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Overview 

Here are the answers to the questions we received during our Governance Essentials Webinar on May 4, 2022. 

If you need more information or support, please contact our Advisory and Support Centre on 0800 782 435 or 
govadvice@nzsta.org.nz 

If you would like to provide feedback on your webinar experience, please email us at pdadvice@nzsta.org.nz 

 

Supporting Resources 

Effective Governance – Governance Essentials resource booklet 

Webinar recording 

Webinar presentation 

 

Questions and Answers 

The purpose of a school board: 

1. Aside from Kura Kaupapa Aho Matua and Kura ā Iwi, are there other examples of “educational achievement” 
that place mokopuna Māori, their identity, and dispositions as paramount instead of just “academic” 
achievement? 

We agree that Kura Kaupapa Aho Matua and Kura ā Iwi are really good examples of supporting a child's whole 
development through a te ao Māori lens.   

S127 of the Education and Training Act 2020 specifically states the primary objectives of every state and state-
integrated school and kura (we’ve paraphrased these slightly for context): 

• Every student can reach their highest level of educational achievement (this implies a wider holistic 
development rather than simply academic achievement). 

• The school or kura is emotionally and physically safe for all students and staff. 

• The school or kura is inclusive of and caters for students with differing needs. 

• The school or kura gives effect to Te Tiriti o Waitangi by ensuring, amongst other things, that their policies, 
planning, and localised curriculum reflect local tikanga Māori (customs), mātauranga Māori (knowledge), 
and te ao Māori (world view). 

 

Focusing on the development of the whole child is also set out in the principles and key competencies of the New 
Zealand Curriculum and the National Education and Learning Priorities (NELP). 

Boards should also ensure that their values or principles are community-designed, supporting the development of 
the whole ākonga (student) depending on how a particular school/kura embeds (lives and breathes) their values. 
Board members are kaitiaki/trustees of the school’s mission and vision. 

 

2. Boards should be engaging and working towards meeting the vision and expectations of their school 
community. Unfortunately, our board has very little interaction with the parents and other members of the 
school community, even when asked for feedback. How can we improve on this, especially during the 
pandemic when organising in-person meetings is not recommended? 

As you say, boards proactively and transparently communicate with their school community, reporting and 
celebrating progress towards meeting community-driven visions and strategic outcomes.  

Boards should think about the barriers to community members getting involved or what could be hindering effective, 
transparent communication between their board and the community. Once the possible problems are understood, 
it’s easier to address them. 

For example, you could hold a series of small hui at different times of the day, giving parents the chance to discuss 
issues without worrying about childcare. These events could also be linked with school activities, such as a school  

mailto:govadvice@nzsta.org.nz
mailto:pdadvice@nzsta.org.nz
https://nzstaworkbooks2021.s3-ap-southeast-2.amazonaws.com/Governance+Essentials-FINAL.pdf
https://vimeo.com/manage/videos/707583871
https://nzstaworkbooks2021.s3.ap-southeast-2.amazonaws.com/GE1_Webinar+Slides_4thMay_2022.pdf
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https://nzcurriculum.tki.org.nz/Principles
https://assets.education.govt.nz/public/Documents/NELP-TES-documents/FULL-NELP-2020.pdf


Governance Essentials 1 Webinar 
Question and Answers 

Governance Essentials Webinar May 2022 ©NZSTA 2 

 

 

 

 

disco or sports day, making it convenient and saving travel costs.  

Your board could also have a regular section in the school notice, website, social media page, etc. When engaging 
with your community, people need to know that their input is valued, so think about how to make this information 
sharing/consultation genuine, engaging, and authentic. 

If this is an area that your board wishes to improve in, we suggest making it an agenda item. Perhaps this is a topic 
to research further – using a board committee to review what is currently in place or not in place and what solutions 
could be explored. Contacting NZSTA to discuss options is always a great course of action.  

 

The legislative framework: 

3. Is there a legal requirement to identify a term for co-opted members, or can they simply be there until 
otherwise changed? 

The co-opted person is often there to fill a representative role (for example, ensuring a balance of gender, ethnicity, 
or knowledge) and has all the same rights and accountabilities as all other board members.  

Board need to be transparent with their community about why this person has been given the right to speak and vote 
while others do not get that opportunity. Therefore, the term and reason for their co-option should be clearly 
recorded and communicated, so everyone in the community understands what they bring to the board and how long 
they will be there.  

There is a legislated requirement that any co-option is only up to 3 years from the start of the co-option – it is not an 
endless appointment (S1,2, and 8, Schedule 23, Education and Training Act 2020).  

However, a co-opted person may be a board member for many years. For example, they may be co-opted 
successive times or be on the board as an elected member and then as a co-opted member. 

 

4. Are there any conditions that mean someone cannot be a board member? I’m thinking in particular with 
regard to residency/citizenship. 

In terms of citizenship, anyone who is not a New Zealand resident and cannot legally hold a visa or is either here 
illegally or being forced to leave NZ immediately is ineligible to be a board member.  

Other conditions related to the ability of the person to manage their own affairs may exclude them from being eligible 
to be board members as well. Section 9, schedule 23 of the Education and Training Act has a full list of the 
ineligibility criteria for potential board members. 

 

5. How do the NAGs and NEGs relate to board matters? 

The NAGs are the National Administrative Guidelines, while the NEGs are the National Education Goals. In short, 
the NEGs specify the 10 key goals for the whole education sector to raise educational outcomes for students. The 
NAGs explained the eight key legislative areas that boards are responsible for, including curriculum development, 
report responsibilities, employment, finance and property, health and safety, and school administration. Boards need 
to comply with the requirements of both the NEGs and NAGs. 

Note: both the NEGs and NAGs will be repealed when the new strategic planning and reporting framework is 
implemented on January 1 2023. These have been largely replaced by the National Education and Learning 
Priorities (NELP) and other planning and reporting criteria to be determined by the Ministry of Education later this 
year. In addition, some of the NAGs, such as employment, health and safety, and finance, are covered by other 
legislation or collective agreements that boards must comply with. 
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Your board’s governance model: 

6. Where your principal is a sole charge principal, how much of the “how” does the board need to support for 
the principal to effectively teach and manage the school? 

The answer to this question entirely depends on a school’s governance model. Small, sole charge schools rely on 
their wider school community to get all the jobs done around the school. However, most of these don’t need to be 
done by a board member, just a willing member of the community. These could be things like regular school 
maintenance, grant applications, parental support of school trips, reading recovery, or other school-based 
programmes, etc.   

If it’s a hands-off model, the board sets the expectations as outlined in the NZSTA recommendations. In that case, 
the board focuses on strategic objectives and planning that meet their primary objectives (S127 of the Education and 
Training Act, 2020). Board members help out around the school as “volunteers” under the direction of the principal. 
This work is open to the entire community and is not undertaken because you are a board member – it’s because 
you are skilled and available to support where required. 

If it’s a hands-on model, then the decision making around day-to-day management will be made as a collective with 
board members very involved in the day-to-day running of the school. This can work well as long as the division of 
everyone’s duties/expectations is clearly understood and mutually agreed to. If you think you need to, please get in 
touch with NZSTA for support in working out an agreed model of governance. 

 

7. Regarding “delegating ALL authority and accountability to the principal” (as per your example of the 
governance model (slide 20), the board is the legal entity and therefore is responsible under health and 
safety and employment acts and collectives. If the board is held legally accountable by Worksafe or the 
ERA, how ‘pushy’ can the board be with the principal to ensure they really do ‘have it covered’? 

You are correct that the board is the legal entity or the “person conducting a business or undertaking” (PCBU). 
Therefore, it is responsible for ensuring that the school is an emotionally and physically safe place for everyone who 
enters it. It is also the employer of staff, although the day-to-day management of staff is delegated to the principal to 
manage (in most schools). The principal (as the CEO) must report to the board on the effectiveness of policies, 
procedures, and school management.   

The principal is an officer of the PCBU (as are all board members) and is specifically and legally responsible for 
enacting the health and safety directives of the board. The board is responsible for setting the policies under which 
the school is controlled and managed. So, providing the board (of which the principal is a member) ensures the 
policies and procedures are fit for purpose, enforces the expectation of regular reporting against agreed key 
identified indicators (including engagement and feedback from all staff), and critically evaluates the school’s 
performance towards maintaining a healthy and safe workplace, then health and safety due diligence has probably 
been covered. So, providing the board (of which the principal is a member) ensures the policies and procedures are 
fit for purpose, sets the expectation of regular reporting against agreed key identified indicators (including 
engagement and feedback from all staff), and critically evaluates the school’s performance towards maintaining a 
healthy and safe workplace, then health and safety due diligence has probably been covered. (Here is an MoE 
resource for boards around Managing risks and hazards at school.)  

Therefore, boards should be seeking regular assurances with evidence that the school is a safe and healthy working 
environment. Boards should also have a way of consulting staff about their work conditions and have a formal way 
for them to raise concerns. This develops a “speak up” culture to deal with any concerns or identified risks as soon 
as they are noticed or when issues are still quite small and manageable. 

If the principal fails to follow a board’s directives as outlined in their policies, then they can be personally liable, while 
other individual board members are exempt from personal liability. 

NZSTA has a model Health and Safety policy and a resource for board publication with some tools for risk 
evaluation and reporting, which may be useful in this case. Please get in touch with NZSTA if you would like to 
discuss your school’s situation with an adviser. 

 

 

  

https://www.legislation.govt.nz/act/public/2020/0038/latest/LMS274508.html?search=qs_act%40bill%40regulation%40deemedreg_education+and+training+act_resel_25_h&p=1
https://www.legislation.govt.nz/act/public/2020/0038/latest/LMS274508.html?search=qs_act%40bill%40regulation%40deemedreg_education+and+training+act_resel_25_h&p=1
https://www.education.govt.nz/school/health-safety-and-wellbeing/managing-risks-and-hazards-at-school/safety-and-behaviour/
https://www.nzsta.org.nz/nzsta-governance-framework/nzsta-governance-framework-policies/
https://assets.education.govt.nz/public/Documents/Ministry/Initiatives/Health-and-safety/Tools/Health-and-Safety-at-Work-Act-2015-practical-guide.pdf
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The difference between the board and the principal’s leadership roles in your school: 

8. What are the three things the principal is responsible to the board for? 

The principal is responsible for ensuring that every student achieves to their highest ability as unique individuals in a 
safe and inclusive environment. They also need to ensure staff are appropriately resourced and managed to achieve 
this goal.  

Many smaller responsibilities sit around these key generalised responsibilities: 

• Work within the laws of New Zealand and follow the board’s general policy direction (S130 of the Education and 
Training Act, 2020), ensuring the board’s primary objectives (as outlined in S127) are enacted. 

• Manage school resourcing appropriately – physical resources, staffing (being a good employer), financial 
resources. 

• Keep everyone emotionally and physically safe while in the workplace (school) as an officer of the PCBU (which 
is the school board under the Health and Safety at Work Act). 

 

9. How can a principal be a board member, have the same rights and powers as the board members 
(governance) and yet be the manager (operations)? Principals can be both, but the board members get 
reprimanded for blurring the lines. So what is the principal’s role being a board member? 

As you say, the principal is the board’s “chief executive” and manages the school's day-to-day operations or kura in 
line with the board's direction and policies.  

S119 of the Education and Training Act 2020 outlines the constitution of boards of State Schools. This clarifies that 
principals are full board members, which is different from many commercial boards where the CEO is not a board 
member. In addition, the principal (and staff rep) is part of the employing body and an employee, which does pose 
some potential conflicts of interest which need to be managed, as indicated by the question.   

Also, board members generally only get reprimanded for blurring the lines when they start acting independently of 
board delegations. For example, questioning staff about teaching practices without the board's authority to do so. If 
the board member is conducting official board business, as delegated in writing with clear terms of reference, they 
are not blurring the lines. As indicated in some of the questions above, the line between governance and 
management may look different in different schools or kura, depending on the agreed governance model. First, your 
governance model needs to be agreed upon and clearly outlined in writing. Then all policies and procedures need to 
be written in such a way as to reflect this agreed governance model. 

Please call NZSTA if you would like to discuss this further with a governance adviser.   

 

10. When it comes to mask-wearing for students, is it a board decision and management to implement, or 
management to decide and implement? 

Now that the government does not mandate mask-wearing, each individual school or kura must do their own health 
and safety risk assessment to determine if they will require masks to be worn, by whom, and when.   

The board, via the health and safety policy, will normally delegate to the principal the ability to do a risk assessment 
around responses to potential risks, including mask-wearing and other pandemic responses. The principal should be 
reporting to the board about what evidence/information led them to their decision. These are things like the risks, the 
severity should staff or students contract COVID, and what they have in place to eliminate or minimise the risks – 
which may or may not lead to enforcing masks in certain circumstances.   

Some boards with a more hands-on governance model may ask the principal to bring the evidence to a board 
meeting, and they can make the final decision about the actions they will take together as a collective. It depends on 
each school's governance model. 

 

  

https://www.legislation.govt.nz/act/public/2020/0038/latest/LMS171553.html?search=qs_act%40bill%40regulation%40deemedreg_education+and+training+act_resel_25_h&p=1
https://www.legislation.govt.nz/act/public/2020/0038/latest/LMS274508.html?search=qs_act%40bill%40regulation%40deemedreg_education+and+training+act_resel_25_h&p=1
https://www.legislation.govt.nz/act/public/2015/0070/latest/DLM5976660.html
https://www.legislation.govt.nz/act/public/2020/0038/latest/LMS177784.html?search=qs_act%40bill%40regulation%40deemedreg_education+and+training+act_resel_25_h&p=1
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11. School roll - declining over last 15 years; governance or management? 

In the big picture, future planning and resourcing would be considered a governance-level discussion as part of your 
strategic planning processes.  

The decisions around class structure and specific staffing (who teaches where, how many teacher aides, etc.) are 
management decisions and may vary year by year based on your roll return numbers and subsequent staffing and 
funding allocations. Any major reduction in staffing may result in the board having to go through a surplus staffing 
process to determine which permanent staff remain employed at the school.  

Again, depending on your governance model, this is most likely to be delegated to the principal to work through the 
nitty-gritty with the union and staff involved and then report back to the board for final ratification. 

 

12. What can I do if I don't fully agree with the plan? E.g., If I think they should implement sports into the 
curriculum, daily programs to keep the kids fit, and the principal disagrees? How much input can we make? 

As board members, you are there to bring the community's perspective to discussions, to be focused on ensuring 
the school's vision and values are realised, and every student achieving to their highest potential in a safe 
environment. You are not there to push your own agendas.   

That being said, how much input you can have will depend on your school's governance model. For example, a 
hands-off board (as NZSTA promotes) will have no input into the school's daily programmes as these are firmly in 
the principal's job description.   

Let's look at this practically: following community consultation, the board may have a strategic objective around 
raising student health and wellbeing because this has been identified as a significant barrier to students' success at 
school.  

The board can then direct the principal and staff through their strategic plan (your number one policy) to improve 
students' health and wellbeing outcomes. It is up to the principal, who has "complete discretion" for the school's day-
to-day management, to determine the best method of achieving this for all students. This is the board entrusting their 
policy direction to the principal.  

Next, the board should identify some key performance indicators to measure the success of any programmes the 
staff implement, such as greater engagement in classroom activities, greater use of recreational activities during 
breaks, students reporting they feel happier at school, and greater engagement in sports, etc. The principal will then 
report to the board on student health and wellbeing at specified times throughout the year on these key indicators to 
show progress. 

Any board member that disagrees with the majority decision can ask for their objection to the ratification of a motion 
to be noted in the minutes. That is their final say on the matter. From then on, they must speak with the voice of the 
board, "The board decided …," and not add, “but I didn't agree with this.” Simply, “the board decided….” 

 

 

What is the role of the different board members?: 

13. Regarding the different types of board members, how would you recommend a school best enable mana 
whenua input: by allocating a seat, or in a selective advisory capacity when relevant subjects needing mana 
whenua input arise? 

Each board needs to engage genuinely and partner with their whānau, hapu, and iwi to ensure they are capturing 
the aspirations and expectations of their community. This helps boards understand how their tamariki / children and 
whānau experience board policies and procedures and puts a te ao Māori lens across everything they do. Genuine 
engagement also ensures boards are providing culturally and emotionally safe places for all their students and staff. 
It is up to each board and their community to determine how all of this is achieved.   

Some boards have found it effective to co-opt a representative of their whānau, hapu and/or iwi onto the board, as 
this formal co-option gives mana to the position. However, some have found that the co-option has been 
unsustainable because demands on one individual become too great.  

As indicated by the question, others find a whanau rōpū (advisory group) works for them. The main point is that 
boards work with their Māori whānau to determine a method that works in the best interests of everyone, providing 
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genuine, open, and transparent communication between the board and school whānau to improve the outcomes for 
their ākonga/students.  

Please get in touch with NZSTA to discuss approaches that might work effectively for your school or kura. 

 

14. What is the role of the parent representative, and do they have equal rights too? 

Every board member (no matter how they come to be on the board – elected, appointed, selected, co-opted, or 
there as part of their job) has equal standing, equal voice, equal vote, and equal accountability. So, for example, in a 
high school board meeting, the student representative has the same respect afforded to them as the principal, 
parents, or staff member to speak and be listened to. 

Everyone on the board has the primary role of being kaitiaki “trustees” of the school vision – why do you exist? What 
will it look like if you're getting it right? Normally this will be something around creating happy, well rounded, engaged 
members of your community. Your role is to ensure the school is resourced and focused on actioning that vision for 
all students. You are working on behalf of your community to improve outcomes for your students while being a 
good employer.  

 

15. We have a board member who leads a whānau rōpū group. They give a rōpū report alongside the principal 
report, staff report, and student report. Is this correct? 

There is no right or wrong way when reporting to the board – each board is entitled to determine their own policies, 
procedures, and rules. However, NZSTA would, as a general rule, advise that all reports relating to day-to-day 
school activities come to the board via the principal. This ensures there are no surprises at the board table.   

In saying that, the board may decide that this board member is the best person to give updates about the activities 
of this rōpū. Whenever the board is making decisions about what reports they require to be assured that their 
actions are getting the desired outcomes, they should think about the key performance indicators: how will these be 
recorded and reported, why are these “must-know” outcomes, who's best to report on the outcomes, and how often.  

We would discourage boards from reporting for reporting's sake – having the same agenda every month with 
random reporting just to have a report. Reports take up everyone's valuable time, so make sure they are worthwhile 
having. 

 

16. "Board members do not report to the board..." We have a very talented member of our board who fundraises 
via grant applications (in partnership with the principal) and reports on these. Is this incorrect? 

As said above, every board can determine its own processes, so it's not incorrect. However, to avoid the situation 
where you are spending most meetings getting reports for "reporting’s sake” or so that there are no surprises at the 
board meeting, the principal should be the one bringing this information to the board as part of their board reporting.  

After all, the grants will support the day-to-day activities of the school for which the principal has responsibility. Some 
grants require board authorisation, and some others that require the school to match their grant donation. These 
grants will need to be reported to the board but as part of the finance (if it requires a discussion around unbudgeted 
spending) and/or in conjunction with the annual achievement target that the grant will support. The board member 
could be asked to comment on the specifics of these applications, though.   

 

17. Can you unpack what a conflict of interest looks like for a staff rep board member – especially related to 
disciplinary staff matters? 

A staff member has a direct conflict of interest when the board discusses their employment matters or that of a close 
relative or friend. Essentially anytime it would be perceived by any “rational” member of the school community that 
they may have influenced a particular decision made by the board in their own or a friend’s favour.  

If a staff member, like any other board member, feels uncomfortable about a particular board discussion, they can 
choose to be excluded. For example, a discussion about the disciplining of a colleague. 
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18. What does "governance" look like for major property projects, such as new buildings or significant 
refurbishments? The Board seems to get involved in a lot of detailed decisions on these projects. Is that 
wise? 

Suppose the board meets 11 times (once a month) for a maximum of 2-2.5 hours. In that case, you only have about 
27.5 hours to ensure that every student in your school is achieving to their highest ability in an inclusive, emotionally, 
and physically safe environment.  

Of course, school infrastructure is important for the wellbeing and physical safety of the staff and students, but don’t 
spend every meeting getting bogged down into the nitty-gritty details (like paint colour, furnishings, etc.). The board 
just needs to be assured that it will be fit for purpose and completed within budget. The best option would be to have 
a committee of interested or skilled volunteers from the wider school community (teachers, parents, board members, 
proprietor, etc.) to support the principal with the project management or work through some of those small but critical 
decisions. 

 

19. As a board member, how can you raise concerns you have about the overall management of the school that 
you feel are suboptimal (e.g., as a result of having observed a range of operational processes through 
involvement as an interested parent)? For example - not being provided with information such as the school 
operation structure chart and school charter. Conversely, how do you objectively assess what constitutes 
poor management compared with simply being different to the way you might run it? 

Great question. The board (which includes the principal) is accountable for the school's overall performance. Board 
members form the employing body and need to set and critically evaluate the principal’s performance as the CEO of 
the school against agreed criteria. However, you need to be very careful that you are working as a board, as a team 
focused on key performance targets, not as a single board member advocating a particular viewpoint. 

So how do you do this? With the examples in the question, these are both public documents that anybody can ask to 
see. As a board member, it would be best to have a quiet word with the presiding member – along the lines of:  “hey, 
I’ve just been to this workshop with NZSTA, and they advised that it’s a legal requirement for every school to have 
their strategic plan posted on their website (S146 Education and Training Act 2020). I haven’t been able to find it on 
our website. Can you direct me to where I can find it on our website, or can it be posted so we’re not breaking the 
law?” 

You can also ask about key performance indicators for the strategic plan, letting you know what to look for when the 
principal reports on progress towards the strategic targets. Then you can ask appropriate questions to ensure that 
adequate progress is being made and that your programmes and processes are adding value to the students’ 
overall educational outcomes.  

When it comes to raising the expectations of day-to-day school management, we need to remember that the 
principal has “complete discretion” to run the school as they see fit. The board’s role is to set the key performance 
criteria in the strategic plan, annual implementation plan, and principal’s performance criteria, against which they will 
monitor the school’s overall performance.  

NZSTA can support any school or kura with this process, and in situations where there are significant concerns 
about the principal’s performance, with principal performance management.  

Contact NZSTA to speak with an adviser about your school’s specific concerns. 

 

20. If we get a new principal at the same time as new board members, do you have to redo your school policies 
and procedures or keep them the same and review them? 

Because the board, the entity, continues even with a change in board members, the policies and procedures remain. 
Therefore, the new board members should continue to review the effectiveness of the policies, making sure that they 
give the appropriate expectations and limitations to meet the experience of the new principal. For example, you may 
wish to put tighter constraints on finances or ask for greater reporting in a particular area.   

  

https://www.legislation.govt.nz/act/public/2020/0038/latest/LMS262288.html?search=qs_act%40bill%40regulation%40deemedreg_education+and+training+act_resel_25_h&p=1


Governance Essentials 1 Webinar 
Question and Answers 

Governance Essentials Webinar May 2022 ©NZSTA 8 

 

 

 

 

21. How can a board measure the engagement of staff working under the principal’s direction? The principal 
will give one perspective, but that won't necessarily reflect the views of the staff. Can the board approach 
staff directly to seek their views on how the school is being managed? 

The board needs to have formal ways of getting feedback from staff, students, and the wider community – usually 
via a survey or formal consultation process, such as an annual wellbeing@work survey. This will help the board be 
assured that the information the principal is presenting is accurate and based on reliable data rather than their 
personal perspective. 

Board members should not approach staff directly unless the board has delegated them the authority (in writing) to 
conduct specific consultations on behalf of the board. As a "rogue" board member, you leave yourself open to 
challenge and being personally liable should you act independently of the board. The board, the legal entity, is the 
employer and must act formally as one, not as individuals. 

 

22. What is the proprietor, and what is the role of the proprietor’s appointee? 

All state-integrated schools have a proprietor. This is often the organisation that originally set up the school before 
joining the state school sector in the mid-1970s. Most state-integrated schools in New Zealand are faith-based – 
Catholic, Anglican, and Presbyterian; the founding church organisation is the proprietor.   

From the Catholic Schools Handbook for Boards Introduction: 

Distinguishing features of state-integrated schools from state schools: 

State-integrated schools are embedded in their church; their [special characteristics] determine student enrolment 
and staffing requirements and their [special character] curriculum. 

The Proprietor, who is the Bishop of the diocese or a religious institution or Trust Board, has ownership of the 
school’s integrated land and buildings. Responsibility for their maintenance and insurance (and the resulting health 
and safety obligations) is shared with the school’s board and the proprietor. 

Each school is governed by its school board. The proprietor has the right to appoint up to four members to the 
board. The Proprietor’s appointees are members of the board in all respects. They have some additional reporting 
responsibilities to the proprietor [and often ensure the board considers the school’s special character in all its 
decisions]. 

 

 

Difference between representation and advocacy: 

23. Many board members are confused about the role of the staff representative board member. Can you please 
clarify their role? 

It may be easier to think of the staff representative as the staff-elected board member. That is how they got on the 
board – the staff elected them. They are equal in standing, voice, vote, and accountability with all other board 
members. Their role is to bring the staff's perspective to discussions but remain focused on what is best for the 
whole school community, not just the staff they may be friendly with.   

For example: “In my experience as a staff member, I think “plan B” would work best for all students to experience 
positive educational outcomes in this area.”   

They are not there to advocate, to bring the gripes and groans of the staff to the board – that is the role of the 
concerns and complaints process and/or the staff union representative – through their correct union advocacy 
channels. 

If the board wants to understand the issues or concerns faced by their employees, they need a formal way of 
consulting with all staff. This could be via an annual wellbeing survey or during the strategic planning consultation 
process.  

Please refer to our governance policies on the (B6) Role of the Staff/ Student Representative or the workshop 
material for the Role of the Student Representative for more details. 

  

https://www.nzsta.org.nz/nzsta-governance-framework/nzsta-governance-framework-policies/
https://www.nzstaknowledgehub.org.nz/copy-of-ebooks-resources
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24. Board members act as representatives and do not advocate. However, as they are the employer of the 
principal, are they advocates for the principal? 

The board is the principal's employer, who is also a board member. The board is responsible for setting the 
expectations and limitations for the management of the school via their policy direction, and the principal will be 
working to enact this policy direction. Therefore, the board should support the actions the principal is taking. In this 
sense, they are advocates or supporters of the principal.   

They are not there to advocate for the principal in terms of employment – this would be the role of the principal’s 
union representative via their formal advocacy channels. 

 

 

The school’s strategic plan and work plan: 

25. Can we adjust the strategic plan throughout the year to adjust for significant unanticipated events? 

In short, your strategic and annual implementation plans are living documents that need to be focused on your most 
important areas of improvement.  

Because a strategic plan is focused on long-term aspirational goals, it shouldn’t need to be altered during the year, 
as key goals will probably remain even when unanticipated events arise (such as COVID).  

What may require adjustment is the principal’s implementation plan (how they are actually going to manage the 
school to work towards the board’s strategic outcomes). They may have to make adjustments to what is now 
reasonable or necessary to focus their attention and keep within budget while meeting the educational needs of the 
students.   

 

26. We meet twice a term scheduled around pre and post-assessment. How do you move a board from general 
business (that takes a good 90mins) to being strategically focused? 

Great question. This is something that many boards struggle with and may require some one-on-one support to 
achieve.  

We find that boards actively involved in developing student-focused, aspirational, strategic plans have an easier 
transition to the strategically-focused part of board meetings. 

All these board members understand the key performance indicators, how they are measured, and why. Likewise, 
the principal and staff understand what the board wants to know and why they want to know, then report on those 
items. 

This focus stops a lot of the “reporting for reporting’s sake” that often happens when boards and principals don’t fully 
grasp what the other really wants to know.   

You will still get some necessary regular reporting around the NAGs (national administration guidelines) – 
particularly finance, property updates, employment, and health & safety. These reports can often be taken as read if 
there is nothing significant to make the board aware of – if there is, it should probably already have been raised in 
the strategic part of the hui. 

NZSTA has many experienced and knowledgeable staff who are more than willing to support your school in 
developing a meaningful strategic plan and reporting expectations. 

 

27. Where can we get a board work plan as a template document?   

NZSTA has an example board work plan template in the Governance framework policies. WeNZSTA has an 
example board work plan template in the Governance framework policies. We encourage you to download this 
version and then mould it to suit the needs of your school or kura.  

Please contact NZSTA if you would like assistance in doing this. 

 

 

https://www.nzsta.org.nz/nzsta-governance-framework/nzsta-governance-framework-policies/
https://www.nzsta.org.nz/nzsta-governance-framework/nzsta-governance-framework-policies/


Governance Essentials 1 Webinar 
Question and Answers 

Governance Essentials Webinar May 2022 ©NZSTA 10 

 

 

 

 

28. What do you mean when you said the board’s “Improvement Plan”? 

I think Alan was referring to the board’s strategic and annual implementation plans, as these are all geared at 
improving the educational outcomes of your students. 

 

29. Who would take responsibility for the development of the board work plan? 

The board as a whole should be developing their work plan, but it is the presiding member who is tasked with 
ensuring the board work gets done (not to actually do the work, just ensure it gets done).  

The board may delegate this particular task to a board member, who may or may not be the principal or presiding 
member, or perhaps to the policy review committee (if you have one).  When satisfied with the plan, the board 
should approve and adopt the final draft.  

 

Raising concerns and complaints 

30. As a parent representative with a concern about my child’s education, if I step away from wearing the 
“parent hat”, can I have a representative, such as my spouse, advocate on my behalf? 

Absolutely. Having the child’s other parent or caregiver advocate on their behalf can help maintain segregation 
between your parent and board hats but still get the best for your child’s education. 

Whether they are board members or not, all parents, staff, and students need to have a clear way to raise concerns 
about education or employment. As board members, we must follow the school’s concerns and complaints process 
and ensure that we still adhere to our code of conduct (especially to respect the integrity of staff and positively 
represent the school).  

The other important point is to recognise that we have no authority to act as “the board”, including escalating 
personal issues to board level before attempting to resolve the issues through the school process first. 

 

31. Can the board ask if there are any complaints lodged? 

The board can absolutely request that they get informed at regular intervals, say termly, on the number of concerns 
raised and whether they were successfully resolved.  

You should not get details on the concerns raised, such as the person's name raising the concerns, but it would be 
useful to know if there were trends or patterns around the topic people were raising concerns about.  

For example, “this term, staff had five concerns raised, all were about the impact of mask-wearing, all have been 
resolved at the classroom level.” 

 

 

Other questions of note: 

32. Is there a link to a programme that new principals can undertake when appointed to the leadership role? 

Any new principal should link with the school's MOE Educational Adviser, this will ensure they are getting all relevant 
information from the MOE as required.  There is a MOE funded programme for new principals available through 
Education Associates, which includes connecting with a leadership adviser and attending leadership development 
workshops with other local beginning principals.   

Like all board members, they can access our support via some of the links above and attend training events to 
support them in their role as a board member or as an employer of school staff. 

  

https://www.evaluate.co.nz/support-for-leaders/support-for-principals/beginning-principals-and-nga-tumuaki
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33. How does the professional growth cycle for the principal fit with performance and review? How does it differ 
from the performance agreement or principal’s appraisal? 

Professional growth cycles for principals are still in development. At present, they are looking at having a 
professional network comprised of other principals in the area to help each other focus on growth and provide 
support to undertake the complexity of their leadership role effectively. Planning for each principal should be shared 
with the board so it can understand and resource the support required to achieve any desired outcomes.  

Until this new system is in place, boards should continue to appraise principals against the professional standards.  
We will have more information on our website as it comes available. 

 

34. Does the board re-sign the board’s code of conduct at the beginning of every year or at the first meeting 
after an election year? 

We recommend that all board members sign that they have read and understood the code of conduct every year or 
as part of a board member’s induction. This keeps board engagement and behaviour expectations front and centre 
with all board members. However, board members also need to know that these are the agreed “rules of 
engagement”, and refusal to sign the code doesn’t mean they won’t be held accountable for not complying with 
them.   

If you have a board member who is uncomfortable with signing the code, the presiding member should have a quiet 
discussion with the board member about their reservations. This may lead to wider board discussion around their 
expectations and limitations as outlined in their code of conduct to make sure they do have agreement on what 
these are and why. Again, this does not need to be unanimous, but it does help ensure everyone is on the same 
page regarding their expected behaviours. 

 

35. I am interested in hearing what comprises the principal's reporting to the board in other schools. Has this 
changed to reflect the board's primary objectives for schools? 

The information in a principal’s report depends on how strategically-focused a board is, their governance model, 
what’s happening in the school, and what they have instructed the principal to report on (through their policy 
framework). 

In general, NZSTA promotes strategically-focused reporting where most time is spent focusing on the progress 
towards actioning/meeting strategic targets. The strategic targets themselves should be focused on the board 
achieving their legal responsibility to ensure the primary objectives are being met. The board should also be doing 
this by incorporating the National Educational and Learning Priorities (NELP) into their planning, so reporting and 
discussions are focused on removing any identified barriers to delivering quality teaching and learning for all 
students. In this sense, the reporting to the board has not changed to reflect the primary objectives – it has been a 
change in the planning process. 

Principals will also report on key school functions normally associated with the National Administrative Guidelines 
(NAGs), such as attendance, student behaviour trends and patterns, health and safety risks and patterns, financial 
comparisons with budgeted allocation, employment updates, etc.  

Note: reporting against the NAGs may need to be modified with the new Ministerial reporting regulations and the 
removal of the NAGs on January 1 2023.   

 

36. There was talk that the Ministry of Education would put in a new scheme that took finance and employment 
back. Is this still a happening thing? 

The suggestion that the Ministry of Education could centralise some school services, such as financial monitoring or 
employment aspects, was proposed as part of the Tomorrow’s Schools Education Reform in 2018. 

The suggestion that the Ministry of Education could centralise some school services, such as financial monitoring or 
employment aspects, was proposed as part of the Tomorrow’s Schools Education Reform in 2018.  Many have not 
come into fruition. 

 

https://assets.education.govt.nz/public/Documents/NELP-TES-documents/FULL-NELP-2020.pdf
https://www.education.govt.nz/our-work/legislation/nags/
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If you have any specific concerns about your school’s financial state, please contact your school’s educational 
adviser at the Ministry of Education. They have specialist financial advisers to ensure schools have the correct 
internal process in place to use, monitor, and report on school finances.  

If you have specific concerns about anything employment related, please contact NZSTA to speak to an 
employment adviser about your specific concerns. 

 

37. What is the process if the principal is not meeting the performance agreement? 

In general, the board needs to work with the principal to address any concerns they may have at the lowest level 
possible before considering any formal processes. This includes setting clearly understood and agreed on 
expectations in their strategic plan, principal’s performance agreement, and any other relevant policy documents.  

These need to have clearly defined key performance indicators and an agreed plan for monitoring them. The board 
needs to ensure they support and resource the school in such a way as to remove any potential barriers that may be 
preventing the principal from achieving these desired outcomes. Board members need to work as a team with the 
principal (one vision, different roles) and always ensure they are following best practices for being a good employer.   

An employment and/or governance adviser can support the board with this process. We suggest you contact NZSTA 
as soon as you have any concerns or questions about the management of your principal’s performance. 

 

38. Who owns the intellectual rights to board/school documentation when a staff member did not produce 
plans, reports, or resources? Who owns the rights to this product if a board member produces it? Who has 
the right to share or give this information to someone to use, and who owns the rights to the documents 
when they were produced for the school by an external party? 

According to the New Zealand Intellectual Property Office, the person who created the work is usually the owner of 
any copyright unless the work is created in the course of employment or someone commissions and agrees to pay 
for it. Then, the rights will have been reassigned.   

In saying that, schools work in a high trust, high expectations, and high transparency environment. Each school is its 
own legal entity but works collaboratively with many schools across the network to raise the educational outcomes 
for all students as a community. It is normal for schools to share resources and knowledge to better society. It is also 
normal and best practice for schools to use other people’s work and acknowledge the source of that work when 
sharing or expanding on the work done by others. 

NZSTA does have a sample policy on protection and sharing of intellectual property (creative commons) (D5) that 
might help the board write their own policy around this topic. 

 

39. I couldn't see a part 2 to this session available on the website anytime soon. Is there a part two planned? If 
so, when? 

The second part of the Governance Essentials webinar will be held on Wednesday, May 25, starting at 7 pm.  

If you have any questions or subject areas that you would like us to cover, please include these on the registration 
form when you enrol for the webinar.  

It will be great to have you all present again. Please book through the EventBrite link on the Knowledge Hub 
Website. 

 

https://www.iponz.govt.nz/about-ip/copyright/ownership-and-protection/
https://www.nzsta.org.nz/nzsta-governance-framework/nzsta-governance-framework-policies/
https://www.eventbrite.co.nz/e/governance-essentials-part-2-tickets-334213891747

