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Sir Apirana Ngata. The most quoted Ma-ori proverb of the second half of the last 
century is as relevant today as when it was penned in 1949. It speaks of the need 
for Ma-ori to walk in two worlds – to combine the best of both in order to build 
a stronger culture for the future.

“E tipu, e rea, mo- nga- ra- o to-u ao, ko to- ringa ki nga- ra-

kau a te Pa-keha- hei ara mo- to- tinana, ko to- nga-kau ki 

nga- ta-onga a o- tu-puna Ma-ori hei tikitiki mo- to- mahuna; 

ko to- wairua ki to- atua, na-na nei nga mea katoa.”

Grow up and thrive for the days destined to you, your hand to 

the tools of the Pa-keha- to provide physical sustenance, your a to provide physical sustenance, your a- to provide physical sustenance, your -

heart to the treasures of your Maheart to the treasures of your Ma-heart to the treasures of your Maori ancestors as a diadem 

for your brow, your soul to your God, to whom all things belong.
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Aotearoa, New Zealand 2005. 
The Treaty of Waitangi settlement process presents 
a real opportunity for Ma-ori to determine a new 
future. Much is at stake; there are many fears, 
opinions, perspectives and sensitivities. This book 
outlines many of the key issues that will be faced 
on the journey to successful outcomes. Its focus is 
on sustainability, with a long-term vision of Ma-ori 
economic self-suffi ciency and prosperity for future 
generations. It is a practical guide through the 
establishment of a Ma-ori Enterprise accountable 
for the communal assets of a iwi, and for ha-pu. This 
book is for anyone with an interest in building more 
harmonious and sustainable communities, for the 
benefi t of all New Zealanders. 

once and for all.
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Introduction and Background to the Project

Wouldn’t it be great to be able to come up with a simple 
model for sustainable Ma- ori development? This was the 
challenge the New Zealand Business Council for Sustainable 
Development and Westpac New Zealand set for themselves 
when they joined forces to bring together an Enterprise 
model for Ma- ori 15 months ago. The ideal would be a 
structure that satisfi ed the economic as well as the social 
and environmental needs of the community: solutions that 
felt right for the heart as well as the head and that worked 
for both today’s and tomorrow’s generations. The issues 
were not easy, but the job was too important to shirk. 

“It is easy to 
be judgemental 
when sitting on 
the sideline.”
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“Grow up and thrive for 
the days destined to you, your 
hand to the tools of the Pa-keha- to 
provide physical sustenance, your 
heart to the treasures of your 
Ma-ori ancestors as a diadem for 
your brow, your soul to your God, 
to whom all things belong.”

These famous words were scribed 
by the late Sir Apirana Ngata in 
his granddaughter’s autograph 
book in 1949. It has become the 
most quoted Ma-ori proverb of the 
second half of the last century – 
its message as relevant today as it 
was shortly before the death of 
the Ma-ori leader.

9

Introduction
Introduction and Background to the Project

The New Zealand Business Council for Sustainable Development (the Business 
Council) and Westpac New Zealand joined forces to bring together an Enterprise 
blueprint for MaMa-Maori to assist with MaMa-Maori economic development. The blueprint is 
a roadmap for working through the myriad issues that MaMa-Maori face when determining 
the economic future of collective or communal assets. The Enterprise in this case 
is the entity tasked with this responsibility by a combination of tribal or traditional 
process and/or the Treaty settlement process. 

Westpac is a major New Zealand bank with a signifi cant MaMa-Maori business customer 
base. It has been working with MaMa-Maori for more than a decade to help give impetus 
to MaMa-Maori economic development.

The Business Council joined the project, recognising that the key issues around 
Treaty settlements – sustainable MaMa-Maori economic development in particular – are 
compatible with its own vision for sustainable New Zealand business. MaMa-Maori are 
an increasing proportion of the population and to have successful MaMa-Maori Enterprise 
underpinning the sustainability of local communities is vital. 

The project has had input from Te Uri o Hau, a large haha-hapu of Ngati Whatua o 
Orakei in the northern Kaipara region, Nga-i Tahu and Tainui representatives and 
the Crown Forestry Rental Trust. It has also drawn on the experience of Indian 
and Northern Affairs Canada and its consulting partner, The Delphi Group.

The words of Sir Apirana Ngata have provided the guidance that the project 
participants required to ensure its contribution offered MaMa-Maori a blueprint to use 
relevant information from the private sector.

“E tipu, e rea, mo-“E tipu, e rea, mo-“E tipu, e rea, mo ng“E tipu, e rea, mo ng“E tipu, e rea, mo a- ra- o to- o to- - o to- o tou ao, ko tou ao, ko to-u ao, ko to ringa ki ngu ao, ko to ringa ki ngu ao, ko to- ringa ki ng-u ao, ko to-u ao, ko to ringa ki ngu ao, ko to-u ao, ko to a- ra-kau a te Pa-keha- hei ara - hei ara -
mo- tomo tomo- to- to- to tinana, ko to to tinana, ko to to- tinana, ko to- to- to tinana, ko to to- to - tinana, ko to- tinana, ko to ng tinana, ko to ng tinana, ko to a-kau ki nga- t- t- a-onga a o- tonga a o tonga a o- t- u-puna upuna u Ma-Ma-Maori hei tikitiki moori hei tikitiki moori hei tikitiki mo- hei tikitiki mo to hei tikitiki mo to hei tikitiki mo- to- hei tikitiki mo- hei tikitiki mo to hei tikitiki mo- hei tikitiki mo - to- to
mahuna; ko tomahuna; ko to-mahuna; ko to wairua ki tomahuna; ko to wairua ki tomahuna; ko to- wairua ki to-mahuna; ko to-mahuna; ko to wairua ki tomahuna; ko to-mahuna; ko to wairua ki to- wairua ki to atua, n wairua ki to atua, n wairua ki to- atua, n- wairua ki to- wairua ki to atua, n wairua ki to- wairua ki to a-na nei nga mea katoa.”

Most importantly, the focus of the project is sustainability. It holds a long-term 
vision of MaMa-Maori economic self-suffi ciency and prosperity for future generations. 
Our message, therefore, is clear and simple. There are real opportunities for us 
to collaborate where community sustainability can be achieved for the greater 
benefi t of all New Zealand. 



MaMa-Maori business objectives and, more recently, how Westpac can support the 
Government in its endeavours to expedite MaMa-Maori economic development.

The opportunity to work with the Business Council as a partner in developing 
the Enterprise blueprint was to bring in the very important concept of sustainable 
development. As sustainability is at the heart of community and given that MaMa-Maori
Enterprise’s main function is to grow its wealth for the future generations of a 
rohe, there appeared a lot of synergy. The enthusiasm shown by the Business 
Council executive members was very heartening and there was agreement to the 
principle that having a thriving MaMa-Maori Enterprise within a community of MaMa-Maori
and non-MaMa-Maori would clearly benefi t the wider community, not just MaMa-Maori. In 
fact, it would ultimately be benefi cial to the New Zealand economy.

It is within this context that the partnership has operated and with the support 
of the Crown Forestry Rental Trust, whose assistance has been invaluable in 
ensuring quality in our interpretation of the Treaty settlement process. It has not 
been easy for a host of reasons. The most profound reason has to do with the 
many perceptions and, therefore, interpretations about MaMa-Maori and the need to 
coexist or be recognised in a way that varies from how Enterprises are generally 
established and operated. There is always a desire to overlay the complexity of the 
MaMa-Maori settlement process with modern management theory and toolsets to solve 
issues. This is because that is the way business operates.

However, it is not the way the rohe operates. The issues for MaMa-Maori are wide-
ranging and refl ect both traditional and more contemporary elements. They involve 
people with high levels of literacy and understanding, and others who are highly 
dependent on the welfare system and in some cases are illiterate. There are many 
interpretations of Treaty grievances, not just one interpretation and there is the 
overarching leadership challenge of bringing all of it together to pursue an economic 
future. In the settlement itself, of course, is the inequity that arises in the negotiation 
process. The inequity is not just about the purse available to the Crown versus the 
negotiating party, but also the ability of the MaMa-Maori participants to see commercial 
opportunity while balancing cultural redress. There are many instances where assets 
agreed for transfer will not provide the liquidity the Enterprise needs to be sustainable 
in the near future, let alone for the benefi t of future generations. This is aggravated 
by the impatience of the people to see tangible rewards as benefi ciaries.

The issues are not easy and should not be underestimated, but people involved in 
the Enterprise establishment generally operate with the right heart – the question 
we have asked in our review is: Is it with the right head? It is easy to be judgemental 
when sitting on the sideline. Most of us who have the ability to add value to this 
space are working toward our own or private economic independence.
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June McCabe, Te Rarawa, Te Aupouri, Ngapuhi, Ngati Kahu and Ngati Kaharau, 
on behalf of Westpac

The idea of investing in the development of a MaMa-Maori Enterprise blueprint came 
from the sense that, with some guidance, some issues that MaMa-Maori are experiencing 
when establishing a business/Enterprise model may be alleviated if their 
experiences are shared.

Further, the idea of the private sector participating in the development of 
a MaMa-Maori Enterprise blueprint would demonstrate a willingness to be active in 
the debate and discussion and not sit on the sideline, only having a say when 
things go bad.

It was fair to say at the time that the complexity of this undertaking was 
understood to a degree, but with hindsight, not to its fullest complex extent. As a 
consequence the timeline and the project team’s ability to get information to assist 
with the project were affected, resulting in a delay in publishing this project 
report. However, despite this complexity, we have made good progress. We have 
learnt many things along the way, the least of which is the fundamental importance 
of the stakeholder engagement process and the need for strong communication to 
a diverse set of stakeholders. There are the known issues of governance but the 
ultimate challenge is leadership.

The project report focuses on the Enterprise in light of the Treaty settlement 
process. The project team’s approach considered that this would be the most 
signifi cant and urgent aspect of MaMa-Maori development, especially in view of dynamic 
political times and the appetite of the public toward the ongoing nature of the 
settlement process. Also, the risk issues are more signifi cant if there is a failure 
(perceived or real) with the Enterprise leadership.

Discussions throughout the report, however, can be mirrored with small and 
middle MaMa-Maori business, where cultural identity rather than communal assets are at 
the core of the business.

From a Westpac perspective, we have worked with MaMa-Maori for some years, not 
just at the individual customer level, but also with MaMa-Maori incorporations, forging 
strong MaMa-Maori relationships to see how we may leverage our capability to support 

Foreword
Ma-Ma-Maori Enterprise Development – the Blueprint

10 Introduction and Background to the Project



accountability and separation of oversight from the management of the day-to-
day activities. How you will resolve these issues will vary from case to case and 
I hope this guide will allow you to make effective choices.

Two issues stand out to me that slow or prevent satisfactory resolution:
• One is that the communities involved are frequently underskilled for the task in 

hand. There are often visionaries who put the negotiation process in place but they 
do not have the experience to manage signifi cant asset bases. There is often a 
reluctance to use outside advisors – they can be expensive, may not be trusted and 
managing advisors also requires a level of experience which may not be available.

• The second is the diffi culty in funding the settlement process and in establishing 
a team that can manage it effectively.

Even though the project didn’t run quite as we had envisaged at the outset I have 
enjoyed the journey and producing this project report. Everyone who has participated 
has learnt something and enjoyed the experience of working with the people of Te Uri 
o Hau. I thank them for their time and forbearance and wish them well in the future.

“Sustainable development is development 
that meets the needs of the present 
without compromising the ability of future 
generations to meet their own needs.”
UN Brundtland Commission 1987
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Nick Main on behalf of The New Zealand Business Council for Sustainable Development

I have had the experience of co-leading this project on behalf of the Business Council 
with June McCabe. It has been an interesting experience, I have learnt much and 
I hope we have achieved a worthwhile result.

I was keen to get involved from the start. There seemed to be a valuable prize to be 
won from getting this right. There are signifi cant assets being devolved to MaMa-Maori
groups through Treaty of Waitangi settlements and there are already assets controlled 
by MaMa-Maori organisations. Often you hear about these because of public disputes about 
who should be managing the assets and the effectiveness of those in leadership roles. 
There are often allegations of incompetence, nepotism and sometimes fraud. Wouldn’t 
it be great to be able to come up with a simple model for sustainable MaMa-Maori
development? For a structure that could satisfy the economic as well as social and 
environmental needs of the community, that would allow the needs of today’s 
generations to be met while building a base to meet the needs of future generations. 
And the haha-hapu that had agreed to help us see the issues and work on the solutions 
sounded ideal. It demonstrated the fantastic opportunity that exists. These Treaty 
settlements can reach down to remote rural New Zealand, to some of the poorest 
communities. Done properly, couldn’t these sustainable business models help bring 
vitality to the regions? This could surely help the rebuilding of the economic 
performance of the country.

And surely it couldn’t be hard. We had a team of chief executives of some of New 
Zealand’s foremost companies offering to give their time. We had insisted as a project 
team that this should involve CEOs personally rather than devolving the work to 
consultants. We all worked in the corporate environment and understood the 
governance models that had evolved since the development of joint stock companies 
in the 19th century and the consequent separation of ownership and management. 
We understood the more recent concept of the wider interests of stakeholders and the 
appropriate consultation and reporting structures. This would be quick and easy.

Of course it wasn’t and it hasn’t been. The process absorbed much more time than 
seemed likely at the outset. And it has been diffi cult to determine an appropriate start 
point for the model. In the end we have spent a lot of time in the settlement process 
because if this isn’t thorough we doubt there will ever be a satisfactory outcome. What 
we have come up with is a blueprint for a process that a group might follow, rather 
than a standard solution.

I believe there is value in what we have achieved. There are few ways in which 
people can prepare themselves for the settlement process. To quote Russell Kemp, 
Chair of Te Uri o Hau, “We could have done it better but we had no-one to learn 
from.” So the report we have produced explains the diffi culties you might 
encounter in different parts of the journey, provides alternative solutions and 
provides checklists to help you evaluate progress. In some ways the basic principles 
of the governance models apply. They include communication, transparency, 
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1 Source: Robert Kiyosaki, ‘Rich Dad Poor Dad’ 1991

Mindsets and Perceptions

Early on we identifi ed the infl uence that many different mindsets and perceptions 
were having on the progress of MaMa-Maori economic development. The diversity of 
views refl ect the challenge to the Enterprise leadership when engaging with both 
MaMa-Maori and non-MaMa-Maori.

This project aims to encourage an alignment of views toward the Enterprise 
vision, mission and core objectives. Not an easy task. Many stakeholders operate 
in what we call ‘below the line’ thinking, that is, to blame, justify, defend or deny. 
Behaviours that encourage personal responsibility and ownership we call ‘above 
the line’.1 It is our strong view that MaMa-Maori economic independence will be driven 
by people who operate ‘above the line’. These are the leadership attributes 
required to ensure a sustainable Enterprise whose operating culture focuses on 
achievement and outcomes. 

Our audience

Within a rohe there are diverse sets of stakeholders ranging from the MaMa-Maori collective, 
which will have a mix of demographic characteristics, and there are many agencies 
(local and central government) and private sector organisations that have infl uence on 
the MaMa-Maori Enterprise. We have tried to refl ect the different perspectives as we highlight 
the complexity that a MaMa-Maori Enterprise faces in understanding, and then managing, its 
operating environment. The Enterprise has to operate with credibility from all these 
stakeholders, which combine both MaMa-Maori and non-MaMa-Maori. 

In view of the diversity of interests we have had to focus our attention on those who 
are tasked with the responsibility of establishing the Enterprise. However, we have 
had insights from our research, which are worth sharing relating to other groupings:
1. Individual MaMa-Maori: have varied expectations when it comes to Treaty settlements 

and require high levels of engagement and communication. This is most 
defi nitely a leadership challenge for both the Enterprise and tribal leadership. 
Many do not fully comprehend the intricacies of Treaty grievance and 
compensation, but are purely focused on what they can expect individually.

2. The database of registered iwi membership is incomplete and inadequate for 
effective communications, which suggests more investment is required to 
determine tribal affi liation.

3.  There is inequity in the Treaty settlements process as the Crown has substantially 
more resources available to it to negotiate with. It has fi nancial and people or 
advisory resources that are not available to iwi. Many iwi have had to make do 
with what’s available or have incurred the costs of cheap advisory services with 
no experience. As a consequence the advice has been not the best and costly in 
the longer term.

4. There is a lack of accountability for professional service bodies (legal, 
accountancy and strategic planners and the like) giving advice to MaMa-Maori on 
MaMa-Maori-specifi c issues. These professions have taken advantage of the opportunity 
but may have not realised the complexity of short and long-term trade-offs or 
of the need to blend MaMa-Maori and non-MaMa-Maori expectations. This report seeks to 
ask professional bodies to bring about more accountability but also make 
available more literature for use by MaMa-Maori. 

5. There is a change occurring with MaMa-Maori leadership that embraces the increasing 
number of educated MaMa-Maori and their ambitions for MaMa-Maori. As a new generation of 
political leadership enters the political spectrum, increasing numbers of MaMa-Maori are 
directing their career ambitions toward business and the private sector as the realities 
of economic power become more obvious. This is supported by an increase in 
MaMa-Maori businesses in a diverse range of industries.

6. Although the project did not have the intention of focusing only on Enterprise 
development post-Treaty settlement, settlement issues ended up being a dominant 
feature of the project.
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“We can live together 
and learn to blend 
the world of Pa-the world of Pa-the world of Pakeha-keha-keha
and Ma-and Ma-and Maori.”

“We should celebrate 
our unique Ma-our unique Ma-our unique Maori 
and Pa-and Pa-and Pakeha-keha-keha heritage 
– it’s the only one in – it’s the only one in 
the world.”

“Let’s get the 
settlement resolved 
so we can move 
forward.”

“I respect our elders 
and look to them for 
wise and spiritual 
counsel.” 

“I love listening 
to Koro’s stories.”

“As kaumatua, we 
understand our 
young ones’ need to young ones’ need to 
know our stories 
to pass on the 
whakapapa. They 
need this along with 
the education to 
progress our people.”

“I just want a job 
– create jobs.”

“I am economically 
independent and while 
I do not need my 
entitlement, I have 
skills and experience 
to offer the ha-to offer the ha-to offer the hapu/iwi.”

“I live in the city, am 
urban Ma-urban Ma-urban Maori and/or iwi 
affi liated. Either way I affi liated. Either way I 
am Ma-am Ma-am Maori and proud.”

“The Ma-“The Ma-“The Maori/iwi/ha-ori/iwi/ha-ori/iwi/hapu 
have their settlement, 
I wonder how I can 
help?”

“They live in 
the city, have 
fl ash jobs, they fl ash jobs, they 
have nothing 
to offer us.”

“There is nothing 
for me at home.”

“People in business 
only care about 
making money – what making money – what 
can they offer us?”

“Wealth is an ugly 
concept – it’s not 
for us.”

“I will decide what 
you need to know, 
just vote for me at just vote for me at 
the Trust election.”

“Those in the 
Trust management 
are only in it for 
themselves.”

“We are all one 
– differences do 
not matter.”not matter.”

“Treaty – what are 
they talking about?”
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“I want to 
understand 
Ma-Ma-Maori Enterprise 
challenges.”

Above the line thinking

“Our progress is 
reliant on being 
less dependent 
on Government.”

“Working with 
business will help us 
become economically 
independent.”

“We need to invest 
our pu--tea wisely.”tea wisely.”

“The people working 
for us must be 
accountable and 
transparent.”

“My wha-“My wha-“My whanau rely on 
me to think about 
the future.”

“I must engage 
everyone, business, 
Government, 
community leaders 
and our people if we 
are to be successful. 
I cannot do this 
alone, it’s about 
people.” 

“We cannot take 
the same kind of 
commercial risks as 
business, we have 
to balance cultural 
considerations 
especially our 
responsibilities.”

“Women leadership 
is paramount to 
our future, when 
will we get this 
recognition?”

“Indigenous – they 
weren’t the fi rst 
ones here!”

“Do they want “Do they want 
a hand up or 
hand out?”

“The system owes 
us, owes me.”

“Whatever your 
ideas, don’t touch my ideas, don’t touch my 
benefi t entitlement.”

Below the line thinking

“How long is this 
going to go on 
– haven’t they 
got enough yet?”

“The process 
seems to drag on 
– surely it’s not that 
complicated?”

“The Government 
should fi x this.”
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Approach to the project

The project approach is one familiar to many in the corporate world where 
strategic planning describes a process that identifi es the need for a strategic analysis 
and a response that bears in mind that analysis. The vision, mission and business 
objectives derive from an analysis that captures the Enterprise strengths, weaknesses 
opportunities and threats – otherwise known as a SWOT. In the case of MaMa-Maori
Enterprise, especially where a Treaty settlement process is in train, many attributes 
come into play as part of pre-settlement negotiation. The interdependencies 
between pre- and post-settlement include the nature of the customary assets and 
their economic potential is determined by how clean the title to the asset transfer 
is. The settlement process is described more fully later. 

For simplicity reasons, the project map took the form illustrated in Table 1. 
It combines what is required to build an Enterprise (by row) and the various 
stages of Enterprise development (by column). There were six work streams 
designed to capture as much data and information as possible. Each work stream was 
allocated to a volunteer CEO of one of the Business Council members. The Business 
Council’s administration team led by Lyn Mayes ran the project secretariat. 

18 Introduction and Background to the Project
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Settlement

Environment

Social Economic

Engagement Governance

The project work streams

21

Ma-ori
Enterprise

Model

The project work streams

The project work streams were determined by wanting to ensure rigorous leadership 
(including benefi ciary and shareholder engagement and communications) and 
sustainability (the interrelationship between social, economic and environmental 
aspects). The agreed streams and the responsible CEO were:

Settlement: Peter Neilson, Business Council

Governance: Tony Nowell, Griffi ns

Engagement: Rob Fenwick, Living Earth

Economic: Nick Main, Deloitte

Social: Lyn Mayes, Business Council

Environmental: Andy Pearce, Landcare Research

We believed this holistic approach is also fundamental to MaMa-Maori tikanga – the land, 
the people and the environment cannot be separated when economic or 
commercial interests are being considered. 

The initial research work was with Te Uri o Hau and took a case study approach 
to understand, refi ne and improve its existing Enterprise model. The focus was on 
identifying the steps needed for future sustainable economic development. The 
project required an examination and questioning of some basic assumptions about 
how MaMa-Maori society is organised for collective action. 

This also required a brief review of some of the particular social dynamics that 
affect MaMa-Maori tribes seeking to settle Treaty claims.

Initially, there were a number of issues to confront, including the coordination 
of project participants’ visits to marae to meet key people. Te Uri o Hau also had 
an election in the midst of the project timeline that resulted in a changing of the 
guard and a review of the process that had been followed from the Deed of 
Settlement. These issues resulted in a longer project timeline than anticipated but 
in themselves provided an opportunity to understand the challenges that MaMa-Maori
Enterprises have in post-settlement phase. 

We have begun the blueprint at the engagement work stream in recognition of 
its importance for the Enterprise leadership so it can make progress with each of 
the stages of economic development (refer to Table 1). 

We acknowledge the following for their contributions: Paul McCarthy, Griffi ns; 
Rau Kirikiri, Landcare Research; Chellie Lake, Money Matters; Annette Lusk, 
Ministry for the Environment; Ben Dalton, Janet Dobbie and Dion Tuuta of 
the Crown Forestry Rental Trust; Sue Orr; and above all we thank the people 
from Te Uri o Hau, Nga-i Tahu, Tainui and Ngati Whatua who have contributed ai Tahu, Tainui and Ngati Whatua who have contributed a
to this project. 
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Section 1: Engagement and Communications

The dictionary defi nes engagement as ‘the act of sharing 
in the activities of a group’.
Engagement is a vitally important issue within iwi and 
ha-pu, because of their group rather than individual focus. 
Engagement is more than just communication, as it assumes 
teamwork and active collaboration. 
By ensuring everyone is ‘on the bus’ at the beginning of the 
process, confl ict and dissent can be avoided later on and the 
best skills of individuals can be used for the good of the group.

“We need 
everyone 
on the bus
to start with.”



• By ensuring everyone is ‘on the bus’ at the beginning, confl ict and dissent may 
be avoided later on.

• Until you know who you are, how do you know what you want?

Challenges around engagement and involvement

Iwi and haha-hapu will be likely to have members with the professional skills required 
to move the group towards economic independence and long-term sustainability. 
Some may participate in the life of the tribe and some may not be active members. 
The challenge lies in:
• identifying who those people are
• encouraging them to contribute their skills to the iwi or haha-hapu – individuals may 

feel reluctant to commit to dealing with a large and sometimes disunited group 
in a professional context

• reconciling the need for personal income and wealth against the limited 
resources of iwi or haha-hapu to pay for professional skills

• overcoming possible resentment within the rohe about the arrival and 
employment of ‘outside’ members with professional skills

• distinguishing, and fi nding a place, for those with professional skills alongside 
the more traditional and often older leaders of the iwi or haha-hapu.

Underpinning many of these issues is the fact that, traditionally, MaMa-Maori leadership, 
although consultative, is often autocratic, for example after listening to a wide 
range of views, the kaumatua alone will decide what to do. 

This creates a fundamental and philosophical challenge when the Western democratic 
way of thinking – a system involving power sharing and voting on important decisions 
– is imposed over the top of traditional MaMa-Maori society and traditional ways of doing 
things. The challenge for MaMa-Maori lies in reconciling the two. 

“Many skilled people fi nd that they can only afford to 
‘come home’ and dedicate their time and skills to helping 
their people once they are fi nancially independent 
themselves. Iwi, generally, are unable to compete with 
the private or public sector in terms of offering skilled 
people a salary. Resources are limited.” 
Ben Dalton, CEO, Crown Forestry Rental Trust
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What is engagement? 

All organisations must provide a framework for engaging with their internal and 
external stakeholders. For an enterprise, this means ensuring that all employees feel 
part of a team working towards known and understood objectives. It also means 
that external stakeholders such as shareholders and benefi ciaries, investors, local 
communities, government agencies or the media receive information appropriate 
to their needs. 

Engagement is a vitally important issue within iwi and haha-hapu, because of their tribal 
focus. It is more than communication because it requires active collaboration.

Ultimately, engagement issues can affect the ability of the leadership to reach 
a desired outcome for the Treaty settlement.

What are the key issues?

Determining the benefi ciaries list

Many iwi and haha-hapu are knowledgeable about their whakapapa, their stories and 
their history. They can trace their people today back to one or several ancestors. 
They share stories of great battles and of the origins of whakatauki and pepeha. 

But many face a much tougher challenge in identifying all of the individuals 
belonging to their iwi or haha-hapu. Members are mobile, often living outside the 
traditional rohe. Some choose, for whatever reason, not to maintain close links. 
For these and other reasons, many lists of iwi or For these and other reasons, many lists of iwi or For haha-hapu benefi ciaries are incomplete.

However, we recognise that a comprehensive benefi ciary database is a prerequisite 
for success because:
• Full benefi ciary lists are needed if the iwi or haha-hapu wants to embark on a course 

of action with confi dence that most members support it.
• Full benefi ciary lists will ‘fl ush out’ the full pool of talent within the iwi or haha-hapu.

Section 1:

Engagement and Communications

24 Section 1: Engagement and Communications
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Te Uri o Hau started its benefi ciaries list in 1993 using a simple Te Uri o Hau started its benefi ciaries list in 1993 using a simple T
Microsoft Access database which recorded contact and whakapapa 
details. The criteria for acceptance was that bloodline was not 
essential but demonstrable participation in the lives and marae of 
Te Uri o Hau was, hence spouses and people from the community 
who had lived predominately within the rohe since 1840 were also 
eligible. There are 6500 benefi ciaries registered to date.

Te Uri o Hau has three benefi ciary audiences:
1. Urban Ma1. Urban Ma-1. Urban Maori – well educated and with access to email. This group is very 

interested in future investment and the fi nancial impact of the settlement.
2.  Within the rohe and middle income – representing a small percentage 

of benefi ciaries who are focused on the here and now.
3. Within the rohe and with low income – representing the largest 

benefi ciaries group. This group does not have access to computers and 
may prefer verbal or visual communication.

The haThe ha-The hapu hired a communications consultant, using funding from the The hapu hired a communications consultant, using funding from the The ha
Crown Forestry Rental Trust, whose role was to attend hui and meetings to 
share information about the progress of the claim. Inevitably this required 
a fl exible work contract to ensure that the consultant was available to work 
weekends and evenings. This, however, raised issues with benefi ciaries 
who would see the consultant fi shing during the week and assume that 
he should be working. 

The negotiating team met monthly with the agreed mandated 
representatives (kaumatua) who represented families that lodged claims 
with the Waitangi Tribunal, recognising that face-to-face communication 
was important particularly for the old people. They also used free media 
sources such as the Marae TV programme and the local newspapers.

Limited funding meant that communication was limited and targeted. 
Ideally, they wanted to have offi ces in Wellington and the South Island 
to provide information but this was not economically viable. All 
communication was carried out inhouse using simple PC-based software 

CASE STUDY 1

The Te Uri o Hau Experience:
Engaging the Community 1What are the communication issues?

One of the big issues pre-settlement for iwi is being clear about why the tribe is 
pursuing a Treaty settlement. Generally, of course it is about historical grievance 
pertaining to the loss or confi scation of land and other rights. However, in 
determining the key negotiating position there are many angles. For example: Is 
it a matter of social justice? Is it about securing an economic asset? Is it about 
access? Being clear on why, will assist in managing tribal expectations. Expectations 
about the quantum or amount received are unlikely to be fulfi lled and so managing 
those expectations is critical. 

Te Uri o Hau assessed its land loss of 178,200 hectares to be $195 million but 
settled at $15.6 million, recognising that this was the best deal that could be achieved 
to ensure a timely settlement and that public access to land was also important. 

Te Uri o Hau received 83 percent support for signing the Deed of Settlement, 
so its communication team achieved its objective in ensuring that its message was 
understood. Although much of the communication was achieved through the 
‘kumara vine’ or family networks, Te Uri o Hau also produced a quarterly 
newsletter which kept people informed of the process and it proved a valuable 
tool to prove the haha-hapu was communicating with all its registered members. 

Ngati Whatua o Orakei is managing the expectations of its members in a number 
of ways including quarterly newsletters providing information about the process and 
its likely timescale. Providing information about the size of redress awarded to other 
claimant groups is one way of ensuring that people have realistic expectations. 

Tainui and Nga-i Tahu had engaged in a 100-year discussion of their respective 
claims and in the case of Nga-i Tahu, the debate on what the claim should cover 
and especially the arrangements for the post-settlement phase has gone on for 
over 20 years.

However, many believe that if the Crown formula used was more transparent, 
the task for iwi would be simpler. For example real estate and land are not valued 
by the Crown at commercial rates.

This might provide a sticking point in the settlement process, but real estate 
values also become an issue post-settlement for many non-MaMa-Maori. This has given 
rise to media speculation about MaMa-Maori making money from selling settled land 
at high commercial values. 

Whatever message is communicated internally to iwi and haha-hapu members 
is public and shared with external groups. This provides a number of advantages. 
Te Uri o Hau found that speaking to local community groups, councils and 
local business was important to reduce the fear that MaMa-Maori just wanted to get 
hold of their land to sell it, resulting in unplanned commercial development 
in the community. By engaging with all community stakeholders early, future 
relationships are likely to be sustained.



Analysis of Te Uri o Hau Experience

OPPORTUNITIES

• The growth of unity among 
members, strengthening the spiritual 
health of the iwi or hahealth of the iwi or ha-health of the iwi or hapu.

• Encouraging a feeling of 
‘inclusiveness’ among members – 
everyone is ‘in the know’ and 
feels able to have a say.

• The discouragement of pockets of 
discontent or factions that cannot 
agree on a path forward. 

• The motivation for those with skills 
to come forward and use them for 
the iwi or hathe iwi or ha-the iwi or hapu.

• Provide more frequent, succinct and 
targeted communications.

• Identify future communications 
experts from within Te Uri o Hau.

THREATS

• On-the-job learning experience. 
Lack of a ‘corporate-style public 
relations department’ to manage 
issues and protect the Te Uri o 
Hau brand. 

• Ongoing internal grievances 
relating to settlement.

• Media interest in Te Uri o Hau’s 
governance and performance.

• Use of consultants can be perceived 
to add cost not value unless value is 
clearly identifi ed.

• Signifi cant cost of holding hui 
required by the ratifi cation process 
prior to settlement funding. 

STRENGTHS 

• Early identifi cation of benefi ciaries 
and clear records of communication.

• Appointment of dedicated resource to 
internal and external communication.

• Communications process allowed the 
negotiators to build understanding of 
people’s individual needs.

• Management of expectation resulted in 
83% support for Deed of Settlement.

• Targeted meetings with local 
community to minimise threat and 
maximise opportunities.

• Political leverage through the high 
profi le leadership of Sir Graham 
Latimer.

• Regular meetings with key 
stakeholders and infl uencers.

WEAKNESS

• Defi nition of benefi ciaries in the 
Trust Deed has been open to 
interpretation.

• Overload of information in one 
hit on the negotiating team.

• Role of communications consultant 
not widely understood.

• Limited communications resources 
affect management team’s ability 
to manage both the internal and 
external relationships. This 
sometimes means that access to the 
right people can be diffi cult because 
of confl icting priorities.

• Need to access externally commercial 
acumen to assist with strategic 
planning – non-tribal involvement.
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to produce the newsletter and the ‘kumara vine,’ or family networks. Today 
newsletters are still sent out every three months, and returned newsletters 
indicate when people have moved. This helps maintain the database.

Te Uri o Hau found proactive and open communication to be essential to 
completing the Treaty settlement process. 

“Because we had kept everyone well informed and had been honest, it helped when 
we had to explain why some things had not gone as we would have liked. If we 
hadn’t been honest the people would not have ratifi ed. This process also allows 
the negotiators to stay aware and accountable to the benefi ciaries. Overriding our 
communication strategy was a theme of respect. We were always polite – it helped 
remove barriers – and we were aware that we were role models to others.” 

“This means when you want to work with these groups they are already aware of you, 
who you are. It helps to create an open-door policy.” William Wright, Te Uri o Hau

When it comes to the Treaty settlement process, it is very helpful if the iwi 
or haor ha-or hapu has a leader who can open doors within Government. Sir Graham or hapu has a leader who can open doors within Government. Sir Graham or ha
Latimer fi lled this role for Te Uri o Hau.

Whatever you do, you simply cannot communicate enough or please 
everyone and Te Uri o Hau found it useful to record all communications. 
Some members claimed that they did not receive the ratifi cation booklet, 
rendering them unable to vote. Te Uri o Hau was able to demonstrate that 
it had sent out the document but it had been returned to sender because 
the intended recipient had not notifi ed the hathe intended recipient had not notifi ed the ha-the intended recipient had not notifi ed the hapu of a changed address. the intended recipient had not notifi ed the hapu of a changed address. the intended recipient had not notifi ed the ha
This evidence was critical because if these complaints had been successful, 
ratifi cation could have been made null and void. 

Although there are many positive outcomes from the process, Te Uri o Hau 
was open about criticism from within. Negative comments on the internal 
communications process include:
• information too scattered and inconsistent
• too much information
• reporting time (quarterly) was not suffi cient
• the wrong people attended hui and were not able to report relevant 

information back to their marae
• belief that the communication was not impartial but came with a

pre-determined message.

28 Section 1: Engagement and Communications
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– How will people be kept on board throughout the process?

– How do benefi ciaries prioritise their expectations regarding settlement 
(personal benefi t versus the greater good of the iwi and future benefi ciaries)?

– How are those priority options best presented to benefi ciaries?

– What processes are in place for dealing with dissent, and for maintaining 
open communication with those who disagree?

– How will the communications team ensure continual relevance to 
the community?

• Who is responsible for external communications?

– How will relationships with businesses, government agencies and other 
organisations be built?

– What communication methods are to be used for external stakeholders?

– Who will manage media relations?

– Who will be the spokesperson?

• How will communication be managed post-settlement?

– Is there someone with experience in managing change?

– How will risk be managed and the ‘organisational brand’ image 
be maintained?

• Are there funds or resources available from government or research 
organisations to help fund the engagement process?

• Can other iwi provide advice and support? 

31

In any organisation, success can often be achieved by committing 
to and delivering ‘no surprises’. In the settlement process, this can 
be achieved by giving consideration to the following:

• Does the iwi have someone with the right skills to oversee communications?

– Are the existing organisational arrangements appropriate? 

– Is the iwi prepared to look at its structures, to bring in people with the 
right skills from elsewhere?

– How will communications be funded pre-settlement?

– Who is responsible for producing communications materials?

• Is there a communications strategy with deliverables and accountabilities?

– How will performance be monitored?

• Who are the claim benefi ciaries?

– How to fi nd out who and where people are?

– How to update the benefi ciary database and maintain it? 

• What communication methods are appropriate to engage fairly and legally 
with benefi ciaries?

– Do they encourage engagement of all members?

– How well are hui advertised?

– Are hui run in a way that encourages everyone to be heard?

– Are the communication methods adopted reaching everyone?

– Do people understand how long the process will take?

SECTION 1: Engagement and Communications

A Checklist for Successful Engagement

30 Section 1: Engagement and Communications



32/33

Section 2: Settlement

Settlement is a highly emotional and historic moment for people.
The Crown views settlement as the opportunity to acknowledge past 
grievances, provide redress for them, and for both parties to move 
on and look to the future.
For Ma- ori, on the positive side, settlement might signify the end of 
struggle by many generations for acknowledgement of wrongdoings 
and offer new beginnings and a more prosperous future.
On the negative side, settlement could see ill-prepared iwi fronting 
up to a well-resourced Crown team only to compromise their ‘only 
chance’ through lack of expertise. There have been accusations of 
a less than level playing fi eld.

“Our experience 
has been that 
you must have 
advisors who 
know what they 
are doing.”
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What does the term settlement mean to the Crown?

The Crown views Deeds of Settlements as being ‘comprehensive and fi nal’. 
This means the Crown will not reopen negotiations on any settled claim in the 
future. This is usually stated in the Acts of Parliament which legislate the Deeds 
of Settlement.4

The Crown’s view is that a comprehensive settlement will settle all historical 
claims – relating to events happening before 21 September 1992 – of a tribal 
group. It is unlikely that the Crown would agree to consider historical claims 
raised by claimants once the settlement is completed.5

Claimants, however, may lodge contemporary claims – those relating to events 
happening after 21 September 1992 – with the Waitangi Tribunal.

The Crown views settlement as the opportunity to acknowledge past grievances, 
provide redress for them, and for both parties to move on and look to the future.

Considerations for iwi and haConsiderations for iwi and ha-Considerations for iwi and hapu

Iwi and haha-hapu embarking on the settlement process need to consider some key 
questions, to ensure the outcomes deliver prospects for long-term, sustainable 
economic development and independence. 

Those questions may include:
• What is our strategic vision as a people?
• What do we want out of a Treaty settlement?
• Can we prove that we have a valid grievance?
• Does the current settlement process enable us to achieve that?
• What can the current settlement process provide?
• Do we know where all our people live?
• Have all benefi ciaries been included in plans to progress the claim?
• Have the majority of benefi ciaries endorsed these plans?
• Have we dealt effectively with disagreement about the claim?
• Are all benefi ciaries clear about what is included in the claim and why?
• Have we given the different parts of our claim a priority rating?
• Do we understand what is most important to people? (for example an apology 

might be more important to kaumatua than fi nancial redress)
• How are those wishes refl ected in the claim?
• Does the claim help us create plans for economic wellbeing for our people in 

the future, as well as today?

2 Offi ce of Treaty Settlements website www.ots.govt.nz
3 ‘Ma- ‘Ma- ‘Maori Experiences of the Direct Negotiation Process’, Crown Forestry Rental Trust 2003
4 ‘Treaty Negotiations: A Guide to Crown Policy and Practice’, Crown Forestry Rental Trust 2003
5 ibid5 ibid5

Section 2: 

Settlement

What is settlement?

Settlement represents not a single moment, but a dynamic and changing period 
of time during which iwi and the Offi ce of Treaty Settlements, on behalf of the 
Crown, negotiate the fi nal terms of the agreement to settle the claim. The 
period ends with a Deed of Settlement, which is usually confi rmed and fi nalised 
by an Act of Parliament. 

A settlement can be made up of several parts2:
• an historical account, acknowledgements and apology by the Crown
• cultural redress (for example safeguards for the claimant’s access to customary 

food-gathering sources, changing of place names, control of certain sacred sites)
• fi nancial and commercial redress.

What does the term settlement mean to the claimant?

Settlement – both the process and the fi nal Deed of Settlement – means many 
things to different claimants and to their people.

On the positive side, settlement is an emotional and historic moment for a people. 
It might signify the end of struggle by many generations to gain acknowledgement 
of past wrongdoings. It might signify a new beginning, a moment when the people 
move from ‘grievance’ thinking to looking to the future. 

Other claimants have found the settlement process a less than positive experience. 
Some common views and criticisms3 include:
• A belief that the settlement and negotiation process does not take place on a 

‘level playing fi eld’ – i.e. that the Crown has greater resources than the claimants, 
sets the policy and the rules of engagement.

• The absence of an independent arbitrator through negotiations
• Frustration at the length of time that negotiations take
• The Crown’s insistence that settlements are ‘full and fi nal’.

Settlement for elders is often an end in itself but its acceptance by the younger 
generations is increasingly being linked to asset returns and investment for future 
tribal economic development.

34 Section 2: Settlement
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Managing the fi sheries settlement process

The passing of the MaMa-Maori Fisheries Act 2004 means that iwi will receive around 
half of the $750 million worth of assets.6

The MaMa-Maori Fisheries Act 2004 lays out the criteria required by iwi before they will 
receive assets derived from the MaMa-Maori fi sheries settlement. 

In general terms, the mandating requirements are the minimum requirements 
for protecting the assets that will be transferred to iwi for future generations. 

Iwi need to: 
• meet governance requirements, including a representative structure and an 

appropriate constitution 
• have an asset holding company to receive fi sheries assets 
• have a minimum number of affi liates on the iwi register. 

Further requirements are quota agreements on coastlines, freshwater, and harbours. 
However, Te Ohu Kaimoana has some discretion, under certain circumstances, to 
transfer some of the non-quota assets.

6 www.teohu.maori.nz/iwi/index.htm6 www.teohu.maori.nz/iwi/index.htm6

DIRECT NEGOTIATION

• The saving of time and resources.
• A faster settlement with resources 

available to the iwi years earlier.

But

• The iwi has no offi cial report, or 
record of its history.

• If the claim is deemed later to be 
incomplete, the Crown may not 
revisit the issue.

WAITANGI TRIBUNAL HEARING

• Many iwi want to state their history 
and grievances in a public forum 
and receive a report on them.

• The process can bring different 
haha-hapu together.

• All a claimant’s grievances can be 
investigated objectively and fully.

But

• The process can take years.
• During that time costs can be 

prohibitive.
• During that time knowledge can 

be lost as elders pass away.
• No fi nancial return or redress
• Potential to cause division if not 

managed carefully.

Two roads to settlement

Iwi and haha-hapu have two options for how they progress their claims toward settlement. 
The fi rst is to have the claim heard by the Waitangi Tribunal. The tribunal hears the 
claim, then produces an independent report on it and makes recommendations to 
the Government about redress and settlement. This process can take several years. 
The Waitangi Tribunal does not negotiate with the claimant, or settle claims.

The tribunal cannot make recommendations for the return of privately owned 
land, unless that land has a note attached to its ownership (a memorial) title advising 
that the tribunal might recommend its return to MaMa-Maori. More information about 
the Waitangi Tribunal can be found on its website, www.waitangi-tribunal.govt.nz

The second pathway involves bypassing the Waitangi Tribunal and negotiating 
directly with the Crown. Sometimes a claimant group might begin down the path 
of a Waitangi Tribunal hearing, but switch to direct negotiation with the Crown 
during the journey. Alternatively, it can begin the direct negotiations process after 
completing the Waitangi Tribunal process.

It is up to MaMa-Maori to decide how they wish to pursue the resolution of their claims.

Which road to choose?

There are advantages and disadvantages in both pathways towards settlement. 
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is established, the rental is transferred to either the successful claimant or 
back to the Crown.

Getting the Trust Deed right is a vital part of the pre-settlement process. 
With hindsight, Te Uri o Hau has identifi ed problems with its own Trust 
Deed which are being addressed:
1. Lack of clarity about the defi nition of a benefi ciary. 
2. Requires elections to be held four months after settlement but the 

full process was not settled for two years after settlement and elections 
were delayed.

3. Rotation of trustees. The Deed states that each AGM will vote for four 
trustees, one from each marae, but it did not specify how to elect the fi rst 
eight trustees. Te Uri o Hau initially gave each benefi ciary two votes to 
vote for two people however this was later deemed contestable and 
resulted in a new single vote election process.

4. Interpretation of what circumstances necessitate a trustee being removed 
from the board. This has led to confusion about whether trustees are 
ineligible if they have ever committed an indictable offence or whether 
this is limited to committing an offence during the governance period.

Sir Graham Latimer concludes that the claim process is inherently negative 
with the most important issue being to look forward to the future. This view 
is shared by Tiwana Tibble, CEO of Ngati Whatua. 

However, on the upside Te Uri o Hau has defi ned itself as separate from 
Ngati Whatua and has unifi ed separate marae and people. The process has 
helped Te Uri o Hau chart its history and it believes this to be one of the 
most benefi cial parts of the process. 

However, the process itself is largely a means to an end. 

38 Section 2: Settlement

In November 2000 Te Uri o Hau ratifi ed the Deed of Settlement 
negotiated by the Crown and the hanegotiated by the Crown and the ha-negotiated by the Crown and the hapu’s negotiating team led by 
Sir Graham Latimer. The process had formally started in 1991 
when Wai numbers were fi led by two of the current trustees with 
the Waitangi Tribunal on behalf of Te Uri o Hau. Six years later 
Te Uri o Hau presented its claims to the Waitangi Tribunal and 
then sought a mandate from its people which was recognised by 
the Crown.

In November 2002 Te Uri o Hau received $15.6 million in assets after 
agreeing a settlement comprising cash and asset components.

The fi nal part of the settlement process was celebrated on 25 July 2004 
with the Crown’s Apology to Te Uri o Hau.

It has, however, been a long and often frustrating journey with the 
process hampered by:
• the inexperience of Te Uri o Hau compared with the Crown which sets 

and understands the rules of settlement negotiations
• individuals were obliged to take the fi nancial risk of lodging the claim 

and starting the process
• inadequate government funding which is absorbed by a process for 

which the Crown determines the timeframe. 

The cost of settlement based on the last 10 groups to settle averages 
$5-10 million. This comprises research by historians; management, 
communication and consultancy costs; and ongoing maintenance costs 
averaging around $1 million a year to keep the process going.

Note that the Crown Forestry Rental Trust, established under Deed in 1989, 
is a key funder to those claimant groups that have or could have claims 
against Crown forest licensed land. The Trust receives the annual rental 
from Crown forests, and uses the interest from the rental to assist Mafrom Crown forests, and uses the interest from the rental to assist Ma-from Crown forests, and uses the interest from the rental to assist Maori 
prepare Treaty claims involving those forests. Once ownership of the forests 

CASE STUDY 2

The Te Uri o Hau Experience:
Negotiating Settlement 2
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Experiences of Negotiation 

“The reality is that all the people here, most of them are 
kuia and kaumatua… they need to have some young people in 
there and train them instead of themselves. We lost quite a few, 
a lot of the old people died…”

“There is always the matter of whether you enter 
negotiations on your own, or with your lawyers. Our 
experience has been that you need your lawyers… otherwise 
iwi could fi nd themselves compromising far too much 
and then making decisions not really knowing the legal 
repercussions of those decisions.”

“(The confi dentiality clause) created a lot of 
problems… because my generation wanted to be here and be 
a part of it because they understand the process.”

“Sometimes we walked into a team of 15. We had only 
three. So we had questions just fi ring at you… it all boils down 
to resources, whether they be human or monetary, to Ma-ori.” 

“You talk about level playing fi elds and you talk 
about teams… in fact the whole team is totally imbalanced. You 
are always in a position where you are squaring up to a Crown 
team that will be better resourced than the claimant.” Te Uri o Hau

“Settlement process is inherently negative – by virtue 
of fact it is about grievance.” Tiwana Tibble, CEO Ngati Whatua o 
Orakei Corporate Ltd 

Analysis of Te Uri o Hau Experience

OPPORTUNITIES

• Creation of a Te Uri o Hau unity 
separate from Ngati Whatua.

• Brought marae together – the river 
head had divided people, but 
settlement brought them together.

• Settlement ratifi ed and apology 
received allows the hareceived allows the ha-received allows the hapu to move 
from grievance to economic self-
determination.

THREATS

• Uneven negotiating playing fi eld. 
The Crown knows the rules and 
the game plan.

• Inadequate funding – 
Government provided $500,000 
to fund negotiation but the 
process took nearly two years and 
funding ran out.

• Allocation of Wai numbers to 
claimants sets families against 
each other.

STRENGTHS

• Vision and drive of Russell Kemp 
and Ross Wright in initially lodging 
the Wai numbers.

• Documentation of the tribe’s history 
educated people about where they 
had come from and assisted middle 
generations’ understanding of their 
own family. Enhanced the status of 
older generations.

• Political leverage through high 
profi le leadership of Sir Graham 
Latimer.

WEAKNESS

• Inadequate funding for process 
means that individuals need to self 
fund the fi rst part of process. 

• External advisors were paid 
handsomely but internal negotiators 
feel their input was not valued.

• Sometimes poor and inconsistent 
advice from external consultants 
which in some instances resulted in 
poor understanding of assets within 
settlement, eg Mangawhai forests.
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SECTION 2: Settlement

A Checklist for Successful Settlement

• Has a comprehensive benefi ciaries database been established?

• Is the research to support the claim backed by a thorough 
documentation process?

• What is the preferred outcome of negotiation?

• What skills are required of the negotiators?

• How are the negotiators chosen?

• What happens during negotiation?
– How do the negotiators feed back during the process? 

– How will the value of the offer from the Crown be verifi ed?

– Who is advising on the components and the quality of the offer?

– What professional advice will be sought to check the negotiators’ proposals?

– How will the quality of this advice be benchmarked?

• How is the negotiation process to be funded?
– What is the budget plan for the settlement process?

– Does this plan include resources to pay the negotiating team as well 
as advisors?

– Does the offer meet agreed requirements?

– Does the offer include assets and/or cash that will help achieve 
long-term economic growth as a people?

– Where do the assets and/or cash go when they are fi rst received?

4342 Section 2: Settlement

Criteria for a successful settlement

Whatever route iwi decide to take, there are some common success criteria.

• Inspirational and visionary leadership. All the signifi cant settlements have 
involved a visionary leader able to communicate the aspirations of their iwi or 
haha-hapu. These leaders have often made major sacrifi ces in terms of their incomes, 
careers and health to achieve a settlement. To be effective they are able to operate 
comfortably in both a Macomfortably in both a Ma-comfortably in both a Maori and a Paori and a Pa-ori and a Pakehaori and a Pakehaori and a Pakeha-keha environment. They have to show that keha environment. They have to show that keha
they put the collective iwi or haha-hapu needs ahead of their own.

• Support leaders with enthusiastic followers. Visionary leaders are rarely equally 
adept at the detail of process and management. They require the backup of a 
competent set of managers inspired by the vision but able to provide the 
administrative support to ensure records are kept, submissions are made on time 
and the register of claimants is up to date.

• Ensure effective consultation with benefi ciaries. A settlement is achieved by 
way of a two-sided negotiation. On one side is the iwi or haha-hapu’s negotiation 
with the Crown. The other part of a successful settlement is the parallel 
negotiation with the benefi ciaries. The longer the discussion with the benefi ciaries 
has been under way, the greater the likelihood that the claim is understood and 
that the arrangements for post-settlement are agreed and accepted. Experienced 
negotiators believe this process takes at least two years.

• Select advisors carefully. Bad advisors can be extremely expensive, but good 
advisors can identify opportunities and risks that may not have been appreciated 
and provide solutions that reduce costs and risks for the claimant. Iwi and haha-hapu
that are likely to receive settlements in the $10-30 million range may see a 
considerable proportion of their claim absorbed in the cost of advisors. Ask other 
iwi for recommendations. 

• Have the confi dence to settle. Taking responsibility for your iwi or haha-hapu’s 
future is a necessary precondition to being able to settle. To settle a longstanding 
grievance with the Crown and accept redress requires the iwi or haha-hapu to take 
responsibility for its future. It is often more comfortable to adopt the position of 
being a victim. Once you settle, that is behind you. The iwi and haha-hapu that settle 
have taken responsibility for their future success. This self-confi dence is necessary 
if the vision of the leaders is to be realised.

• Manage expectations of benefi ciaries. Settlements negotiated to date have 
been for a relatively small proportion of the value of what was lost. Such 
settlements have been justifi ed to benefi ciaries by saying that in the current 
political climate it was the best deal available, that the opportunity to settle may 
not last and that in 10 years’ time the settlement invested would place the iwi in 
a far better position. Although iwi and haha-hapu may have differing views on how 
their settlement should be invested, lasting satisfaction with the settlement will 
largely be determined by how successful those investments become.

Please go to www.ots.govt.nz for the full settlement progress.
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Section 3: Governance and Enterprise Development

Governance is leadership of an organisation. It is not the same as 
‘hands-on’ management as it sits above management, providing 
direction and leadership. In terms of Ma-ori organisations governance 
includes the leadership structure of iwi and ha-pu groups and might 
include trust boards, incorporations or companies set up to run 
Ma-ori interests as a business. Iwi and ha-pu involved in the Treaty 
settlement process face a complex issue in relation to governance 
because the Crown has its own criteria on governance which must 
be met before claims are settled.

“It dawned on me 
why we see so 
many negative 
stories about 
Ma-ori entities and 
‘misuse’ of funds 
in the media.”



What are the issues for MaWhat are the issues for Ma-What are the issues for Maori?

Iwi and haha-hapu involved in the Treaty settlement process face a complex situation 
in relation to governance:
• Iwi and haha-hapu as the ‘tribe’ are traditionally governed by a combination of formal 

and informal structures. Informal in this context describes the tribal leadership 
which sits with the kaumatua. Formal structures are trust boards and 
incorporations – these are structures recognised by the MaMa-Maori Land Court and 
Te Ture Whenua MaMa-Maori Act 1993. However, the Crown has its own criteria 
on governance, which must be met before Treaty claims are progressed to 
settlement. That criteria do not necessarily fi t within existing trust board and 
incorporation structures.

• MaMa-Maori must also establish governance structures for their commercial Enterprises 
– be they as a result of Treaty settlement or independent of settlement. These 
structures must meet both the demands of the business world, and the collective 
cultural wishes of the iwi or haha-hapu. This is further complicated because each 
marae within a settlement group might have a different governance structure. 
This was the case for Te Uri o Hau.

For many iwi and haha-hapu the transition from the settlement process to the investment 
and funds management process has proved challenging. It may require altering 
their existing structures to suit the Crown’s criteria and an associated loss of 
control over designing their own solution. 

One of the principal problems has been a blurring of the role of the settlement 
governance and the Enterprise governance and also the blurring between Enterprise 
governance and management. This is perhaps inevitable given the newness of the 
organisation and shortages within iwi and haha-hapu of the professional skills needed for 
good governance.

Contributing factors to these diffi culties include:
• A desire by the claimant and settlement leadership to play a dominant role in 

the investment phase even if they lack relevant skills combined with a reluctance 
or no mandate to recruit externally to secure the best people or leaders.

• For some settlements the money has arrived before the iwi or haha-hapu have had 
time to decide how it should be managed.

• The adoption of structures that would be successful for an iwi with a $170 
million settlement, but is likely to prove expensive for iwi or haha-hapu whose 
settlement is worth less than $40 million.

• How to ensure that competence rather than kinship decides who is recruited.
• Lack of resources to adequately reimburse professional people for their 

governance skills.
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What is governance?

Governance is the strategic leadership of the Enterprise. 
Key themes relating to governance include accountability, checks and balances, 

regulation, and the representation of shareholders (current and future benefi ciaries 
in the case of iwi and haha-hapu) and stakeholders (interest groups).7

In terms of MaMa-Maori organisations, governance can be described as the leadership 
and the leadership structures of iwi and haha-hapu groups. These might include trust 
boards and incorporations, or companies set up to run MaMa-Maori interests as businesses.

Governance is not the same as management. Management is the ‘hands-on’ 
running of an organisation. Governance sits above management, providing 
direction and leadership. Part of the role of governors – and good governance – is 
monitoring the management to ensure sound business practices are in place. 

In short, a board of directors/trustees is appointed or elected to provide strategic 
direction, select and evaluate the chief executive, formulate policy, manage risk, 
ensure legislative compliance, monitor performance (economic, environmental, 
social and cultural) and communicate with agreed external stakeholders. 

The chief executive and his or her management team will produce a strategic 
business plan which provides key business initiatives and the fi nancial framework. 
The chief executive will present progress against this business plan to the board on 
a regular basis (monthly or bimonthly).

Section 3: 

Governance and Enterprise Development

7 ‘Hei Whakatinana i te Tu7 ‘Hei Whakatinana i te Tu7 ‘ -Hei Whakatinana i te Tu-Hei Whakatinana i te Turua Po-rua Po-rua Po: Business Success and Ma-: Business Success and Ma-: Business Success and Maori Organisational Governance 
Management Study 2003’, Te Puni Ko-Management Study 2003’, Te Puni Ko-Management Study 2003’, Te Puni Kokiri
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In 2002 Alison Thom, former CEO of Te Ru-n 2002 Alison Thom, former CEO of Te Ru-n 2002 Alison Thom, former CEO of Te Runanga a Iwi o 
Ngapuhi, presented a paper to the MaNgapuhi, presented a paper to the Ma-Ngapuhi, presented a paper to the Maori Legal Forum entitled 
Committee to Competence. The paper discusses the challenges 
around defi ning and placing iwi organisations in a more 
thorough context than simply engines to manage Treaty 
settlement assets. Below is a summary of the paper:

Two external drivers – the 1980s devolution of the Department of MaTwo external drivers – the 1980s devolution of the Department of Ma-Two external drivers – the 1980s devolution of the Department of Maori 
Affairs to iwi and the promise of assets from the fi sheries settlement – led 
to a plethora of iwi representative organisations mushrooming out of thin 
air during the 1980s. 

These two events led to an undue weighting on ruThese two events led to an undue weighting on ru-These two events led to an undue weighting on runanga providing social 
services (as did the old department) and fi shing – rather than the asset 
management – becoming the primary commercial and operational activity 
of many ruof many ru-of many runanga. Many became incorporated societies or charitable trusts 
– meeting the requirements of Government agencies and the Fisheries 
Commission – but at the same time promoting a culture of benevolence 
and bounty.

This led to confusion for iwi constituents and iwi representatives, with their 
expectations incongruent. Should ruexpectations incongruent. Should ru-expectations incongruent. Should runanga be staffed with social workers, 
or MBAs?

The emerging purpose of the ruThe emerging purpose of the ru-The emerging purpose of the runanga is to act as a responsible and 
responsive representative of the constituent group in its ranging forms – no 
small task. This does not mean there is automatic recognition by the people 
of the rohe of that body. These things take time and a lot of trust-building.

There are also tensions created by the introduction of democratic election 
processes, which cut across traditional models of decision making. This 
must be managed wisely to ensure the advantages of maximum inclusion 
and accountability outweigh the traditional processes of rangatiratanga.

A CASE STUDY
Committee to Competence

CASE STUDY 3

Committee to Competence 3
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• Few MaMa-Maori with relevant business skills are available to work with iwi and haha-hapu
wishing to undertake commercial activities because tertiary educated MaMa-Maori are 
disproportionately employed in the public sector.

• Less well developed informal networks offering commercial advice or 
recommendations because there are few MaMa-Maori managing businesses or employed 
in consultancies.

• Shareholders (benefi ciaries) often lack the commercial understanding to hold 
the leadership to account for investment decisions as they did for issues that 
arose during the claimant process. Sir Tipene O’Regan takes the view that 
governance must be more involved with its shareholders at the outset given that 
they lack the sophistication to be classed as ‘mom and pop’ investors. This 
places a higher burden of accountability and transparency on the board and 
management than would otherwise occur.

• The absence of ‘quality assurance’ for professional advice and services. Advisors 
often provide advice that is inappropriate given the knowledge of the decision 
makers and benefi ciaries and their preferred approach of decision making.

• Lack of succession planning for leadership.
• Lack of clear accountability of leaders and their actions to the community.
• Preference for using tribal members to manage tribal assets limits the potential 

human resource expertise which can be drawn upon.

There are many successful MaMa-Maori incorporations, but it is the failures that make 
headline news. Success stories disappear and although there are many successful 
MaMa-Maori entrepreneurs running organisations, these businesses are not identifi ed as 
being MaMa-Maori-run organisations.

Finding the appropriate structure for the size of the organisation is also important 
because simply replicating the structure adopted by large organisations for smaller 
settlements will add operational costs without necessarily delivering the services.
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Governance requirements for Treaty claim settlement

The Crown has stated that settlement assets will be managed by and for the people 
who benefi t from the settlement. The Crown’s requirements for a governance 
entity, or organisation, must:
• be approved by the claimant group
• represent the claimant group and be accountable to it
• have clear decision-making and dispute resolution procedures
• ensure its benefi ciaries are identical to the people who should benefi t from 

the settlement.8

The Crown has discouraged claimants from using MaMa-Maori trust boards and 
incorporations as settlement governance entities because they may not be fully 
accountable to, or under the control of, all benefi ciaries. There may also be 
restrictions on the way they can use settlement assets.9

Often, iwi or haha-hapu have opted for a common law trust that represents the entire 
claimant community. Beneath the central body is a management structure in 
charge of the day-to-day application of the settlement assets. It may have economic 
development, social/cultural and environmental subsidiary groups.10

There are tax implications depending on the structure, for example MaMa-Maori
authorities attract a standard tax rate of 19 percent. This project report does not 
address the various tax options for different structures. The most common structure 
with post-Treaty Settlements is a private trust with some modifi cations. Charitable 
trusts are generally not favoured.

Governance in the commercial world

Separate to the Crown’s governance requirements for the handing over of Treaty 
settlement assets is the need for strong governance models for Masettlement assets is the need for strong governance models for Ma-settlement assets is the need for strong governance models for Maori organisations 
operating in the mainstream commercial world. 

The 2003 Business Success and MaThe 2003 Business Success and Ma-The 2003 Business Success and Maori Organisational Governance Management 
Study, Hei Whakatinana i te Tu-Hei Whakatinana i te Tu-Hei Whakatinana i te Turua Po-rua Po-rua Po,11 looked at case studies of Ma looked at case studies of Ma- looked at case studies of Maori businesses 
to fi nd out the key drivers of a successful Mato fi nd out the key drivers of a successful Ma-to fi nd out the key drivers of a successful Maori organisation. The study revealed 
four key fi ndings: 

8 ‘Treaty Negotiations: A Guide to Crown Policy and Practice’, Crown Forestry Rental Trust8 ‘Treaty Negotiations: A Guide to Crown Policy and Practice’, Crown Forestry Rental Trust8

9 ibid9 ibid9

10 ibid10 ibid10

11 Te Puni Ko- Te Puni Ko- Te Puni Kokiri, 2003

Looking to the future

Although there are many governance training courses for iwi organisations, 
they do not always fi t with iwi needs. In the North there are as many 
differing iwi structures as there are iwi, and recent experience shows the 
most effective training is exploratory and facilitative rather than directive. 
This means the training works with the fl ow of iwi evolution, rather than 
constricting it with irrelevant models. This also removes the false sense of 
confi dence that attendance at irrelevant courses can encourage.

In terms of asset management, the most important job of the ruIn terms of asset management, the most important job of the ru-In terms of asset management, the most important job of the runanga is the 
appointment of the CEO. It is my view that the organisation gets the best 
value if it is able to fi nd the skills required in a tribal descendant – a sense 
of belonging, ownership and commitment is rarely found in an outsider. 

Iwi asset management must not only realise the best returns, but must 
go about business in a way acceptable to the tikanga and perceptions of 
the people, particularly the land, the sea and the inland waterways. The 
integration of Maintegration of Ma-integration of Maori principles and tikanga into established commercial 
management behaviours is an exciting opportunity.
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Whale Watch was formed in 1987 by NgaWhale Watch was formed in 1987 by NgaWhale Watch was formed in 1987 by Nga–hale Watch was formed in 1987 by Ngati Kuri, which pledged 
their assets to secure a loan from an indigenous people’s bank. 
NgaNga–Ngati Kuri later expanded the business with a loan from the Ngati Kuri later expanded the business with a loan from the Nga–ti Kuri later expanded the business with a loan from the Ngai 
Tahu MaTahu Ma–Tahu Maori Trust Board, its tribal authority. The trust board also 
bought a major shareholding in the expanding company. 

Whale Watch is now entirely funded by cashfl ow and growing steadily. 
It is a private company owned by NgaIt is a private company owned by Nga-It is a private company owned by Ngai Tahu Holdings Ltd and Kaikoura 
Charitable Trust. Its activities are governed by the Companies Act 1993.

Its board has fi ve directors. Shareholders have the ultimate power to appoint 
and remove board members. Shareholders are informed of the strategic 
direction of the company to assess whether it has the skills to achieve 
business goals.

Legally, the majority shareholder gets three of the fi ve seats on the board, 
but in reality the board makeup has been decided through consensus. 
Chairman Wally Stone says the company likes to operate at a level higher 
than the rules by ‘being smart’.

Shareholders have no right to interfere with the day-to-day operations or 
management. Board members are the same. Management is accountable to 
the board and the board is accountable to the shareholders through the AGM.

Success has enabled Whale Watch to be more MaSuccess has enabled Whale Watch to be more Ma-Success has enabled Whale Watch to be more Maori-focused. “As a business 
we have a unique ownership structure and philosophy and we are able to 
give effect to those values and culture because we are successful – we are 
empowered to make decisions. Success enables the company to refl ect its 
values and this is empowering,” Whale Watch directors say.

Whale Watch is now the single largest employer in Kaikoura. In peak 
season the company employs up to 70 mainly Maseason the company employs up to 70 mainly Ma-season the company employs up to 70 mainly Maori people directly and 
supports many extended Masupports many extended Ma-supports many extended Maori families. Before Whale Watch was started 
many Ngamany Nga-many Ngai Tahu people were unemployed and the relationship between 
MaMa-Maori and the town was strained. Because of the rejuvenation Whale Watch 
has brought to the town’s economy, Ngahas brought to the town’s economy, Nga-has brought to the town’s economy, Ngai Tahu people are now held in 
esteem and play a positive role in local affairs. 

A CASE STUDY
Committee to Competence

CASE STUDY 4

Kaikoura Whale Watch 4

Reference taken from: Te Puni Ko-Reference taken from: Te Puni Ko-Reference taken from: Te Puni Kokiri case study.
http://governance.tpk.govt.nz/share/whalewatch.aspx

1. The calibre and competence of the people in the organisations have 
a huge impact on longevity and success.

2. The organisations operate in a complex environment and face continual 
change to the environment.

3. Data collection and analysis are essential for good governance and 
decision making.

4. Compliance and control systems are a burden but necessary.

It is widely acknowledged that fi tting the demands of the commercial world with 
the cultural characteristics and kaupapa of MaMa-Maori organisations is a challenge. 

Since signing the Treaty in 1840, Ma-ori have 
been largely excluded from involvement 
in governance and active management. 
Therefore it is natural when establishing 
contemporary tribal organisational 
structures “…not to want outsiders”. 
As Ngati Whatua CEO Tiwana Tibble acknowledges (he himself not 
being of Ngati Whatua).

‘Outsiders’ might be the best option, however, and Ngati Whatua has appointed 
independent board members to its Health Trust. 

Even before the settlement process, many MaMa-Maori organisations have succeeded 
in developing commercially successful businesses out of traditional structures. 

The following case studies are excerpts from the 2003 business success report. 
In the case of Kaikoura Whale Watch, the business has grown out of the Nga-i 
Tahu governance entity put in place to receive the Treaty settlement.
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The following two examples illustrate frameworks adopted The following two examples illustrate frameworks adopted T
in North America to accommodate traditional tribal cultures 
within a governance structure. The paper was written as part 
of the First Nations Accountability Project within the Canadian 
Ministry of Native and Northern Affairs to examine the self 
governance of American Indian tribes prior to the devolution of 
signifi cant powers from the Canadian Government to Canadian 
native communities. 

1. The Yakima Nation in the State of Washington has both an elected tribal 
council and a general council. The general council, which comprises all 
voting age members of the tribe, elects the members of the tribal council 
and delegates authority over certain areas to the tribal council which 
administers the tribe and implements general council directives. Certain 
kinds of decisions – such as major decisions over land use – have to go before 
the general council, which meets once a year, except under exceptional 
circumstances and it retains the authority to repeal any decisions of the tribal 
council. This effectively makes the tribal council accountable to the general 
council, that is, to the people.

2. On the Pine Ridge Sioux Reservation in South Dakota, home of the Oglala 
Sioux tribe, there is no such general council. The reservation is divided into 
districts, each of which elects representatives to the tribal council. There is a 
tribal president elected at large. Decision making rests fully in the hands of 
the president and tribal council, who are the holders of constitutional power 
on the reserve. Accountability is dependent largely on the electoral process. 
Every two years new elections take place, and those perceived to have failed 
in their leadership roles are voted out of offi ce.

CASE STUDY 6

Overseas Indigenous Populations: 
Making Leadership Accountable 6

Extracts taken from: ‘Accountability, legitimacy and the foundations of native self-governance’,
Stephen Cornell, 1993 Harvard Project on American Indian Economic Development.
www.ksg.harvard.edu/hpaied/docs/PRS93-1.pdf

CASE STUDY 5

Tohu Wines 5
Tohu Wines is a limited liability company owned by three Tohu Wines is a limited liability company owned by three T
MaMa–Maori-owned organisations, the Ngaori-owned organisations, the Nga–ori-owned organisations, the Ngati Rarua Atiawa Iwi Trust, 
Wakatu Incorporation and the Wi Pere Trust. It was conceived in 
1988 as a vehicle to export Ma1988 as a vehicle to export Ma–1988 as a vehicle to export Maori culture to the world by placing 
it on the tables of the world’s fi nest restaurants.

It is governed by a board of six directors, the membership of which is drawn 
from the three shareholding organisations. All of Tohu Wines’ directors are 
experienced businesspeople, aware of the difference between governance 
and management.

All roles are well delineated. Most of the directors of Tohu hold responsibilities 
within other organisations and are aware of which hat they are wearing 
at all times. Tohu believes its board must include different skillsets with core 
competencies of accountancy and banking, entrepreneurialism and risk-
taking, and marketing. All board members are practitioners of good 
governance and act in the best interests of the shareholders.

The performance of the Tohu board is measured at board meetings, in terms 
of fi nancial and management issues that come through for governance level 
decisions. Management performance is based on key indicators such as 
sales and budget control.

Tohu informs its shareholders of developments through paTohu informs its shareholders of developments through pa-Tohu informs its shareholders of developments through panui, which go 
out with the individual paout with the individual pa-out with the individual panui of the three owners. 

There are systems in place to deal with any confl ict of interest. Confl icts 
between the board and management are resolved by the chairman of the board. 

Tohu’s Chief Executive James Wheeler says making money in a way tied to 
the principles of tikanga Mathe principles of tikanga Ma-the principles of tikanga Maori is the key to a successful Maori is the key to a successful Ma-ori is the key to a successful Maori organisation.
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unclear about the role of the governing body. Inevitably, some benefi ciaries 
have made claims of nepotism and favouritism.

That said, each sub-trust has embarked on an impressive work programme 
to achieve the overall vision of “having self reliance within the rohe and 
parity with New Zealand for the next generation”.

The Apology Hui held at Otamatea Marae on 25 July 2004 and attended by 
the Prime Minister marked a historical day for Te Uri o Hau and provided 
the opportunity for the ha-the opportunity for the ha-the opportunity for the hapu to move out of grievance mode and to embrace 
the future.

Te Uri o Hau Settlement Trust and Subsidiary Organisational Structural Flow Diagram
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Te Uri o Hau established the Te Uri o Hau Settlement Trust in Te Uri o Hau established the Te Uri o Hau Settlement Trust in T
2001, after signing the Deed of Settlement on 13 December 2000. 
The Trust was set up to receive the Treaty settlement. The Trust is 
made up of eight trustees, two from each of the four tumade up of eight trustees, two from each of the four tu–made up of eight trustees, two from each of the four tuturu marae.made up of eight trustees, two from each of the four tuturu marae.made up of eight trustees, two from each of the four tu

In 2003 the Trust established subsidiary companies – Social Services Ltd, 
Environs Holdings Ltd and Renaissance Group Ltd. This is a similar 
structure to other larger iwi but it may be too cumbersome to sustain given 
the size of Te Uri o Hau’s settlement.

Each Trust has its own board of directors appointed by the Settlement 
Trust and comprising one Settlement Trust trustee and other directors 
appointed for their skills and expertise. Although the sub-trusts were 
established in November 2003, much of the fi rst year was about establishing 
relationships with stakeholders such as local, regional and national 
government and the business community. 

The diagram opposite shows the organisation of these companies.

It has not been an easy journey for Te Uri o Hau. The original election of 
trustees was deemed invalid, new elections were held and the fi rst elected 
chairman ousted then reappointed. This period of uncertainty within the 
governance structure has inevitably affected individuals, marae and the 
management team. This period also resulted in signifi cant media attention 
at a time when Te Uri o Hau was still very much in its formative stages.

In 2004 the settlement and sub-trusts were audited on governance and 
management procedural compliance. Recommendations from this have been 
implemented or require changes to the Trust Deed. This process requires 
the approval of 75 percent of benefi ciaries.

Like many iwi, Te Uri o Hau has struggled with balancing traditional and 
commercial imperatives. There has been a lack of distinction between 
notions of governance, management and perceived entitlement. No training 
programme was put in place for new trustees and benefi ciaries were often 

CASE STUDY 7

The Te Uri o Hau Experience: 
Learning the Hard Way 7
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Models for successful governance

Nga-Nga-Ngai Tahu governance model: Clear demarcations from the outset 

Te Ru-nanga o Nga-i Tahu is the iwi’s governing body. The 18-member tribal 
council (drawn from the various marae-based councils) makes all major decisions 
such as approval of annual business plans, checking off major investment decisions 
and approving the appointment or removal of directors of subsidiary companies. 
Nga-i Tahu is accountable to its members through the tribal council.

There is a clear demarcation between the entity responsible for protecting and 
growing Nga-i Tahu’s asset base (Nga-i Tahu Holdings Corporation), and the Offi ce 
of Te Ru-nanga o Nga-i Tahu which is charged with, among other things, the delivery 
of benefi ts to the tribe.

The iwi actively promotes growth and development at a board and executive 
level. It seeks to be a major employer of iwi members on a ‘best person for the 
job’ basis.

Nga-i Tahu’s success seems to be linked to the iwi’s unifi ed vision, development 
of strategies aligned with the vision, and the adoption of appropriate structures 
and rigorous governance procedures.

Clear demarcation between ‘money-making’ and ‘social benefi t’ entities enables 
prudent asset growth aligned with sustained social development.

Nga-i Tahu 
Equities

Te Ru-nanga o Nga-i Tahu

The Offi ce of Te RuThe Offi ce of Te Ru-The Offi ce of Te Runanga o Ngananga o Nga-nanga o Ngai Tahu

Nga-i Tahu Charitable Trust

Nga-i Tahu Holdings Group

Pacifi c Trawling 
Joint Venture

Private 
Equity

Property
Management

Boating
Experiences

Resource
Management

Property 
Trading

NZX Listed
Equities

NgaNga-Ngai Tahu
Finance

Eco-
tourism

Domestic 
Wholesale 
& Retail

Property
Investment

Venture
Capital

Commercial 
Development 

Unit

Guided
Walks

ExportProperty
Development

Managed 
Funds

Nga-i Tahu 
Tribal Services

Nga-i Tahu 
Tourism

Nga-i Tahu 
Seafood

Nga-i Tahu 
Property

Analysis of Te Uri o Hau Experience

OPPORTUNITIES

• Implementation of improvements 
to the Trust Deed.

• Delivery of the business plan for 
each trust. Agreement on overall 
vision and goals.

• External appointments where 
necessary to manage settlement – 
creation of a business structure 
not a community structure.

THREATS

• Crown requirements for 
settlement favour Government 
not MaMa-Maori people.

• Length of time between 
settlement and money being 
paid out.

• The Board needs a mandate but 
there is a different governance 
structure on each of the four 
marae.

• Governance structure too 
cumbersome for size of settlement.

• Continued internal grievances.
• Confl icts arising from ‘traditional 

versus commercial’ imperatives.
• Lack of buy-in from benefi ciaries.

STRENGTHS

• Existing structure in place as a 
haha-hapu of Ngati Whatua.

• Vision for Te Uri o Hau’s future.

WEAKNESS

• Did not set up a new governance 
structure before money received but 
waited for settlement legislation.

• Questions about the Trust Deed.
• Selection of trustees – perception by 

some benefi ciaries that they did not 
select the right people with the 
right skills.

• Lack of clarity between governance 
and management.

• Internal arguments between trustees 
and questions about management 
of assets.

• Lack of training for trustees.
• Questions relating to quality of 

advice about investment decisions.
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“The right people rather than structure. 
Visionary leaders are not great implementers. 
I would advise against the pre-settlement 
person being involved post settlement. They 
feel they own it and become protective.”
Hemi Rau, CEO, Tainui Trust Board

The TGH governance model has moved from a board comprised of shareholder 
representatives to a blend of independent and shareholder/tribal representation. 
It has not yet become a fully independent board. 

Good governance is maintained via an annual risk audit to ensure compliance 
of policies and procedures. Appropriate management systems have been put in 
place for operational management with performance appraisals and performance 
based remuneration.

TGH has now got a structure in place which is paying dividends.

Waikato Raupatu Trustee 
Company Limited

Waikato Raupatu Lands Trust

Tainui Group Holdings Ltd

Te Kauhanganui o Waikato Inc

Raukura Moana 
Seafoods Ltd 

(100%)

Raukura Moana 
Fisheries Ltd 

(82%)

Raukura 
Whare Ltd 

(100%)

Tainui 
Development Ltd 

(100%)

Tainui 
Corporation Ltd 

(100%)

Puka Park 
Resort Ltd 

(100%)

Riverside 
Casino Ltd 

(15%)

Hamilton 
Riverview Hotel 

Ltd (41%)

Te Rapa 
2002 Ltd 
(100%)

Callum Brae 
Tainui JV 

(50%)

Puhinui Airport 
Park Ltd 
(50%)

Naturally Native 
NZ Ltd 
(17%)

As of 2004

Tainui model: Learning from past mistakes 

Tainui Group Holdings (TGH) was established in 1998 to manage the commercial assets 
which were part of its 1995 Waikatu Raupatu claim settlement of $170 million.

It is a matter of public record that in the early days, TGH made some questionable 
investments. In May 2000 Tainui owed the BNZ $27.4 million and the Hong 
Kong Bank $14 million and was facing receivership.

It was clear that an organisation transformation was needed to turn TGH’s fortunes 
around and in 2002 the shareholders, recognising this, appointed a new commercial 
board and management. Steve Murray was headhunted from overseas to return to 
New Zealand as CEO. On his recommendation the shareholders appointed John 
Spencer, former CEO of the New Zealand Dairy Group, as its Chair and brought 
on board Rob McLeod, Chair of Ernst & Young New Zealand, initially as an 
advisor and subsequently as a board member. 

The new team found a rudderless ship with poor accountability in place and poor 
performing assets. The vision and strategy of Tainui’s settlement were in disarray. 

The new board members brought their corporate networks and helped rebuild 
Tainui’s credibility with its stakeholders with the support and active contribution of 
the management team. Three tribal members sit on the board alongside the three 
externally appointed directors.

Management set about transforming Tainui by implementing a comprehensive 
change management programme:
• Installing a commercial structure within the group thereby separating tribal 

governance from the commercial running of the business.
• Imagining a future for TGH and getting buy-in to the vision.
• Changing employees’ mindsets so that they moved away from the old way of 

doing things.
•  Shoulder tapping the right people to work for TGH. 

Two years later TGH has no external debt and has made substantial gains in 
profi tability with revenue of $41.8 million for the year end March 2004 and net 
profi t of $15.8 million.

The process of transformation is not yet complete, but TGH knows where it is 
going. It has a new vision for its future “one in which TGH provides sustainable, 
secure, long-term returns and delivers true value to Tainui by consistently 
maximising our shareholder’s wealth”.

To achieve that vision, a new TGH has emerged with new people, a 
new culture, a new business model, new shareholder relationships and a sustainable 
operating environment. This turnaround is testimony to the commitment and 
dedication of the management team. 

The realignment or transition of TGH’s investment portfolio will take up to 
fi ve years and follows a review of the capabilities and performance of each business 
unit. The results were reviewed against a ‘balanced scorecard’.
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Model 2: Mixed representation 

This structure could address the next stage as the governance process within an 
iwi matured. Major issues relating to the setting up of an overall governance process 
would have been addressed. Members of the elected governing board through 
education and training and ongoing experience would now work directly with 
appropriate members of the advisory board, who could, for example, act as a 
sounding board within the elected governing board structure. The board now has 
a blend of independent and shareholder representation.

Model 3: Independent trust

This structure applies in a mature governance setting where members of the 
elected governing board are experienced directors and where related governance 
processes are also in a fully mature stage. This would be the ongoing structure to 
address issues relating to the overall governance of the iwi.

These proposed structures will need to be discussed and detailed fully as this 
project continues. 

However the work conducted so far suggests there is a need for governance 
structures to develop rather than be imposed in their ‘adult’ form. The proposed 
models illustrate one example of how a governance structure may develop, 
but clearly there are other options, taking into account political, social and 
cultural considerations.

Elected Governing Board 
(incorporating Advisory Board members)

Commercial TamataSocial Services

Elected Governing Board 
(all members elected)

Commercial TamataSocial Services

An Enterprise governance model continuum towards leading practice 

As in the commercial world, there are several governance models which might 
be adopted by iwi and haha-hapu, some of which have been outlined below. The 
appropriateness of a particular model will depend on the existing frameworks, 
maturity and complexity of the tribe and what it wants for the future. The 
appropriate structure for an iwi with a large settlement such as Nga-i Tahu will be 
different from that required by those receiving a smaller settlement.

Separate trust boards for commercial, social, environmental or other operating 
divisions may simply add cost and complexity without providing benefi ts.

At this stage, the project team suggests three potential models for an Enterprise 
governance implemented on a continuum basis. As the governance skills are 
enhanced the next structure would be implemented to lift the Enterprise 
performance. 

The proposed structures are as follows:

Model 1: Initial governance structure – internal representatives

The purpose of this structure is to provide a mechanism to work through initial 
set-up issues and to provide a strong and active focus by an advisory board on 
contentious and complex matters relating to governance matters. The advisory 
board would have the authority to intervene if matters became contentious. This 
structure would apply where no existing governance structure was in place or 
where the existing structure was dysfunctional. 

Members of the advisory board would be drawn from appropriate sectors of the 
economy and community and may also be co-opted according to the issues under 
consideration.

Advisory Board

Elected Governing Board

Commercial TamataSocial Services
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– How will business be kept separate from the politics within the community?

– How are leaders kept accountable to the iwi?

– What procedures are in place to ensure accountability?

– What is the ‘grievance’ procedure to challenge decisions?

• How will commercial activities be managed through these structures?

– What are the governance and management structures within them?

– What other subsidiary trusts will be set up?

– How will compliance be audited? 

• What training will be conducted? 

– How is induction training to be provided for new trustees on policy, 
practice and statutory responsibilities under relevant legislation?

– Is there ongoing training programme for trustees to enable them to 
look more critically at business performance?

– Is there an education programme for benefi ciaries to learn about 
trustee responsibilities?

• How will a chief executive be appointed to manage the trust’s operations?

– Does our mandate allow for appointment of ‘best person for the job’ 
based on skills and competencies?

– Will remuneration be performance related?

• Is there a succession plan for the leadership? 

65

Experience identifi es a number of key considerations for iwi and 
ha-ha-hapu to consider when setting up their governance structure which hapu to consider when setting up their governance structure which ha
will help achieve strong leadership and effective management practices:

• Is there a governance structure to manage the settlement before it is received?

– What are the current governance structures for the iwi or haha-hapu?

– Are they accountable to all the benefi ciaries?

– Will the Crown approve this structure as an entity to receive any Treaty 
settlement we receive?

– Is this structure appropriate to the size of the organisation?

• Does the Trust Deed support the planned structure?

– Are there restrictions on the way this structure can use settlement assets?

– How will elections be conducted for the settlement trust?

– How will ‘support’ for candidates be obtained?

• What are the governance and management structures within the 
settlement trust?

– Are governance best practice systems in place? 

– What are the skillsets required by governers/directors?

– How will competence be valued as well as kinship?

– What terms and conditions will apply?

– Are there appropriate resources to adequately reimburse 
professional people for their governance skills?

– Are trustee workloads manageable? 

– What is the agreed decision-making process?

SECTION 3: Governance and Enterprise Development

A Checklist for Successful Governance
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Section 4: Economic Development

The successful engagement of Ma-ori in the economy is 
essential to New Zealand’s long-term success as a country. 
An estimated $5.7 billion of the $9 billion Ma-ori asset base 
is in Ma-ori businesses. The Ma-ori economy – which has been 
defi ned as all businesses or transactions where ‘Ma-oriness’ 
matters – accounts for 1.4 percent of New Zealand’s economy 
and in recent years it has grown faster than the New Zealand 
economy. The Ma-ori population is more youthful and fertile 
than the New Zealand average and is expected to increase 
by 28 percent by 2021, while the Pa-keha-  population stays 
roughly static. It is obvious that the improvement of Ma-ori 
human capital is critical to economic growth.

“We need you, 
we need your 
skills.”

Source: Te Puni Ko-kiri, ‘The Ma-ori Report 2003’
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What are the economic and accounting issues facing 
Ma-Ma-Maori communities? 
Economic issues, focused around sustainable or long-lasting generation of wealth, 
touch the lives of all New Zealanders every day. Matouch the lives of all New Zealanders every day. Ma-touch the lives of all New Zealanders every day. Maori as individuals share all the 
economic challenges and concerns of others – but, as iwi and haha-hapu communities, 
they also face some unique challenges in achieving economic goals collectively for 
their people.

In determining a sustainable model for MaIn determining a sustainable model for Ma-In determining a sustainable model for Maori Enterprise, economic and 
accounting issues are important. Economic issues determine the ability of an 
organisation to create wealth, and accounting systems provide a framework for 
reporting back to stakeholders and underpin any governance model. If a ‘sustainable 
business model’ was to be defi ned as one which ‘satisfi es the needs of today’s 
stakeholders without impairing the ability to satisfy the needs of future stakeholders’ 
then generating economic benefi ts must be a key issue.

Why is this issue important?

It is worth refl ecting on why an economically sustainable MaIt is worth refl ecting on why an economically sustainable Ma-It is worth refl ecting on why an economically sustainable Maori Enterprise is 
a prize worth capturing.
• The Ma• The Ma-• The Maori population is more youthful and fertile than the New Zealand 

average and is expected to grow by 28 percent by 2021 while the Paaverage and is expected to grow by 28 percent by 2021 while the Pa-average and is expected to grow by 28 percent by 2021 while the Pakehaaverage and is expected to grow by 28 percent by 2021 while the Pakehaaverage and is expected to grow by 28 percent by 2021 while the Pakeha-keha
population stays roughly static. Mapopulation stays roughly static. Ma-population stays roughly static. Maori are overrepresented in unemployment, 
crime and economic deprival statistics. Successful engagement of Macrime and economic deprival statistics. Successful engagement of Ma-crime and economic deprival statistics. Successful engagement of Maori in the 
economy is essential to New Zealand’s long-term success as a country.

• While Treaty settlements are not huge in terms of overall national wealth and if 
the Treaty settlement cap of $1 billion was distributed it would only provide 
around $2,500 for each person, they do present an opportunity to accumulate 
wealth. As many claimant groups are based in some of the more economically 
deprived areas of New Zealand this could have a signifi cant impact particularly 
in rural communities.

• The Treaty settlement grievance process has continued to put strain on both 
MaMa-Maori and non-Maori and non-Ma-ori and non-Maori and Government. By managing the economic issues in a 
sustainable manner, there is a better chance that the conclusion of the grievance 
process will be achieved.

What are the issues facing claimants under the Treaty?

For a group starting on a journey to a Treaty settlement the obstacles can seem 
insurmountable. It has to determine on whose behalf it is negotiating, fi nd out 
what it wants in terms of settlement (see also Section 1 on Engagement and 
Communications) and also get a view about what the settlement will be used for. 
The economics of this period are uncertain because there are signifi cant costs 
involved and often no economic base to start from. There are no funds and no 
assets against which a fi nancial institution can secure borrowings. The leaders will 
often be inexperienced in negotiation and will not always have a great understanding 
of the fi nancial implications of some of their decisions.

The Ma-The Ma-The Maori economy
For many years there have been debates about whether a MaMa-Maori economy exists 
– and how to defi ne it. 

In 2003 Te Puni KoIn 2003 Te Puni Ko-In 2003 Te Puni Kokiri, with the New Zealand Institute of Economic Research, 
analysed the MaMa-Maori economy in Ma-Ma-Maori Economic Development Te Ohanga Whanaketanga ori Economic Development Te Ohanga Whanaketanga ori
Ma-Ma-Maori. It defi ned the MaMa-Maori economy as all businesses or transactions where 
‘MaMa-Maoriness’ matters. This includes the activities based on collectively owned assets, 
the businesses of the self-employed who identify as MaMa-Maori, commercial transactions 
involving MaMa-Maori culture, services oriented to specifi c MaMa-Maori needs and housing 
owned by MaMa-Maori.

An estimated $5.7 billion of the $9 billion MaMa-Maori asset base is in MaMa-Maori businesses. 
The MaMa-Maori economy accounts for 1.4 percent of New Zealand’s economy. 

MaMa-Maori production is heavily concentrated in agriculture (7.4 percent of 
New Zealand’s agricultural output), fi shing (up to 37 percent of New Zealand’s 
domestic fi shing quota) and housing (7 percent of home ownership in New Zealand). 
Together, these three industries account for 75 percent of the MaMa-Maori economy.

The concentration of the MaMa-Maori economy in these sectors makes it more volatile 
than the New Zealand economy, but the MaMa-Maori economy has grown faster than 
the New Zealand economy in recent years. 

MaMa-Maori economic development is about more than just individuals – it must have 
regard to collective aspirations. The MaMa-Maori economy provides a vehicle for the 
attainment of collective goals which go beyond the economic wellbeing of 
individuals. It is the space in which economic and cultural hopes combine.

A thriving MaMa-Maori economy benefi ts all New Zealanders, by improving the 
country’s overall growth rate. The improvement of MaMa-Maori human capital is critical 
to the growth of both economies – for those working within MaMa-Maori businesses and 
Enterprises, and for MaMa-Maori working in the wider New Zealand economy.

Section 4:

Economic Development
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As part of its settlement Te Uri o Hau ‘purchased’ forest land 
at Mangawhai at a value of $5.32 million. The land was subject 
to a 35-year lease to Carter Holt Harvey (CHH) at a rental of 
$53,000 per annum indicating a far lower value. At the time of 
settlement the amount to be paid to CHH to relinquish the lease 
was estimated to be about $3 million, but the fi nal amount paid 
to buy CHH out was closer to $16 million.

The lessons from this:
• Tie down all assumptions underlying the settlement amount as if it was 

a separate purchase.
• Engage advisors to help with the due diligence.
• Ensure any title issues are negotiated at the vendors/settlers’ cost or are 

fi xed if a net deduction.
• Ensure the value is a fair economic value rather than, say, a government 

value or industry convention; take advice.

In the end this investment has proved extremely valuable to Te Uri o Hau 
as the value of coastal land north of Auckland has increased rapidly. It has 
engaged with a joint venture partner to develop the site and this will create 
substantial economic returns.

CASE STUDY 8

The Te Uri o Hau Experience:
Due Diligence 8Illustrative funds position

Unfunded period

During the negotiation process there are often decisions made about the way 
settlement will be achieved which will have a future economic impact. When this 
happens, and certainly after settlement, the nature of the skills needed by the 
settlement team change to ones where fi nancial and commercial knowledge is the 
key. Some of the decisions made at an early stage can have a signifi cant long-term 
impact on the economic sustainability of the settlement. For example, some of 
the land settled may have cultural signifi cance but little economic value. The 
negotiators need to understand that the economic value should be the one used 
in settlement rather than any other value ascribed.

There is also the issue of scale. The settlements relate to a grouping with 
common interests or heritage. There is a trade-off between the complexities of 
getting a group to agree that settlement deals effectively with their grievance and, 
at the same time, achieves a settlement of suffi cient size to have economic 
signifi cance. Te Uri o Hau is a relatively small haha-hapu compared with groups with 
larger settlements such as Nga-i Tahu or Tainui. Even within this group, however, 
there are some who claim they were not consulted and the settlement does not 
cover them. Taken to an extreme, settlement would be by individual claimant 
which would not provide suffi cient economic base for sustainability. However, 
settlement and the economic development of the assets have to be relevant to the 
stakeholders.

Scale is important in allowing an organisation to build capability and have all 
the supporting governance structures in place. One set of costs can be shared 
over a wider asset base. The venture is less fragile. A balanced portfolio approach 
can be taken to investments and investments can be of suffi cient scale to make 
a difference.

Commercial success may confl ict, however, with social and environmental 
objectives. Developing land and coastal areas and leveraging assets would increase 
the local population leading to a need for more social infrastructure and putting 
increased pressure on environmental resources.
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Analysis of Te Uri o Hau Experience

OPPORTUNITIES

• Introduce external skills to 
complement local knowledge.

• Strong pipeline of projects.
• Leverage key opportunities from 

aquaculture and marine farming; 
tourism, dairy farming. Business 
development to provide local 
employment and opportunities. 
Develop the MOUs from paper 
exercise to contractual basis.

THREATS

• Lack of consensus about income 
versus wealth generation.

• Recruiting and retaining the 
right people.

• Limited experience in negotiating 
commercial contracts.

• Access to funding to develop 
projects.

• Finding ways to use land 
acquired for cultural purposes 
as revenue stream. 

STRENGTHS

• Good asset base – ownership of 
marine reserves, forests and coastal 
land with land prices rising.

• Joint venture partnerships in place.
• Memorandums of Understanding 

(MOUs) developed with key 
stakeholders.

WEAKNESS

• Pre-settlement advice did not 
identify leases in perpetuity and 
caveats on their use.

• Settlement lacks scale of Nga-i Tahu 
and Tainui but benefi ciaries expect 
same returns.

• Insuffi cient people with commercial 
experience.

• Delay post-settlement in establishing 
trust to manage the investments.

• Investment strategy not clear – 
balancing cultural sensitivity with 
wealth generation.

• Dissension about investment strategy 
– spend settlement or use interest or 
take on debt.

At a hui held with Te Uri o Hau, Ann Sherry, CEO of Westpac in 
New Zealand asked if people knew what size of funding they would 
seek in order to make an investment that would make a difference. 
Was it $10 million or $100 million?

Questions like this are hard to answer without considerable business and 
commercial experience and the group needs to decide:
• Are there things you won’t trade?
• What sort of return do you want? How much money do you need to drive 

education and other social changes? 

The challenge for Te Uri o Hau and others is how to achieve a consensus 
on short-term and long-term returns and what is and what isn’t negotiable. 

The strategy will determine the sort of risk you are prepared to take and 
whether you are prepared to partner someone to get there, for example in 
tourism or fi shing – the speed may depend on whether partnership is 
acceptable, however this inevitably means a loss of complete control.
• Is it more important to build businesses which will employ people and 

therefore provide jobs to retain your children locally?
• How much do you want to share your land with other people?

“Functioning economies have certain characteristics, some of that sits here already 
but not all of it. How much are you prepared to put at risk?” Ann Sherry

CASE STUDY 9

The Te Uri o Hau Experience:
Investment Decisions 9
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There needs to be acceptance that no matter how fl awed the decisions made in the 
past may seem when viewed with hindsight, it is time to move on.

The Te Uri o Hau document ‘Strategies for Creating Wealth’ identifi es 
the following threats to success:
• Poor investment advice.
• Benefi ciary impatience.
• Trustees failing to adopt and maintain a balanced and low-risk 

investment policy.
• Operating cost blow-out.

The following areas seem to be important:
• Scale is an issue. Given the settlement amount and the size of the group we are 

responsible for, can we leverage profi t with external funding? Can we amalgamate 
or share costs with similar groups? How much risk or loss of control are we 
prepared to accept?

• Accounting theory does not seem to serve organisations well at this stage. They 
will have spent considerable time and money building the capability of the 
management and governance team but this asset does not appear on the balance 
sheet. They may have acquired assets for other than commercial purposes 
i.e. culturally sensitive land which has little or no economic value particularly if 
it cannot be sold.

• Skills needed to manage the assets are important. This goes beyond the 
governance issue of reporting performance but means the organisation has the 
commercial skills to maximise the value of its assets. The separation of 
governance and management becomes more critical. The scope of operations 
needs to match the scale. Often there seem to be excessive numbers involved 
in management sometimes because this is seen as helping a communication or 
governance role. At this stage commercial organisations would normally run 
a lean operation ploughing everything back into operations.

• It may also be sensible to hire experienced management from outside the iwi. If this 
channel is not used then outside consultants may be an effective source of assistance 
but a certain commercial sophistication is needed to manage advisors effectively. 
Advisors can be very expensive and terms need to be managed carefully.

• There is a need to have an understanding of the balance between economic, social 
and environmental objectives and not confuse them. For example full employment 
and better housing may be desirable social outcomes but should not drive or be 
disguised as economic decisions. Nga-i Tahu has been very determined to maintain 
this distinction as they build strength in their asset base. Commercial decisions are 
made by the commercial arm at a distance from the trust.

Key issues: pre-settlement and post-settlement

Finally, there is the issue of advisors. Often negotiation groups are reluctant to try to 
get experienced advisors from outside their local community. There is sometimes a 
reluctance to move outside iwi or haha-hapu relationships, but inexperienced advisors 
helping inexperienced trustees often do not make the right decisions. More 
experienced advisors will not have to cover old ground and may prove to be more 
cost-effective. Inexperienced trustees may not have the skills to evaluate the quality 
of advice received or even set commercial terms.

Nga-i Tahu seems to have taken a pragmatic approach to the appointment of 
managers and advisors. It has hired the best people to fi ll these roles irrespective 
of ethnic origin or cultural background, at the same time building capability 
within the iwi.

So the key issues during the pre-settlement phase are:
• Funding of the claim.
• Determining the optimum scale of the claim and the people represented.
• Building an early consensus of how the funds will be used and setting expectations 

at a reasonable level.
• Building capability in the organisation to understand economic and business issues
• Selecting experienced advisors.

What are the ongoing issues?

Once settlement is achieved and a combination of cash and assets transferred, the 
role of the governing body changes. The strategic direction of the organisation 
has to be established as well as the distribution policy for stakeholders. To some 
degree this will depend on what the vision for the settlement is.

If we assume the Brundtland defi nition of sustainable business (page 13) there 
are still questions about the balance between current consumption and long-term 
asset growth.

So the organisation will need to develop an investment or wealth creation strategy, 
which responds to the needs of stakeholders, balances current and deferred 
consumption and respects economic, social and environmental imperatives.

The skills needed in the organisation will change in this period and be more 
commercially honed. It is quite likely that once the group has moved on from 
negotiation mode, different people with different skills will take over. One of the 
risks is that new members of the governance group become more concerned about 
the investment and other decisions of the past rather than developing the future. 
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In September 2004 Ngan September 2004 Nga-n September 2004 Ngai Tahu Chief Executive Tahu Potiki 
took stock of the Ngatook stock of the Nga-took stock of the Ngai Tahu governance model and strategies 
for economic development. Below is a summary of his views.

The political environment is no longer sympathetic to MaThe political environment is no longer sympathetic to Ma-The political environment is no longer sympathetic to Maori development 
based on Treaty right. To develop appropriately, iwi are going to have to come 
up with their own solutions based on their own independent strategies.

Resources and capital will become available as a result of Treaty settlements, 
but their use needs to be focused on specifi c local, long-term development 
models, not high revenue, cash distribution models like Ngamodels, not high revenue, cash distribution models like Nga-models, not high revenue, cash distribution models like Ngai Tahu. The 
NgaNga-Ngai Tahu model remains successful only as a result of economies of scale, 
not because the model is sound for iwi and ha-not because the model is sound for iwi and ha-not because the model is sound for iwi and hapu in general.

NgaNga-Ngai Tahu’s structure was designed in the early 1990s and has served us 
well thus far. It is based on high revenue and cash fl ow, medium to low 
risk and a diversifi ed (balanced) portfolio. It does not rely on any regional 
investment as a means of development, regional employment or political 
infl uence in the regions.

NgaNga-Ngai Tahu has erred in some respects, but primarily because they can. 
The quantum of the NgaThe quantum of the Nga-The quantum of the Ngai Tahu settlement was such that the model we 
have adopted was achievable even if it is massively expensive. We have not 
focused on the multiples of wealth production in our own communities but 
instead we have created a hungry monster. We have not compromised our 
returns from a purely commercial perspective, but equally we have not 
maximised our potential to impact at other levels of the community.

The modern tribal corporate will be the instrument of infl uence, it will be 
the tool for ensuring stakeholder recognition, it will be the vehicle that 
delivers relevance to the tribal constituency, it will also ensure that people 
are able to stay at home, look after the marae and play a leading role in 
their community. 

CASE STUDY 10

Working Towards Ha-pu, 
Iwi and Regional Development:
Nga-i Tahu Perspective

10So the key issues in the post-settlement phase are:
• Negotiating the move from the skills needed for negotiation to those needed 

for managing the assets while retaining some continuity in management.
• A shortage of appropriate skills.
• Identifying and engaging suitable advisors.
• Building capability.

What are potential solutions?

Possible solutions for the issues identifi ed are:

The Funding Gap
In order for settlement to be seen as a fair process and to ensure it actually does 
mean settlement, funding needs to be made available to claimants in that period. 
This should not make settlement a more drawn out process but should ensure it 
is well researched and committed. The most appropriate approach would be for 
this to be funded by Government or by fi nancial institutions guaranteed by 
Government, with the costs deducted from the eventual settlement.

The Capability Gap
Identity the issue early. Don’t be afraid to engage with experienced people outside 
the iwi, and always go for the best skills appropriate to the stage of settlement. 
Meanwhile, build capability within the organisation.

The Advisor Gap
Go for people who have experience rather than inexperienced locals. Negotiate 
terms on a proper commercial basis, ensuring advisors’ goals and incentives are 
closely aligned to those of the settlement. Get advice from iwi further down the 
settlement path.

Scale
Consider amalgamating claims at an early stage if views of settlement are consistent. 
After settlement consider amalgamating funds to obtain scale. Share management 
resources.

Accounting and reporting issues
Use ‘triple bottom line’ reporting to refl ect the balance between economic, social 
and environmental performance12.

Investment Strategy
Ensure economic investments are kept separate from those made for social or 
environmental grounds. Determine early the balance between wealth creation 
and cash generation and the risk that is acceptable to the trustees and benefi ciaries. 
Manage a balanced portfolio.

12 www.nzbcsd.org.nz/sdr/
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The strategic plan of an iwi’s corporate subsidiary board The strategic plan of an iwi’s corporate subsidiary board T
commits to operating its commercial activities in a way that 
professionally protects and grows its assets incrementally. 
This will provide a sustainable fi nancial return which advances 
the interests of current benefi ciaries without prejudicing the 
requirements of future generations. 

Ngati Whatua o Orakei is using the Wai 388 settlement process to explore 
possible opportunities with legal structures that may allow fi nancial returns 
to individual benefi ciaries as is common in normal shareholder organisations. 
Although this concept is still to be approved, the merits of increased 
accountability might well be justifi cation. 

Fundamental to the iwi’s commercial plan is the use of joint ventures to 
bring in capital and knowledge. All joint ventures will be 50/50 and must 
abide by their overarching principle that land is not sold voluntarily but 
business ventures can include long-term lessee interest in the land. This 
allows the iwi to balance its cultural and economic imperatives and to meet 
its commitments of kaitiakitanga as perpetual caretakers of the land. 

Ngati Whatua o Orakei leadership accepts that this requires patience and 
makes this a key part of its communication programme recognising that 
the younger generation in particular often wants a more immediate payback. 

Chief Executive Tiwana Tibble believes that the longevity of its leadership 
under Sir Hugh Kawhuri has facilitated a patient and conservative 
approach. Consequently Ngati Whatua has enjoyed the higher returns 
attainable from a long-term approach.

Another advantage for this Auckland-based iwi is that central business 
district land is a growing scarcity. Commercial developers therefore have 
no other option than to treat with Ngati Whatua’s long-term leases. 

Ngati Whatua expects to obtain an agreement in principle in 2005 with 
the Crown for its settlement claim. Until this time and until income from 
its existing investments comes in, its commercial arm operates an 
appropriate ‘no frills’ infrastructure.

CASE STUDY 11

Ngati Whatua o Orakei: 
Developing Joint Ventures and Long-term Leases 
to Balance Cultural and Economic Imperatives 11The strategic focus will be on local assets, local development and local power 

and infl uence. If we were to adopt this kind of regional strategy we would 
put a compass on the centre of the ha-put a compass on the centre of the ha-put a compass on the centre of the hapu community and identify all the 
going concerns within a 10km radius. We would then systematically 
acquire a percentage of the key economic assets in that community.

There will be increased opportunity to keep people at home or encourage 
them to return. It allows another level of infl uence in your region.
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• Are we able to develop collective bargaining opportunities with other MaMa-Maori
organisations to purchase or sell products or services?

• What industries/sectors are we in?
– Are these traditional industries including forestry, dairy or fi sheries?

– What opportunity do we have to develop value added business which 
builds on ‘sense of place’ and culture? For example:

• Creative industries.

• Tourism.

• Music/performance/media.

• Information technology.

• What is our vision for the future? Where do we want our asset base to be in 
fi ve, 10, 25 years’ time?

• Does the organisation have the capacity to manage potential mergers 
or acquisitions? 

• What risks are we prepared to take to get there?

81

This section identifi es some questions that need to be addressed to ensure This section identifi es some questions that need to be addressed to ensure T
that Mathat Ma-that Maori Enterprise development is on the same playing fi eld as other 
economic development:

• Are commercial activities separate from tribal activities?

• Do we have the skills required for leading an organisation that is focused on 
intergenerational asset ownership and management rather than leading an iwi?
– Do we have an experienced commercial leadership team? What 

entrepreneurial skills are available?

– Do we have to go outside to buy in capable management?

– How will we measure leadership in Enterprise development? 
(for example rate of return of investment, creation of employment 
opportunities)

– What imperatives are critical for measuring sustainable leadership?

– How can MaMa-Maori Enterprise development interact with the use of 
communally held assets?

• How is change to be managed?

• What access to capital do we have?
– Do we have access to bank fi nance? Who should we choose?

– Do we have opportunities to secure fi nance through private equity 
or venture capital sources?

– Is Government assistance available or desirable?

– Do we have the opportunity to develop joint ventures with 
business partners?

– Are we able to leverage land assets and natural resources to provide funds? 

SECTION 4: Economic Development

A Checklist for Successful 
Economic Development

80 Section 4: Economic Development
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Section 5: Social Issues

The settlement process has led many Ma- ori to believe that settlement 
will immediately improve conditions and provide personal benefi ts 
to individuals. That is a dangerous assumption. Treaty settlements 
are with tribes, not individuals. The investment of settlement sums, 
combined with developing joint ventures, contracts with local, 
regional and national government and commercial entities will 
indeed provide seed capital for funding employment, education and 
welfare support programmes. And wealth generation from settled 
assets will help provide the resources for tribes to ‘do more’ for their 
people. But New Zealand cannot afford for citizens (of any race) to 
abdicate individual responsibility for their own wellbeing. 

“Settlement is not 
an opportunity 
to abdicate 
responsibility 
for individual 
wellbeing.”
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Te Uri o Hau’s rohe stretching from Rodney and Kaipara District Te Uri o Hau’s rohe stretching from Rodney and Kaipara District T
Councils to Whangarei in Northland is a largely agricultural 
community. However, the largest concentration of Te Uri o Hau 
benefi ciaries is located in the Auckland area followed by 
Whangarei. The social services unit is governed by a subsidiary 
trust board and managed on a day-to-day basis by a management 
team. The function of the social services department is similar 
to those of other tribes, namely providing local services which 
complement, reorganise and direct Crown funding for health 
and social services. 

In the early post-settlement phase, the ability to develop specifi c projects has 
been limited. However, the ability of the tribe to conduct a ‘fi shes to loaves’ 
transformation has been underestimated by Te Uri o Hau’s own people who 
expected a more immediate return on their $15.6 million. 

Underscoring all of this is the need to develop, attract and innovate business 
opportunities which will provide employment in the rohe for its people. This 
is a work in progress for the tribe with projects under way in the tourism, 
forestry, aquaculture and agricultural sectors. The current plan assumes 
wealth generation will increase its capital to $50 or $60 million by 2012. 

What are Te Uri o Hau’s goals?
Settlement for Te Uri o Hau has been the fi rst step on the way to addressing 
some of the disparities between the quality of life of its people and other 
New Zealanders. This probably marks the biggest difference in the way 
Te Uri o Hau has acted compared with other iwi that have focused on 
commercial interests fi rst. 

One of the key issues for Te Uri o Hau is long-term unemployment within 
the region.When the ha-the region.When the ha-the region.When the hapu achieved its settlement it was estimated that, 
inside the rohe, about 80 percent of its people receive some form of state 
benefi t. This compares with 46 percent of Ngabenefi t. This compares with 46 percent of Nga-benefi t. This compares with 46 percent of Ngai Tahu’s 30,000 population.

CASE STUDY 12

The Te Uri o Hau Experience: 
Social Investment as a Priority 12

What are the issues?

The social issues faced by MaThe social issues faced by Ma-The social issues faced by Maori are similar to those faced by all New Zealanders, 
namely employment, education, housing and the family pressures that result from 
all of these. The impact of each varies according to geographic location given 
different regions present different problems and opportunities. 

The settlement process has led many MaThe settlement process has led many Ma-The settlement process has led many Maori to believe that settlement will 
immediately improve conditions and will provide personal benefi ts to individuals. 
The reality is that a settlement of $15.6 million in the case of Te Uri o Hau, 
which would equate to $1300 per person if shared out, will not achieve that. 
Despite the Crown’s capacity to pour billions of dollars into social spending, it is 
hugely challenged. To expect that treaty settlements would fare better in resolving 
any social ailment is unrealistic.

Settlement is not aimed at removing all MaSettlement is not aimed at removing all Ma-Settlement is not aimed at removing all Maori reliance on the provision by 
government of normal education, health and other social services. These will continue 
to be provided to Mato be provided to Ma-to be provided to Maori on the same basis as they are provided to all other New 
Zealanders. Rather, the settlement quantum acknowledges, in very small part, the 
fi nancial loss suffered by the claimant group as a result of proven acts or omissions by 
the Crown in the past. These Treaty settlements are with tribes, not individuals.

Investment of the settlement sum, combined with developing joint ventures and 
contracts with local, regional and national government and commercial entities, 
may provide the seed capital for funding employment, education and welfare 
support programmes. These might include the sort of programmes undertaken by 
some tribes such as Nga-i Tahu which is proposing its own superannuation scheme 
or Ngati Whatua which provides ‘sheltered housing’ for pensioners. 

Examples of greater wealth generation from existing or settled assets include Ngati 
Whatua leveraging the value of its Auckland land ownership, or Nga-i Tahu which 
has grown its asset base from $5.6 million in 1994 to $170 million in 2003 and is 
now one of the largest property companies in the South Island. Commercial success 
will provide the resources for tribes to ‘do more’ for their people. 

That said, this does not relinquish the responsibility of local and national 
Government to provide the framework for education, housing and employment 
and to work in close co-operation with wha-nau, haha-hapu and iwi. Neither does it 
absolve individual tribal members from the responsibility of educating themselves 
and taking care of their own wellbeing.

Section 5: 

Social Issues
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All of these issues provide an environment where there is a disparity 
between the health and wellbeing of Mabetween the health and wellbeing of Ma-between the health and wellbeing of Maori, Pacifi c peoples and people from 
lower socio-economic groups who have worse health and die younger than 
other New Zealanders. The reasons for health inequalities are complex and 
generally beyond the control of the groups most affected.13

These include:
• Behaviours that affect health and may be infl uenced by socio-economic 

status, including:
– Ma– Ma-– Maori are more likely than non-Maori are more likely than non-Ma-ori are more likely than non-Maori to have ever smoked regularly
– alcohol consumption
– lack of physical activity.

• The incidence of health conditions such as diabetes and obesity, which 
are predicted to reach epidemic proportions this century.

• Persistent health inequalities in New Zealand, which are linked to socio-
economic factors.

• Ma• Ma-• Maori health status levels, which are considerably lower than those of non-
MaMa-Maori across a range of health indicators, for example life expectancy.

Te Uri o Hau has assessed the health of its people and identifi ed particularly 
high rates of asthma particularly among children and diabetes which is 
spreading into the 30-40 year age group. These fi ndings are consistent with 
other iwi and haother iwi and ha-other iwi and hapu. other iwi and hapu. other iwi and ha

For Te Uri o Hau access to health centres is limited by the lack of transport 
and many of its people live in rural areas. Maand many of its people live in rural areas. Ma-and many of its people live in rural areas. Maori local social services can 
make a difference because they can:
• Improve access – distribution, availability, acceptability and where 

possible affordability.
• Improve pathways to care for all groups.
• Take a population health approach by:

– identifying population health needs
– matching services to those health needs
– health education.

13 Refer Reducing inequalities in Health Ministry for MaMaM-ori Affairsori Affairsori

Te Uri o Hau estimates that around one in four of its people are currently 
unemployed. This compares with a national average for Maunemployed. This compares with a national average for Ma-unemployed. This compares with a national average for Maori of 10 percent. 
According to the 2001 Census, the median annual income for MaAccording to the 2001 Census, the median annual income for Ma-According to the 2001 Census, the median annual income for Maori adults 
was $14,800, signifi cantly higher than that of the Te Uri o Hau people. 

It has been estimated that MaIt has been estimated that Ma-It has been estimated that Maori households are currently earning around 
$4.3 billion in wages and salaries each year but there are tribal and regional 
differences in the allocation.

For other tribes particularly those in urban areas such as Ngati Whatua 
in the greater Auckland region where there is shortage of skilled and 
unskilled workers, jobs are easier to obtain but housing costs are at a 
premium. Ngati Whatua-owned land has been allocated for housing in 11 
subdivided sections which allow people to live there in perpetuity. This fi ts 
with the tribe’s stated aim to retain land but fulfi l both commercial and 
cultural/social objectives by selling time on the land to either long-term 
lessees or housing tenants.

This project has at its heart the future generations of MaThis project has at its heart the future generations of Ma-This project has at its heart the future generations of Maori who will represent 
almost 17 percent of New Zealand’s population by 2021. Certainly for Te Uri o 
Hau, one of the key issues is how to educate, inspire and retain its young 
people so that they can be the future leaders. A large proportion of the 
haha-hapu’s people have no school qualifi cations compared with 36 percent of hapu’s people have no school qualifi cations compared with 36 percent of ha
NgaNga-Ngai Tahu. To address this issue, the Social Trust is employing a youth 
worker to liaise initially with Otamatea and Ruawai Colleges, working with 
ha-ha-hapu members still in the school system and those who have left without 
employment or qualifi cations.

The Government’s establishment of regions and towns where unemployment 
benefi t will not be paid to encourage people to move to locations where jobs 
are more readily available is having an impact on some of the Te Uri o Hau 
community. Pouto School is within a Work and Income New Zealand ‘No Go 
Zone’ and the community is fearful that falling numbers of pupils will lead 
to its closure as families move away to seek work or to be in a location where 
they are eligible for benefi ts. Local schooling is vital to encourage a feeling of 
belonging to the community and the culture. 

Closely associated with lack of employment and poor housing conditions 
is the higher level of youth criminal offending within the rohe which is 
accompanied by alcohol and drug abuse. Maaccompanied by alcohol and drug abuse. Ma-accompanied by alcohol and drug abuse. Maori are six times more likely 
to have a criminal conviction than non-Mato have a criminal conviction than non-Ma-to have a criminal conviction than non-Maori. Te Uri o Hau is funding a 
part-time youth worker to work with high risk youth and its wha-part-time youth worker to work with high risk youth and its wha-part-time youth worker to work with high risk youth and its whanau. 
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A model for successful health services

The Nga-The Nga-The Ngai Tahu model: taking ownership of social services in the rohe

The Nga-i Tahu model provides a more developed model which encompasses two 
parts. Firstly the negotiation of Treaty-based relationships with the Crown in the 
health and social policy sectors and the establishment of a structure to manage the 
provision of health and social services to MaMa-Maori in the Nga-i Tahu rohe. 

The second phase was the establishment of He Oranga Pounamu. Its purpose is 
to facilitate and integrate health and social services to include MaMa-Maori service 
providers and MaMa-Maori community organisations by affi liation. It is anticipated that 
over time He Oranga Pounamu will enable the return of control and responsibility 
for the quality of service provision to kaupapa MaMa-Maori and iwi organisations.

Issues that contributed to the impetus to establish He Oranga Pounamu were 
that conventional methods of purchasing and providing health and other services 
to MaMa-Maori have been disorganised and fragmented and as a result have not worked 
to close the gaps. Iwi are in the best position to understand the needs of MaMa-Maori but 
to date have had limited involvement in planning, policy design and resource 
allocation for improving MaMa-Maori wellbeing.

Research into the specifi c problems faced by MaMa-Maori is part of the He Oranga Pounamu 
remit. A report commissioned by the organisation has highlighted the impact of 
gambling in MaMa-Maori communities. 

“Anecdotal evidence and a limited amount of published literature related 
to MaMa-Maori and other indigenous health services suggest that MaMa-Maori-focused services...
have a number of benefi ts, including increased accessing of services, reduced 
drop-out rate, increased likelihood of treatment retention and improved outcome,” 
the report said. 

The publication is a fi rst step for MaMa-Maori in starting to address the issues of 
gambling and problem gambling in the Nga-i Tahu rohe. 

STRENGTHS

• Vision: To obtain social parity with 
the general population within 25 
years.

• Self knowledge. Development of 
a social needs assessment report of 
Te Uri o Hau benefi ciaries by age 
and geography.

• Identifi cation of key areas: health, 
employment, economic status, 
education and housing.

• Establishment of social services 
department with defi ned budget.

• Development of strategic 
partnerships with local, regional 
and national Government advocating 
the needs of Te Uri o Hau.

• Committed team of people.
• Defi ned relationship with Ngati 

Whatua to provide health services.

WEAKNESS

• Lack of clear distinction between 
governance and management – 
blurring of responsibilities.

• Appointment of trustees is not 
based on pre-defi ned skill sets.

• Managing expectations that settlement 
will directly benefi t individuals rather 
than the collective good. Short-term 
versus long-term view.

• Top heavy structure created at outset 
which has taken time to embed.

• Capacity building – diffi culty of 
retaining and recruiting the right 
people. Young people leaving the 
rohe to seek work elsewhere.

OPPORTUNITIES

• Leadership accepts the need to bring 
in external skills to complement 
local knowledge.

• Develop joint venture partnerships/
contracts with business and public 
sector: key opportunities are 
aquaculture and marine farming; 
tourism, dairy farming. Business 
development to provide local 
employment and opportunities.

• Development from a ‘benefi ciaries’ 
culture to a ‘proactive’ environment 
which provides new businesses and 
new job opportunities. Benefi ciaries 
= shareholders. 

• Leverage support from available 
resources to build capacity – start 
with training young people via a 
programme in primary school. 

THREATS

• Qualifi ed candidates for trustee 
members may be put off by 
adverse media.

• Level of health compared with NZ 
average: eg diabetes and asthma.

• Government legislation, eg ‘no go 
zone’, which has driven people away 
from certain areas (majority are on 
Work and Income benefi ts) and is 
now threatening the viability of 
schools. Primary school under threat 
because of numbers.

• Currently diffi cult to provide 
employment for people locally. 
Inability to adapt to a proactive 
model from a benefi ciaries model. 

• Access to people – change in dynamics 
with fewer people using the marae. 

Analysis of Te Uri o Hau Experience
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• health improvement
• protecting and promoting cultural traditions, languages and arts
• other

• Are there criteria for allocating fi nancial support equitably to individuals?
• Education scholarships
• Housing grants or tenancies linked to employment
• Sheltered accommodation for old people

– What are the expectations for benefi ts back to the iwi of such support?

• How do we make sure that our young people maximise their potential?
– How do we recapture young people who have already been disenfranchised?

– How do we improve the skills of our young workers already in employment?

– How do we provide support to those not in the labour force?

• Does the business plan look forward to the future economic success of the 
iwi? How do we tap into the reservoirs of untapped potential in our iwi?

• How well are we working with other organisations and institutions?
– Have we got the building skills to develop integrated networks with: 

• Crown entities
• District Health Boards
• Ma• Ma-• Maori service providers
• National government departments
• Local councils
• Other community organisations

– Do we have or need Memorandums of Understanding with these organisations?

– Is there a clear framework for what the iwi will do itself and what others 
will contribute?

• How will the work programmes be resourced?
– fi nancial  – people

• Is the planning process integrated with economic and environmental 
divisions?

91

SECTION 5: Social Issues

A Checklist for Successful Social 
Planning and Development

• What is the social situation of people within the iwi?
– demographics – employment

– health   – education 

• What is the most appropriate structure to manage social services?
– Is this an individual trust board or a management committee? 

– What are the reporting and governance requirements?

– Is governance separate from day-to-day management?

• What is the right leadership?
– Do the trustees or managers have a range of professional, business, local and 

cultural understanding and experience?

– Is there a mandate to appoint from outside the iwi?

– What funds are available to resource trustees and managers?

– Is there a succession plan in place for future leadership?

• How are people educated about what social services can achieve in the 
short/medium/long term?
– Does this explain why the principal is not being shared out?

– How is community consensus achieved?

– How will local acceptance of the trust and its aims be measured?

• How will the health and socio-economic status of the iwi be improved 
in measurable ways?
– What are the critical success factors?

– Which community programmes are most important?
• pre-school, in-school, youth programmes
• employment support
• superannuation
• drugs, gambling, alcohol programmes

90 Section 5: Social Issues
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Section 6: Environmental Issues

The settlement process is an opportunity for the Crown to 
return sacred sites and properties to iwi and to negotiate 
settlement on land that has a cultural, spiritual or historical 
value. Iwi will become custodians of and stewards for some of 
the coastal reserves, forests, rivers and scenic reserves within 
their rohe. Ma- ori can leverage these assets for the economic 
good of the community, but they will also be required to take 
responsibility for environmental management and this will 
compete for priority with health, education, employment, 
fi sheries and commercial imperatives. Access to funding and 
advice on how to handle environmental management issues 
at a local level is probably the most critical, yet fundamental, 
hurdle that Ma- ori organisations face.

“What use is the 
land if the people 
are fragmented 
through poverty?”
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Another problem is the way in which the science sector has been structured, 
particularly since the creation of the Crown Research Institutes (CRIs). This is 
refl ected in the way in which universities are compartmentalised into various 
faculties and schools. The Mafaculties and schools. The Ma-faculties and schools. The Maori view of the world is holistic. It is not easy 
therefore for Matherefore for Ma-therefore for Maori to segregate environmental issues and to distinguish between, for 
example water and terrestrial research. 

The recapture, retention and use of MaThe recapture, retention and use of Ma-The recapture, retention and use of Maori knowledge (maori knowledge (ma-ori knowledge (matauranga 
MaMa-Maori) is an issue of growing importance to Maori) is an issue of growing importance to Ma-ori) is an issue of growing importance to Maori engaged in environmental 
management. The inclusion of this knowledge base in such things as haha-hapu
management plans is critical, but few Mamanagement plans is critical, but few Ma-management plans is critical, but few Maori organisations have the knowledge and 
experience to capitalise on it, let alone to understand fully what the advantages 
might be of doing so. Local knowledge is jealously guarded and there is increasing 
resistance to its open dissemination. 

An important aspect of this is the desire for such knowledge to be captured and 
stored in Mastored in Ma-stored in Maori. No longer is it acceptable for outside researchers to arrive, record 
data and take it away with them – in English, or whatever other language they 
may be using. Storing local knowledge in Mamay be using. Storing local knowledge in Ma-may be using. Storing local knowledge in Maori is part and parcel of the concerted 
push to revive Mapush to revive Ma-push to revive Maori language in all its forms. 

Tapping into MaTapping into Ma-Tapping into Maori knowledge of itself saps limited resources within iwi. Some 
research providers and consultancies highlight their own priorities in their work with 
iwi and have used the information which iwi have shared with them for commercial 
use. This was certainly part of the learning experience for Te Uri o Hau.

It requires genuine commitment on the part of research providers and other 
collaborators to identify iwi priorities if there is to be any chance of a meaningful 
‘partnership’. This is slowly developing in the area of environmental management, but 
the pace at which it progresses will largely depend on the rate at which Mathe pace at which it progresses will largely depend on the rate at which Ma-the pace at which it progresses will largely depend on the rate at which Maori 
organisations build up their own business expertise. This includes the ability to identify 
clearly what their environmental management priorities are, to articulate these in 
negotiations with partners, and the ability to administer, monitor and assess progress.

Lack of knowledge of and access to information on environmental management 
also hinders Maalso hinders Ma-also hinders Maori organisations in their quest to improve their natural environment. 

MaMa-Maori also perceive a lack of willingness and capacity by local authorities to 
identify and address issues of importance to tangata whenua. One of the issues 
raised by Maraised by Ma-raised by Maori natural resource practitioners in discussions with the Ministry for 
the Environment was the lack of notifi cation for resource consents which impact 
on their interests particularly in terms of waon their interests particularly in terms of wa-on their interests particularly in terms of wahi tapu and fresh water quality. In 
most cases Mamost cases Ma-most cases Maori want to be more actively involved in monitoring resource 
consent applications and this is intended to be facilitated under the amendments 
to the Resource Management Act (RMA) which provides a vehicle for Mato the Resource Management Act (RMA) which provides a vehicle for Ma-to the Resource Management Act (RMA) which provides a vehicle for Maori 
along with all New Zealanders to manage their environmental effects. 

However this will require iwi to understand the front end planning processes 
and, in order for the RMA amendments to be successful, Maand, in order for the RMA amendments to be successful, Ma-and, in order for the RMA amendments to be successful, Maori will need to 
consider developing an asset database identifying what issues and resources are 
important to them.

What are the environmental issues associated 
with Treaty settlement?

MaMa-Maori, like indigenous communities from around the world, have strong cultural ties 
to the land. The earth and its environment play a strong role in the spiritual and 
cultural values of many indigenous peoples. There is a strong dependence on the land, 
water and atmosphere and the natural resources they sustain. Many indigenous cultures 
believe that you should not take more from the earth than is needed. These values are 
consistent with the goals of energy effi ciency, renewable energy and sustainability.

Fundamental to this is a commitment to act as guardians of their assets and 
natural resources and manage in accordance with kaitiakitanga. 

The settlement process provides an opportunity for the Crown to return sacred sites 
and properties to iwi and to negotiate with them a settlement on land which has a 
cultural, spiritual or historical value. As a result of this, iwi are custodians of and stewards 
for some of the coastal reserves, forests, rivers and scenic reserves within their rohe. 

This opens up opportunities for MaMa-Maori to leverage these assets for the economic 
good of the community but places upon them the responsibility of environmental 
management. Although they recognise environmental management as a priority, 
the majority of tangata whenua groups lack the capacity in terms of resources, 
expertise, understanding and knowledge to participate effectively in environmental 
issues. Environmental management competes for priority with health, education, 
employment, fi sheries and commercial imperatives. 

This often means that environmental issues which do not attract government or 
commercial contracts or funding are of lower priority for fi nancial reasons rather 
than importance. This is by no means just a failing on the part of individual iwi 
but is compounded by a reluctance or inability on the part of national and regional 
organisations to fund environmental enhancement projects. Access to funding and 
advice on how to handle environmental management issues at the local level is 
probably the most critical, yet fundamental, hurdle that MaMa-Maori organisations face.

One of the major points of difference between the way in which MaMa-Maori and 
non-MaMa-Maori focus on environmental management is the notion of ‘use’ versus 
‘conservation’. MaMa-Maori generally view conservation as the sustainable use of natural 
resources for some human purpose, often for food or medicine. This has frequently 
brought local iwi and haha-hapu into confl ict with the Department of Conservation 
whose primary function is to protect the nation’s indigenous plants and animals. 
The Department’s advocacy role is in confl ict with MaMa-Maori views on sustainable 
and limited harvest of plants and particularly animals (for example kereruand limited harvest of plants and particularly animals (for example kereru-and limited harvest of plants and particularly animals (for example kereru). and limited harvest of plants and particularly animals (for example kereru). and limited harvest of plants and particularly animals (for example kereru

Section 6:

Environmental Issues
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In Te Uri o Hau’s 2004-2005 Statement of Intent, Ross 
Walker, Chair of the Environs Holdings Trust, explains the 
importance of environmental management for Te Uri o Hau. 

“We need to look after those things that matter most to us. Our lands are 
becoming occupied at an alarming rate, our waters are increasingly at risk 
from contamination, and the abundance of our food sources we once took for 
granted is quickly diminishing. We need to straighten ourselves out and now.”

Te Uri o Hau is working on a six-year Environmental Strategic Plan which 
will agree priorities and set intentions. This will then be used to deliver a 
district rohe plan, corporate annual plan and a working plan which will 
provide the means by which trustees monitor management performance.

Key operational areas are already identifi ed and are in progress:
1. Resource consent management and monitoring.
2. Policy and planning to design best practice planning documents and 

policies that guide and assist the self-determination of Te Uri o Hau 
kaitiakitanga.

3. Education, advocacy and awareness within Te Uri o Hau and with key 
partners including Ngati Whatua me nga iwi katoa of Memorandum 
of Understandings and businesses. A draft information brochure has 
been developed.

4. Customary fi sheries management to maintain harvest levels for the 
socio-economic, cultural and environmental wellbeing.

5. Conservation and heritage management.
6. Kaipara and Mangawhai Harbours coastal management.
7. Relationships and governance.

However, success will be largely dependent upon attracting the appropriate 
people to develop the work programmes and for funding to be available to 
implement them. 

CASE STUDY 13

The Te Uri o Hau experience: 
Protecting a Natural Environment Rich in 
Diversity and Life Supporting Capacity 13Iwi management plans

Most, if not all, iwi view environmental management plans as a mechanism to exercise 
rangatiratanga and kaitiakitanga over the natural resources in their rohe. These include 
wa-hi tapu, mahinga kai and other resources (tahi tapu, mahinga kai and other resources (ta-hi tapu, mahinga kai and other resources (taonga) that have persisted more or less 
intact over successive generations. For the most part, such management plans usually 
address ways in which resource use and management methods have impacted on these 
ta-ta-taonga; an underlying assumption being that an iwi has responsibility to ensure they 
are not only maintained quantitatively and qualitatively, but are handed on to future 
generations in ‘good shape’. 

Nga-i Tahu has an environmental management plan which forms part of its wider 
tribal vision statement: Nga-i Tahu 2025. The plan begins: “Our natural environment 
– whenua, waters, coasts, oceans, fl ora and fauna – and how we engage with it, is 
crucial to our identity, our sense of unique culture and our ongoing ability to keep our 
tikanga and mahinga kai practices alive.” It sets out to defi ne what Nga-i Tahu seeks to 
achieve in relation to its natural environment, included in which is the aim that 
councils “… adopt in their everyday practice Nga-i Tahu philosophies …” regarding 
the environment. Success will be determined by delivering milestones identifi ed at 
critical points over the 25-year timeframe. One such milestone is to develop a generic 
‘Ki Uta Ki Tai’ (From the Mountains to the Sea) environmental management plan 
over the next fi ve-year period. After 25 years it will have been introduced and 
modifi ed accordingly by each of the 18 Paptipu Rumodifi ed accordingly by each of the 18 Paptipu Ru-modifi ed accordingly by each of the 18 Paptipu Runanga. 

Iwi management plans are as much about the use of natural resources as they are 
about the protection of the natural environment. Mahinga kai, for instance, are 
essentially about food protection and production. A priority for Nga-i Tahu is to be full 
participants in the decision-making processes of resource management agencies, and 
this is where iwi face perhaps the greatest challenge. Local and national government 
recognition, and acceptance, of tangata whenua values in resource management 
has traditionally not been good, although there has been a discernible improvement 
more recently. 

A 2004 Local Government New Zealand survey indicated that 80 percent of 
councils had a formal consultation process with iwi. A consistent problem for councils 
is however knowing the appropriate channels for interacting with iwi. More than half 
held iwi management plans, but little evidence was available on their implementation. 
Nevertheless, about 66 percent provided funding to enable meaningful iwi participation 
in joint initiatives. 

The Resource Management Act 1991 requires councils to consult with iwi 
when developing or changing resource management plans, if in a council’s opinion, 
the iwi concerned is likely to be adversely affected. This usually requires the council 
gaining an understanding of, and a degree of sensitivity to, the concerns of the iwi. 
It also requires a commitment on the part of the council to meaningfully address 
iwi needs and aspirations.
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Analysis of Te Uri o Hau Experience

OPPORTUNITIES

• Converting MOUs into 
contractual arrangements and 
business ventures.

• Using contacts to access available 
funding programmes.

• Coastal management.
• Renewable energy projects.
• Leveraging environmental 

Intellectual property, eg knowledge 
of oyster farming or sand extraction.

• Revival and retention of cultural 
aspects of environment and 
opportunity to transfer this to 
other iwi.

THREATS

• Insuffi cient funds to deliver 
the plan.

• Achieving commercial and 
economic imperatives will increase 
environmental issues.

• Complexity of bureaucracy process.
• Changes to RMA legislation 

will provide additional drain 
on resources.

• Compliance costs.
• Being “milked” by research 

organisations and others for 
their intellectual capital.

• Consultation requirements.

STRENGTHS

• Readiness to acknowledge the value 
of prioritising its ‘wish list’.

• Joint venture projects.
• MOUs in place.
• Working together with Ngati Whatua.

WEAKNESS

• Access to funding to develop 
projects.

• Access to professional 
management skills.

• Insuffi cient internal resource to 
deliver plans and operational 
imperatives.

• Reticence to specify projects and 
budget requirements.

• Limited education and training 
relating to environmental issues.

Te Uri o Hau has signed formal agreements in the form of MOUs with 
local and regional government, national government departments and 
businesses. Ideally these partners will help provide the technical support 
to plan and fi nancial resource to develop projects of mutual interest and 
benefi ts. However like other Mabenefi ts. However like other Ma-benefi ts. However like other Maori organisations Te Uri o Hau has found 
it diffi cult to convert formal agreements into more tangible actions. 

As a new organisation, it has had to grapple with bureaucratic systems 
without the back-up of trained professionals available within mature 
commercial entities. With limited resources it has been diffi cult to identify 
the right departments within a ministry and juggle the funding criteria 
of disparate entities.

Although government departments require funding applications to fi t 
within their business plans, small organisations cannot always work out 
how what is required.

At the annual management meeting for stakeholders on 8 November 2004 
Te Uri o Hau presented these issues to its partners with a view to fi nding 
an innovative solution which will take their region forward.

It is still early days for the Environs Holding Trust. Success will be 
determined by how well Te Uri o Hau works with partners to develop and 
drive the agenda. The commercial world responds to business plans and 
budgets and although MOUs are important to establish relationships they 
do not automatically deliver contracts.

Te Uri o Hau believes it knows where it needs to go in terms of its environ-
mental management. The key now is to make sure that its partners also know 
where they are heading so they can come on board to share the journey.

One outcome of this project with the Business Council and Westpac is that 
Te Uri o Hau is starting to tap into its available resources. As a starting 
point, Te Uri o Hau has received advice on how to access and apply for 
funding assistance to develop an environmental management plan. 
Te Uri o Hau has now submitted an application to Funding for Research, 
Science and Technology (FRST)14 to enable it to develop a bespoke 
environmental management plan.

Te Uri o Hau can be ‘trapped by the paradise in which we live’ or can use 
its assets for the greater good of its people and the wider community. One 
way to achieve this would be through investigating innovative projects 
consistent with the goals of energy effi ciency, renewable energy and 
sustainability using the sun, water and wind which is part of its natural 
assets. This requires a linkage between each of the subsidiary trusts so 
that housing improvements, for example, are made with energy effi ciency 
programmes in mind.

14 www.frst.govt.nz
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A. Gitxsan Nation, British Columbia: Environmental 
management implementation

The Gitxsan people and territory are located in northwestern British 
Columbia along the Skeena, Bulkley and Kispiox Rivers. There are more 
than 47 Huwilp (house groups) that form the Gitxsan Nation located within 
the nine watersheds of the traditional territory. The Gitxsan Nation has a 
population of 10,000.

The Gitxsan have created a three-prong approach to the management of 
each watershed which includes:
1. Full cost accounting – the environmental and social costs are reported, 

in addition to the economic costs of a given project. Full cost accounting 
values the environmental and social factors as considerations regardless 
of where the money is spent.

2. Environmental assessments – the potential environmental impacts of a 
proposed project are assessed and approaches to address these effects 
are developed.

3. Ecosystem management – sustaining all wildlife and the environmental 
systems within a given area.

The process also serves as an opportunity for the community to build 
its capacity around watershed management and provides members with 
training opportunities. 

Each house group has an important stewardship responsibility over the 
Gitxsan Nation’s traditional lands. To determine specifi c activities to 
maintain the environmental integrity of its lands, a profi le of each house 
group is fi rst completed through an issue scan. The scan identifi es the 
environmental impacts of a development. Consultations with community 
members, neighbours and other stakeholders are done. Goals and priorities 
are developed and benchmarks set for each of these. Each house group has 
autonomy but a level of societal interdependence is integral to sustainable 
watershed planning and the nation’s success.

CASE STUDY 14

Learning from Other Indigenous 
Communities: First Nations Sustainable 
Development Success Stories

14How might these issues be resolved?

There is funding available for environmental management projects but this is not 
widely known by many iwi and haha-hapu. A practical guide on who and what to 
approach would be a useful tool.

The key to much of the current success in science research and business 
development for MaMa-Maori is collaboration. Ways need to be found to encourage, and 
enable, MaMa-Maori organisations to work alongside the various agencies involved in 
environmental management. No one institute or iwi is ever going to succeed on 
its own. An option that is often overlooked is that of intra-iwi collaboration. 
Although iwi are known to have collaborated famously on occasions (as with the 
MaMa-Maori Battalion in World War II), there has developed in recent years especially a 
competitiveness among iwi that discourages any sense of cooperation. The Treaty 
claims process is but one example but it requires MaMa-Maori to better understand the 
realities of commercial enterprise in an ever-changing global economy.

Ultimately economic development is a major priority for all iwi. The land 
provides a wealth of opportunities for commercial ventures with businesses 
and other organisations which can provide funding for investments in 
environmental technology. 

To make the environment a higher level priority for iwi/haha-hapu such as Te Uri o 
Hau requires raising the level of awareness within the iwi itself. This can be 
addressed at primary and secondary schools, or it can be left to the tertiary 
education sector. Younger children, however, are often much more in tune with 
their environment responding better to environmental management initiatives 
such as recycling and energy conservation. 

Working more closely with science research providers, such as CRIs or 
universities, is an option. The natural progression would then be for iwi or 
haha-hapu to become engaged in the business of science/research. Upskilling to be 
able to participate directly in the planning, implementation, monitoring and 
assessing of research programmes would go a long way towards achieving this 
goal. This could be achieved through collaboration with science providers or 
university education. 

That said, managing environmental effects is provided by the RMA and provides 
a framework for iwi to ensure environmental protection supports economic 
growth.

Many of the First Nations communities in Canada have set environmental 
management as a priority and are now reaping the benefi ts of managing and 
utilising their natural resources. This has meant close co-operation between 
national government, provincial and in some cases municipal governments to 
manage jurisdiction issues. We can learn from other indigenous communities.
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B. Ecotourism, Lennox Island First Nation, Prince Edward 
Island, Canada

On Lennox Island, a small community on the northeast side of 
Prince Edward Island, ecotourism is the top priority.

With its 560 hectares of woodland on reserve, the area is not large enough 
for a conventional forest-based business, so the people decided to tap into 
the province’s tourism industry and protect its historical and cultural 
environment at the same time. 

A consultant was hired to prepare an initial business plan. The plan 
involved activities such as developing trails to intersect with various points 
of interest on the island. For example in one area there are trees damaged 
by an ice storm which now have unusual shapes and provide children with 
a spontaneous challenge to their imaginations.

The First Nations Forestry Programme (FNFP) originally consulted with 
the Lennox Island First Nation to help identify the opportunity and has 
invested C$26,200 in developing the idea. By 1999 the total project value 
was C$62,000. The initial business plan, however, was deemed too vast 
and has been revised. The proposed hotel was too expensive and would 
have destroyed valuable green spaces. Instead the project will focus on 
benefi ting the natural environment using some existing roads for paths 
and developing new trails. Limited interpretive tours and kayak and canoe 
tours are now available and expansion is expected.

C. Liidlii Kue First Nation using history in forest management 
planning, Northwest Territories

With the assistance of the FNFP this community located on the Mackenzie 
River was able to capture valuable information from its elders on traditional 
land use and record it using state-of-the-art technology. The information, 
a complete oral history of signifi cant sites, their meaning and uses, was 
transferred to a Geographic Information System (GIS). 

Data was gathered to develop a forest management and land use plan. 
Hunters, trappers and harvesters were interviewed for their knowledge of 
the land and its usage patterns through the years, as well as the sacred 
sites. This was supplemented by information on the location of existing and 
proposed oil and gas lines, wildlife and other data and combined with the 
information gathered from elder interviews on traditional knowledge. 

The information compiled through the application of a GIS was distributed 
to the membership and now the First Nation is in a better position to discuss 
possible resource development and economic initiatives as they arise.

Three Gitxsan watersheds have embarked on their environmental 
management processes to date. The intention is to embark on three 
new strategies each year and it is expected to take 10 years to fi nish 
sustainability plans for the remaining traditional watersheds.

Some of the challenges include integrating the collective activities of the 
independent house groups. Also community members’ trust and faith can 
present obstacles. Re-establishing Gitxsan presence on the land is a priority. 
Another obstacle is building the capacity of the non-aboriginal community 
to increase understanding of Gitxsan people and culture. 

The process allows for community development and control of resource 
decision making, planning and sustainability. As well they have determined 
that strengthening their knowledge and culture in the process is of 
vital importance.

Keys to success: 
• Incorporate traditional and contemporary systems.
• Consultation.
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Summary: The Ma-ori Enterprise Blueprint

“This project 
is not a silver 
bullet for Ma-ori 
Enterprise 
leadership.”

Through the course of this project it has become clear 
that there is no one solution that would be appropriate or 
applicable to all the many and varied circumstances of iwi 
throughout Aotearoa. That is why we focused our report 
on the concept of a blueprint – a roadmap to guide and 
assist those working through the layers and phases of the 
Enterprise development. We hope this blueprint will be 
used to ensure alignment with the aspiration of sustainable 
development (growth and prosperity) for all parties involved. 

104 Section 6: Environmental Issues

SECTION 6: Environmental Issues

A Checklist for Successful 
Environmental Management

Some consistent elements identifi ed are:

• Is the business plan a locally designed solution or does it apply someone else’s model?

• Do we have the right planning tools to develop plans and set them in motion?

• Do we have in place strong leadership with appropriate experience? Successful 
models are based on strong leadership and effective management practices.

• Is there adequate funding and access to funds?

• Does the plan include developing mutually benefi cial partnerships – private 
sector, Government, NGOs?

• Is there a programme to build capacity into plans and activities?

• How do we ensure relevance to the community? 

• Does the environmental plan include climate change control? This might involve:
– Conserving energy, reducing usage.– Conserving energy, reducing usage.–

– Supporting the use of alternative energy sources that are effi cient and/or do – Supporting the use of alternative energy sources that are effi cient and/or do –
not emit greenhouse gases.

– Improving the energy effi ciency of buildings, homes, alliances, businesses – Improving the energy effi ciency of buildings, homes, alliances, businesses –
and vehicles.

– Reducing, reusing and recycling initiatives.– Reducing, reusing and recycling initiatives.–

• Is the planning process integrated with economic and social divisions?
– Potential business opportunities from renewables for example wind farms, – Potential business opportunities from renewables for example wind farms, –

hydro, geothermal, solar heating.

– Housing improvements incorporate new technologies.– Housing improvements incorporate new technologies.–
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ha-pu a dependence culture presents a huge wasted resource. The term ‘benefi ciary’ apu a dependence culture presents a huge wasted resource. The term ‘benefi ciary’ a
as used in the settlement process highlights this – we see the term ‘shareholders’ as 
a more positive description of what should be viewed as untapped potential.

In addition, advisors need to be carefully selected to complement existing 
expertise and add value to the settlement process. Bad advisors have proved 
extremely expensive for some while good advisors can identify opportunities and 
risks that might not otherwise have been appreciated. Due diligence is an important 
part of the settlement process. We recommend to those responsible for advisory 
competency (legal, accounting, consultancy) that they take on the responsibility 
and accountability to provide best practice and informed services to MaMa-Maori. Our 
review revealed ongoing concern at the standard and quality of advice and service. 
High standards and a duty of care by all professional bodies must be encouraged.

In conclusion the Business Council and Westpac have found the learning from 
this project immensely valuable and in particular have gained insights into an 
economic challenge for New Zealand – namely the challenge to support the 
development of the part of the economy dominated by MaMa-Maori, which realistically 
can only be led by MaMa-Maori for its full potential to be unleashed. 

We came into the project with a strong sense of wanting to contribute. We 
hope this report is seen as just that, a contribution to a longstanding set of issues. 
We look forward to a future of working together to bring about the best of our 
country and our people.

“At the marae, I listened with great interest to people 
saying they would rather take responsibility for their own 
lives through employment than be dependent on benefi ts. 
We all need to work together to fi nd ways to achieve this…”
Stephen Tindall, Founder of The Warehouse

“Kaitiakitanga embraces guardianship of our environment 
and has the principles of sustainable development at its 
heart. Weaving this with a kaupapa of economic success is 
a vision shared by the Business Council.
Rob Fenwick, Chair of New Zealand Business Council

106 Summary: The MaSummary: The Ma-Summary: The Maori Enterprise Blueprint

Findings at a glance

We have endeavoured to bring together information in a form that MaMa-Maori
leadership can use when establishing a sustainable MaMa-Maori Enterprise model. The 
blueprint as represented in the simplifi ed ‘at a glance’ version in Table 2 combines 
the key elements we consider critical for the Enterprise development across the 
four phases of development. 

The Enterprise holds the communal assets of the iwi, ha-pu, whapu, wha a-nau, and 
individual MaMa-Maori (as shareholders) of a particular rohe and is expected as refl ected 
in the blueprint to grow these assets in a sustainable manner, creating wealth and 
prosperity within the rohe. The Enterprise is also the conduit or mechanism by 
which the vision and aspirations of the iwi/ha-pu are realised.apu are realised.a

The project team consulted with MaMa-Maori and this report refl ects our fi ndings. We 
visited Te Uri o Hau at the Otamatea Marae, where we met with kaumatua, 
trustees and benefi ciary representatives. From these discussions we learnt of the 
divergence of views and gained understanding of the broader issues relating to 
Treaty settlement expectations and commercial issues. This reinforced to the 
project team the leadership challenges and the non-reality of having a ‘one size 
fi ts all’ solution. 

Overall, the perception we gained was that the approach by Government and 
professional advisors employed by iwi and the Enterprise management did not 
suffi ciently take into account the sustainability challenges. The settlement process 
while past-focused also provides a platform for iwi/ha-pu going forward, therefore apu going forward, therefore a
there needs to be some elements of accountability towards a sustainable future 
included. The cost of settlement is expensive and the ability of the iwi/ha-pu to apu to a
employ commercial expertise too early in the process is untenable. 

Further... settlement is not an opportunity for Government or society to 
abdicate responsibility for individual wellbeing (if the Treaty settlement cap of 
$1 billion was distributed it would only provide around $2500 per person). 
Investment of the settlement sum needs to be combined with developing joint 
ventures and commercial entities which will provide the seed capital for funding 
employment, education, and welfare support programmes. Although MaMa-Maori are 
doing better than in the past, there are still regional differences and in some iwi/

Summary

The Ma-The Ma-The Maori Enterprise Blueprint
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Crown Rental Forestry Trust 
www.cfrt.org.nz 

Waitangi Tribunal 
www.waitangi-tribunal.govt.nz

Offi ce of Treaty Settlements 
www.ots.govt.nz 

Te Puni KoTe Puni Ko-Te Puni Kokiri 
www.tpk.govt.nz 

Ministry of Education 
www.minedu.govt.nz 

Ministry for the Environment 
www.mfe.govt.nz 

Ministry for Economic Development 
www.med.govt.nz 

NgaNga-Ngai Tahu 
www.ngaitahu.iwi.nz 

Kaikoura Whale Watch 
www.whalewatch.co.nz

Tainui 
www.tainui.co.nz

Ngati Whatua o Orakei 
www.ngatiwhatuaorakei.com

Ngati Whakaue 
www.ngatiwhakaue.iwi.nz 

Ngati Tuwharetoa 
www.tuwharetoa.iwi.nz

Te Aupouri MaMa-Maori Trust Board ori Trust Board ori
www.aupouri.org.nz

Te Arawa MaMa-Maori Trust Board ori Trust Board ori
www.tearawa.iwi.nz

Te Ohu Kaimoana 
(Fisheries Organisation) 
www.teohu.maori.nz

Te Rarawa 
www.terarawa.co.nz

Nga Rauru Kiitahi 
www.ngarauru.co.nz

Ngati Awa 
www.ngatiawa.iwi.nz 

Ngati Mutunga 
www.ngatimutunga.iwi.nz

NZ Institute of Economic Research 
www.nzier.org.nz 

Indian and Northern Affairs Canada 
www.ainc-inac.gc.ca

The Delphi Group 
www.delphi.ca

Gitxsan National British Columbia
www.gitxsan.com 

Lennox Island First Nation 
www.lennoxisland.com

APPENDIX 2: 

Resources

With grateful thanks to Te Puni Ko-With grateful thanks to Te Puni Ko-With grateful thanks to Te Puni Kokiri for its contribution to printing costs.110 Appendices

APPENDIX 1: 

Sharing the Canadian Experience

At the outset, the Business Council talked to its partners in the World Business 
Council for Sustainable Development (WBCSD) to identify organisations working 
with indigenous people. The Delphi Group, Canada, has worked alongside Indian 
and Northern Affairs Canada (INAC). INAC has primary responsibility for meeting 
the Canadian federal government’s constitutional, treaty, political and legal 
responsibilities. During discussions with Christopher Duschenes, director of the 
Governance Policy unit of INAC and Christopher Henderson, Chief Executive 
Offi cer of The Delphi Group, we identifi ed the potential for co-operation. Specifi c 
Canadian initiatives relevant to New Zealand include renewable energy, eco-
tourism and certifi ed forests. Both countries are signatories to the Kyoto Protocol 
seeking to reduce emissions. This offers opportunities for investment in sustainable 
energy to leverage land settlements. There are differences: the scope for settlement 
from a New Zealand perspective is around land and money rather than Canada’s 
self-government models.We are grateful for the input of INAC and The Delphi 
Group and their assistance in reviewing this book. Examples of sustainable First 
Nation business models have been included where appropriate.

“I think for us governance would be the fi rst issue addressed. We are refocusing our efforts 
on partnership development, fostering good governance and building capacity to underpin 
all else we do. Second, engagement (or partnership) cannot function unless a level of trust 
has been secured. All the other elements of engagement can be in place but a lack of trust 
can kill an initiative. Jurisdiction has been a particular issue particularly relating to the 
potential economic opportunity presented by access to natural resource on provincially 
controlled/owned lands.” 
Christoper Duschenes, Director, Governance Policy Lands and Trust Services, 
Indian and Northern Affairs Canada

“The importance of accelerating the pace of economic development in indigenous 
communities cannot be overstressed enough. Job creation, especially for youth, local 
business development and community-focused wealth creation establish the foundation 
for long-term community sustainability and social cohesion.”
Christopher Henderson, Chief Executive Offi cer, The Delphi Group, advisors to INAC 
and network member of the WBCSD



Glossary

MaMa-Maori English
haha-hapu hapu ha subtribe, clan
hui meeting
iwi tribe
kaitiakitanga guardianship
kaumatua elder
kaupapa philosophy
kererukereru-kereru wood pigeon
mahinga kai cultivation
marae traditional Ma-traditional Ma-traditional Maori meeting place
maa-tauranga education, learning
pa-nui newsletter
PaaPaa-Paakehaakehaa-kehaa European
pu-tea funds
rangatiratanga sovereignty
rohe tribal area
ru-nanga tribal council
tangata whenua native inhabitant
taa-taa-taaonga asset, resource, treasure
Te Ohu Kaimoana Ma-Ma-Maori Fisheries Organisation
Te Puni KoTe Puni Ko-Te Puni Kokiri Ministry of Ma-Ministry of Ma-Ministry of Maori Development
tikanga culture, custom
tu-tu-tuturu genuine, permanent
wa-hi tapu sanctuary, reserve land
Wai numbers (Waitangi Tribunal claim) numbers
wairua spirit
whakapapa genealogy
whakatuaki, pepeha proverb relating to family history
whawha-whanau family
whenua land
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Introducing Wayne Youle
Wayne Youle is an emerging artist 
developing a strong profi le within 
the art scene for his wit and playful 
challenge of cultural stereotypes. His 
work has been included in several 
important exhibitions in public 
galleries including the biennial survey 
show of contemporary New Zealand 
art ‘Prospect 2004’ at the City Gallery, 
Wellington, ‘Techno Ma-ori’ at the 
City Gallery and at Pataka, Porirua, 
in 2001/02. He also has solo shows.

Thoughts from the illustrator

It’s our faults and shortcomings 
that make us interesting.

If you can’t laugh at yourself… 
you’re obviously not that funny.

Sometimes the truth hurts and 
I draw as truthful as possible.

I’d like to take this opportunity 
to thank my mum for being brown 
and my dad for being white.

Wayne Youle, Ngapuhi, 
Ngati Whakaekeke, Pa-keha-

Cover: 50% recycled fi bre (35% pre-consumer, 15% post-consumer), 
50% elemental chlorine free (ECF) fi bre. Text: 100% recycled. 
Manufactured in a totally chlorine free process.




