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1.0 INTRODUCTION 

 

1.1 PRELIMINARY 

Te Kōhanga Reo o Ngā Kuaka reviewed and approved a mandate and work plan for this review at its 

meeting held in May 2018. A signed Terms of Reference was dated 14th May 2018 and a letter was 

sent to all Kaiako and members of the Leadership Group describing the process on 18 May 2018.  

 

This review was conducted over the period 1  June to  13 July 2018, with completion of the final two 

interviews held 27 April. All Kaiako, Leadership Group members, Komiti Mahi and Komiti Putea 

members were involved in the review process. 

 

This report has been written solely for Te Kōhanga Reo o Ngā Kuaka for the following purposes: 

• Ensure that the strategic direction, governance structures and policies adopted by the Board 

enable Trustees to have a clear line of sight and the right mechanisms in place to know the Board 

is currently performing well and that it is not missing risks and opportunities; 

• Assess the Leadership Structure requested by Kaiako and implemented in 2017, in relation to 

what has and has not worked, impact on Kōhanga activities, and intended outcomes measured 

against actual outcomes; 

• Have an understanding of the costs, benefits and other implications of any changes to current 

Board and operational practices; 

• Receive a set of recommendations, if any, on how to implement any changes. 

The information contained in this report may be relied upon only by Te Kōhanga Reo o Ngā Kuaka 

and, where authorised, by its known advisers, and may not be relied upon for any other purpose.  

 

This report cannot used by itself as in-depth strategic planning tool for the organisation. However, 

this information can be used to facilitate informed decision making that can positively influence the 

direction of Te Kōhanga Reo o Ngā Kuaka. These decision-making processes are also likely to involve 

the economic, environmental, cultural, and social obligations of the organisation and how these 

objectives will be met. 

1.2 STRUCTURE OF REPORT 

This report is based on a review of the areas set out in clause 1.3 below. It comprises a summary of 

the key findings and action points set out in Section 2. 

 

 

 

 

 



 

 

1.3 AREAS REVIEWED 

The governance review and leadership structure assessment included the following:    

1. A review of documentation, such as the Rules of the Society, Collective Employment 

Agreement, Strategic plan, Board Policies, Annual Plan, Leadership Structure 

documentation, Sub-committee Terms of References, and the 3 most recent Board 

agenda papers;  

2. An on-line questionnaire was completed by Kaiako, Leadership Group members and 

2017 Komiti members followed by kanohi ki te kanohi interviews. For these interviews, 

clarification of certain responses was targeted, to enable the interviewer to gain a 

better insight into questionnaire responses. Each of these interviews lasted on average 

three quarters of an hour, providing mainly qualitative – data on the leadership 

structure and governance practices in Te Kōhanga Reo o Ngā Kuaka. There was 

consistency of opinion between the on-line responses and individual interviews. Key 

findings and recommendations were therefore based on the quantitative evaluation 

from the questionnaire;   

3. The participation rate in the on-line questionnaire was 100%, for Kaiako, Leadership 

Group members and Komiti members; 

4. Individual interviews were completed on 11 of the 11 Kaiako participants, 3 of 3 

Leadership Group members and 7 of 7 Komiti members; 

5. Recommendations for improvement, if any. 

This report should be read subject to the parameters and qualifications discussed in this introduction. 

1.4 DOCUMENTS REVIEWED 

A list of documents reviewed in the process of compiling this report is set out in Schedule 1 of this 

report. 

1.5 REVIEW REPORT 

A template-form review report has been utilised - spreadsheet presenting various aspects of the 

results of the specific review under the headings: area of focus (line of inquiry), finding (issue), 

evidence, cause, effect, and recommendation. 

1.6 PREPARATION OF THIS REPORT 

This report was prepared by an independent Hamilton consultant, Niwa Nuri of Te Kopu New Zealand 

Limited.  

 

Information forming the basis of the report was provided by all Kaiako, members of Komiti 

Mahi/Putea, Kara Sikisini (Te Tumuaki), and Dorina Paenga-Bristowe (Tiatangata).  

 

 



 

 

2.0 SUMMARY 

Komiti Mahi of Te Kōhanga Reo o Ngā Kuaka has requested an independent governance review and 

leadership structure assessment.  

 

This review considers: 

• The appropriateness of the current models and related processes; and 

• Recommendations to improve and enhance those processes. 

 

The review focuses on the period, 1 January 2018 to 14 July 2018, with the aim of providing learnings 

from what is working and identifying areas for improving the Governance and/or the Leadership 

Group Structure’s design and performance. 

   

KEY FINDINGS AND RECOMMENDATIONS 

During the review, a number of key long-term issues emerged which if not addressed will have a 

direct influence on the future viability and sustainability of the organisation.  

 

These issues require attention irrespective of the quality of systems currently operated by the entity.  

2.1 KEY FINDINGS 

1. 100% of Komiti members interviewed thought the overall responsibility and time commitment 
asked of voluntary members was too much.  

 

Te Kōhanga Reo o Ngā Kuaka is a Maori language and tikanga programme whereby whānau and 

parents are ultimately responsible for the operation of the Kōhanga. There is a high expectation on 

voluntary komiti members to meet government accountability requirements, and to make decisions 

that would affect Ngā Kuaka’s education provision without much professional knowledge or 

experience of their own, resulting in unrealistic expectations placed on whānau members to be 

employment law, salary negotiator, property, finance, and educational experts.  

It also does not take into account the unavailability of working parent(s) who also have to care for 

their tamariki when work commitments have been completed.  

 

This is a demanding role and there is not an unlimited pool of parents able to commit the time 

required to be an effective decision maker. 

 

2. 71% of komiti members interviewed believe Ngā Kuaka is not effective at establishing 
performance indicators for monitoring Kōhanga ability to achieve its strategic objectives. 

 

Komiti members of Ngā Kuaka are responsible for appropriately developing and monitoring key 

performance indicators for both governance and operational activities.  



 

 

 

Setting performance measures provides a yard stick to measure key Kōhanga activities. It allows both 

groups to develop necessary processes, timeframes, reporting mechanisms and also prioritises 

actions to be undertaken.  

3. Te Kōhanga Reo o Ngā Kuaka is ineffective in updating and monitoring existing policies. 
 

Monitoring the efficiency and effectiveness of policies, and procedures is an important part of the 

governance process.  Policies contain high-level principles or requirements that operational activities 

of the Kōhanga must follow, as formally agreed upon at a hui-a-whānau. Procedures are associated 

with particular policies and define lower level processors such as daily or weekly functions and job 

activities.  

 

A review of Ngā Kuaka’s current policies (refer Schedule 1) showed the process to update existing 

policies needs to be followed.  

 

Trustees must be confident that their approved policies, and procedures are being followed and used 

in daily operations.  Together policies and procedures are viewed as evidence of the Kōhanga’s 

current operational status and its commitment to effective risk management and compliance. 

4. The Leadership structure approved in 2017 is not fit for purpose.  
 

4.1 The Kaiako in the whare are inexperienced. 8 of 10 Kaiako have less than 1 years-experience. 

Therefore, more basic in-training time is required than previously predicted, noting it is also difficult 

to recruit certified Kaiako. 

  

4.2 A further consequence of inexperienced teaching staff is the need for a Kaiako development plan, 

while also being aware that certification of Kaiako directly effects the financial viability of Ngā Kuaka.  

 

4.3 Job descriptions of both the Pouwhakahaere and Tumuaki are not but should be aligned to the 

legally binding Kōhanga Reo o Ngā Kuaka Collective Agreement 12 October 2015 – 31 December 2016 

and Ngā Kuaka’s strategic objectives. Non-alignment to the collective agreement puts the Kōhanga at 

risk during performance review assessments if these are based on job description specifications. 

Within this context delegated responsibilities between members of the leadership group need to be 

more clearly defined. 

 

The significance of this finding is that Ngā Kuaka is operating in a continually changing work 

environment. The leadership structure was developed on a set of assumptions about Kaiako 

experience, expertise and attained qualifications. Only two (2) of the current ten (10) Kaiako 

employed by the Kōhanga are classified as certified teachers for Early Childhood Education purposes.  

One (1) is completing her one-year certification course, one (1) is considering enrolling to complete 

her one-year course, three (3) have enrolled in a three-year degree and three are unqualified. Since 



 

 

these factors fundamentally change the work environment, and prioritise in-house training this now 

places Ngā Kuaka in a rebuilding phase.  

 

Innovative education programmes can now only be introduced once Kaiako capabilities have been 

strengthened and before we can improve capabilities more experience is required in the three (3) 

whare.  

 

Ngā Kuaka needs to reconsider the leadership structure model in light of its changed environment.   

2.2 KEY RECOMMENDATIONS 

In response to the key findings the following recommendations are made:      

 

100% of Komiti members interviewed thought the overall responsibility and time commitment 

asked of voluntary members was too much.  

 

1. Komiti mahi adopts the following recommendations to ensure effective strategic 
governance: 
• Approves the 10 Key Performance Indicators (KPI’s) in section two (2) below; 

• Monitors on a monthly basis KPI’s and where necessary utilises external expertise; 

• Improving subject matter expertise; 

1. Invite an Expert 
Allow ten minutes at every Komiti Mahi meeting for an expert to talk with your 
trustees. They may be an expert in topics as wide as Health and Safety, Strategy, 
Marketing, Policy, Accounting, Social Media, Recruitment or Fundraising. Regularly 
inviting an expert to your hui is one way to fill knowledge gaps on the Komiti and give 
outside perspectives. 

2. Be the Teacher 
On a rotating basis, ask each Komiti Mahi member to research best practice on a 
specific governance topic and report their findings at the next hui. By asking every 
member to take a turn the responsibility is shared and will ensure that different 
perspectives are heard.  

• Move to six hui-a- whānau meetings per year, as permitted within the rules of Te Kōhanga Reo o 

Ngā Kuaka Incorporated s6.1(d) 

• Membership of Komiti Mahi to include the Society’s hui-a-whānau elected Secretary and 

Treasurer 

• Extension of responsibilities of Komiti Mahi to incorporate all other komiti responsibilities, 

reducing number of komiti to one (1) 

The main aim of this recommendation is to reduce the number of komiti, keep whānau informed by 

monthly reporting via the Kōhanga web page, move to six hui-a- whānau meetings per year , reduce 



 

 

the amount of administration time Kaimahi use to prepare and attend hui and instead increase their 

time in the whare with tamariki.  

 

By focusing Komiti Mahi time on Ngā Kuaka’s key performance issues, Komiti Mahi removes the risk 

of wasting valuable time on trivial issues and deferring important decisions. 

 

Establishing Key Performance Indicators (KPI’s) 

2.     Komiti Mahi adopts the following 10 key performance indicators to track for 
Excellence  
 

 
The main aim of this recommendation is to prioritise key actions according to the impact that 

resolving each issue will have on the Ngā Kuaka’s strategic objectives.  

 

Te Kōhanga Reo o Ngā Kuaka is ineffective in updating and monitoring existing policies. 

 

3. Komiti Mahi approve an annual policy work plan 
One of the main functions of a governing body is the approval and updating of policies from which 

operational procedures and processors can be aligned. Komiti Mahi should be delegated with the 

responsibility to review and approve policy’s for presentation at hui-a-whānau.  

 

 

 



 

 

 

The Leadership structure approved in 2017 is not fit for purpose. 

4. Komiti Mahi revert back to the conventional Kōhanga hierarchical model. 
 

4.1 Rebuilding Phase 

It is recommended both the Tumuaki and Pou Manaaki be more active in the three (3) whare. 

It is proposed 4 of 5 days of the Tumuaki’s time is on the floor with only one (1) day per week 

committed to planning and administration. The Pou Manaaki is proposed to spend 9 of 10 

days on the floor with only one (1) day per fortnight committed to planning and 

administration. These changes are included in the job descriptions referred in schedule 1, 2 & 

3. and have been discussed with the affected individuals.  

 

The first step in managing the rebuilding phase, is to ensure our most qualified Kaiako are in 

with the tamariki role modelling to less experienced Kaiako, Ngā Kuaka tikanga, reo and 

expectations.  

 

4.2 Kaiako Training Development Plan 

The following schedule details the Kaiako certification plan intention and the timeframes 

involved, this can then be utilised to determine the impact on the ECE Teacher Led Funding 

Structure. 

 

Employment Status Certification 
Status 2018 

Pipeline 
2019 

Pipeline 
2020 

Pipeline 
2021 

Unqualified 4 3 2 2 
Study (1 year) 1 1 - - 
Study (3- year degree) 3 3 4 1 
Provisionally Certified 2 1 1 3 
Certified 2 4 5 6 

Total 12 12 12 12 

ECE registration status 33% 42% 50% 75% 
Budget Assumption 50% - - - 

Financial Impact ($124,722) - - - 

                                               (Inclusive of Tumuaki & Pou Manaaki) 

 

  Status 2018 Status 
2019 

Status 
2020 

 
Whānau fee increase 

✓ 1. A report produced on Quality 
Care Survey  

✓  ✓  

✓ 2. Leadership Team response to 
report 

✓  ✓  

3. Two Journal entries per child per month - - 
Monetary Value                         +$32,662 +$35,572 +31,492 

                                               (Based on 55 Tamariki) 



 

 

            

 

4.3 Job Descriptions  

Draft job descriptions have been prepared, for the Tumuaki, Pou Maanaki and Operations Co-

Ordinator, and are attached as schedule 1,2, & 3.  

 

These job descriptions have been discussed with individual leadership members and are 

based on the National Kōhanga Trust format, and align to the:      

i. Ngā Kuaka Collective Agreement; 

ii. 10 key performance indicators described in recommendation (1) above; 

iii. Ngā Kuaka strategic objectives.  

These job descriptions clarify specific expectations, specifies delegated authorities, aligns operational 

performance to strategic objectives, and is in line with the requirements of the Collective Agreement. 

 

The implementation of this methodology places Ngā Kuaka’s operational and reporting responsibility 

with the Tumuaki. Individual job descriptions of the Pou Manaaki and Operations Co-ordinator 

specify performance indicators that will contribute to the reporting mechanism adopted by the 

Tumuaki. The driver for this change is not only the change in working environment but also the 

identification of Key Performance Indicators which prioritise tasks of the individual. 

 

 

           


