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MINISTRY OF EDUCATION
TE TAHUHU O TE MATAURANGA |

0 4 MAY 2018

Thank you for your email of 12 February 2018, to the Minister of Education, Hon Chris Hipkins,
requesting the following information under the Official Information Act 1982 (the Act):

e the following report as per your answer to written question 206(2018):
Northland Place Based Initiative, Kainga Ora — Options, received on
15 December 2017

As you are aware, on 28 February 2018, your request was transferred to the Ministry of
Education under section 14(b)(ii) of the Act, as this matter is more closely connected with the

Ministry’s functions.

There are three areas where Place Based Initiatives (PBI) are in place. These are
Gisborne/Tairawhiti, South Auckland and Northland. The Northland Place Based Initiative,
Kainga Ora was established in July 2016 to implement a social investment approach in a
locality with a particular focus on children, young people and whanau who are at most risk of

poor outcomes.

The policy intent of PBIs is to improve the way local leaders work with at risk children and
young people by transferring the control of resources, including funding, to local leaders. This
will enable members to share responsibility and accountability for achieving results for at risk
children based on their respective roles, their agencies’ roles and the expectation that their
agencies will work together and contribute resources for common outcomes. The Social
Wellbeing Governance Group will play an important facilitative role in driving strong social
sector collaboration.

Please find attached the Briefing Note: Northland Place Based Initiative, Kainga Ora - Options
as Appendix one. Some information has been withheld under 9(2)(f)(iv) of the Act to maintain
the constitutional conventions which protect the confidentiality of advice tendered by Ministers

and officials.

You may be interested to know that the Ministry of Education has proactively released four
documents previously on the Northland Place Based Initiative as follows:

e Cabinet Paper:. Northland Place: Northland Place-Based Initiative, Kainga Ora —

Progress Report
¢ Education Report: Update on the Northland Place-Based Initiative
e Cabinet Paper: Te Tai Tokerau, Northland Place-Based initiative: Memorandum of

Understanding and Funding
e Cabinet Paper: Te Tai Tokerau, Northland Place-Based initiative — Te Tai Tokerau,

Northland Place-Based Initiative Business Case

These are available on our website at the following link:

www.education.govt.nz/ministry-of-education/information-releases/information-releases-
from-past-years/the-northland-place-based-initiative/

OlA: 1110315
National Office, Matauranga House, 33 Bowen Street, Wellington 6011

PO Box 1666, Wellington 6140. Phone: +64 4 463 8000 Fax: +64 4 463 8001 education.govt.nz



Thank you again for your email. You have the right to ask an Ombudsman to review this
decision. You can do this by writing to info@ombudsman.parliament.nz or Office of the
Ombudsman, PO Box 10152, Wellington 6143.

Yours sincerely

/
/ atrina-(Casey

Deputy Secretary

Sector Enablement and Support

education.govt.nz
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To: o Chris Hipkins, Minister of Education -
Date: 14 December 201? o Priority: Kn;dlum
Security Level: - In Confldence METIS No: 1091 980,_':_- \
Drafter: Blythe Wood ~ |oor: 463 441
Key contact and number: | Susan Howan, 463 2839 Round rebin:, No
Messaglng seen by Yes )
Communications team:

Summary o _

o Your office has requested advice regardlng the ogtlons for the Northland Place
Based Initiative, Kéinga Ora. AN

o Background information on Kainga [_Ora‘.an'd the Northland population is provided.

J The Ministry has outlined options for 'yc:ur consideration.

Recommendations &

The Ministry of Education rac_gir[imends that you:

a. note progress to .datewaﬁd the challenges experienced by the Northland Place Based
Initiative, Kéinga‘-Qra" ;

b. note that prbv_idi'r'ig appropriate expertise in a lead or umbrella agency for Kainga Ora is
a conslderat!on in setting any expectations for its future operation

c. note that the current appropriated funding for all three PBI and the National Support
Team ‘ends on 30 June 2018

d. .fnote that the Ministry has identified the following options that could be explored further
v/ in the New Year: ls 9(2)(F)(iv) OIA] |
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Background

The origin of the Place Based Initiatives

1

Support arrangements for PBls
4.

In July 2016, Cabinet agreed to establish three Place-Based Initiatives (PBls), in
Tairawhiti, South Auckland and Northland, to implement a social investment approach
in a locality with a particular focus on children and young people most at risk of poor life
outcomes. The Ministers of Social Development, State Services and Education were
agreed respectively to be the responsible Ministers for the three PBls.

Minister Sepuloni is now the responsible Minister for both the Tairawhiti PBI and the

National Support Team in the Social Investment Agency. You are the responsible .~ ™

Minister for the South Auckland PBI and Northland PBI, Kainga Ora.

The policy intent of the PBIls Is to improve the way the social sector works with at, rlsk
children and young people by transferring the control of resources, including fundlng
decision making and accountability for outcomes, to local leaders. Thisis a progressron
to a community led approach from the community influenced approach of.the,*Social
Sector Trials." Funding for the Social Sector Trials ceased in 2016. in Noﬁhland the
Kaikohe Trial transitioned into the Northland PBI, Kainga Ora, in Dece ber 2016.

<

Each PBI has a lead agency supporting the responsible Mlmsters Jnterest this is the
Ministry of Education in the case of Kdinga Ora. Because; Kalnga Ora is not a legal
entity, the lead agency role provides the necessary Iegai structure and technical support
for administering the appropriation, reporting on its usé; employlng staff and entering
into an accommodation lease on behalf of Kainga Ora ,

It was not intended that the lead agency role could dlrect or control the activity of the
PBI. In fact, arrangements to establish the PB[s specrfically precluded this. In the case
of South Auckland PBI a Soclal Investment Bo‘ard was set up immediately. In Northland,
Education was given the lead agency r role for the Initial two years of operation in the
expectation that Kainga Ora would, be' ready to recommend to Cabinet that it be
established as a Social Investment Board from 1 July 2018,

All three PBIs have access to support by the National Support Team (NST) based in the
Social Investment Agency (SIA) ‘They provide tools, data and analytic support to the
PBIs to inform their decision making.

# ﬂ

Funding arrangements

[#

The three PBls and the NST are all funded under the” Place-Based Initiatives” tagged
contrngency Current funding expires on 30 June 3018. Should the tagged contingency
remain in pface 1hen consideration for future funding beyond June 2018 for the PBls and
the NST will* require Cabinet approval. Cabinet was due to consider a proposed future
model for K@Inga Ora, the other two PBls and the NST in November 2017.

We have Been advised by the NST that the three PBI and NST report backs have been
deferred until February 2018 at the request of Minister Sepuloni.

\§

4_\Ti\1é‘ "No"rthland PBI, Kdinga Ora

ﬁj_":g‘! i

" The governance for Kainga Ora was formed around an existing Northland group, the

Social Wellbeing Governance Group (SWGG), an interagency group made up of local
social sector agency leaders, including iwi'. The group have previously had success and
collective impact through development of a suicide prevention strategy in Northland,

known as the Fusion model,

1 Agencles represented are: Corrections, Northland DHB, Police, Te Puni Kokiri and the Ministries of
Education, Justice, Oranga Tamariki and Social Development
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10.

11.

Kainga Ora has a Cabinet appointed independent chair, Harry Burkhardt. Mr Burkhardt
has a letter setting out expectations of the role from the Minister of Education. Mr
Burkhardt is also the chairman of the Tai Tokerau Northland Economic Action

Plan Advisory Group.

A Memorandum of Understanding signed between the Minister of Education, as the
responsible Minister, and SWGG establishes accountability, performance indicators,
measures and funding arrangements between the parties for the implementation of
Kainga Ora to 30 June 2018, The funding appropriated is $1.64m in 2016/17 and  ,
$1.68m in 2017/18. Decisions regarding expenditure sit with the Governance Group e N,
and not the Ministry. They are glven effect through delegations held by Kéinga Ora staff (Qj)
employed by the Ministry, or more senior Ministry staff as appropriate, on the minute“-cé"

A
&

decisions of SWGG.
/"’%i:\v )
%\[gi&:)
Limited progress to date /%}%\\

Services to at risk individuals in the target population

12.

13.

14.

i:_;«v

Since its establishment in 2016, progress has been made in scalin %&he number of
children and their whanau being assisted by Kainga Ora; howe\aar%\(gfé’ has been slower
A

than anticipated. .

In the first year the initial focus was on targeting the :'%{ complex/highest needs

children. This meant that the performance measure of ﬁ%,iﬁtegrated service plans for

individual children and their whanau most at risk ofq{)/or utcomes was not achieved.

This measure is expected to be achieved in year Nizm /

The 570 are the first tranche of the estimated ((LB? t risk children and young people in
“end

Northland to be reached over five years. t}t‘ﬁ%' of November 2017, 492 integrated
service plans were in place. Details of the {Risk population 0-24 years in Northland is

attached at Annex1. P
Community action to reduce future at rgﬁ‘p(aglaﬁon
a

Co-designed community actignp| fis for an initial three target localities ~ Otangareli,

15.
Kaikohe and Kaitaia/Te Hikd -‘were to be in place by 30 June 2017. The governance
group has subsequently.agread that rather than develop new plans they will support
existing community acti gplans; in Kaitaia, "Make it Happen Te Hiku," in Otangarei the
Kéinga Ora o Otan @, egeneration Programme plan and in Kaikohe the community
action plan. <> v

16. The proposed. ngxt step was to establish community action groups In Kalkohe and
Kaitaia to led implementation of the plans. The governance group advised in November
that the ommunities do not favour this approach.

Financial géiforinance and investment planning

=Fl’ga Ora requested an 'in principle’ transfer of the unspent $650,000 to this financial

17-\{)’%@6?3 the slower than planned progress the budget for 2016/7 was not fully expended.

_ y&ar, this has been approved. The budget for this year is, at the end of November 2017,

N/

18,

36 percent underspent. The full year budget, at this stage, is projected to be underspent
by $981,000.

In the original business case it was proposed that a model of integrated service provision
and investment would be developed for Cabinet consideration during the first year of
operation. This proved to be far too ambitious, as have subsedquent plans for presenting
a proposal for Ministerial consideration in September and submission to Cabinet in
November 2017 (see SOC-17-MIN-0059). No clear plan has been provided at this polint.



. Appendix One

19. Kainga Ora have taken advice recently from Ernst & Young on the changes they need
to make to raise the performance of the initiative. The advice has indicated the need for
a clear strategic framework and programme logic, a specific operating model, enhanced
data analysis capability and enhanced operational capability for the PBI to be
successful. The SIA and the Ministry had also identified the need for this and have
previously suggested where the appropriate expertise and support could be sourced.
The Ministry has offered its expertise in planning, performance and evaluation to the
executive office but this offer has not been taken up.

independent chair would provide the necessary skills and expertise for the community (\
led approach. Additional support, data and analytical capability, would be provided by-
the SIA, and administrative and reporting support from the Ministry of Education. (

21, If Kainga Ora is to develop and support a model of integrated service pro and
investment in Northland then specific new expertise may be required. T 9\% ious
Minister advised that this was not a role that she expected the Ministry to p vide or to

resource.
22, Additional background information on Kainga Ora is attached at A@[};b%?%

O

Evaluation of the Place Based Initiatives

23. Kainga Ora is responsible for monitoring and evaluating {fhxlmpacts on outcomes at the
local level. The Ministry of Education has offered stu%)art and expertise to enable the
local team to developing their planning and evalu pacity. The PBI has yet to take
advantage of this support.

24. The Soclal Investment Agency Is respon I%‘z; nr the evaluation strategy for all three
PBls at the national level. This is eated to provide information on both the
effectiveness of the PBI models a the implications for the wider system and
strategic decislon making. The ti téQ e for this has not been confirmed. The SIA are
finalising an interim internal ass: a{\@;ent into the PBIs’ relative effectiveness in meeting

thelr objectives.

25. Should further funding b Kﬁght Treasury W|II be approached to provide comment on
the fiscal value of cur '@and future investment.

Need for new arraQﬁégments for Kainga Ora, and options

26, North!and h%s ne of the greatest proportions of children and young people most at risk
of poor‘ ?omes 12 per cent of Northland's total population of 0 to 24 year-olds have
been tl ied as having one or morej.three risk factors. Detail of risk factors is attached

at@

LICEtIO[‘I has an important contribution in preparing young people to either engage in

¢ further training, or enter the regional workforce fully prepared with the right skills and
attitudes. But the Ministry is not well placed to provide the expertise and leadership

%/ required to support Kainga Ora.
28. There has also been some tension for Kainga Ora in reconcliling the Ministry's role as a

member of the local governance group, and its lead agency role to monitor accountability
reporting. Kainga Ora are keen to have a neutral lead agency moving forward and

Education is supportive of this.
29. The Ministry could explore alternative options which could help Kainga Ora address the

needs identified by Ernst and Young, supported by a lead agency with the mandate and
expertise to guide the investment approach, upskill staff appropriately, and evaluate

effectiveness.

V4

20. It was envisaged that the executive office, established to support the PBI, and the N
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30. The Ministry suggests that consideration be given to placing the PBIs with a single
agency going forward and has had preliminary discussions about two possible

placement options. ls 9(2)(f)(iv) OIA]

Progressing optloﬁ%qand 2

37. The Miy sty suggest that it may be prudent not to undertake work on these options
withqut, a\declsmn to allocate further funding to Kainga Ora after 30 June 2018, as an
alternative investment plan redirecting regionally allocated multiple agency funding for
I'Ls purpose has not been developed.

iz urther work could be undertaken to develop the identified need for a strategic
‘ﬁamework programme logic and operating model. This work should include a
*“\g/ / reassessment and focusing of the role and the composition of the executive office

<<) support required.

39. If funding is required for this the Ministry suggests that some of thé funding from the
current underspend could be directed to achieving this early in the New Year.

Option 3: Allow the current funding to expire at 30 June 2018

40. Kainga Ora could conclude at 30 June 2018 when funding ceases. The funding provided
for the other two PBIs and the NST also expires at this point.
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41.

42,

43.

44,

45,

Annexes &y

The original business case provided funding for two years on the basis that, in that
timeframe, the initiative would gain traction on addressing needs of the first tranche of
at risk children and young people in target communities, identify the broader priority
needs to be addressed and identify opportunities to redirect social sector investment in
the region to be more effective. These gains have not been achieved as hoped, and
stepping away from any further commitment of PBI contingency funds to this initiative
would create the opportunity to look at a fresh approach.

If Kdinga Ora were concluded steps would be required to transition the existing
management of integrated service plans to appropriate agencies. These plans are for at
risk children who are already known to local agencies. Some of the current underspend
could be directed to ensuring that a smooth transition and ongoing identified services

and support for those children is ensured. \S? :

Closing the initiative sooner than 30 June 2018 would require the seven fixed ‘ter |
employees to have their contracts concluded at an earlier date, they would eq\lfé”a
period of notice of two months, the six seconded staff would require 4 wei/l%s%@ﬂ o.

\
The current Ministry held lease for the Kainga Ora premises is up for rengwahat the end
of June 2018 and could be concluded, by giving three months’ notic r%&;‘ﬁnarch, if not
required beyond 30 June. Cabinet decisions in February would enqgsl_ 1is liability to be

dealt with prudently. |
' B
Further information about the two options for continuing Kair %ﬁ)ra with another lead
agency is attached at Annex 4. \\
N

4
Fa

\\“
Annex 1: Background information on Cﬁ%&a Ora
Annex 2: QOverview of the At Ri%ﬁ%ﬁpufation 0-24 years in Northland
O

Annex 3: Statistics about th@\érth!and population

Annex 4: Informatio@%ﬁ’é’slble options for future lead agency positioning

9)
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L
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Annex one: Overview of the At Risk Population 0-24 years in Northland

1. Children aged 0 to 14 years are categorised as experiencing multiple risk factors, and
belonging to three or four risk-factor categories, which contribute to the high risk of poor

outcomes,

2. Young people aged 15 to 24 years are categorised as at-risk if they fit into one or more
of the risk factor groups; therefore there are overlaps in this age group.

5,769 At-Risk Children and Young People live in Northland

0-14 Age Group

1,041 6-14years with 3 or 4 risk factors

i
{| 0-14year
\.\‘ ' olds
: A
894 0-5swith 3 or 4 risk factors. CYF
nolification of abuse or neglect,
caregiverwith a Correclions
history, or long-term benefit

receipt; having a mother with no
formal qualificalions

J
Figure 1: Northland target population et%-’T‘Isk children and young people

15.19 Age Group

experienced 1,131
significant
childhaod

disadvantage

L

mental health 675
service users
with stand
downor CYF
hislory

16-19year & 10

555 teenageboys

with youth
justice or
correclions
history

leenagers

Ofds '.‘-; o
wilh health,
& 1\@

disability
issues or

285

leenage
girls E/

supported
by beneﬁ\i%\»

special needsy|

sole parents .o
on benefit
with youth

justice or

CYF history

o | (1]
1§§ekers in
é;f}s oorhealth

with youth
Justice or CYF
history

20-24 hae Group \Y

)

102 long fermd bllaty

&3& 101 young

offenders

witha

custodial
0 24 year | sentence

L olds f

young offenders with a
community sentence and
youth justice or CYF
history

Source: Cabinet Overview paper, Inyesfment in 0 — 24 year-olds old at risk, 2015
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Annex two: The Northland Place-Based Initiative — Kainga Ora

1, In July 2016, Cabinet agreed to establish three place-based initiatives, in
Gisborne/Tairawhiti, South Auckland and Northland, to implement a social investment
approach in a locality with a particular focus on children and young people most at risk
of poor life outcomes.

2. The initiative is being led by the Social Wellbeing Governance Group (SWGG), an
existing group of local agency leaders and mandated iwi representatives with a Cabinet
appointed independent chair, Harry Burkhardt.

3.  Cabinet approved $1.645 million for 2016/17 and $1.683 million for 2017/18 to enable (
SWGG to set up Kainga Ora and commence activities. The funding has been used o )’
establish an executive office which addresses the capacity and skill gap remaining aftef&

current support from agencies and local initiatives has been leveraged or used. Ast gl
amount of seed funding is also available to address immediate service deliver s.

4.  In Northland nearly 6,000 children and young people, are estimated to be @ %Ig of poor
outcomes. This group includes 570 children, young people who live in th rent three
target communities — Otangarei, Kaikohe and Kaltaia. The focus i rn th communltles
is to meet unmet community needs and provide access pathways f lstlng and new

services to engage with at risk whanau.

5. A National Support Team, based in the Social InvestmentA N}%\SIA) provide support
including data and analytic support for all three place- baseﬁ\ jtiatives.

Key Issues/priorities

6. A Memorandum of Understanding between thg’ j’w‘ ter of Education, as the responsible
Minister, and SWGG was updated |n 2017. This document establishes
accountability, performance indicators, sfﬁ'es and funding arrangements between
the parties for the implementation of Kainga Ora to 30 June 2108.

7. A proposed model for integrated, r(v provision and investment for Kainga Ora was
scheduled to be provided to Ca%u ét,in November 2017. This has, we understand from

the SIA, been deferred unl@ udry 2018,

8.  The Ministry will continug to Work with Kainga Ora to develop the Cabinet paper, and
advice on an investment*model and devolved decision rights that could be given to
Kainga Ora going forlward, for the expected February 2018 report back.

Progress to @5

9. Inits flr%’ygar of operation, 570 individual children most at risk of poor outcomes were
expegte receive integrated services through Kainga Ora (with an estimated 6,000
childr qyénd young people targeted over five years). This target will now be achleved in

gﬁgi 0.

10’ The rate of progress highlights the challenges in this work. Across government there is
/{,\vy ood data, but limited capability to analyse and act on it. Considerable effort has been
%6, expended to navigate the multiple action plans and initlatives In the three target
Q -, communities and build trust and engagement in a single sustainable community based
approach. Conducting individual agency business and accountabilities as usual while
simultaneously being asked to think differently in the context of the PBI is an area of

ongoing change and capabllity development for the governance group.
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A congested space for government Initiatives

11. There are a significant number of cross agency initiatives operating in Northland
targeting at risk children, young people and their whanau. This can be confusing for
communities in determining "who does what,” and difficult for agency leaders to devote
time to management of governance of multiple initiatives and projects.

12.  For example:

a.

Northland DHB and NZ Police are leading the Te Ara Oranga Methamphetamine

Demand Reduction strategy pilot (
Children's teams led by Oranga Tamariki ?&
Count me in Tai Tokerau led by Education and Corrections .Y
Whiria te Muka; a partnership between Te Hiku iwi leaders (Ngati Ta&%ﬁgati
Kuri, Te Aupouri and Te Rarawa) and Police focused on preventing afid'reducing

the family harm experienced by Te Hiku whanau, hapu, iwi and co% ities
Whanau Ora. i\%

A

J
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Annex four;




