needs> * <Needs>

<Phase transition mindsets>

Justin-time knowledge and
capability

<Phase transition mindsets>

Getting qualified and settled

Taking the next step




Version Date: 24 July 2025

VET Kaiako Onboarding and Professional Development Compelling Experience Map — Otago Polytech

Please Note: This document is not intended to be for the kaiako

Strategic Layer

Meaningful Outcomes
Kaiako

Experience First Principles

} ' _ Organisation S 1. Respect the culture ‘jump’ 6. Leverage peer-to-peer learning
What:are the outcomies of ; g]z)n"\fortiliole and ,”; COT"OIJ‘ an oven{vhelm;ng context. ; go.rlr;fortabledthel k;lakOhFS comforta”ble t 2. Graduated responsibility over time 7. Just-in-time to limit overwhelming kaiako
theexpaiencs fortie 2 arity of leamers It-:'veds ar::| expictatl;ans of them. : Euu s trustj rel ;tlltl)ns |pshas aco eaj;ue of tl e(tjeanln. 3. Know and practice skills ahead of theory. SRR e
kaiako and the b Lelelr exper!enze el a':i transterred. e . . mpfwe'ek to CI a‘dengg the ac;:epte ! no;ms an Z“' tur: o 4. Integrated onboarding and professional 9. Reduce administrative burden
erganisone 4. Know priority between pedagogy, research and administration and how 4. Kaiako makes role identity transformation from ‘tradie who teaches development 10, Fosterbelonging

What principles guide the HIZE0 EENER OUaT e to ‘teacher of a trade’. 5. Personalisation to the individual

desian of the experience? 5. Organisations stays true to promises made in interview. 5. Improved teaching practice over time.
9 P : 6. Bridge the theory practice gap. 6. Completion of NZCATT qualifications within 3-year timeframe.
S . Contracted Entry Immersion Extension
perence. ayer PRE-START FIRST WEEK PRIMARY ONBOARDING AND PD ENABLED TO GO FURTHER
. . , Needs, Needs, Needs Needs,
What is the kaiako needing * Know where to go on first day, who to ask * Support, guidance and structure clarity + Feedback that is helpful * Ongoing support
at each;)hase of their for, what to bring * Least possible amount of forms + Support for technical theory material * Extension opportunities in organisation beyond teaching
Journey * Know what journey will involve and entail +  Existing lessons plans and resources «  Know how to understand learners’ needs * Know value of going beyond mandatory and pathways
+ Know about NZCATT as mandatory * Know who teaching, what and when + Know teaching professional development pathway for higher quals
training (and 4098 if required) * Know how to run a lesson « Take control of lesson design and delivery * Specialisms like digital skills
* Know when in classroom as early as +  Know their colleagues + Shape of professional development in profession as well
possible * Recognise I'm coming from structured work site to an as in teaching
« Contract conditions will be fulfilled unknown context * Leadership and ability to influence others (if desired)
* Recognise the scale of the learning curve for me * Promotion opportunities
What would we like them Feeling excited, op i Feeling s'upported, knovu{ who to go Feeling r:onﬁde'nt and capable, relief
to thinki d feeli supported, healthy nerves, to for guidance, open-minded to that this is possible and was a good
0 thinking and teeling as embarking on learning journey what's coming decision, reflect on teaching practice
they cross phases? and know where to from here
R e ettt N ettt ettt O ettt eieieieietete ettt e e ettt T T
What is the overview of Just-in-time knowledge and

Clarity of first steps and days Getting qualified and settled Taking the next step

capability

each phase?

Interaction points
What does the kaiako
interact with currently?
Materials, digital tools,

human interactions,
communications?

Existing interaction

How can it be more
compelling and meet their
needs better?

Greenshoot (new thing
/ isolated pocket)

New idea not done
before

Email from People and
Culture (P&C) about
onboarding process

or coffee within days of | | and PD in familiar
contract signing format to a builder

Move any item from
First Week to Pre-Start
phase

CATT qualification

Phone call from buddy | | Overview onboarding
‘ programme overview

Organisation
orientation led by P&C

Meet the team

| Meet learner cohort
and deliver first lesson
(could be <7 days>

Teaching observations

and feedback by
mentor

Academic orientation
and assessment to get
baseline before CATT

Enrolment in CATT
(and Unit Standard
4098 if required)

Compulsory PD:
H&S, Treaty, Computer Safety,
Bullying, Rainbow students, de-

Handover of existing
lesson plans and

| Buddy assigned and
meet with kaiako

Regular check-ins by
P&C and Learning &

| Commence CATT
guided leaming

People & Culture
check-in meeting re

escalation, etc resources Training teams journey w/cohort contract require.
Learning Management | | Technology / digital Student Management Online asynchronous Weekly team meetings | | Programme team
System induction induction System induction LMS training with Programme team ongoing support

CATT Booklet with Learning & teaching Academic Capability Handover to [ staff Day group-based | | Staff Day group-based ‘

qualification
information

Pastoral Care code
briefing

Make LMS training
more targeted, fit for
purpose, just-in-time

Mentor in classroom
with kaiako for first few
classes

navigator (Academic
Capability Partner)

Shadow a teacher or
start in temporary
teaching assistant role

Training for buddies -
consistency & feedback
loops to managers

Book in regular check-
ins with Programme
Manager

Partner meeting

Delay start of taking
first class (or perceived
time to first class)

Programme Lead

[ Stable ongoing cohort

community of practice
starts early in phase

orientation 1x per year

Individualised flexible
| just-in-time learning
‘ pathway

Establish quad-helix
network: Kaiako, ACP,
Buddy, Line Manager

self chosen learning 1x
per year

Redesigned CATT into
smaller pieces and
time delivery flexible

Institute Recognition of
Prior Leamning &
Experience (RPL/RPE)

Graduation ceremony

Attendance by ACP at
teaching team
meetings

Log job system for
Learning & Training
support

Added responsibilities,

e.g., course coord.,
prog develop.

Performance reviews
with Programme Leads

Research opportunities
(mostly degree level
but not exclusive)

P&C Intranet for
professional
development

Lighting the fire in the
kaiako to keep going
after CATT

P&C issue resolution
processes

Practice sharing as
“research” output for
future leaders

Prof development for
Programme Leads to
NZQA requirements

Note: Idea prioritisation has not been shown for commercial reasons.




Deploy small scale safe-
to-fail pilots and seek -

Pilot Feedback Capture

fe e d b a C k b efo re S Ca I i n g . What did they like? How did it make them feel? What didn’t they like?

A piloting process enables
improvement to an idea based on
users’ real-world experiences.
Equally, it enables decisions to stop
ideas that won’t ever work as
intended. All together this means
you can deploy and scale with more

confidence.

What questions did they have? What ideas or builds did they have?

Instructions:

e  Take the a priority ideas from the IDVF assessment and
develop any details necessary to rapidly execute them
with minimum viable resources.

. Let the idea happen then interview people involved and
capture feedback on Pilot Feedback Capture worksheet.

. Reconvene as a group to decide for each idea: Scale it?
Iterate it? Kill it?

Remember: Fail it; don’t sell it. Access your curiousity in the other person’s view; ask why they think that way. Listen lots, talk less. Be okay with silence while they gather their thoughts.
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