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Tēnā koe e te Minita

Congratulations on your appointment as Minister. 
This portfolio is pivotal in supporting whānau to 
achieve their aspirations and to lift their wellbeing. 
It also has an important role in influencing the 
public sector’s approach and achievement of 
Māori wellbeing outcomes. 

COVID-19 has had and continues to have 
significant economic, social and health impacts 
across Aotearoa New Zealand. Budget 2020 
committed $136 million over two years to the 
Whānau Ora package to ensure whānau have 
what they need to rebuild and recover from the 
pandemic. Future resurgences of COVID-19, 
including any within your first 100 days, will 
likely require urgent decisions around funding 
allocations and payments to Whānau Ora 
Commissioning Agencies, as the demand for 
support among whānau inevitably increases. A 
Whānau Ora approach that can act with agility 
and provide rapid, wrap-around support remains 
a key feature of the Government’s overall 
response to any COVID-19 resurgence.

The 2018 Ministerial Whānau Ora Review, Tipu 
Mātoro ki te Ao, highlighted opportunities to take 
stock of past achievements, and pave the way for 
the future. The exploration of “localised” Whānau 
Ora commissioning is an opportunity to move 
investment and decision making a step closer 
to whānau. Additionally, there are opportunities 
to partner with other government agencies 
to leverage investments to maximise the best 
outcomes for whānau Māori. 

An important opportunity within your portfolio is 
the implementation of evaluation and learning 
frameworks to strengthen the evidence which 

supports the commissioning, strengths-based, 
and collective impact strategies of the Whānau 
Ora investment. Improving the data and analytics 
capabilities will deliver the insights and body of 
evidence to support a compelling understanding 
of Whānau Ora and ultimately grow the 
investment opportunities.

The vision for Whānau Ora is encapsulated in 
Te Kāhui Anamata (Whānau Ora Strategy), which 
states: “In 2040 whānau are prospering, healthy, 
wealthy and happy. By 2040 Government’s role 
is minimised in the lives of whānau. Whānau, 
hapū, iwi and Māori have autonomy and agency 
over the resources that support them and 
achieve whānau outcomes”. We look forward 
to supporting you to build on the foundation 
of Whānau Ora from its current state toward 
achieving this vision.

Nā reira, he pō kua moe, ao ake anō ana, kei te 
hurahura te ata. A night has been slept, comes 
the dawn, the morning is unfolding.

David Tokohau Samuels  
(Waikato-Tainui; Te Whakatōhea)
Te Tumu Whakarae mō Te Puni Kōkiri  
Secretary for Māori Development   
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1.2 The outcomes we aim  
to achieve
The Whānau Ora Outcomes Framework (the 
Framework), agreed to by the Whānau Ora 
Partnership Group, states that Whānau Ora is 
achieved when whānau are:

a. self-managing;

b. living healthy lifestyles;

c. participating fully in society;

d. confidently participating in Te Ao Māori  
(the Māori world);

e. economically secure and successfully  
involved in wealth creation;

f. cohesive, resilient and nurturing; and

g. responsible stewards to their living and  
natural environment.

The Framework, developed by the Taskforce 
on Whānau centred Initiatives in conjunction 
with whānau, hapū, iwi, and with input from 
Tā Mason Durie and Dame Tariana Turia, has 
been widely socialised across the public sector. 
However, further work is required to embed 
this within other work programmes, with an 
associated measurement approach, including 
suggested indicators. 

1.3 How we operate and 
commission mahi 
Whānau Ora is distinct from other wellbeing 
approaches as it operates under a devolved 
model, with investment decisions made by three 
community-based Commissioning Agencies that 
cover Aotearoa New Zealand:  

• Te Pou Matakana (trading as Whānau Ora 
Commissioning Agency) – working with 
whānau in the North Island. 

• Te Pūtahitanga o Te Waipounamu – working 
with whānau in the South Island. 

• Pasifika Futures – working with Pacific Island 
families across the country.

Whānau Ora is also now prototyping a localised 
commissioning approach with four entities, which 
is designed to provide support that is more 
responsive to whānau needs and aspirations 
within specific communities.

The Whānau Ora approach is one that models 
superior agility and can provide rapid, wrap-
around support. Accordingly, it will remain a key 
feature of the government’s overall response to 
COVID-19, and Māori wellbeing more generally. 
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Palmerston North. Localised commissioning 
demonstrates the flexibility and potential inherent 
to the Whānau Ora approach. It is responsive to 
community-led development of the organising 
infrastructure within a community and the specific 
framing of that community’s opportunities 
and needs. Localised commissioning is a 
recommendation of the Whānau Ora Review,  
Tipu Matoro ki te Ao.

2.3 Future strategic 
opportunities for Whānau Ora
There are significant opportunities for Whānau 
Ora, to grow both the influence it has on the 
broader public sector, and also to grow its own 
investment portfolio. The model that underpins 
the Whānau Ora approach is somewhat unique 
across government, where commissioning for 
outcomes has occurred between the government 
and Māori organisations.  

One of the opportunities for Whānau Ora is 
using the model to respond to community needs 
as an alternate to those services provided by 
government agencies. A priority example of this is 
progressing the implementation of Ngā Tini Whetū 
– the early intervention Whānau Ora Prototype to 
prevent whānau and tamariki entering the care and 
protection system. Officials are available to provide 
you with a further briefing on this.

The expanded ‘footprint’ of Whānau Ora 
can also occur either through public sector 
partnerships such as Paiheretia te Muka 
Tāngata (with the Department of Corrections, 
Te Puni Kōkiri and local iwi and Māori 
community), or through the broadening of 
localised commissioning whereby communities 
have identified the need to centralise cross-
government service delivery under a devolved 
model of local-level responsibility.

The other key opportunity for Whānau Ora is 
in the impact it can have through influencing 
other public service agencies to change their 
approach to service design and delivery. For 
example, wraparound services for whānau who 
are empowered to determine the support they 
need and want to achieve their aspirations 

There are three key forces that are driving other 
agencies to consider a Whānau Ora approach 
in how they implement their work; a need to 
strengthen the Māori-Crown partnership through 
genuine relationships based on the principle 
of ōritetanga, the need to re-design services 
that are people-centred at their core, and a 
commitment to lifting wellbeing outcomes for 
Māori, including addressing inequities and 
institutional bias. As the broader public sector 
attempts to give effect to these priorities, 
Whānau Ora can provide a template from which 
to learn and (re)design their organisations, 
strategies and operational approaches.

Te Puni Kōkiri has recently undertaken 
an operating model refresh, which has 
strengthened its role in providing strategic 
policy and influence across the public sector, to 
maximise positive impacts on Māori wellbeing. In 
this respect, Te Puni Kōkiri will develop a policy 
platform to assist other public sector agencies to 
adopt a Whānau Ora approach.

These strategic opportunities are brought 
further into focus when combined with the 
realities of COVID-19 and the impacts that Māori 
communities are likely to experience through 
ongoing economic and social impacts. Whānau 
Ora presents unique opportunities for the public 
service to make current spending ‘go further’, 
through investing in strengths-based, whānau-
centric models that address immediate needs 
and build resilience and capability for future 
uncertainty and challenge.

2.4 Reviewing the kaitiaki 
arrangements for Whānau Ora
With the impacts of Covid-19, the ongoing 
development of a new Whānau Ora strategy, 
the strategic repositioning of Te Puni Kōkiri 
and reform across the health and social sector 
there is an opportunity to review the kaitiaki 
arrangements that best support the delivery of 
the Whānau Ora kaupapa. Officials are available 
to discuss this issue further with you.
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4.1.1 Activating the Whānau Ora Strategy
The long-term goal for Whānau Ora to 2040 is 
to shift to an environment where whānau have 
self-determination and autonomy, within a system 
where agencies respond to whānau aspirations. 
This will be achieved by using existing system-
level enablers and levers such as relationships, 
funding, accountability, policy tools and 
frameworks, legislation, data, and workforce.  
Te Puni Kōkiri and the Minister for Whānau Ora 
have set out the vision for Whānau Ora to 2040. 

Our Vision

In 2040, whānau are prospering, 
healthy, wealthy, and happy. By 2040, 
Government’s role is minimised in the 
lives of whānau. Whānau, hapū, iwi and 
Māori have autonomy and agency over the 
resources that support them and achieve 
whānau outcomes.

Source: Te Kāhui Anamata

This presents an opportunity to restate our 
commitment to rangatiratanga by enhancing the 
whānau-driven nature of Whānau Ora, and to 
creating opportunities for whānau, hapū and iwi 
to play a more active role in investment decisions 
across the motu. As well as greater transparency 
and accountability. 

Over the next 12 months, the focus for Whānau 
Ora will pivot from strategy development to 
strategy implementation. This influences our 
work with:

• Whānau, hapū and iwi – exploring new ways 
to ensure investment is whānau-driven, 
transparent, and allocated in a way that 
reflects the stated needs and aspirations of 
whānau and families.

• Commissioning Agencies – committing 
to living the strategy in the way Te Puni 
Kōkiri monitors Whānau Ora. As such, the 
relationship with Commissioning Agencies 
will move from a traditional provider 
relationship to a more relational, tikanga-
based approach.

• Crown partners – increasing our data and 
analytic capability to tell a compelling story 
about the impact of Whānau Ora to help 
influence Crown investment decisions in 
favour of whānau centred initiatives.

Ngā Tini Whetū 
Te Puni Kōkiri has been working closely with 
Oranga Tamariki, the Accident Compensation 
Corporation (ACC) and the Whānau Ora 
Commissioning Agency to develop a cross-
agency initiative focused on providing early 
intervention services to whānau who are showing 
early signs of risk. The initiative seeks to mitigate 
the circumstances in which tamariki are typically 
referred to Oranga Tamariki’s services by utilising 
a whānau-centred approach and deploying 
a Kaiārahi (Navigator) workforce who can 
coordinate whānau to the appropriate services 
they need.

The initiative will be delivered through the 
Whānau Ora Commissioning Agency’s eleven 
providers and their extensive connections 
with iwi, hapū and whānau. Approximately 800 
whānau will be supported over an initial two-
year period across Te Ika-a-Māui, with 10 whānau 
allocated to one Kaiārahi at a time.

$21.1 million has been allocated to the initiative 
per annum, comprising of $7.95 million from Te 
Puni Kōkiri, $7.95 million from Oranga Tamariki, 
and $5.2 million from ACC. Te Puni Kōkiri will 
be the single point of contact for the Whānau 
Ora Commissioning Agency on financial matters 
relating to the initiative.

Discussions continue to take place between 
agencies and with the Whānau Ora 
Commissioning Agency to determine the 
operational details of the initiative, including  
the detailed delivery model, evaluation approach 
and selection of the independent evaluator,  
and the performance and outcome measures.  
As such, a soft launch is proposed for January 
2020 to provide enough time to operationalise 
the initiative.
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4.1.2 Delivering the Annual  
Investment Plans
The Annual Investment Plans are developed by 
the Commissioning Agencies and Te Puni Kōkiri 
working together to determine the investment 
approach, including how the whānau voice 
and feedback will be incorporated to better 
understand the impact of the investments 
made. The Annual Investment Plans specifies 
the activities to be undertaken across the year 
to support whānau, and sets performance 
goals, including engagement. The Minister for 
Whānau Ora influences this though the letters 
of expectation. 

Commissioning Agencies and COVID-19
There are specific challenges for Māori and 
Pacific whānau in the wake of COVID-19 that 
require a specific response. It is estimated that 
at least 10,000 additional whānau will require 
support from Whānau Ora each year. In Budget 
2020 the government committed a $136 million 
Whānau Ora package over two years to ensure 
whānau have what they need to recover from the 
pandemic. This includes $53.336 million being 
provided directly to Commissioning Agencies 
to ensure whānau are supported through the 
immediate impacts of COVID-19 and $78.056 
million allocated for increased commissioning 
activities to support additional whānau demand 
resulting from COVID-19. 

We know that funding our Commissioning 
Agencies is the best way to provide efficiently 
financial and material support to whānau affected 
by COVID-19 because they have the social 
network with their providers and the community at 
large. We know that the Commissioning Agencies 
have the connections with iwi, hapū, health 
providers, food banks, and whānau themselves to 
be the key bridge to supporting those communities 
in need who have been impacted by COVID-19 
and alert level restrictions. They have the agility 
and ability to mobilise resources at pace, in the 
case of a resurgence anywhere across Aotearoa 
New Zealand.  

Localised commissioning approach
As previously noted, The Whānau Ora Review 
recommended more targeted commissioning at 

a local level to move resources and decision-
making closer to whānau. Some of the noted 
options for this localised approach included 
new commissioning agencies, regional hubs 
either within or outside the current Whānau 
Ora practicing community, or function-based 
commissioning arrangements, such as a shopfront 
to integrate social service delivery.

As part of Budget 2019, then Minister for Whānau 
Ora, Hon Peeni Henare, and Minister of Finance, 
Hon Grant Robertson, agreed to allocate $2 
million in Whānau Ora funding to test localised 
commissioning approaches.

Te Puni Kōkiri entered into funding agreements, 
with a value of $500,000 per contract, with 
four local-level entities. As part of the funding 
agreements, entities were required to engage 
with whānau and the wider community to 
understand their needs and aspirations, and 
commission support accordingly. The entities are:

• Raukawa Settlement Trust – the funding 
agreement between this entity and Te Puni 
Kōkiri covers the period 1 March 2020 to 31 
December 2020.

• Huria Trust – the funding agreement between 
this entity and Te Puni Kōkiri covers the 
period 1 March 2020 to 31 December 2020.

• Te Whare Maire o Tapuwae – the funding 
agreement between this entity and Te Puni 
Kōkiri covers the period 1 March 2020 to 31 
December 2020.

• Te Tihi o Ruahine Whānau Ora Alliance – the 
funding agreement between this entity and 
Te Puni Kōkiri covers the period 1 June 2020 
to 31 December 2020.

Further detail on each localised commissioning 
entity and their activities per the funding 
agreements can be provided to you on request.

Paiheretia Te Muka Tāngata
The Whānau Ora Review recommended 
increasing cross-government engagement with 
Whānau Ora and whānau centred approaches 
in order to ensure sustained, positive change for 
whānau. Paiheretia Te Muka Tāngata – Uniting 
the Threads of Whānau, is a cross-agency 
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initiative which draws on the Whānau Ora 
approach to improve outcomes for tāne Māori 
and their whānau engaged in the Corrections 
system. The initiative is jointly led by Te Puni 
Kōkiri, Ara Poutama Aotearoa (the Department of 
Corrections) and Te Manatū Whakahiato Ora (the 
Ministry for Social Development), in partnership 
with Māori.

The overrepresentation of Māori in the 
Corrections system is longstanding and 
substantial. Māori currently make up half of the 
prison population, despite being only 16 per 
cent of the national population. Further, young 
Māori are significantly and persistently over-
represented in the criminal-justice system, both 
as victims and as people who offend, and those 
under 30 are also more likely to break the cycle 
and realise positive aspirations

Paiheretia Te Muka Tāngata aims to provide 
support from pre-sentence to rehabilitation and 
reintegration, including trauma and mental health 
support, expanded rehabilitation services for 
those in high security, housing transition support, 
dedicated employment services and increased 
whānau, hapū and iwi engagement. . 

4.1.3 Strengthening the use of data  
and analytics 
A persistent challenge of the current 
commissioning model is the lack of consistency 
in the data that is collected and supplied to 
enable a robust measurement of the impact of 
the government’s investment and the investment 
decisions made by the Commissioning Agencies.

The Whānau Ora Review notes that greater 
evidence to support commissioning decisions 
would assist the Commissioning Agencies and 

other entities across the public sector, to be 
clear about the impact targeted through funded 
initiatives. Robust data and insights generated 
from the Whānau Ora approach could also 
encourage the broader public sector to apply 
whānau-centred approaches that deliver more 
targeted and effective support for whānau Māori. 

Our focus is therefore on harnessing the data 
and analytics possibilities within the Whānau Ora 
approach. This is part of a wider Te Puni Kōkiri 
strategic priority to develop a strong data and 
analytics capability to be utilised across the various 
puni to enable Te Puni Kōkiri to be the principal 
advisor to government on Māori wellbeing.  

Initially this work will require the development 
of a data strategy across Whānau Ora (and Te 
Puni Kōkiri) that supports collection of consistent 
information to understand and evaluate the 
impact of interventions. The data strategy will 
be implemented alongside a new framework 
that provides a holistic assessment of Māori 
wellbeing. This will utilise indicators from across 
government and recognise the role of both 
government and te ao Māori in the enabling of 
wellbeing. The new framework will not just be 
for Māori but for all people across Aotearoa New 
Zealand. This, combined with the collection of 
stories and narratives that connect the local-
level experiences and innovation to the data, will 
provide a better understanding of the impact of 
the investment in Whānau Ora and drive further 
growth and influence across government.

A secondary BIM will follow which will describe in 
more detail the data strategy, the proposed new 
framework, and indicators. Including the process 
and timeframes.
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5.4 Whakawhanaungatanga
As Whānau Ora is a holistic approach to supporting whānau of all ethnicities 
across Aotearoa New Zealand, it spans across multiple sectors and requires 
you and Te Puni Kōkiri to maintain numerous collaborative relationships. 

A list of key relationships you must maintain is provided below.

Relationship Description Date

Whānau Ora 
Commissioning 
Agencies 

(NB. See Appendix 1 for 
Commissioning Agency 
key personnel)

The Commissioning Agencies would each like to 
meet with you to discuss the support they provide 
and your intentions as Minister for Whānau Ora. 
Following an initial meeting, it would be useful to 
meet with Commissioning Agencies on a regular 
basis to keep open lines of communication.

Initial meeting 
by 31 December 
2020

Localised 
Commissioning 
Entities

We recommend you meet with each entity on a 
regular basis.

In early 2021

Paiheretia te Muka 
Tāngata

Paiheretia te Muka Tāngata is a cross-agency initiative 
in partnership with the Department of Corrections and 
the Ministry of Social Development.

March 2021

Ngā Tini Whetū Ngā Tini Whetū is a prototype being delivered by 
Whānau Ora Commissioning Agency, with funding 
from Oranga Tamariki, ACC and Te Puni Kōkiri. The 
Joint Ministers who govern this work include yourself, 
the Minister for Children, the Minister of Finance and 
the Minister for ACC. As a governance group you will 
meet as required.

Next meeting 
of Joint 
Ministers around 
December 2020

Ministerial colleagues 

(NB. See diagram in 
section 1.3.2)

As opportunities or issues arise in the Whānau Ora 
space that are related to your and the Minister of 
Corrections must maintain similar messages and 
understanding of the initiative. 

Meet with 
key Ministers 
involved in 
Whānau Ora 
activities by 31 
December 2020
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5.5 Events of significance

Kaupapa Description Milestone

Waitangi Day Your attendance at Waitangi provides opportunity 
to draw attention to the significance of your 
achievements and initiatives that align with this 
Government’s priorities. This information is intended 
to assist you to foster interest from iwi, hapū and 
whānau to participate.

6 February 2021

Rātana Celebrations The 148th birthday celebrations for Tahupōtiki 
Wiremu Rātana (the Rātana celebration). This event 
is attended annually by a government delegation 
including Ministers.

January 2021

5.6 Upcoming Accountability Documents

Kaupapa Description Milestone

Budget 2021 Development of an overall budget strategy  
and individual proposals for the Māori  
Development portfolio.

November 2020- 
March 2021

Annual Report/
Minister’s Report

Reports provided to Parliament on the achievements 
of Te Puni Kōkiri for 2019/20 against departmental 
and non-departmental funding.

November/
December 2020

Māori Affairs Select 
Committee –  
Annual Review

Appearance of the Chief Executive before the Māori 
Affairs Select Committee.

February/March 
2021

Statement of Strategic 
Intentions

Te Puni Kōkiri plans to prepare its next Strategic 
Intentions document in early 2021 covering a four-
year period from 2021 to 2025. We look forward to 
working with you on the new Strategic Intentions 
covering the changes arising from the COVID-19 
pandemic, its impact on the Māori population and the 
consequent shifts in future Government priorities.

February/March 
2021
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