
 
Submission from Tomorrow’s Schools Independent  Taskforce  
 
Hon Chris Hipkins  
Minister of Education  
 
 
Thank you for the opportunity to meet with you on February 11th at 10 am 
 
We are delighted that many of the recommendations in our final report Our Schooling 
Futures: Stronger Together/Whiria Ngā Kura Tūātinitini https://conversation-space.s3-ap-
southeast-2.amazonaws.com/Tomorrows+Schools+FINAL+Report_WEB.pdf 
 were accepted by the government in its response  Supporting all schools to succeed 
https://conversation.education.govt.nz/assets/TSR/November-2019/TSR-Government-
Response-WEB.pdf 
 
Given the Covid-19 pandemic, it is perhaps not surprising that our final report and the 
government’s response have not recently been top of mind in the schooling sector. It is 
unfortunate though, because looking to the future we all agree that building a more 
connected and collaborative system and providing more targeted support and guidance 
require a committed behavioural and culture shift over many years by all stakeholders.. 
 
We have chosen to focus on five key areas related to the implementation of  Supporting all 
schools to succeed where we have significant concerns. 
 
Governance/stewardship and implementation  
 
The Supporting all schools to succeed reforms come out of a comprehensive review of the 
system which focussed on  critically important achievement, equity and well-being  
objectives.  
 
We expect that the Secretary of Education will  have established a wide-ranging governance 
process for the entirety of the substantial EWP. However, in our view it is unrealistic to 
expect the Ministry to simultaneously oversee: (i) its own redesign; (ii) operationalisation of 
new national and regional support capability and capacity; (iii) stewardship of major 
schooling system reform. 
 
 
It is  vital that, as these reforms are co-designed and implemented , stakeholders have a 
clear ‘roadmap’ about  why, what, how, and when change will occur. 
 
Our feedback from the sector so far is that many stakeholders and officials do not yet have 
clear answers to these questions. The result is growing confusion and suspicion.     
 
As part of addressing this issue we urge you to appoint a small expert Establishment Group, 
reporting directly to you, and working with the Ministry, to ensure that the overall design 
principles and objectives  that  underpin  ‘Supporting all schools to succeed’ are clearly 

Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82

https://conversation-space.s3-ap-southeast-2.amazonaws.com/Tomorrows+Schools+FINAL+Report_WEB.pdf
https://conversation-space.s3-ap-southeast-2.amazonaws.com/Tomorrows+Schools+FINAL+Report_WEB.pdf
https://conversation.education.govt.nz/assets/TSR/November-2019/TSR-Government-Response-WEB.pdf
https://conversation.education.govt.nz/assets/TSR/November-2019/TSR-Government-Response-WEB.pdf
JordanL
Text Box
Document 1



understood by stakeholders, particularly when choices need to be made regarding 
implementation priorities  and funding. 
 
Developing Māori medium networks 
 
Our recommendation for the establishment of an autonomous governance  body to support 
Kaupapa Māori was identified in the government’s response as a priority to be progressed in 
the next 18-24 months. 
 
We have no information about how this recommendation is being progressed and are keen 
to know more.    
 
The Education Support Agency  
 
The establishment of the Education Support Agency must  focus on rebuilding trust and 
providing a robust, responsive, efficient, and learning- centred service to schools, principals, 
teachers and boards.  
 
Successful implementation will signal substantial cultural change to the way the Ministry 
currently operates, both at the national and regional level.  
 
We believe, from what we know thus far, that there is a significant risk  that  changes will 
turn into an exercise only in re-naming and rebranding and thus create  sector cynicism and 
distrust of the Ministry of Education , and of the government’s reform commitment.  
 
Leadership  
 
School leaders are critically important to successful change and system improvement. This is 
particularly the case in our devolved education system.    
 
We note here that Leadership advisers both for boards and principals, employed by the 
Education Support Agency and working with the Leadership Centre are key to this.  
 
 
Our report recommended the establishment of a Leadership Centre in the Teaching Council. 
Our purpose was to ensure that leadership development was coherent, integrated (for 
example Leadership Advisers would work closely with the Leadership Centre at the Teaching 
Council) and properly planned as outlined in the Leadership Strategy, which is widely 
accepted as an excellent blueprint for development  
 https://renew.teachingcouncil.nz/content/leadership-strategy  
 
We note that the Nov 2019 cabinet paper moves away from the original intention to 
establish a Leadership Centre in the Teaching Council and proposes to divide responsibilities 
between the Teaching Council and the Ministry of Education  
https://conversation.education.govt.nz/assets/TSR/November-2019/R-3-Paper-3-
Redacted.pdf  
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We believe that the proposed approach will cause confusion in the sector, create 
unnecessary tensions between the agencies, and not achieve what is intended.  
 
Curriculum Centre  
 
Curriculum should be core in what happens in schools and in what teachers do and students 
learn. 
 
We note in our report that over the years, the Ministry has been unable to provide  
curriculum leadership leaving schools isolated and without expertise, support and 
leadership. 
 
Both our report and the government response recommended the establishment of a high 
quality national Curriculum Centre which would be a key part of a reconfigured Ministry. 
This Curriculum Centre will work with an expert external advisory group and the Education 
Support Agency to enable effective implementation and review of the new Zealand 
Curriculum and Te Marautanga o Aotearoa -this would include implementing the 
recommendations  of the Curriculum and Progress MAG, the strengthening of NCEA, the 
work currently ongoing with New Zealand histories, and addressing important  issues 
around Mathematics  and Science curricula and pedagogy. 
 
However, we understand curriculum leads in regional offices are already being appointed 
and curriculum reviews have been established- on an ad-hoc basis. Given the current lack of 
national curriculum leadership, expertise and capacity in the Ministry of Education, this 
approach risks ‘putting the cart before the horse’. 
 
https://www.education.govt.nz/our-work/our-role-and-our-people/careers-in-
education/curriculum-leads-recruitment/s 
 
We are concerned that this process has been put in place without an overarching 
framework (roadmap) such as the one proposed and  this piecemeal approach will fail to 
have any lasting impact on teaching practice.   
 
Conclusion  
 
Covid-19 has placed huge demands on government and government officials. 
 
Whilst it has further exposed weaknesses in our education system and reinforced the urgent 
need for change, it has also signalled new opportunities and possibilities.  
 
We remain keen to work with you and officials to ensure that the changes you have agreed 
to, actually make a real positive difference. 
 
 
Tomorrow’s Schools Independent  Taskforce  
 
Barbara Ala’alatoa  ONZM 
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Prof Mere Berryman ONZM  
Bali Haque (Chair)  
Prof John O’Neill 
Dr Cathy Wylie MNZM 
 
 
February 3rd 2021 
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Minster of Education 
Wellington  

February 22  2021 

Kia ora Chris  

Thank you for meeting with us on 11 February, and for updating us on current work 
implementing key elements of Supporting all schools to succeed. 

We were reassured to hear that Supporting all schools to succeed remains the 
roadmap for significant change for our schooling system. In particular, we were 
relieved to hear your reassurance about the role of Leadership Advisers, the 
essential connection between individual schools and the local ESA. We were also 
reassured by your clear expectation of a strong national curriculum centre within 
the Ministry of Education.   

We reiterate our concern that what is happening appears ad hoc, and is 
undermining sector faith that there is indeed a roadmap to achieve Supporting all 
schools to succeed. We believe that there is now a significant danger that the way 
changes are being implemented  (ESA, Leadership, Curriculum/Professional 
Development, and Kaupapa Māori governance )  runs the risk of ‘ticking the boxes’, 
but missing the mark.  

Cynicism is reappearing about the possibility of realising this integrated package of 
measures that will build trust and capacity and thus lead to significant sustained 
cultural change in the way that the system operates, and its effectiveness and ability 
to really make progress. 

For example, we – and others – have been concerned about 

• The announcement of a ‘curriculum refresh’ apparently without the ‘frame’
of the Curriculum Centre within the MoE. This risks yet another piecemeal
subject by subject review, which will produce problems in the long run.

• The  possibility that the establishment of the ESA is turning into a rebranding
and re-naming  exercise, rather than the basis of significant cultural change
in the way the MoE operates.

• The recent proposal from the Teaching Council to radically change principals
appraisal processes without either the frame of the Leadership strategy, or
looking ahead to the appointment of Leadership Advisers who would be
central in providing support to principals.
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Page 2 of 3 
 

• The establishment of an autonomous Kaupapa Māori  body
which  includes  Te Rūnanga Nui Ngā Kura Kaupapa Māori o Aotearoa and
Ngā Kura ā iwi o Aotearoa . By all accounts, little or no progress has been
made. It’s intention may well have been captured by Māori medium across
the wider compulsory setting. While progress across Māori medium is of
course positive, it  should not  compromise the growth of Kaupapa Māori
settings.

We understand the multiple pressures and decision points you have to contend with 
and acknowledge the need to be flexible and, if necessary, ‘bide your time’.  

This makes it even more important that you personally speak to the roadmap, and 
remind the education agencies that they need to be using it and referring to it in any 
new initiatives that are related to it. 

We urge you to 

1. Communicate the roadmap and likely timeframes to all principals and
boards, with user-friendly graphics, a brief commentary from you, and
provision of a hard copy of the Supporting all schools to succeed document

2. Appoint a  Kaitiaki group of  experts, practitioners and iwi with an
understanding of the document and its intentions. The group should have an
understanding of the document and experience in leading large scale cultural
transformation in complex organisations.

The purpose of the group would be to focus on developing answers to 
questions such as: 

- Are changes addressing the core intentions and spirit of the
commitments made in Supporting all schools to succeed?

- Are changes across the system aligned and coherent?
- How might the unintended consequences of changes be mitigated?
- Are the principles of the Te Tiriti o Waitangi being authentically

enacted?
- Will changes be sustainable?
- How will changes be evaluated?
- Are changes adequately resourced?
- Are timelines for change realistic?
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This should be an independent group reporting directly to you. We believe 

this is entirely appropriate since it would cover all the education agencies  and 

would not be specifically focussed on the work of the Ministry.  

o The establishment of such a group could be made public at the same
time as principals and boards are sent a copy of ‘Supporting all
schools to succeed’. We believe from what we hear that a group such
as this would provide important reassurance to the sector.

3. Prioritise the implementation of proposals in the report regarding
Leadership, Curriculum, strong local service delivery (through the ESA), and
the autonomous governance body for Kaupapa Māori which  includes  Te
Rūnanga Nui Ngā Kura Kaupapa Māori o Aotearoa and Ngā Kura ā iwi o
Aotearoa.

We look forward to further conversations with you 

Tomorrow’s Schools Independent Taskforce  

Barbara Ala’alatoa  ONZM 
Prof Mere Berryman ONZM 
Bali Haque (Chair)  
Prof John O’Neill 
Dr Cathy Wylie MNZM 
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Briefing for meeting with Minister Jan Tinetti (October 20th 8.30 on Zoom)   

written by the Tomorrow’s Schools Independent taskforce  

Bali Haque (Chair)  

Barbara Ala’alatoa,  

Prof Mere Berryman,  

Prof John O’Neil,  

Dr Cathy Wyllie 

We have serious concerns about the implementation of reforms documented in the Government 

response to our report ‘Supporting all schools to succeed’. 

The Schooling System 

What we intended:  

An ecosystem of interdependent, functionally connected parts accepting collective responsibility to 

deliver equitable schooling outcomes for all akonga. Enthusiasm and commitment to the new model 

built through active sector participation and conscious attention to growing the capability and 

capacity that is needed. Trust regained in the National MoE office  as system steward. 

A new Education Service Agency was key to this being possible.  

We intended a national, quasi-autonomous entity with delegated decision rights and budgets to 

deliver all support services to schools (other than property). Customised regional suites of support 

services, co-designed between regional office and schools. 

What we hear:  

COVID-19 priorities notwithstanding: Because this was made an operational matter, there is no 

momentum or enthusiasm for real system change, and little engagement with the sector.  Te Mahau 

has not been designed as an agency within the Ministry, with its own independence, but as part of 

the Ministry’s senior leadership team. There has been little indication that there will be substantive 

change in the operational model. We note  considerable sector scepticism that quality and 

timeliness of local support will improve, and continued and corrosive lack of trust. 

Curriculum Centre 

What we intended:  

A national centre of deep curriculum learning and teaching expertise sufficient to lead, develop, 

resource and facilitate growth in kaiako knowledge and skills across the curriculum and in each 

learning area, supported by regional teams of curriculum facilitators on the ground. 

What we hear:  

Insufficient numbers and expertise of national curriculum specialists, mostly in contract or working 

group positions. Multiple, hierarchical lines of authority/approval of development work at centre, 

without strong curriculum understanding at the highest decision making levels.  Absence of overall 

direction, co-ordination, sharing of insights and efforts to secure sector buy in . There is a lack of 

coherence across curriculum areas, and with the new learning progressions.  
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The promise and important opportunities offered by the Curriculum Refresh will be endangered if 

development is rushed. 

Leadership Centre 

What we intended:  

Dedicated, credible staffing and resources to deliver the Teaching Council leadership strategy,  in 

combination with the new education agency’s regionally based teams of leadership advisers to 

provide expert support to principals and boards and develop leaders locally.  

 

What we hear:  

Stand-off between the Teaching Council  and MoE on ownership of new Centre. Uncertainty over 

future of  the Teaching Council. Absence of sector confidence in credibility of MoE to run new 

leadership advisory service. 

Expert oversight  advice and monitoring  group  

What we intended  

We envisaged a comprehensive ‘connected up’ change process  that might take a few years.- 

because it is complex. Given our collective experience in the sector -we were very worried about  

politicians and officials turning it into a ‘big spreadsheet’ and  then into  another tick the box 

structural change – which in the change process, would lose sight of the original intent of the 

reform. 

To avoid this we proposed an expert monitoring group be established  to ensure that the intent of 

the reform effort was always front and centre. The Expert group would advise the minister directly.  

What we hear  

The reform process is increasingly characterised in the sector as confusing, chaotic and mostly ‘ yet 

another MoE restructure which will cause lots of churn but no real change’. 

The Minister did not agree to our proposal for an Expert Group on the basis that the MoE had 

operational responsibility for the changes.  

 

Observations: 

1. The sector is ready for change.  

In order to achieve equity of learner outcomes, the case for substantial change to national 

system stewardship, curriculum and leadership advisory services, and direct support services to 

learners and whānau has widespread sector and community support. This support needs to be 

leveraged; currently momentum and goodwill are being lost. 

2. Change needs to be adequately funded . 

Given the low reported levels of sector and community trust and confidence in the MoE prior to 

these changes, building momentum and enthusiasm for the changes government has approved 

was always going to be a big ask. COVID has certainly not helped. Even so, conservative Budget 
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appropriations to date are inadequate to initiate major behavioural and cultural change in the 

three change key vehicles where schools and communities want to see tangible improvements: 

Te Mahau, Curriculum Centre, Leadership Centre.  

3. Clear and coherent communication with the sector is vital 

 The Secretary of Education and Minister of Education are simply not front and centre engaging 

with and securing sector and local community buy in for the changes. Communication around 

major milestones and developments is poor or non-existent. Consequently rumours abound, 

most of which reinforce current perceptions of poor quality support to schools. 

4. The experience of COVID offers an opportunity  

Proposed changes can be seen as a major system opportunity to rethink what good means for 

learners and whānau, teachers and leaders, local communities, and the quality and logistics of 

support services delivery particularly through an equity lens. Done well, Te Mahau, the 

Curriculum Centre and Leadership Centre would  be major opportunity drivers for the schooling 

system.  

5. We need to urgently establish an independent expert group 

We are now more convinced than ever that requiring Moe effectively to simultaneously oversee 

system change and change itself, without the necessary resources, is setting it up for failure. The 

system cannot afford that. MoE needs the confidence and trust of the sector and communities if 

the system is to thrive. So, again, we strongly advocate the establishment of an independent 

expert group to monitor, advise on and challenge progress of the government approved 

changes.  
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Establishing an Education Service Agency [working title only] within a Redesigned Ministry of Education 

Overview of the proposed design

Ākonga with their whānau living and learning in their communities...

...being supported at a local and regional level by the ESA alongside other agencies...

...supported by a set of redesigned enabling Ministry functions...

...all linked together by feedback loops driven from the centre outwards…as well as exchanges of 

people and expertise between educators, Māori organisations and others, and the ESA and Ministry

Proposed Ministry Groups

This is a design proposal and no final decisions have been made.  

Details on each proposed group are provided in the following two slides  

Corporate Group

Ākonga 
& Whānau

These four slides provide an overview of the proposed high level design for the ESA within a 

redesigned Ministry of Education to give effect to Cabinet decisions in 2019 on the reform of the 

Tomorrow’s Schools system, in particular to: 

“establish more responsive, accessible and integrated local support for early learning services 

and schools by substantially rebalancing the Ministry of Education towards more regional and 

local support, through the establishment of a separately branded business unit, the Education 

Service Agency (ESA)”.

Cabinet recognised that the changes would require ongoing investment of time and resource 

and would be staged over a number of years. 

The changes outlined here are the foundation steps. They create the leadership structure and 

overall design of the new ESA and redesigned Ministry for its roles across the whole system. 

They seek to shift the centre of gravity of the Ministry toward the frontline, shifting resources from 

the Ministry to the sector-facing ESA (represented in blue in the diagram opposite). 

The next stage, over the coming months, will see the Ministry engaging and working together 

with educators, te Tiriti partners, and others to collectively build how the ESA will work with them, 

and how they will work with the ESA. This will help the new leadership team as they do further

design work in late 2021 and into 2022.

We shape an education system that delivers 
equitable and excellent outcomes… 

1

Key

The Ministry’s purpose and roles

We shape an education system that delivers equitable and excellent outcomes. We fulfil 

this purpose through two distinct roles:

• Our shaping role is where we work on the policy, settings and performance of the 

education system so that it is well placed to deliver outcomes for ākonga and their 

whānau, from early learning/kohanga through schooling/kura/wharekura and tertiary 

education/wānanga.

• Delivering services and support is our operational role which is provided 

nationally, regionally and locally. It includes significant services that the Ministry 

provides directly to ākonga and whānau, such as specialist learning support, but 

most Ministry services are delivered through educators, tuamaki, kaiako and others.

The strength of our system depends on the Ministry working with our national partners, the 

Tertiary Education Commission, the New Zealand Qualifications Authority, the Education 

Review Office and other agencies; with the sector (early learning/kohanga, 

compulsory/kura/wharekura and tertiary/wānanga); and through our relationships with our 

te Tiriti partners and pacific organisations and others in the community such as employers 

and non-governmental organisations. 

Note: Māori names for the proposed design are being developed in consultation with Māori    
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Operations & Integration Group

The proposed design establishes an Operations & Integration Group to provide central 

services (e.g. service design, practice guidance, regulation, insights and data) by:

• bringing people, innovation and design together to create new opportunities for the 

support the ESA provides and to challenge and change the things that are not 

working

• positioning the data and insights capability closer to service design and delivery 

where it is applied

• supporting the Regional Delivery Groups with user-oriented, culturally capable and 

inclusive service design, national-level functions and system, and practice guidance 

for learning support and related functions (e.g. national funding system, national 

regulation functions)

• working with the Education Review Office and New Zealand Council for Educational 

Research to develop a system-wide, English- and Māori-medium national research 

and evaluation plan

• establishing a strong partnership with the Policy & Integration Group so that policy, 

service design and operational delivery are aligned and informed by frontline insight 

• providing national-level emergency management (e.g. COVID-19 response)

• providing a national-level operational view for Ministers and other agencies.

Regional Delivery Groups 

The proposed design establishes three Regional Delivery Groups that collectively lead the provision of ESA services to the sector. Having three regional groups reflects the scale and scope of the 

ESA’s regional operations. The proposed initial locations for regional offices for these groups (which may be adjusted over time) is based on current Ministry regions – Northern (Te Tai Tokerau, 

Auckland); Central (Waikato, Bay of Plenty Wairaiki; Hawkes Bay Tairāwhiti; Taranaki, Whanganui, Manawatū); and Southern (Wellington, Nelson, Marlborough, West Coast; Canterbury, Chatham 

Islands; Otago, Southland). The Groups will work with te Tiriti partners and with the sector to tailor and deliver support and resources that are relevant at a local level. They will also share practice with 

other ESA and Ministry Groups. The Regional Delivery Groups will operate as a joined-up team, with the Directors of Education working collaboratively as one group. It is proposed that the Regional 

Delivery Groups will:

1-3

4

5

31

Corporate Group

45

Ākonga 
& Whānau

2

• provide local and regional services that are flexible and responsive to local need

• develop relationships and partnerships at regional and local level, holding and growing deep 

relationships with mana whenua, iwi, hapū and Māori

• strengthen relationships with our diverse communities that support Pacific peoples, children and 

young people with disabilities, children and young people with learning support needs, and 

ākonga from disadvantaged backgrounds

• deliver high quality learning support to those who need it

• provide marautanga/curriculum advice and support to educators/tuamaki and kaiako so they can 

develop local curricula/marau ā kura within national guidelines and frameworks

• provide insights from the frontline of education and from communities on emergent trends, what 

is working and what needs to be resolved through the efforts of the organisation as a whole

• providing the a real-time ‘system’ view and frontline operational perspectives at the leadership 

team.

Te Marautanga – Curriculum Centre 

The proposed design establishes a Marautanga - Curriculum Centre to provide leadership, expertise 

and partnering to support the delivery of inclusive, quality local curricula/marau ā kura by:

• holding and bringing together expertise to develop and design curricula and marau-a-kura across 

Te Marautanga o Aotearoa, New Zealand Curriculum and Te Whāriki

2

What does each proposed Group in the ESA do? 

• bringing together curriculum, quality teaching and national level tools to support the delivery of inclusive and 

quality local curricula/marau ā kura

• developing curricula that respond to and sustain te reo, mātauranga Māori, Pacific, children and young people with disabilities, and children and young people with learning support needs

• managing both immediate and longer-term Māori medium and English medium teacher supply so the workforce is in place to deliver the curriculum

• supporting and being informed by feedback from the curriculum advisors in Regional Delivery Groups

• lead the work on Aromatawai, Curriculum Progress and Achievement, the refresh and regular review of the curriculum, the New Zealand Histories Curriculum and the NCEA review. 
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Policy & Integration Group 

The proposed design establishes a unified Policy & Integration group to shift ways of 

working to increase responsiveness to the frontline by: 

• providing whole-of-system policy advice to Ministers covering early learning, 

compulsory and tertiary education

• providing policy advice to address inequity across the whole ākonga pathway, 

particularly for Māori, Pacific peoples, children and young people with disabilities, 

children with learning support needs, and ākonga from disadvantaged backgrounds

• providing regulatory stewardship across the Ministry’s core regulatory systems

• working collaboratively with the Operations & Integration Group and other government 

agencies 

• responding to the ESA’s needs to develop policy solutions. 

Infrastructure & Digital Group 

The proposed design establishes an Infrastructure & Digital Group to provide connected and accessible national digital and physical infrastructure and transport services to the schooling network. 

It is proposed that the Infrastructure & Digital Group would:

• integrate and deliver digital and network solutions with property / transport solutions

• provide a centre of expertise for national-level asset management, procurement, and capital cost efficiencies

• support ESA national planning expertise and respond to ESA network design requirements.

Office of the Secretary for Education

The proposed design retains an Office of the Secretary for Education to support the Secretary and provide a 

central point for the ongoing ESA and redesigned Ministry change process.

It is proposed that the Office would support the Secretary and support the change process by:

• supporting the Secretary

• maintaining oversight of the change process and holding the organisation to its transformation intent as 

further change and evolution is developed

• leading internal audit and compliance activities.

Corporate Group

The proposed design establishes a Corporate Group to deliver the essential statutory and 

corporate functions. These enable the Ministry to operate effectively and fulfil obligations such 

as reporting to Parliament. It is proposed that the Corporate Group would support the ESA’s 

organisational functions by:

• providing essential Ministry-wide services, such as procurement, communications, facilities, 

legal, finance, and people capability

• supporting the governance of the organisation as a whole, including functions such as 

government, executive and ministerial servicing, performance reporting; Crown entity 

monitoring and appointments; and corporate strategy and performance

• providing sector industrial relations-related functions, such as collective bargaining, workforce 

strategy and holding the relationship with the Education Payroll Limited. 

Māori Education Group

The proposed design retains the Māori Education Group. It is proposed that the Māori Education 

group will support the ESA and Ministry by:

• providing a national view of Māori education (including Māori-medium education and Māori 

education) to support the ESA and wider Ministry Groups

• building capability across the new leadership team to operate effectively at the interface 

between the Crown and Māori, reflecting te Tiriti partnership

• presenting a critical voice of the system for te ao Māori and te Tiriti perspectives.

6

7

8

9

10

6

8

7

Corporate Group

9

10

Ākonga 
& Whānau

3

What does each proposed Group in the redesigned Ministry do? 
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An ESA design to give practical effect to Government’s intent  

Enduring design principles and kaupapa 

for the organisation’s design and 

operation 

Design principles:

1. Te Tiriti – Give practical effect to the articles of te

Tiriti o Waitangi by making them relevant and 

present in all we do.

2. Learner and whanau centric – Grow and 

develop our own capability to reflect the strengths 

and diversity of all learners and their whānau.

3. Partnerships – Establish authentic and 

transparent relationships with our partners that 

enable local decision making and ownership.

4. Evidence-based – Proactively develop 

sustainable solutions and services that are driven 

by evidence to anticipate and influence change.

5. Service-oriented – Capacity and capability is 

organised for collaborative and integrated ways of 

working to drive aligned service delivery.

With ‘the way things are done’ grounded in our Te 

Hurihanganui kaupapa

• Te Ao Māori – Rich and legitimate knowledge is 

located within a Māori world view.

• Tino Rangitiratanga – Māori exercise authority 

and agency over their mātauranga, tikanga and 

taonga.

• Whanaungatanga – Whānau relationships are an 

exemplar for authentic, meaningful and 

transformative relationships.

• Te Ira Tangata – Everyone is born of greatness 

and imbued with inner potential and conscious 

awareness.

• Mana Ōrite – Te Tiriti o Waitangi is the foundation 

for equal, reciprocal, respectful and 

interdependent relationships. 

• Te Hāngaitanga – We must take collective 

responsibility for ensuring Māori can enjoy and 

achieve education success for Māori. 

Ngā Mahi – establishing the ESA 

“take action to ensure we have the support 

functions needed…  … that is deliberately 

designed to be more locally responsive, 

integrated, and accessible. The Secretary for 

Education will … design an Education Service 

Agency (ESA) (that is a separately branded 

business unit within the Ministry of Education”,

“a reset from a highly devolved, largely 

disconnected, and autonomous set of institutions, 

to a much more deliberately networked and 

supported system that is more responsive to the 

needs of learners/ākonga and their whānau”.

a te Tiriti honouring organisation. That develops 

and improves its kāwanatanga role and capability 

and in partnership with iwi and Māori, recognising 

and supporting tino rangatiratanga as appropriate 

and needed to support ākonga and whānau 

success. 

“much more responsive, accessible, and 

integrated support to governors, leaders, 

teachers, learners/ākonga and their whānau”. 

“build a much better resourced regional function 

that has a deeper knowledge across a range of 

service areas”. 

“sufficient resources and the right capacity and 

capability to have close working relationships with 

every school/kura, early childhood 

education/kohanga centre and, where 

appropriate, tertiary providers/wānanga”. 

“more localised and timely support for 

governance, leadership, curriculum, teaching and 

learning practice, and sharing of good practice, 

from early learning through schooling and 

ultimately further learning and employment.”

“of and for the sector and needs to include more 

permeability between the support functions and 

the sector”.

“recognise the appropriate location of different 

functions at local, regional and national levels”. 

“localised/regionalised support system to have 

more decision rights and flexibility with funding”.

Excerpts from Succeeding for all – Cabinet 

decisions on the reform of tomorrow’s schools

The proposed design:

Recognises that excellent and equitable education and wellbeing outcomes 

for ākonga and their whānau will come about through a partnership

between:

• those alongside them – educators, hapū and iwi, education specialists (some 

from the ESA), employers and others in their communities

• the ESA that is designed to deliver support and other services to the groups 

above (including regulatory services), enabled by the rest of the Ministry

• other agencies and organisations at a local, regional and national level. 

Deliberately shifts the Ministry of Education’s focus towards service 

delivery and partnership at regional and local levels 

• significantly strengthens front-line voice and decision making at the Ministry’s 

leadership team table with five new ESA Deputy Secretary roles      

• powers up ESA delivery with service design capacity and capability and 

insights and data

• creates a regional structure that can grow implementation capability and create 

people exchanges between educators/Kaiako/tuamaki and Māori organisations, 

and the ESA and Ministry 

• creates more effective leadership and management structures for the ESA’s 

large service delivery teams, including for learning support. 

Creates the Te Marautanga – Curriculum Centre as part of the ESA: 

• with a Deputy Secretary role in the Ministry’s leadership team. 

• provides a central curriculum design and practice guidance function for Te 

Marautanga, the New Zealand Curriculum and Te Whāriki alongside the 

functions to support educators and experts to deliver a local curriculum/ marau 

ā kura (e.g. Professional, learning and development) 

• strengthens inclusive curriculum and teaching into the core of the curriculum 

centre, in particular strengthening te reo and matauranga Māori, Pacific, 

learning support, and disability

• provides the practice guidance functions for the staged expansion of curriculum 

expertise to be built into the local level of the ESA regional delivery groups 

• maintains connections between Māori- and English-medium teacher supply and 

curriculum.

Continues to strengthen how we deliver for disabled ākonga and ākonga 

who need additional learning support:

• so frontline teams have a regionally-led structure as a core part of the ESA with 

greater regional and local decision rights 

• increases the number of deputy secretaries with learning support and disability 

delivery at the leadership team table 

• enables the learning support delivery model 

• strengthens learning support and inclusive education as core to curriculum and 

professional development 

• retains central functions of service design, practice guidance and funding-

system management for consistency of service.

Strengthens the Ministry’s kāwanatanga capability to partner with Māori at a 

local and regional level to support their tino rangatiratanga role:

• hardwires the Te Arawhiti Māori-Crown relationships framework1 into the core 

of the ESA  

• partners directly with iwi and Māori so that tino rangatiratanga can be 

exercised, for example, in relation to mātauranga Māori and Māori-medium.

• builds Māori capability into the leadership teams of all Deputy Secretaries 

• emphasises the capability at the Ministry Leadership Team to operate 

effectively at the interface between the Crown and Māori, reflecting the te Tiriti 

partnership. 1 PartnershipGuidance_310619 (tearawhiti.govt.nz)

Critical consciousnessKaupapa Māori
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https://www.tearawhiti.govt.nz/assets/Tools-and-Resources/Building-closer-partnerships-with-Maori-Principles.pdf


Hon Jan Tinetti  
Associate Minister of Education: School operations  
Parliament Buildings 
Wellington  
 
June 21 th2022 
 
Kia ora Jan  
 
Congratulations on your new role – everyone is delighted! 
 
I want to  acknowledge the work that has been done to cope with the huge demand Covid 
has placed on the government -and the difficulties of managing competing demands on 
time and resources. The government has much to be proud of.  
 
However, I fear that there is a real danger that we will fail to achieve the equity and 
achievement goals we have set for ourselves- and in so doing we will increasingly become 
very vulnerable to criticism from all sides of the political spectrum.  
 
I refer in particular to the commitments made by the government regarding the 
implementation of the Supporting all Schools to Succeed report - as detailed in the relevant 
cabinet paper.  https://conversation-space.s3-ap-southeast-2.amazonaws.com/Reform-of-
the-tomorrows-schools+system_paper-1-proposed-Government-pos.pdf 
 
Te Mahau 
 
The original concept approved by Cabinet was to provide a comprehensive network of 
support to schools and boards from regional and local offices coordinated by a quasi- 
independent operational agency in Wellington. The ESA (which turned into Te Mahau) was 
to be staffed with high quality personnel capable of responding, advising and if necessary, 
‘holding to account’. A crucial underpinning of Te Mahau was the devolution of resources 
and decision making to a regional and local level within a national framework. The 
appointment of a cohort of what we termed Leadership Advisers would act as a crucial link 
(both locally and nationally) between schools, Te Mahau, and the Leadership Centre. 
 
It was recognised that this would not happen overnight, but the goal was clear. 
 
Unfortunately, I believe the proper establishment of Te Mahau has been thwarted  in the 
bureaucracy  of the MoE and turned into an ‘operational matter’. It has, in other words, 
become just another MoE  restructure. In the process -the system changing intent and 
promise of the concept has been lost. 
 
The messages from the sector and many  MoE staff at the moment is that we have only 
managed to create another layer of administration in the system, which has actually made 
matters worse. 

Rele
as

ed
 un

de
r th

e O
ffic

ial
 In

for
mati

on
 Act 

19
82

https://conversation-space.s3-ap-southeast-2.amazonaws.com/Reform-of-the-tomorrows-schools+system_paper-1-proposed-Government-pos.pdf
https://conversation-space.s3-ap-southeast-2.amazonaws.com/Reform-of-the-tomorrows-schools+system_paper-1-proposed-Government-pos.pdf
JordanL
Text Box
Document 5



I would urge you to revisit the purpose of Te Mahau, check progress and provide the 
political leadership and resources, particularly to properly fund Leadership Advisers, that are  
necessary to ensure we get back on track 
 
Curriculum Centre  
 
The Curriculum Centre was to be another crucial part of Te Mahau.  
 
The original concept was to establish a national centre of deep curriculum development and 
learning and teaching expertise sufficient to lead, develop, resource and facilitate growth in 
kaiako knowledge and skills across the curriculum and in each learning area- supported by 
regional teams of curriculum facilitators on the ground. This is much more substantial than  
the new Te Pouhātū: The Curriculum Centre. A real difficulty for what was envisaged – and 
what is needed – is that the curriculum refresh was already underway before Te Pouhātū:  
The Curriculum Centre was even established  
 
A curriculum refresh should be properly planned- and as you will be aware-this involves 
much more than a timeline and a template which, in this case, was based on one curriculum 
area, Aotearoa New Zealand Histories. We need to think carefully about purpose, structure 
and  pedagogy across all learning areas as well as the associated assessment and PLD.  
We cannot do this in bits. 
 
Refreshing the curriculum based on the current trajectory will not address  equity or 
achievement issues. I suspect it will however create considerable workload and negativity. 
 
I urge you strongly to slow down the implementation of the curriculum refresh, properly 
establish a Curriculum Centre to consider the curriculum as a whole, and most importantly 
develop the associated teacher PLD, assessment materials, and resourcing in a coherent 
manner.  
 
NCEA  
 
The fact that the NCEA review work started  before the curriculum refresh is telling and 
reveals the poor thinking behind the curriculum refresh. Depressingly - this is precisely  the 
same mistake that was made in the 2007 curriculum and later NCEA reviews. There seems 
to be a view in the MoE that the NZC and NCEA are unrelated, when it is clear that the 
qualification inevitably significantly influences what gets taught and how it is taught. 
 
Sadly,  almost all the NCEA changes that the government is planning represent a step 
backward. It seems the Government has chosen to make peace with the same traditional 
schools who have never supported  NCEA or have been lukewarm about it. And those who 
had taken up the challenge of the flexibilities of this qualification have been left high and 
dry in the wilderness.  
 
What is so frustrating is that the NCEA was actually beginning to work in the way it was 
intended to in a large number of schools . The return to a ‘subject’ set of achievement 
standards, the refocus on external assessment, and the knee jerk imposition of new literacy 
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and numeracy standards will be enormously damaging because they tackle the issues from 
the wrong place.  
 
I urge you to put the NCEA changes on hold,  and allow further reform of the NCEA, to be 
led by a strong  Curriculum Centre that first ensures the integrity of the Curriculum Refresh. 
.  
 
Leadership  
 
Strengthening leadership and positioning it to work more collectively  was a key part of the 
Supporting all Schools to Succeed report. Sadly  the ‘Leadership Space’ has turned into what 
can only be described as a debacle. 
 
It really is an absolute disgrace that government agencies have effectively sabotaged this 
critically important reform because they were not able to agree  on who should be 
responsible for what. The resulting compromise of splitting the responsibilities is expedient 
but (unsurprisingly) ineffective.   
 
I urge you to take the lead by establishing and funding a Leadership Centre as per our 
recommendations .   
 
No systems approach  
 
If we  want to make a difference and tackle the real issues -  we need a systems approach to 
reform. What we have is a piecemeal,  ticking boxes exercise – without any coherent 
articulation of the purpose or vision. Different parts of the MoE  are  not working together, 
and nor are the different education government agencies . The result, from the perspective 
of the sector is that  changes appear to be uncoordinated and chaotic, missing the 
opportunities to grow the trust that is essential if collectively we are to be successful.  
 
The  taskforce I led strongly urged the government to establish a Kaitiaki  group to watch 
over the reform process. The dangers of poor implementation are hardly unknown and 
were clearly identified. This has not happened.  
 
I strongly urge you to establish a Governance group, or even a Review Group, independent 
of the Ministry of Education,  to report back to you about what is actually happening and 
what can be done to ensure the commitments made in the cabinet paper are properly 
implemented.   
 
We must solve  the mounting  equity  and achievement problems  in the schooling sector, 
but we will only be successful if we  address systemic issues that are holding us back. 
 
 I think  we are failing to do this. 
 
 
Bali  Haque  

  9(2)(a)
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