
HEI WHAKATAU | BRIEFING

Whānau Ora Commissioning: Procurement – additional advice 

Date: 5 November 2024 Priority Medium 

Classification  In Confidence Tracking Number 49589 

Action sought Date action required by 

It is recommended that you: 

1. Note that Whānau Ora is a highly effective government investment which
enables central government funding to be invested in whānau and
communities.

2. Note that the intent of Whānau Ora has always been to be a public sector
model for investing in improved outcomes for and with whānau, but this has
been limited due to lack of coordination at the system level.

3. Note that the next step for Whānau Ora is for its potential to be realised
through increased funding, in alignment with the social investment approach.

4. Note that Te Puni Kōkiri is undertaking a procurement process for the
expansion of Whānau Ora, which will:

a. ensure stronger alignment with the social investment approach through
improved data sharing arrangements.

b. allow for responsiveness to changes in the sector, including the
complexity of whānau and community needs

c. create further opportunities for cross-agency investment that will
facilitate the growth of Whānau Ora and drive better outcomes for and
with whānau, including in key government targets and priority areas.

5. Note that a refreshed communications and engagement strategy to support
engagement with the Minister for Social Investment and Minister of Finance
and your other ministerial colleagues has been provided as Attachment 2.

6. Agree to forward this briefing to the Minister for Social Investment, the
Minister of Finance, the Minister of Health, and Minister for Pacific Peoples.

8 November 2024 

Contact for telephone discussion (if required) 

Name Position Telephone Mobile 1st contact 

Paula Rawiri Deputy Secretary, Policy  √9(2)(a)
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Other Agencies Consulted 

☐ MBIE ☐ MoJ ☐ NZTE ☐ MSD ☐ TEC ☐ MoE

☐ MFAT ☐ MPI ☐ MfE ☐ DIA ☐ Treasury ☐ MoH

☐ MHUD ☐ Other

Attachments Attachment 1: Summary of key reports on Whānau Ora 
Attachment 2: Whānau Ora Expansion Comms and Engagement Strategy 
Attachment 3: Backpocket Q+As - Whānau Ora Commissioning Procurement 
Attachment 4: Talking points – Whānau Ora Procurement  

Minister’s office to complete: 

Comments: 

☐ Approved ☐ Declined

☐ Noted ☐ Needs change

☐ Seen ☐ Overtaken by Events

☐ See Minister’s Notes ☐ Withdrawn
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5 November 2024 

Minita mō Whānau Ora 

Whānau Ora Commissioning: Procurement – additional advice 

Purpose 

1. This briefing provides you with an overview of procurement and expansion of Whānau Ora
commissioning and seeks agreement for you to forward this briefing to the Minister for Social
Investment, the Minister of Finance, the Minister of Health, and the Minister for Pacific
Peoples.

Executive Summary 

2. Te Puni Kōkiri is undertaking a procurement process to expand the commissioning of Whānau
Ora services and improve the alignment of the current Whānau Ora commissioning model
with the Government’s social investment approach. This will strengthen the foundations for
Whānau Ora to reach its full potential through increased investment from across government
portfolios and through the Social Investment Fund, enabling the growth of Whānau Ora and
its reach into communities.

3. Your priority for the Whānau Ora portfolio is to enable its adoption as a public service model
for improving outcomes for Māori and all New Zealanders with distinct needs.

4. Since Whānau Ora was first introduced by the National-led Government in cooperation with
the Māori Party in 2010, it has become a highly trusted and effective part of the social sector
landscape, supporting thousands of whānau and families to set and achieve their own goals
and aspirations. In addition, it has been able to deeply connect with communities to provide
wraparound support in times of crisis, on relatively little funding.

a. Phase One (2010-2014) built up provider capability to achieve the best possible outcomes
for whānau by addressing their urgent problems and then helping them identify and
actively plan for the realisation of their own aspirations. This enabled 9,408 whānau to
achieve 67 percent of the goals they set.1

b. Phase Two began in 2014, with the introduction of the devolved commissioning model
when Te Puni Kōkiri procured the three Whānau Ora commissioning agencies. The
commissioning agencies and their connections to communities through provider networks
supported over 37,000 whānau in 2023/24 to achieve a range of goals, such as in their
health, education, and employment. The national coverage and unique agility of the
Whānau Ora model has also proven its effectiveness in response to crises, such as
through the COVID-19 pandemic and the critical uplifts to Māori vaccination rates, and the

1 Understanding whānau-centred approaches – Analysis of Phase One Whānau Ora research and monitoring results. 

Te Puni Kōkiri, 2015.  
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2022 extreme weather events, when over 620 staff were redeployed to aid recovery 
efforts, integrating and coordinating supports to over 28,000 people.   

5. Whānau Ora has achieved positive outcomes across a range of sectors through its integrated,
holistic approach to service delivery for whānau. However, there has not yet been a
systematic, integrated cross-agency approach to commissioning through this model. This has
limited the potential impact of Whānau Ora.

6. The current re-procurement of Whānau Ora will begin the next phase in realising its full
potential. Ensuring stronger alignment with the social investment approach through improved
data sharing arrangements will create further opportunities for cross-agency investment that
will facilitate the growth of Whānau Ora and its reach into communities.  It is also intended to
contribute to the credibility and accountability of the Whānau Ora portfolio.

7. You consider cross-agency investment and commissioning, with better data integration, will
facilitate more whānau to be effectively engaged with more optimal outcomes.

8. The current commissioning arrangements with the three commissioning agencies have been
in place for over 10 years when Phase Two of Whānau Ora began. Since then, the complexity
of needs, the social sector and iwi landscapes have changed significantly, particularly with Te
Tirīti o Waitangi/the Treaty of Waitangi (Treaty) claims settlements. The procurement process
provides a significant opportunity to draw on the strengths of communities to deliver innovative
and sustainable solutions that work for and with whānau and aligns with procurement best
practice to go back to the market at regular intervals.

9. The number of commissioning agency regions is increasing from three to four. This will provide
an opportunity to further target investment towards achieving better outcomes for whānau with
the highest needs, including across the range of Government priorities and targets.  It also
enables greater transparency through the procurement process.

10. Te Puni Kōkiri expects interest in the procurement process from a range of entities, including
Iwi and Hapū-based groups and entities from across the social sector, including from Pacific
communities.

11. Registrations of Interest for Whānau Ora commissioning services have now opened, with a
closed Request for Proposal stage commencing in late November 2024. The new contracts
will need to be in place by 1 July 2025.

12. You have agreed to opening the tender to procure from existing and potentially new
commissioning agencies for the purpose of the further expansion of Whānau Ora. You have
requested for the number of commissioning agency regions to expand from three to four, with
one of these being a national commissioning agency for commissioning Whānau Ora
outcomes for Pacific families and the other three being situated broadly with one in Te
Waipounamu and two across Te Ika-a-Māui.

13. You have confirmed that you do not envisage that the procurement process will change the
core tenets of Whānau Ora (TPK 49277) – including the essential nature of Whānau Ora as
articulated by the Taskforce for Whānau-Centred Initiatives in 20102 and the Whānau Ora

2 Whānau Ora: Report of the Taskforce on Whānau-Centred Initiatives, 2010. 
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Outcomes Framework.3  However you expect the Government targets and priorities will guide 
the deliverables to be contracted through this procurement. 

The Whānau Ora model was established in 2010 and has continuously improved 

“We are at the starting point of major transformation in the way services are designed and 
delivered, contracts are arranged and the way providers work together.  But most of all we are 
at the starting point of our cultural transformation celebrating the power and potential of a 
whānau-centred approach which will enable our people to flourish” Dame Tariana Turia, 
March 2011. 

Whānau Ora supports whānau to take responsibility for their own development 

14. The Government funded Whānau Ora approach, established in 2010, was developed to reflect
the aspirations of whānau to be self-managing and take responsibility for their own economic,
cultural and social development. Government invests in Whānau Ora outcomes, through and
with networks of Whānau Ora partner and provider collectives including whānau, hapū, iwi
and Māori organisations who are enabled to be flexible and innovative in how those outcomes
are achieved. It is strongly focused on whānau capability and capacity building, rather than
westernised traditional service delivery interventions and initiatives.

A long-term investment in intergenerational change 

15. As noted in the 2018 review Tipu Mātoro ki te Ao4 (2018 review), Whānau Ora has created
positive change for whānau and laid the foundations for positive outcomes to be enduring and
sustainable.

16. The Whānau Ora Outcomes Framework sets out three tiers of outcomes: Short term (1-4
years), medium term (5-10 years), and long term (11-25 years). These outcomes were
developed to align with the aspirations of both Iwi and Māori and Government, including the
then Better Public Services targets. Given that the type of change being sought is
intergenerational, we are only just now at the point where we could potentially see medium-
term outcomes. Long-term outcomes should start to emerge over the next few years. The
development of the framework, alongside the early iterations and reviews of Whānau Ora,
were undertaken in partnership with different rōpū consisting of kāwanatanga, sector experts,
and iwi representatives.5 These expressions of partnership recognise the unique value iwi
provide in ensuring government processes do not interfere with the rangatiratanga and self-
determination of Iwi and Hapū, especially in determining solutions that work for them.

A devolved commissioning model is at the heart of the approach 

17. The delivery model has evolved since 2010, from a ‘direct purchasing approach’ led by Te
Puni Kōkiri and the Ministries for Social Development and Health, to a ‘devolved
commissioning’ for outcomes approach with NGOs as commissioning agencies.  The

3 The Whānau Ora Outcomes Framework, Te Puni Kōkiri, 2016. 
4 Tipu Mātoro ki te Ao: Final report to the Minister of Whānau Ora. Independent Whānau Ora Review 
Panel, 2018  
5 Taskforce on Whānau-Centred Initiatives, Whānau Ora Working Group, Whānau Ora Partnership 
Group, and the Whānau Ora Ministerial Review Panel. 
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commissioning approach continues to provide efficiencies that appeal to the coalition 
government. 

18. There are two key drivers for the devolved commissioning model:

a. Effectiveness: As outlined in the Productivity Commission 2015 report More Effective
Social Services,6 governments have recognised situations – both inside and outside social
services – where top-down control leads to poor societal outcomes and accordingly have
devolved decision making to organisations with varying levels of independence.

The effectiveness of Whānau Ora addresses the Ōritetanga domain of Te Tautuhi-ō-
Rongo which enables whānau and communities to access and participate in quality 
services that reflect their background as tangata whenua. Devolved commissioning, for 
example, empowers local communities to draw on their own knowledge of local needs and 
‘what works’, including beyond service delivery, and to pursue innovative solutions to meet 
those needs and to build family and whānau capability.  

Commissioning agencies do this through providing ‘backbone’ support (including data and 
outcome reporting, facilitating cross-provider training and support, etc) to regional 
collectives of providers. The regional providers in turn source the supports that work for 
and with whānau in their rohe or enable this of whānau themselves, acknowledging and 
being sensitive to hapū and iwi and the important role they have as the experts and 
repositories of identity, language and culture.   

b. Efficiency: Government departments currently commission similar services separately with
the same community providers, resulting in significant administrative burden on providers
and inefficiencies in government. Devolved commissioning is a way to join up effort and
resource for connected issues and outcomes. This gives effect to the Kāwanatanga
domain of Te Tautuhi-ō-Rongo as Whānau Ora is a pathway to improve government
systems in strengthening service delivery, and the achievement of whānau wellbeing
outcomes, for Māori and non-Māori whānau.

The 2012 Whānau Ora Working Group report tasked with identifying operational 
efficiencies and improvements to Whānau Ora (2012 report)7 noted that: “Commissioning 
effectively integrates service provision to deliver specific outcomes, instead of relying on 
agencies to try to integrate contracts. Service integration enables a more effective use of 
public resources, reduces duplication, and creates sensible configurations for addressing 
social issues.” 

19. Following the report of the Whānau Ora Working Group, the Government agreed to three
commissioning agencies in 2013: one for the North Island, one for the South Island, and one
for Pacific whānau (SOC Min (13) 14/3 refers). The current commissioning agencies were
selected through an open tender process, with decisions made by the Minister for Whānau
Ora and the Minister for Finance in consultation with the Minister of Pacific Island Affairs. They
were supported by a Whānau Ora Governance Group including community sector
representatives.

6 More Effective Social Services. Productivity Commission, 2015 
7 Report of the Whānau Ora Working Group: A Review of the Whānau Ora Approach to identify operational 
efficiencies and improvements, 2012. 
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36. Successive governments have recognised the achievements of Whānau Ora and have
increased the appropriation over time, as outlined in Figure 1.

Figure 1: Growth of Whānau Ora appropriation over time 

37. Multiple reviews, evaluations and research projects, including across Whānau Ora as well as
individual commissioning agencies and initiatives, have confirmed the effectiveness of
devolved commissioning for outcomes, particularly for whānau with complex and overlapping
needs. Key evidence of note is included in Attachment 1.

38. While these outcomes are significant, more work is needed to understand the specific
contribution of Whānau Ora to these outcomes, separately from other factors in the lives of
whānau. The procurement process will require Whānau Ora data to be incorporated into the
Integrated Data Infrastructure so that outcomes can be tracked over time and compared with
other government interventions.

Whānau Ora has not yet reached its potential as a public sector investment model 

39. Every year the Government invests more than $70 billion into social services. The
Government’s social investment approach aims to lift the effectiveness of these investments
to drive better outcomes for priority populations with complex needs. The procurement
process is the first step in strengthening Whānau Ora to be able to access that funding, as a
delivery vehicle that is trusted and is well-understood. Its reset through the procurement
process will better align Whānau Ora with social investment methodology in the public sector,
increase its frontline navigator workforce ensuring greater reach, and improve its data use and
management.

40. The Government’s social investment approach provides an opportunity to create a significant
shift in three ways:

a. Ensuring government agencies are operating effectively - A key finding of the 2018 Review
is that Whānau Ora provision is often filling the gaps where government departments’
services and supports are falling short for whānau. By applying a social investment
approach, the intention is that agencies may be able to identify where spending and
actions are effective, and where they aren’t. Reprioritising mainstream agencies’ efforts
away from low-effectiveness investments to high effectiveness investments will enable
Whānau Ora to focus on building the capacity and capability of whānau to be self-
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managing and take responsibility for their own economic, cultural and social development, 
rather than being pulled into ‘crisis response’.  

b. Reprioritising funding to strengthen the Whānau Ora approach - One of the original
intentions of Whānau Ora was that funding would occur through the repurposing of
government spending which was not having the desired effect for whānau. As areas for
‘decommissioning’ are identified through the reviews of existing social sector spend, this
may surface opportunities for re-purposing funding towards Whānau Ora.

c. Improving joined up investment in outcomes for the same whānau - Government
departments currently commission similar services separately with the same community
providers for the same whānau, organised around specific portfolio outcomes. Joining up
investment around whānau as the key unit of investment enables government resource to
be better utilised for whānau with complex and overlapping needs.

41. The procurement process being undertaken now will lay the foundations for Whānau Ora to
reach its full potential to support whānau to flourish, as well as achieving Government targets
and priorities.

Procurement of commissioning agencies 

What is being procured and why? 

42. Te Puni Kōkiri has begun a process to procure Whānau Ora commissioning services.
Commissioning services are being sought across the country, divided into four regions.

43. Any organisation interested in becoming a Whānau Ora commissioning agency, including
existing Whānau Ora commissioning agencies, will be encouraged to demonstrate how they
meet the criteria.

44. There are three key drivers for procurement of commissioning services:

A. Responsivity to changes in the sector

45. The current commissioning arrangements have been in place for 10 years without retesting
the market. In that time the social sector, and the landscape across iwi, Māori communities
and Aotearoa more broadly has changed significantly. Te Puni Kōkiri expects interest in
commissioning from a range of entities reflective of these changes, including iwi and hapū
based groups and Māori and Pacific organisations with backgrounds across different areas of
the social sector.

46. Creating the opportunity for a range of organisations who could feasibly provide general
Whānau Ora commissioning services to tender for service aligns with good procurement
practice to potentially re-test the market ever 3-5 years (as advised by the Ministry of Business,
Innovation and Employment). During the COVID-19 pandemic and the more recent extreme
weather events this was not a practicable option, and contracts were renewed to provide the
necessary services and support to vulnerable communities. This is a significant opportunity to
draw on the strengths of communities to deliver innovative and sustainable solutions that work
for whānau.

B. Strengthening the use of data
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47. There is a need to further strengthen the use of data in Whānau Ora commissioning as part
of the emerging social investment approach. A particular focus is on using the IDI to track
outcomes which are of interest to the Government (particularly long-term outcomes), and to
get a deeper understanding of the contribution of the Whānau Ora approach to those
outcomes (noting the significant challenges in establishing attribution for intergenerational
change and otherwise).

48. While work is underway through Whānau Ora prototypes such as Ngā Tini Whetū to improve
how we track outcomes with cohorts over time, the new procurement gives the opportunity to
provide for an improved and more standardised and consistent model of measuring progress
across all commissioning agencies and other social service providers.  As part of the
procurement process, we are placing stronger emphasis on the use of data to drive decision-
making and optimise outcomes. :

49. The strengthened data approach will be refined in consultation with shortlisted respondents.
Officials will provide further advice on the data strategy once details become available, but we
are committed to collaborating closely with selected partners to establish robust, data informed
methodologies.

C. Driving better outcomes for whānau, including in key Government targets and
priority areas

50. Whānau Ora is available to all families and whānau who would benefit from whānau centred
initiatives to support the achievement of their aspirations. There is an opportunity to better
target the investment in whānau with highest needs or particular cohorts.

51. There are considerable differences in Māori population demographics, including social and
economic dimensions, compared with the overall population. Data in relation to a range of
Government targets demonstrate dramatic inequality of opportunity for Māori. For example
approximately:

a. 65% of persistent youth offenders are Māori;

b. 40% of all Jobseekers are Māori; and

c. 60% of the households in Emergency Housing are Māori.

52. Notwithstanding the high level of government investment in the 15% of highest needs citizens
(who attract approximately 50% of the total social sector spend), there remains a cohort of
Māori who continue to experience considerably lower outcomes than the general population.

9(2)(g)(i)
9(2)(g)(i)
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You have outlined your vision for Māori development to ensure that government invests in an 
evidence-based targeted manner in Māori social development including Whānau Ora to 
ensure that Māori can better enjoy equality of opportunity, particularly alongside stronger 
whānau and communities. 

53. Whānau Ora will be better utilised to drive targeted commissioning of key outcomes, including
Government targets and priorities. This includes through:

a. Building in the achievement of specific outcomes into contracts, and/or requiring particular
reporting on key outcomes; and

b. Directing Commissioning Agencies to focus on specific outcomes, for example, through
annual Letters of Expectations.9

Other drivers 

54. Other aims from re-setting the contractual requirements on commissioning agencies include
shifting resource to the ‘frontline,’ increasing the number of navigators, and refocusing
commissioning agencies’ role to focus on backbone support functions only, rather than
carrying out Whānau Ora activities as well. The current procurement process seeks to ensure
that the proportion of funding for overheads is appropriate and that there is greater
transparency and separation between commissioning and service delivery.

Procurement process 

56. On 26 June 2024, upon receiving your Letter of Expectation Te Puni Kōkiri paused the
procurement work for Whānau Ora. On the 26 August 2024 we received confirmation and your
direction for Te Puni Kōkiri to commence the procurement process for Whānau Ora services.

57. The procurement process is running in two stages. Following the issue of an Advance Notice
on the Government Electronic Tendering Service (GETS), the first stage is an open
Registration of Interest (ROI) process, from which a shortlist of suitably capable respondents
will be invited to respond at the second stage to a closed Request For Proposals (RFP). The
procurement process is being led by Te Puni Kōkiri in accordance with the Government Rules
of Procurement. To ensure all potential commissioning agencies are treated fairly, all
communications around the procurement will be issued and managed through GETS. Table
3 that follows provides the detailed procurement process timeframes.

9 We are currently reviewing the most effect methods for government communication with commissioning agencies, 

including an improved relationship and contract management function. The Letters of Engagement are one 
mechanism within this framework. Further information and advice will be provided to you as part of the transition 
planning for new contracts from 1 July 2025. 

9(2)(g)(i)
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Who is involved? 

59. Any organisation interested in commissioning Whānau Ora services, including current
Whānau Ora commissioning agencies, were encouraged to respond to the ROI.

60. The ROI has now closed. A strong response has been received to the ROI. The evaluation
process is now underway with shortlisted respondents being invited to the Request for
Proposal (RFP) stage, commencing late November.

Risks and benefits 

61. The key benefit of undertaking procurement to stand up new commissioning agencies by 1
July 2025 is the opportunity to enable Whānau Ora to be fully utilised as a public service model
as part of the Government’s social investment approach.

62. The procurement process outlined in this paper is based on the understanding that to be
strengthened for future growth, Whānau Ora will need to have contractual settings in place
from 1 July 2025. These contractual settings will be set to enable the use of the IDI and give
the best possible foundation for showing the ongoing effectiveness of Whānau Ora. The
interim value and impact measurement standards will guide the contractual settings.

Legal advice – sensitive/legally privileged11 

  

9(2)(h)
9(2)(h)

9(2)(g)(i)

9(2)(g)(i)

Out of scope

Out of scope
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a. ensure stronger alignment with the social investment approach through
improved data sharing arrangements

b. allow for responsiveness to changes in the sector, including the complexity of
whānau and community needs

c. create further opportunities for cross-agency investment that will facilitate the
growth of Whānau Ora and drive better outcomes for whānau, including in key
government targets and priority areas.

5. Note that a refreshed communications and engagement strategy to support
engagement with the Minister for Social Investment and Minister of Finance and
your other ministerial colleagues has been provided as Attachment 2.

6. Agree to forward this briefing to the Minister for Social Investment, the Minister of
Finance, the Minister of Health, and Minister for Pacific Peoples.

Yes/No 

Paula Rawiri 
Hautū, Te Puni Kaupapa | Deputy Secretary, Policy 

Hon Tama Potaka 
Minita mō Whānau Ora 

Date:_____ / _____ / 2024 Proa
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Tipu Mātoro ki te Ao 
Independent 
Whānau Ora Review 
Panel 2018 

This review commissioned by the Minster for Whānau Ora found that Whānau Ora creates positive change for whānau and creates the 
conditions for that change to be sustainable. Aggregated together all the findings of the report provide a strong case for further policy exploration 
into the extent and sustainability of change reported by whānau and the efficacy of the whanau centred approach. The most compelling finding 
is the affirmation of the Whānau Ora approach as an approach that works. 
Two of the findings propose: 

• Exploration of localised commissioning approaches

• Strategic governance matters including the needs of Pasifika require more scoping.

Whānau Ora Iwi 
Leaders Group 
Report of the 
Strategic 
Consultation Hui-a-
Iwi  
2016 

Reports on 20 strategic consultation hui-a-iwi across New Zealand in June 2016 to gain insight and understanding of the current realities of 
Whānau Ora experiences and the gauge the progress of Whānau Ora. The WOILG distinguished between Whānau Ora contributions (services, 
programmes, interventions and infrastructure that whānau access from time to time to achieve their life goals) and Whānau Ora investments 
that enable whānau to plan, lead and implement their own goals according to their priorities. There were concerns that Whānau Ora was not 
filtering down to the regions and is trending towards the vulnerable; about under resourcing and about government taking over Whānau Ora 
and need for iwi support. Iwi were confident that Whānau Ora made a difference to whānau lives but there was need for greater data. Iwi were 
concerned about the limited spread of Whānau Ora. As a result, WOILG as the Treaty Partner involved in the governance of Whānau Ora felt 
able to reprioritise their focus and priorities. 

More effective social 
services  
Productivity 
Commission 2015 

Investigators identified four different categories of New Zealanders who accessed social services. Most New Zealanders (those in quadrants 
A and B) can navigate the system to access the social services that they require reasonably well. They may however choose to access 
services that employ a whānau-centred approach. The report found that the system badly lets down those in society with complex needs that 
span across the silos, and who lack the capacity to extract what they need for support and to help turn their lives around (particularly those in 
quadrants C and D). The Commission saw much potential to improve the social services system by greater and smarter use of devolution, 
particularly for clients in quadrant C and D. The report discusses different system architecture for the provision of social services.  Whānau 
Ora was found to be particularly effective for those in Quadrant C (people with complex needs who have capacity to access services for 
themselves) and Quadrant D (those with complex needs who require assistance to access services).  

Whānau Ora: The 
first four years 
Case study of 
Whānau Ora 
Office of the Auditor 
General 2015 

Focused on the first phase of the whānau-centred initiatives 2010/11 and 2013/4 looking at how they have been carried out, how they were 
funded and the amount of funding available and spent. The OAG focused on Whānau Ora as it was an example of innovation and new thinking 
in service delivery.   The report focuses on the delivery of whānau-centred initiatives through provider collectives. The focus of the first four 
years was on building provider capability so that providers would become more focused on whānau. Services were funded through integrated 
contracts. The first four years were delivered under the governance of Te Puni Kōkiri, supported by the Ministry of Social Development and the 
Ministry of Health and Te Puni Kōkiri. The OAG found that Whānau Ora has been a success for many families who now had a plan to improve 
their lives.  

Whānau Ora 
Working Group 2012 
that recommended 
commissioning 
agencies – Dr Wira 
Gardiner 

The second phase of Whānau Ora resulted from a plan to work towards setting up a standalone commissioning agency. The Whānau Ora 
Working Party chaired by Dr Wira Gardiner recommended three commissioning agencies with three-year contracts that Te Puni Kōkiri could 
extend to five years in total.  The report sets out the rationale and recommendations for the establishment of the three current Whānau Ora 
commissioning agencies, including funding and governance. 
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Backpocket Questions and Answers - Whānau Ora 
Commissioning: Procurement  

What role does Whānau Ora play for all whānau in Aotearoa, both Māori and 
non-Māori, who choose to engage with its services? 

• Whānau Ora is a visionary kaupapa — Government-enabled, locally led, and
whānau-centred — launched by the National led government nearly 15 years
ago.

• It's a holistic approach to facilitating and delivering outcomes through a
whānau delivery model focused on the needs of Māori and, actually, all New
Zealanders. It's inclusive of Māori and non-Māori.

Why fragment the Whānau Ora network, creating uncertainty for the hundreds 
of providers and the people they serve, when the current model is a proven 
success? 

• This Government believes in the Whānau Ora kaupapa, hence why we have
continued to commit the same budget level for Whānau Ora over the next few
years as has been committed in the last year.

• We're also cognisant of the need to ensure that we have value for money in
the delivery of better public services.

• It is important  to undertake an engagement and procurement process for
Whānau Ora, especially in light of the new targets, priorities, and objectives of
this Government, and after 10 years of no formal procurement process, we
thought it was important.

• Many Whānau Ora providers do not just rely on the allocation through the
Whānau Ora allocation under Vote Māori Development but engage in funding
from across Government, including Vote Health.

What is the Whānau Ora Procurement Process? 

• The procurement process is run by Te Puni Kōkiri and is currently in progress
with an advance notice being published on 13 September.

• It is being undertaken in two stages with the aim of having new contracts with
Commissioning Agencies will be in place for 1 July 2025:

Stage Detail Date 

Stage 1: 
Registrations 
of Interest 
(ROI)  

A Registrations of Interest was published 
for interested entities to register their 
interest and provide an initial outline of 
their capability and experience. 
A shortlist of suitably capable and 
experienced respondents will be invited 
to submit written responses to a closed 
Request for Proposals 

4 October – 23 
October 2024 
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Stage 2: 
Request for 
Proposals 
(RFP) 

The RFP will set out detail around the 
opportunity and requirements and will be 
issued to the respondents shortlisted 
from the ROI. 

Mid November 
– mid
December 2024

How does Whānau Ora intend to apply the needs-based direction from cabinet, 
given that it is a kaupapa Māori service? 

• Whānau Ora has always been inclusive and available to all who might benefit
from it.

• Funding for Whānau Ora regional? commissioning services from 1 July 2025
will be targeted to those New Zealanders who need it the most, with funding
allocated according to overall population deprivation statistics.

• There will also be a requirement for Whānau Ora commissioning data to be
included in the Integrated Data Infrastructure (IDI) hosted by Statistics NZ so
that we can better understand. the contribution this has made to improving
outcomes for and with whānau.

How can you prove that Whānau Ora works? 

• As noted in the 2018 Review Tipu Mātoro ki te Ao, Whānau Ora has created
positive change for whānau and laid the foundations for positive outcomes to
be enduring and sustainable. Multiple reviews since have supported this
finding, including the 2023 Auditor General Report into the use of Whānau
Ora and whanau-centred approaches across government.

• There is a need to further strengthen the use of data in Whānau Ora
commissioning as part of the emerging social investment approach.

How is Whānau Ora being strengthened to better support social investment? 

• The new procurement for Whānau Ora commissioning provides an
opportunity for an improved more standardised and consistent model of
measuring progress. The new contracts will require a strengthened data
approach  including integration with the IDI to allow independent validation of
the effectiveness of Whānau Ora interventions.

Why procure Whānau Ora commissioning services at all? If it works, what is 
the need for change? 

• The current commissioning arrangements have been in place for 10 years. In
that time the social sector, and the landscape across iwi, Māori communities
and Aotearoa more broadly has changed significantly, particularly with Treaty
of Waitangi claims settlements.

• This is a significant opportunity to draw on the wealth of talent across New
Zealand in social service delivery and the strengths of communities to deliver
innovative and sustainable solutions that work for whānau.
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• The new contracts will also better position Whānau Ora to align with Social
Investment and the Government’s targets, and to support the movement of
more services to the ‘frontline’.

How will these changes grow government support? 

• My priority for the Whānau Ora portfolio is to enable its adoption as a public
service model for improving outcomes for all New Zealanders with distinct
needs. A key element of this is consideration of how Whānau Ora and Social
investment complement one another.

• Key shifts being sought through the procurement process include improved
data, results measurement and reporting. We want to build a stronger
understanding of the specific contribution of Whānau Ora to the outcomes
whānau are achieving, separately from other factors in the lives of whānau.
This will strengthen government’s confidence that investment in Whānau Ora
will see the results they are seeking.

Should the focus be on mainstream services, not Whānau Ora? 

• We know Whānau Ora works. The Whānau Ora model is delivering to hard-
to-reach communities that mainstream agencies struggle to reach.

• From the beginning, Whānau Ora was about providing a holistic approach to
achieving outcomes. Importantly, it designed a service model to address the
complex needs in our communities. We’ve decided to continue building on the
Commissioning model, which has successfully delivered for New Zealanders
over the past decade.

• Alongside this, we absolutely need to focus on ensuring mainstream services
are more effective so that Whānau Ora isn’t limited to being the ‘ambulance at
the bottom of the cliff’ when mainstream services fail whānau. Our social
investment approach will drive these shifts.

Why are four Commissioning Agencies better than three? 

• We have increased the number of commissioning agencies to provide the
opportunity to target investment towards whānau with the highest needs and
geographically isolated communities with less access to services and support.

• Based on population and deprivation data, the whānau with highest needs are
primarily located in Te Ika-a-Māui.

What certainty are you providing Pasifika providers? 

• The Whānau Ora Commissioning procurement includes one national service
focussed on delivery methodologies that can deliver for Pacific peoples
across Aotearoa New Zealand.

If Whānau Ora is for all New Zealanders and about targeting need, why will one 
of the commissioning agencies be for Pacific peoples? 

• The Whānau Ora approach resonates strongly with Pacific families. This is
why, in 2014, a Pacific commissioning agency was established. Nevertheless,
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families from all backgrounds are able to access Whānau Ora supports and 
services through the current Pacific commissioning agency (Pasifika Futures). 

Has the Minister engaged with Iwi and Māori leaders regarding the 
procurement of Whānau Ora commissioning agencies? 

• My officials have been in discussions with a number of iwi and Māori
organisations who have an interest in Whānau Ora commissioning.

How does specifying the type of services to be provided align with a whānau 
driven, locally led approach? 

• Navigators are based in local communities and are well placed to support
local needs and aspirations.
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Talking points – Whānau Ora procurement 

Background 

• The foundation of Whānau Ora was built on the wisdom and foresight of the
Māori Party and the National led Government of the time.

• From the beginning, Whānau Ora was about providing a holistic approach to well-
being. Importantly it designed a model to address the complex needs in our
communities, led by communities themselves. Our support of this model and
approach remains unchanged.

• Whānau Ora contributes to outcomes across a range of portfolios. The Whānau
Ora Outcomes Framework was developed by Māori and Government and aligned
with the 10 Better Public Services targets of the National Government in 2012.

• Because we know Whānau Ora works, we’ve decided to continue building on the
Whānau Ora Commissioning model, which has successfully delivered for New
Zealanders over the past decade. This aligns with our priorities to further devolve
services to communities.

• I believe Whānau Ora can make a significant contribution to a range of
Government targets and priorities, if we get the settings right now to enable this.

Key achievements 

• Since Whānau Ora was first introduced by the National-led Government in 2010,
it has become a highly trusted and effective part of the social sector landscape,
supporting thousands of whānau and families to set and achieve their own goals
and aspirations.

• In addition, it has been able to deeply connect with communities to provide
wraparound support in times of crisis, on relatively little funding.

• Since the inception of the three Whānau Ora commissioning agencies in 2014,
they have consistently grown their engagement with whānau across Aotearoa to
achieve wellbeing outcomes and create positive change in their lives.

• Beginning with 8,269 whānau in 2014/15, the three commissioning agencies are
now engaging with 37,022 whānau in 2023/24.

• This year, Whānau Ora commissioning agencies and provider networks
supported participating whānau to achieve a total of 79,277 outcomes across
health, education, employment, housing and more. Key highlights include:

• 49% of whānau supported by Te Pou Matakana navigators achieved their
budgeting or financial literacy goals;

• 58% of whānau supported by Te Pou Matakana navigators achieved their
physical health goals;

• 84% of whānau supported by Te Pūtahitanga o te Waipounamu
navigators are better able to provide a stable home environment;

• 53% of whānau supported by Pasifika Futures navigators have become
smokefree; and

• 82% of whānau supported by Pasifika Futures navigators have reduced
their debt by five percent or more .

• Whānau Ora has national coverage and unique agility, removing bureaucracy to
quickly pivot resources to deliver on urgent government objectives. This is
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particularly evident in Whānau Ora responses to crises such as COVID-19, 
natural disasters, and more recent extreme weather events.  

• Throughout COVID-19:

• Over 1,000,000 vaccinations were administered;

• Over 1,000,000 tests were administered; and

• Over 1,200,000 support packages were delivered.

• These activities made a significant contribution to the outcomes for whānau
Māori, supporting lifting first dose vaccination rates from 43% to 91% for Māori.

• Following the devastation of the Auckland Floods and Cyclone Gabrielle, Whānau
Ora redeployed over 620 workers (including navigators, health professionals and
other operational back-office staff) into affected areas to aid recovery efforts
supporting over 28,000 people.

Rationale for procurement 

• This Government believes in the Whānau Ora kaupapa, hence why we have
continued to commit the same budget level for Whānau Ora over the next few
years as has been committed in the last year.

• But we're also cognisant of the need to ensure that we have value for money in
the delivery of better public services.

• The current commissioning arrangements have been in place for 10 years. In that
time the social sector, and the landscape across iwi, Māori communities and
Aotearoa more broadly has changed significantly, particularly with Treaty of
Waitangi claims settlements.

• This is a significant opportunity to draw on the wealth of talent across New
Zealand in social service delivery and the strengths of communities to deliver
innovative and sustainable solutions that work for whānau.

• Through the new contracts with commissioning agencies, we will also be able to:

• drive targeted commissioning of key outcomes, including Government
targets and priorities; and

• strengthen the use of data, including better utilising the Integrated Data
Infrastructure or IDI.

Process for procurement 

• Te Puni Kōkiri has begun a process to procure Whānau Ora commissioning
services. Commissioning services are being sought across the country, divided
into four regions.

• Te Puni Kōkiri will be looking across Aotearoa New Zealand for those entities
interested in commissioning better outcomes for whānau in their rohe.

• All information on the open procurement process for Whanau Ora commissioning
is at the Government's Electronic Tendering Service (GETS).

• Key steps include:

• A Registration of Interest process, open to anyone (currently underway);

• A Request for Proposals process for shortlisted candidates from
November – December 2024;

• Decisions on preferred commissioning agencies from January 2025;
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• New contracts in place from March 2025; and

• New contracts start from 1 July 2025.
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