
A guide to  
Ministry-led  
infrastructure  
projects

A step-by-step guide to the project process 
that’s triggered when your school property 
needs a major redevelopment or upgrade. 
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Step 1: Getting started

A Ministry-led infrastructure project for your school is an exciting time. 

It’s also the start of what can feel like a lengthy and complex journey. This 

booklet has the information you need so you know what to expect when 

you embark on a project with Te Tāhuhu o Te Mātauranga | the Ministry of 

Education. It will also help prepare your school board, staff, students and 

school community for what lies ahead. A Ministry-led infrastructure project 

for your school may mean:

 » extensive refurbishment of existing spaces

 » providing temporary facilities

 » constructing new buildings 

 » essential repairs or upgrades to site-wide infrastructure such 

as data, electrical connections, water, stormwater and sewer, 

accessibility, lifts, fire alarms, heating (including boilers) etc.

Like most commercial construction projects, planning and delivery takes 

time and can be full of surprises. For large projects, it can take up to  

three years from the start of planning to the opening of the new facilities. 

We’ll work with you as the project scope and timeline are developed,  

help you get ready for construction and navigate unexpected obstacles.  

Be prepared for a challenging yet rewarding experience. 
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Step 2: Working in partnership

Roles and responsibilities

Boards and principals

There are few things more important when developing and delivering 

your project than having you involved. This is your school, these are 

your students and your staff, and you are responsible for the education 

outcomes. Nobody knows your school’s educational vision and community 

better than you – we can’t do this without you. It’s important that the 

Board and school leadership team commit time to this project to ensure 

that the school’s vision is realised.

Expect to attend meetings, prepare and respond to detailed documents, 

and work with us to help us understand the way you and your school 

operate. This is a collaborative process. We will rely on your support 

and the support of the school community. Design support funding for 

principals may be available to cover the cost of time spent engaged in  

the design process. Funding to support writing the education brief, 

cultural narrative and linking with local mana whenua is also available 

through a dedicated programme called Tārai Kura.

Tārai Kura helps to foster ākonga centred learning environments where 

ākonga, whānau, communities and mana whenua are connected and 

enabled to lead learning opportunities in ways that honour the wairua  

of Te Tiriti o Waitangi. Tārai Kura offers support and guidance to engage 

with and/or grow your relationships with mana whenua to encourage  

a collaborative partnership right from the onset of this mahi.

More information about Tārai Kura can be found on page 15.
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Throughout the project journey, you remain responsible for looking after 

the balance of the school not affected by the redevelopment and for 

carrying out standard maintenance, such as minor repairs across the whole 

school. Small, school-led projects may be carried out alongside a Ministry-

led project or there may be an opportunity to combine the projects. Your 

property advisor will work with you to ensure the 5YA funding is available 

for essential work outside the scope of the redevelopment.

Under the Health and Safety at Work Act 2020, we have overlapping 

duties of responsibility as joint ‘Person Conducting a Business or 

Undertaking’. At the start of any project, we will discuss our collective 

responsibilities, documenting our agreed understanding in writing.

You are responsible for keeping your school community informed 

about the project. We can support you by helping you identify your key 

stakeholders, developing messaging and providing advice on timing. 

Te Tāhuhu o Te Mātauranga | The Ministry of Education

We will take a collaborative approach to ensure you are well supported 

and involved in the decision-making process throughout the project. We 

are responsible for ensuring that the required scope is met, that the design 

meets Ministry requirements and building standards, and that projects 

are delivered on time and within budget. The project delivery team will 

work with you to ensure the project delivers on your educational vision, 

and to minimise disruption to learning and teaching as much as possible, 

especially during construction.

We will assign a dedicated delivery manager to facilitate and manage the 

design and construction process of the Ministry-led project. The delivery 

manager works for the Ministry and is your main point of contact until 

project completion. Their responsibility continues through the defects 

period, post construction. This means that if any defects in the building 

work emerge within 12 months of the completed build date, the contractor 

has an obligation to fix them.

More information about stakeholder engagement  
can be found on page 29. 

https://www.education.govt.nz/school/health-safety-and-wellbeing/#sh-PCBU
https://www.education.govt.nz/school/health-safety-and-wellbeing/#sh-PCBU
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If possible, you should provide a single point of contact to work with the 

delivery manager so that there is good communication between them and 

your school. This may be someone from the school or the school board. 

You are responsible for sharing project milestones with teachers and 

students, securing their buy-in and raising any concerns or issues with  

the delivery manager or property advisor.

Your property advisor remains part of the combined team set up to plan, 

design and deliver the project. The property advisor and delivery manager 

work in partnership throughout delivery of the Ministry-led project.

Procurement and appointment of consultants

We follow the Government Procurement Rules, which require certain  

rules and processes to be followed to support fair competition and 

transparency in how we engage with the market. Your delivery manager 

can outline the procurement approach for each of the project consultants 

and main contractor.

Funding

A project budget is allocated once the project’s scope has been clearly 

defined and a business case developed and endorsed by the Ministry.  

The project team is responsible for providing costed, affordable options 

for your project for consideration. These options are presented in the 

business case to support the right investment decision. This process can 

take six months, depending on the complexity of the project and whether 

site investigations and network analysis of roll projections are needed.  

It may not be possible to deliver the full extent of works you have in mind 

however we will ensure that the project prioritises your school’s most 

urgent needs.
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Infrastructure works will be completed in line with your school’s  

master plan and may be phased over time. The master plan provides  

a longer-term view of your school’s needs and helps us assess possible 

property solutions. It’s one of the many resources we use for making 

investment decisions. 

Please raise any additional considerations that may affect the budget with 

your property advisor as soon as you are aware of them. If there is to be 

a major redevelopment, we may suspend and/or contribute some or all 

your 5YA funding for projects that aren’t related to health and safety or 

essential infrastructure work.
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Step 3: The project process

Meet the team

Ministry-led infrastructure projects are delivered by Te Puna Hanganga, 

Matihiko – the Infrastructure and Digital branch of the Ministry. The Asset 

Management team (which includes your property advisor) determines 

the need for investment in the school property and commissions Capital 

Works (your delivery manager) to plan and manage project delivery. 

Property advisor

Property advisors are responsible for the end-to-end oversight of your 

school’s property. This includes:

 » identifying projects and commissioning the delivery branch  

(Capital Works) to complete a Ministry-led project

 » working alongside delivery managers to advise, guide and 

support schools in the initiation, design, and implementation 

stages for Ministry-led projects. For example, they work with 

delivery managers to make sure projects meet statutory and 

Ministry requirements

 » liaising with other parts of the Ministry to make sure that all 

education-related issues are considered as part of the project’s 

initiation, design and implementation stages.
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Delivery manager

Delivery managers are responsible for:

 » ensuring the relevant people are invited to key milestone meetings 

and kept updated on the project

 » completing and/or updating all documentation throughout the 

project lifecycle, procuring the contractors and overseeing the 

project’s delivery

 » health and safety (within the bounds of the project site) for any 

investigation and construction works in conjunction with the contractors

 » managing the project, including monitoring timeframes, budget, risk 

and quality 

 » resolving issues that might arise during the project lifecycle

 » closing the project and handing it over to the school and the property 

advisor once it is agreed that there are no outstanding actions. 

Master planning consultant

Most Ministry-led projects start with a master plan. Master planning 

consultants are typically needed for roll growth or large-scale 

redevelopment projects where future development of the school site 

and impact on infrastructure need to be considered. The consultants 

are appointed by the Ministry to develop a master plan (see the Project 

Lifecycle page 12). The master planner and your architect/designer will 

often be the same person. 

Project manager

A project manager may manage daily project matters on behalf of the 

Ministry. Alternatively, their involvement may begin following master 

planning or they may be brought in later in the design process to manage 

the construction phase. 
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Architect/lead designer

An architect develops the design for the school. We have a catalogue 

of proven reference designs which we are now moving towards instead 

of bespoke design. This is to ensure flexible and quality learning 

environments are achieved in a timely, sustainable and affordable manner 

taking into account whole of life costs, i.e. on-going operations and 

maintenance costs, etc. 

More information about reference designs can be found on page 17.

Engineers and consultants

Architects are supported by specialist engineers such as structural, 

geotechnical and building services, and an ICT network specialist, to 

produce a complete and co-ordinated set of design documents. This might 

involve carrying out testing (e.g. asbestos or ground conditions), planning 

or giving expert advice.

Quantity surveyor

Quantity surveyors get involved in projects at the start and remain 

involved throughout project delivery. They give advice on costs and 

estimates at each stage of the project. They ensure tenders meet 

requirements and play an important role in the financial management  

of a project. 

Design Review Panel

The design phase will see the design drawings reviewed by our Design 

Review Panel whose members are internal and external specialists in fields 

such as pedagogy, architecture, engineering, and geotechnical, to ensure 

the proposed design will meet all construction design standards and 

provide modern, flexible learning environments to the highest standard.
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Construction observation team

We also have construction observers who will visit a school during the 

construction stage to ensure the highest construction standards are 

adhered to. 

More information about construction observers can be found 
on page 22.

The start-up meetings

Project start up

At this meeting, your property advisor will introduce you to your 

delivery manager. You will be taken through the project’s intent, roles 

and responsibilities, and next steps. We will talk to you about how the 

school and the Ministry will work together to deliver the project and the 

lines of communication. You will be given the education brief template 

to complete. This document provides the design team with important 

information about how the new spaces will support your vision for 

education delivery. Ideally, this document should be completed before 

master planning. 

More information about the education brief can be found  
on page 14.
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The kick-off meeting

Following confirmation of an investment decision through a business 

case, your property advisor and delivery manager will meet with you 

to take you through the approved project scope, the project processes, 

timeframes, stakeholder engagement and communication, and to answer 

any questions. 

At this meeting, you may be asked to update the education brief you 

wrote before the master planning stage. 

We will also work with you to identify your unique stakeholders through  

a stakeholder mapping exercise. We will then complete a stakeholder plan 

in partnership with you to help you keep your school community and other 

interested stakeholders informed throughout project delivery. 

You will be provided with a high-level programme outline and indicative 

timeframes.

Combining projects

If you have a small project you’d like to complete at the same time as the 

main project, raise this with your property advisor or delivery manager 

as soon as possible. If we can combine projects from different funding 

sources to achieve economies of scale and minimise impact on the school’s 

operations, we will try to do that, however this is not always possible.

The project meetings 

This is a series of design meetings that take place once a lead designer/

architect has been appointed. At these meetings, the delivery manager 

will facilitate the design process which translates the information from 

the education brief into a concept design. The design is then developed 

through stages to be ready for consenting and tendering (or other 

procurement options) to appoint a main contractor. 

More information about project meetings can be found  
on page 24. 
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The project lifecycle
Procure master planners 
and project managers 

Problem definition 
and feasibility

Master plan

Design review panel
Provides independent review 
of projects at key design stages

Project design 
stages

Handover of 
completed asset 

Post occupancy 
evaluation

Project brief (includes the 
Education brief)
Sets out school specific 
requirements, including the 
education vision

Design management 
guidelines and standards
Sets out school specific 
requirements, including the 
education vision

An issue or need requiring 
a Ministry–led response is 
identified.

Analysis is undertaken to 
understand the complexity, 
scale and feasibility of possible 
solutions.

Non-property options and 
priority are considered. 

Is a process to translate the 
school’s vision (School Charter) 
into what that might mean for 
the school property solution.

The property solution must 
support the school’s vision 
for teaching and learning.

This will provide an 
evolving long-term 
planning document 
for the school site that 
reflects a clear vision 
and future investment 
requirements. This will 
also inform future 
property planning.

The master plan will be 
supported by policies, 
guidelines and priorities 
and be developed with 
the school by an 
appointed master planner.

Collectively these will 
support the future 
direction of teaching and 
learning at the school.

The Ministry and school 
in partnership will 
appoint an architect 
and other design 
professionals. 

Key design stages will 
be undertaken for 
projects in line with the 
master plan and the 
investment budget.

Timing will depend on 
the extent of the work 
required at the school.

The Ministry will work 
with the school to 
ensure that disruption 
of day to day learning 
during the construction 
process is kept to a 
minimum. Often this 
involves staging the 
development or use 
of temporary 
accommodation.

Project planning
(Ministry facilitated - property)

Site master 
planning Design Construction

Procure design team 
(based on typical model)

Procure construction company 
(based on typical model)

Investment decision • change management •      stakeholder engagement • risk management • lessons learnt

The project lifecycle
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Step 4: Planning

Master plan

The master plan is a long-term planning tool intended to establish and 

guide the future development of your school site. For simple roll-growth  

or refurbishment projects, a master plan may not be needed. 

A master plan is needed when:

 » a site may need to cope with further expansion

 » the scale of building work impacts on the way the school operates

 » the scale of building work puts pressure on infrastructure, now or in 

the future.  

A master plan also offers a long-term perspective, therefore not everything 

in the plan will be delivered at once. Rather, property projects are likely to 

be phased over time. It will continue to be used by your property advisor 

to inform future planning. 

The education brief

We work with you to understand your vision for delivering education 

and translate that vision into a functional design, using reference designs 

where possible. Property solutions should support your vision for teaching 

and learning, while still meeting the Ministry’s requirements. Although 

we may facilitate this process, this is your vision and must be provided 

by you, working with your teaching and support staff. The more time 

you can contribute during the initial stages, the better we can meet your 

school’s needs. If you’re considering changing your teaching approach and 

redeveloping your school to support a new approach, additional time may 

be needed to accommodate this. 
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The education brief helps you to think about how you want to deliver 

education now and in future, and how that vision translates into physical 

spaces to support your teaching methods and practices. It also includes 

information about your school’s culture, values and character. When 

thinking about your vision, focus on the essential things that support 

the school’s teaching and learning. Remember also to consider your ICT 

requirements as these will need to be sorted early in the design process. 

As mentioned earlier, the Ministry has established a programme called 

Tārai Kura which is a service provided by a team of external consultants 

(Ringa Whao) who can help with this part of the planning process.  

The Tārai Kura ringa whao help build a strong foundation for Boards  

to be involved in planning for their school property. A key component  

in this programme is to link Boards with their local mana whenua so  

they can work together to develop the property vision, education brief  

and cultural narrative. Your cultural narrative can play a key part in  

helping your students feel “connected” with their school. These 

relationships provide a valuable starting point for progressing a culturally 

appropriate design and when naming spaces and buildings. If you 

are interested in getting this support for your school, please contact 

education.network@education.govt.nz for more information.

Please remember when completing the education brief that you may 

not get everything you want. We need to be fair and equitable in our 

investment decisions and ensure our available funds are spread fairly 

across all schools. You may need to make trade-offs, especially if what  

you want is outside the project scope.

Do your research

When considering your vision for your school, it can be helpful to do  

some research. You can:

 » talk to other schools that have gone through redevelopments  

and changed their pedagogy

 » attend events through Association for Learning Environments  

to learn more about how schools are designed for modern 

education outcomes 

mailto:education.network@education.govt.nz
https://a4le.org.au/news/nz-news/


16

 » visit schools that have had major infrastructure works to get ideas 

about how you might develop your own spaces. Ask your property 

advisor or delivery manager to recommend some options and to 

organise a visit for you, particularly to school’s that have used a 

reference design solution 

 » consider whether you’re keen to incorporate a cultural or local 

narrative. Consider colours, both interior and external, and the  

scale of your new buildings, which may be different from your 

existing buildings. 

Furniture and equipment

Furniture and equipment funding is available for upgrades and 

modernising new spaces. 

More information about furniture and equipment funding  
can be found on our website. 

Need help?

If you need help completing your education brief, talk to your  

property advisor.

https://www.education.govt.nz/school/funding-and-financials/funding/furniture-and-equipment-funding-for-schools/#sh-furniture%20and%20equipment
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Step 5: Building types

Reference designs 

It is our strong preference to use reference designs where possible and 

practicable. Bespoke design is only considered as a secondary option.  

The reason for this includes but is not limited to:

 » proven best practice quality learning environments

 » cost effective solutions with longer life expectancy

 » lower whole of life operating costs (energy efficiency)

 » more sustainable and environmentally friendly.

We have a range of reference design options for primary school and 

secondary school teaching spaces, with different options depending on 

site size and the number of teaching spaces required. 

References designs are easily repeatable school designs proven to deliver 

good learning outcomes and can be readily customised to school sites  

and needs.

They can be used as upgrades, roll growth additions, replacement 

classrooms in school redevelopments or as newly planned schools. 

Reference designs significantly shorten a project timeline.

More information about reference designs can be found  
on our website. 

https://www.education.govt.nz/school/property-and-transport/projects-and-design/design/design-standards/school-teaching-block-reference-designs/#sh-reference%20designs
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Reference design upgrades

Upgrading existing blocks is our first choice for any school property 

projects – it’s sustainable and cost effective.

We have reference design options for upgrading two-story Nelson blocks and 

single-storey standard blocks (including Canterbury, Avalon, Formula blocks), 

which typically are very resilient due to the nature of timber framed buildings 

and can be successfully retrofitted to innovative learning environments. 

Upgrading older teaching blocks where it is possible supports reducing 

our carbon footprint and generates less demolition waste than replacing 

buildings. 

Offsite manufactured buildings 

Offsite manufactured buildings are one of the quickest and most 

affordable property solutions to deliver quality new learning environments 

that support excellent learning outcomes. 

The buildings are delivered in a shorter timeframe than traditional 

classrooms. Construction takes place in a factory offsite, minimising 

disruption to your school.

The fact that they’re transportable also means they can be used to 

respond quickly to roll growth changes or a crisis event such as an 

earthquake, classroom fire, or adverse weather event.

Modern offsite manufactured buildings are also very resilient. These were 

in use in the Kaikōura area before the 2016 earthquake. None sustained 

any damage and were able to be used immediately afterwards.

Another plus is that they require less maintenance than existing traditional 

classrooms while having an intended lifespan of 50+ years, the same as 

traditional classroom buildings. 

In all cases, the buildings meet our design standards. 

More information about offsite manufactured buildings  
can be found on our website.

https://www.education.govt.nz/school/property-and-transport/school-facilities/modular-buildings/#accordion-7875
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Design and build

There are three design stages before a main contractor may be procured 

for construction. Each stage takes about three months to complete, but 

may take longer, depending on how complex the project is. Specialist 

consultants and engineers, including an ICT consultant, may be required at 

some, or all, of these stages. These are:

 » Concept Design or Preliminary Design

 » Developed Design

 » Detailed Design.

At the end of each stage, you (the school’s principal, Board chair or Board 

representative) are required to agree, in writing, that you have approved the 

design documents on behalf of your school, and that you were consulted on 

the design and that it meets your school’s educational and strategic aims. 

This signals your agreement to both the design decisions and understanding 

of the reasons for them. Once the letter is signed, the design will progress. 

This is an important part of the process because making changes after 

design decisions have been made is costly and difficult. 

Preliminary design

During preliminary design, the architect will use the education brief to work 

with you to form a concept design. Once a concept is decided on, they will 

consult with various engineers for specialist input, but this stage is largely 

focused on floor layouts and high-level design decisions (such as the basic 

structure of the building). Together, you will agree on aspects such as 

classroom layout, breakout spaces and storage. You are given drawings, 

proposed layouts and sometimes artists’ impressions (known as renders) 

showing what the new build could look like. The architect and delivery 

manager will discuss these with you and make changes based on feedback. 

This is a good time for you to consult with teaching staff to make sure 

everyone can see themselves teaching in the proposed space. At the end of 

preliminary design, your architect will provide you with a design package that 

shows layouts, including use for each space, locations of exterior and interior 

windows, simple exterior views and proposed exterior areas. Some schools 

like to take the opportunity to meet with their community and share the plans.
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Although many important decisions about look and feel are made during 

this stage, this is just the start of the process. There is still some way to 

go before the plans are detailed enough for a builder to work off so that 

construction can start. These drawings will also need to be endorsed 

through the design assurance process.

More information about the quality assurance process  
can be found on page 22.

Developed design

Using the preliminary design plans as the foundation documents, the 

architect will design a building with code compliant systems. This may 

require further input from structural, civil, fire and building services 

engineers, as well as an ICT design specialist. They need to work together 

and with the architect to create a network of services, including fire, 

electrical, mechanical, communications and plumbing that will achieve 

code compliance. Once again, most projects will need to be reviewed 

through the design assurance process. Both you and the Ministry then  

sign off that you’re happy to move to the next design stage. 

Detailed design

The design team is ready to think about individual fixtures and fittings, 

as well as specific equipment such as fire detection, lighting, heating, 

ventilation, plumbing and ICT components that make up the systems 

envisioned in the previous stages. Your design team – the delivery 

manager, the architect and engineers – will continue to work together  

to ensure the services are co-ordinated and sufficiently detailed  

to avoid problems for the main contractor during construction. 

Once you have agreed to the plans in writing, your architect will begin 

the building consent process and prepare documents to tender for a main 

contractor. The tender process is run by the Ministry.
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Building consent and construction procurement phase

Tendering for a main contractor and applying for building consent are 

the final stages before construction begins. Remember, delays can occur 

when applying for consent, particularly if the consenting authority needs 

more information. Once building consent has been granted, the building 

contractor will be able to start on site.

Design standards

When a school is being built or redeveloped, certain design standards must be 

met. These include both Ministry school design standards and New Zealand 

Building Code requirements. The reasons for mandatory design standards are to:

 » ensure buildings meet required health and safety standards

 » provide quality learning environment for users of the school

 » get the best long-term value for money 

 » protect the Government’s investment. 

More information about design standards can be found  
on our website.

Minimising disruption

Minimising the impact of construction on teaching and learning is a crucial 

part of any project. This is considered early in the planning process and 

we’ll work closely with you to ensure school operations can continue as 

smoothly as possible once we get to construction. We also try and take into 

account key events on the school calendar, such as exams and prize giving. 

However, we know teaching and learning in a construction environment can 

be challenging. It’s now time to prepare your staff and students for this. If it’s a 

multi-staged project, the main contractor will develop staging diagrams showing 

the order in which the construction will be carried out, where the construction 

site will be and safe access for parents, students and teachers. You will 

be asked to think about how the school will operate during construction, 

for example, student pedestrian routes around the school etc. Anything 

needing the school’s input will be raised with you by the project manager.

https://www.education.govt.nz/school/property-and-transport/projects-and-design/design/design-standards/#sh-Property%20design%20standards
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Step 6: Quality assurance 

Reviewing the design

As noted earlier, as part of our wider quality assurance processes, there is 

a design review function to support major infrastructure projects. 

Independent design reviews are completed at either two or three of the 

design stages, depending on the value and complexity of the project. The 

design assurance process ensures design proposals meet all requirements. 

It’s important the Design Review Panel is brought in at the early stages of 

the design cycle to minimise design revisions. 

Panel members use their extensive industry experience to assess the 

design, ensure it fits within the Ministry’s education policy and that they 

understand the architect’s intent. The panel may suggest revisions or 

alternatives that it believes would enhance the design or provide better 

value for money. This is an essential part of the quality design assurance 

process and ensures the result is fit for purpose. 

Construction observers

Our construction observation team also needs to be brought in at early 

stages as they will have key input into the ‘buildability’ of the design and 

longer-term operational efficiency of the design. During construction the 

observers work closely with on-site contractors for most major projects. 

They carry out and record observations against the design standards so that 

any corrective actions needed throughout the project are undertaken. Key 

focus areas include: weathertightness; foundation design; use of appropriate 

materials; correct installation; ventilation; plumbing and drainage; and health 

and safety compliance. Construction observers are also available for any of 

your school-led projects to provide independent quality assurance.
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ICT requirements

Our aim is for ICT networks to be like any other utility in a school –  

it will just ‘work’ and work reliably. 

For this to happen we need our network cabling installations to be 

consistently installed and maintained to the highest standard. It also 

requires all active equipment (switches and wireless) to meet the  

most current specifications and for the equipment to be maintained  

(have the most current firmware) to meet our security requirements. 

If you have any concerns about your ICT requirements, 
please contact Network.Upgrades@education.govt.nz

mailto:Network.Upgrades@education.govt.nz
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Step 7: The project meetings

The following are the meetings that take place throughout the design 

and construction stages. You and/or the main point of contact you’ve 

appointed to represent your school are encouraged to attend these 

meetings too. All meetings will have an agenda and meeting minutes.  

The meeting chair, in most cases the delivery manager, will follow up  

every meeting with an email, summarising the discussion and actions,  

and seeking your agreement of the key points. 

Design stages

Various workshops and meetings will take place throughout these stages. 

These may be weekly, fortnightly or monthly, depending on the project’s 

complexity, and these will be built into the project plan. 

 » Design team meetings, attended by school and board representatives 

(i.e. your nominated design team), delivery manager and architect/s. 

Sometimes these are also attended by your property advisor, the 

quantity surveyor, and specialist engineers. Discuss and agree 

frequency of these meetings with your delivery manager. 

 » Meetings with the school and/or community to share progress of 

the project. 

 » Project steering group meeting (project governance) attended by 

the school and Board representatives, delivery manager, property 

advisor, a Ministry communications and engagement specialist, 

quantity surveyor and architect/s. Held monthly or every two 

months, depending on progress and the project’s complexity, to 

ensure everyone understands how the project is tracking, delays 

or challenges and how these are being managed. These continue 

through the construction stage.
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Construction stage

 » Logistics meetings (school representatives, delivery manager, 

Ministry-appointed project manager and the contractor’s project 

manager, construction observers) to provide an update on progress 

and any issues that have arisen during this stage. You will be asked 

to share the school events calendar for the upcoming 2–4 weeks 

for these meetings. It’s useful to share these updates with the wider 

school board. The delivery manager is available to attend Board 

meetings to answer questions. 

 » Site meetings (delivery manager, project manager, quantity surveyor 

(as needed), designer and the contractor’s lead) to manage the 

technical, day-to-day details during construction. Anything needing the 

school’s input will be raised with the school by the project manager. 

 » Project control group meeting (school, delivery manager, project 

manager, quantity surveyor, design lead and contractor project 

manager) to update, discuss and agree decisions on high-level issues.

 » Your property advisor may also attend some meetings during the 

construction stage. 

Training and handover 

 » Training and handover meetings (typically two or three) are held 

towards the end of the construction stage to ensure the school can 

operate in the new building/s. Your property advisor and delivery 

manager will support you to understand ongoing maintenance 

and systems training requirements. Any documentation, such as 

manuals, warranties, building warrant of fitness, Certificate of  

Public Use, Code of Compliances, workmanship guarantees, etc,  

will be handed over to you following these meetings (copies will  

be held by the Ministry). 

 » You will be given a maintenance schedule specific to your school 

or building that details the work you will need to do to ensure that 

warranties are not voided. These may include requirements that the 

building/roof be wash-downed at specific intervals, or using specific 

products on surfaces, for example. 
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 » You are responsible for organising content insurance for the  

new building/s.  

More information about content insurance can be found  
on our website. 

 » The Ministry insures all school buildings. However, the Board  

is responsible for insuring Board-owned property.

 » Your delivery manager will update the site plan in Helios. It’s 

important the site plan is kept up to date and corresponds with the 

property information on Helios. The property information on Helios 

informs ongoing capital funding for the school, is used to calculate 

the Property Maintenance Grant, and provides a record for our 

insurance. If you’re unsure how to access Helios to see if your site 

plan has been updated, talk to your property advisor. 

https://www.education.govt.nz/school/funding-and-financials/insurance/contents-insurance-for-schools/


27

Step 8: Preparing for 
construction 

Construction projects can be disruptive. In some cases, it will be  

necessary to demolish the buildings to be replaced before construction 

can start. Where possible, this is scheduled to take place during school 

holidays, to help minimise the impact on school operations. However,  

it may mean classes need to be moved to alternative spaces, which may 

include halls and libraries – this is called decanting. Additional, temporary 

accommodation may be needed to provide short-term decanting or 

teaching space for your school. What is provided at your school will 

depend on your need, the suitability of the site, the solutions available  

in your area, and the speed with which they can be delivered. 

Parts of the school may be inaccessible. Exit and entrance routes may 

change. We will work with your school to enable smooth delivery of 

teaching and learning during construction. Our contractors are used to 

working on school sites and will develop management plans with you  

for tolerance issues such as noise and dust, as well as hazards such as 

trips, falls and asbestos. Along with the high level of safety required for  

a construction site, the health and safety of school staff, students and  

the school community, is paramount on all Ministry-led projects.

Construction delays

Construction projects rarely go without a hitch. Sometimes, even a simple 

job can reveal unexpected and complex issues. These may include:

 » asbestos – removal and risk mitigation

 » weathertightness remediation – sometimes the scale of the existing 

issue is only apparent once we start

 » inclement weather
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 » consenting – delays through relevant authorities

 » unexpected underground services or ground conditions –  

instability or an archaeological discovery

 » third party delays – sometimes neighbours or residents’ associations 

need extra support

 » unsatisfactory performance by contractors, designers  

or other suppliers

 » material or freight delays.

Issues can be mitigated, and problems solved, through good 

communication and by working together. We’ll be with you every step  

of the way. We will share information with you regularly but typically  

you won’t be required to have input on the day-to-day on-site decisions.
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Step 9: Looking after  
your community

Keeping your community informed

We will work with you to identify stakeholders who may be interested in, 

or impacted by, your school project.

Through the project journey, we will support you to develop internal  

and external communications about the school and to engage with  

your stakeholders. 

You are responsible for updating your school community and the broader 

local community. How you decide to do this is up to you. As an example, 

you may want to:

 » host a community meeting at the school

 » create a dedicated page on your website

 » post plans on the school noticeboard

 » provide newsletter or social media updates

 » celebrate milestones and successes.

We can also help you decide what and when to communicate. In particular, 

for multi-year projects, months can go by before a useful update can 

be shared. 

Ask your delivery manager to help you identify key opportunities in the 

project lifecycle that would be useful to share with your school community 

and other interested parties. Get the students involved where you can; this 

is their space.
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Dealing with the media

Sometimes, a school project can come to the attention of the media.  

In these instances, we will work with you to ensure accurate messages 

about the programme and project are provided. 

If you get a media query about your school project, please let your 

delivery manager or property advisor know so we can support you with 

accurate and consistent messages. Or, you can direct the journalist to 

media@education.govt.nz if you would prefer not to deal with media. 

More information about dealing with the media  
can be found on our website.

mailto:media@education.govt.nz
https://www.education.govt.nz/school/boards-information/media-enquiries-information-for-schools/#sh-dealing%20with%20media
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Step 10: Health and safety 
management

When a construction project is carried out on school property, several 

parties including the school, project manager and contractors will have 

varying levels of health and safety responsibilities. School Boards have 

a legal responsibility under the Health and Safety at Work Act 2020 to 

ensure the health and safety of staff, students and others on the premises.  

The main contractor will ensure their work is carried out safely. Their role 

is to:

 » manage contractors

 » keep the construction site isolated from students and staff

 » manage safe access of vehicles and materials to the site

 » manage emergency procedures and incidents. 

The project team will meet regularly with you to report on, and discuss, health 

and safety issues. If you have any concerns, talk to your delivery manager.

More information about health and safety roles and 
responsibilities can be found on our website. 

Asbestos management

Where asbestos is present and needs to be disturbed and/or removed 

during a refurbishment or demolition, the project manager or main 

contractor will advise you, so you can inform staff, students, parents, 

neighbours and others affected of the potential risks. Communications 

material and support will be available to you.

https://www.education.govt.nz/school/health-safety-and-wellbeing/
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Management of the asbestos work would be part of the project as all 

asbestos removal works need to be carried out by specialists to safely 

manage the risk of exposure to asbestos fibres.

More information about asbestos management, including a 
helpful check sheet to guide you through the correct steps, 
and other critical risk activities, can be found on our website.

If you need help communicating about health and safety to your 

community, your property advisor or delivery manager are available  

to support you with your messaging. Templates for this can be found  

at the above webpage.

https://www.education.govt.nz/school/property-and-transport/health-and-safety-management/asbestos/#sh-property%20asbestos
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Step 11: How to escalate issues

For Ministry-led projects, your delivery manager is your first point of 

contact if you have issues you would like addressed. If you feel these 

issues are not being dealt with you have the option to escalate your 

concerns. Talk to your delivery manager or property advisor about  

these options.

Let’s get started

Thanks for taking the time to read this handbook. An infrastructure 

project for your school is an exciting time and we hope this has given you 

a better understanding of the journey you are about to take. We aim to 

support you every step of the way to ensure your goals for your school 

are achieved and to make the process as simple and as straightforward as 

possible. We look forward to working with you and your school whānau. 
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