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F o r e w o r d

E ngä waka, e ngä tïpuna, e ngä karanga maha

Näna nei i whakawhitia te wai karekare o Hinemoa

Anei mätou o mokopuna

Kei te tü pakari i tënei ao mamae

When Te Puni Kökiri commissioned this report it had two key aims. The fi rst was to provide the Ministry 

with information to underpin work on Mäori governance and business development. The second was to 

assist in developing the body of information, accessible to a wider audience of Mäori organisations, to learn 

from and build on.

I believe this report delivers on both of those objectives. The ten case studies, while respecting the obvious 

commercial sensitivities, provide a wealth of “live” information from Mäori organisations which are 

successful. The range of examples and the paths to their success show that there is no single model or magic 

to success. Clearly, successful and credible organisations are built on a combination of factors and the 

determination of people.

I would like to thank the ten organisations, and particularly the people who provided their time and 

knowledge to the project. I also acknowledge the effort of the Federation of Mäori Authorities in bringing 

this report together.

This report goes some way in demonstrating that Mäori organisations are capable of signifi cant 

achievements, measured not only against the values and aspirations of their Mäori constituents, but also 

against the commercial realities of national and international competitiveness.

In following on from the Mäori Economic Development – Te Öhanga Whanaketanga Mäori Report (NZIER and 

Te Puni Kökiri, 2002), this report shows that Mäori organisations are delivering.

Leith Comer

Chief Executive

Te Puni Kökiri
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P r e f a c e

E ngä mana, e ngä reo, e ngä karangatanga maha,

tënä koutou, tënä koutou, tënä koutou katoa.

E ngä mate – haere, haere, haere.

I roto i te rïpoata e whai ake nei i puta ake ëtahi o ngä körero i te ao Mäori.

It is important that the Mäori perspective is taken into account when Mäori governance management policy 

is being developed and structures are created or amended in law. Te Puni Kökiri accordingly commissioned 

this research as part of its review of Mäori organisations and their governance. The objective of the research 

was to provide insights into the governance and management of successful Mäori owned businesses.

The research involved the development of a survey and interviews most of which were conducted “kanohi 

ki te kanohi” with a sample of ten Mäori businesses. The participants interviewed govern or manage 

organisations involved in a broad spectrum of industry activities including tourism, health, education, 

seafood, primary resources and property. The organisations in this report are structured legally in various 

ways – Te Ture Whenua Mäori, Companies Act, Statutory Body, Charitable Trusts Act and a public listed 

company – to provide diversity and entities of differing scale of shareholders’ equity.

The literature research provides a broader context for individual perspectives to be recorded against the 

current thinking in governance and management best practice.

The report identifi es key principles that could be further explored for better recognising current Mäori 

perspectives on governance and management, and facilitating more effective education and training 

programmes for governance self improvement.

This research builds on the long term commitment that the Federation of Mäori Authorities (FoMA) has 

made to improve governance and management practice and will provide useful input into the development 

of policy to better meet the needs of Mäori and their organisations.

 

Paul Morgan       Wayne Mulligan

Executive Deputy Chair      Executive

Federation of Mäori Authorities Inc.    Federation of Mäori Authorities Inc.
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O r g a n i s a t i o n s

Organisations are not new phenomena; they have been in operation for centuries. Organisations are key 

human institutions, which are developed, restructured, dismantled or renewed over time, or as their 

purpose changes. Furthermore, organisations do not operate in a steady or consistent state; they operate in 

complex and dynamic environments and are required to change to meet the evolving needs of a society2.  

The spread and growth of organisations is both a response to change and a catalyst for change.

Organisations are legal fi ctions, arranged within a structure that represents decision-making and 

management activities3. Ostensibly organisations are designed on rational principles, aimed at achieving 

collective goals, where literally thousands of transactions take place between people, materials and money, 

with the objective to create goods or services4.

Organisations can be small or large, they can be relatively simple in structure and ownership or they can 

be complex. They can have a single purpose, or they may have departments each with their own separate 

purpose5.

Organisations can be business fi rms, government departments, sports clubs, social services, social clubs, 

service centres, agencies or family businesses. They may serve a small market, a community, a region, or 

an international market.  All organisations whether local, national or international have interest groups or 

stakeholders6.

Organisations have one thing in common. They require people to make decisions, to govern and manage 

processes7. In the study of top performing sports organisations, Gibson, Pratt, Roberts & Weymes, (2001) 

articulate that organisations are based on people and that high performing organisations have inspirational 

people driving and organising performance. They conclude that there are four principles that create the 

theory of a Peak Performance Organisation. These are purpose, practice, potency and performance. They 

state:

“Purpose provides intent, meaning and direction for people within the organisation. Practice puts 

in place the organisational context, environment, and practices that provide the foundations for 

sustained success. Potency relates to the processes that occur in consciousness – thoughts, emotions, 

intuition, desire, will and memory – that provide the energy for sustained peak performance. 

Performance explains the actions necessary for sustained success”8

G o v e r n a n c e

The World Bank Report (1999) posits that the concept of governance has evolved over centuries. It also 

notes that governance occurs and is necessary whether the body of people is a nation state, a town, a 

professional society or a business either non-profi t or profi t focused. There are numerous themes to 

governance; however all combine aspects of accountability, checks and balances, regulation, and the 

representation of shareholders and stakeholders. To describe governance most organisations use the terms 

director, trustee or council. At its core governance means leadership.

2 Handy, 1998., Huczynski & Buchanan 2001
3 Johnson, Selsky, Elkin, Geare, Sibbald, & Batley, 1991
4 Huczynski & Buchanan, 2001
5 Ackoff, 1993., Handy, 1998 
6 Inkson, & Kolb, 1999., & Elkington, 1998.  
7 Garratt, 2000., & Senge, 1992
8 Gibson, Pratt, Roberts, & Weymes, 2001, p. 368.
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The governance board fulfi ls a leadership role and represents the interests of the organisation’s 

shareholders and/or stakeholders. A key aspect of ensuring the survival and continued prosperity of an 

organisation is corporate governance.

“The role of systems of corporate governance is to address failings steadily, regularly, and with as 

little drama as possible. Systems cannot produce miracles or arrest secular decline; still less should 

they try to reduce risk, without which nothing can be achieved – but even there they can help 

by stopping impetuous leadership ‘betting the businesses on an ill-considered and unresearched 

proposition. Above all, systems of corporate governance are there to help maintain standards and 

competence …9“

The demands on governing boards have become far more complex, with boards now requiring specifi c skill 

sets to ensure the effective governance of both internal and external forces10. Bob Garratt (1996) makes a 

case that governance boards are crucial to an organisation’s success and that there is a worldwide shortage 

of competent and trained boards. Garratt summarises his thesis by arguing:

“... the key to organisational health is a thoughtful and committed board of directors, not managers, 

at the heart of the enterprise. It is the board’s job to keep striking balances between the external and 

internal pressures on the organisation to ensure survival. The board must give clear direction to the 

business and create the emotional climate in which people can align and attune to the direction. It 

is the board’s job to ensure that suffi cient numbers of members are pointing in the same direction, 

committed to a common purpose, with similar values and behaviours, so that the organisation can 

function effectively and effi ciently“11.

There is no single model of good governance. However, it is posited that the key to improving economic 

and organisational effi ciency is to ensure the incentives of the board, shareholders, stakeholders and 

management are aligned12.

B o a r d  C o n t r o l  S y s t e m s

Directors/trustees are responsible for the systems that monitor and control an organisation’s performance. 

Decision-making, developing strategy and monitoring are key functions of governance, whether the 

organisation is profi t or non-profi t13. Profi t making enterprises generally have mechanisms in place which 

steer decision-making. These mechanisms provide key incentives to ensure the board and management act 

in the best interest of the organisation and its shareholders. The mechanisms are14:

• Capital markets;

• Legal and political regulations;

• Product markets; and

• Internal control systems.

9   Charkham, 1994, p 353
10 Ward, 2000
11 Garratt, 1996, p 3
12 OECD, 1999
13 Garratt, 1996
14 Jensen, 1993
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Capital market is where shareholders have the ability and choice to buy and sell shares. This provides a 

direct incentive to the board and management to perform or face losing share value. Another key incentive 

under the capital market mechanism is the exposure to takeover15.

Legal and political regulations generally occur after a failure, a crisis, or by lobbyists protecting a market 

or position, or through non-ethical behaviour, or simply because of society’s norms. It results in politicians 

regulating the market. 

Product market mechanisms require fi rms to offer products and services to consumers of a quality and 

at prices they are prepared to accept. Competitive market provides the appropriate incentives for either 

improving corporate performance or face bankruptcy or takeover. Product control can be a slow process 

however eventually in a competitive market only those that are meeting the need of the market ultimately 

survive16. 

Internal controls are where the board of directors sets systems, processes, protocols and policies, and 

implement checks and balances to ensure both the board and management are operating within delegated 

authority. Jensen (1993) notes that this system requires directors to put in place internal control systems so 

as to ensure self-interested behaviour within the organisation is limited. 

Non-profi t organisations, however, require a different control system than that mentioned above. Non-

profi t organisations do not receive their income from their consumer-based market. In most instances their 

income is from grants, central and local government and philanthropic trusts. By contrast commercial 

organisations receive almost all of their income from the sale of goods and services17. 

Because there is no capital market control system and the fact that many non-profi t organisations also have 

a monopoly status (thus minimising the product market control system), a huge amount of responsibility 

rests with the board. Non-profi t organisations rely heavily on internal control systems and policies18.   

A board’s responsibility is considerable from a legal standpoint. It is paramount that board membership 

and in particular the board’s expertise is appropriate for the job19.

B o a r d  S e l e c t i o n  a n d  S i z e

The strength of the board is very much reliant on the range of business skills and experience the directors 

bring to the table. Appointing and selecting board members, either for a commercial organisation or a 

non-profi t organisation, is arguably the most critical component to success and longevity20. A particular 

dilemma many New Zealand organisations face is due to the small population pool gaining the right set of 

skilled people on a board. This creates its own set of challenges21. 

It is generally accepted that non-profi t organisation boards are usually larger than commercial boards. The 

larger size board allows greater diversity of skills and broader representation. Additionally, larger boards 

provide greater scope for monitoring and control22.

15 Schleifer, & Vishny, 1996
16 Spicer, Emanual, & Powell, 1996., & Jensen, 1993
17 Kilmister 1993
18 Kilmister, 1993
19 Marriott, 2002
20 Garratt, 1996., & Marriott, 2002., & Charkham, 1994
21 Monks, & Minow, 1995
22  Oster, 1995
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The optimal number of members in a corporate board is usually 8-12. The size of the board is relative to the 

size of the organisation and if the organisation is small it may be appropriate to have a very small board. 

Salmon (2000) notes that smaller highly skilled boards, which focus on the core issues and understands the 

environmental factors, have a far greater chance of reaching the right decision. 

E n v i r o n m e n t a l  F a c t o r s  a n d  S t a k e h o l d e r s

Organisations are part of dynamic systems. They are infl uenced and shaped by factors and regulations and 

in turn they infl uence the system in which they operate. The viability and sustainability of an organisation 

requires an organisation’s board and management to understand change. Change is constant. This 

demands that organisations keep a watchful eye on interest groups, lobbyists, regulators, owners and other 

stakeholders23.   

Boards and management need to consider their organisation’s long-term objectives and extend the 

organisation’s capacity beyond minimum legal compliance to that of ensuring ethical practice24. Unethical 

practice or values which are incongruent with society’s norms can expose the organisation and the directors 

to a barrage of scrutiny and negative publicity, thus affecting success and survival. Jay Forrester (1991) 

provides a description of the complexity and consequences of boardroom decisions. Key matters are the 

need for sound analysis and an understanding of cause and effect.

“We change laws, organisational forms, policies, and personnel practices on the basis of impressions 

and committee meetings, usually without any dynamic analysis adequate to prevent unexpected 

consequences… First, most diffi culties are internally caused, even though there is an overwhelming 

and misleading tendency to blame trouble on outside forces. Second, the actions that people know 

they are taking, usually in the belief that the actions are a solution to diffi culties, are often the cause 

of the problems being experienced”25.

M a n a g e m e n t

Management is the process of getting things done in an organisation through its people.  Management 

is a discipline. It has a practical nature and it requires managers to organise resources to achieve outputs 

or outcomes, rationalise and analyse information and problems. It is a goal-orientated process and the 

measure of performance is the extent to which the goals are achieved26.

Management is required for an array of businesses, be they profi t making, community and not for profi t. 

“While there may be some difference in the detailed nature of the job done by managers in 

organisations that are public as opposed to private, profi t as opposed to non-profi t or large opposed 

to small, there is no difference in the fundamental characteristics of the job. Whatever the size of 

the organisation, wherever in the world it is located, whether it produces agriculture equipment, 

ministers to the sick or performs concerts, there will be people within it who are concerned with 

planning, organising, empowering and controlling, as they apply technical, human and conceptual 

skills to fulfi l their interpersonal, informational and decisional roles27.” 

23 Elkington, 1998
24  Handy, 1990
25 Forrester, 1991. pp 7-9
26 Inkson & Kolb, 1999
27 Gilbert, Jones, Vitalis, Walker & Gilbertson, 1995, p 21
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Management in today’s economy is more than aligning resources, people, processes and transactions. 

It includes compliance, risk management, fi nancial systems, communication management, operational 

structures and systems. While these elements are necessary, they alone rarely create new products or 

services, or open new market opportunities28. Innovation and entrepreneurship are equally fundamental. 

Organisations require an environment where innovation, creativity and entrepreneurship can also fl ourish. 

Without these elements organisations can get trapped in bureaucracy and processing29. 

De Geus (1997) notes that hierarchical and bureaucratic organisations can have negative consequences. 

The systems that ensure control and conformity can also inhibit creativity and innovation. Therefore, it is 

paramount that an organisation balances compliance with creativity and innovation30.

S t r u c t u r e s

Organisations require different structures at different stages of their life cycle. Existing structures may have 

served purposes well, but as the environment changes so too must the structure. The design and structure 

of organisations are major considerations and should be considered in a broader context, not just based on a 

legal personality31.

In a New Zealand setting organisations are required to:

• Be more fl exible in both structure and work practice;

• Be more creative and entrepreneurial;

• Be more responsive to international markets;

• Implement policies that demonstrate social and environmental responsibility;

• Demonstrate policies for equality and equity for employees; and

• Develop employees and provide development and continual learning32.

In essence organisational structures provide for:

• Formal structure and relationships;

• Accountability structure and hierarchy;

• Grouping like activities on one of several bases (e.g. process fl ow, product group, client group, 

communities of interest), and;

• Semi-formal entities such as advisory groups.  

Arie De Geus (1997) describes four factors that explain an organisation’s longevity and how a structure 

should enable:

1. Conservatism in fi nancing;

2. Sensitivity to the world around them;

3. Awareness of their identity; and

4. Tolerance for new ideas.

28 Handy, 1990, & 1998
29 Handy 1990., & Strata 1989
30 Bartlett, & Ghoshal, 1995 p 134
31 De Geus, 1997., & Handy, 1995
32 Gilbert, Jones, Vitalis, Walker & Gilbertson, 1995
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S u m m a r y

There is a vast difference between the roles of managers and governors.  Managing is a hands-on activity. 

It is the operational side of an organisation, particularly thriving in action and crises. Governance is a 

directing role and it is about showing the way forward and giving leadership. It requires strategic thinking 

skills. 

The literature illustrates that there is not one right model of governance and management. It also highlights 

that organisations are dynamic and they reside in a dynamic environment.

In summary there are four key points from the literature review:

1. Organisations require people and it is the calibre and competence of the people who manage the internal 

and external forces that greatly determine longevity and success; 

2. Organisations live in a paradoxical and complex setting where continual adaptation and change are a 

necessity; 

3. Good decision-making is a product of a governance and management system that is supported with 

intelligent data collection and analysis; and

4. Innovation, creativity, entrepreneurship are as critical as compliance and control systems.
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I n t r o d u c t i o n

This report is a collection of 10 general overview case studies of successful Mäori organisations. 

The purpose of the report is to highlight how these organisations have organised themselves for success by 

focusing on certain elements such as core purpose, leadership and organisation. The case studies provide 

a broad brush overview of the activities of each participating organisation and should not be viewed as a 

defi nitive analysis.

The study concludes by providing a synthesis of some key fi ndings raised by the studies.

The information gathered from this report will make a signifi cant contribution towards understanding 

the key ingredients for successful Mäori organisations and make a contribution towards the further 

development of Mäori business excellence.

The Federation of Mäori Authorities Inc would like to thank all members and participants for donating 

their valuable time and experiences to the project.
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C a s e  S t u d y  1 :  T o h u  W i n e s  L i m i t e d

I n t r o d u c t i o n

In 1998, a novel idea was made reality when the fi rst Mäori wine company, Tohu Wines Limited, was 

established. Tohu Wines, which also produced its fi rst vintage in 1998, was originally conceived as a vehicle 

to export Mäori culture to the world by placing it on the tables of the world’s fi nest restaurants. 

What fi rst began as a dream now ranks as one of the fastest growing wine companies in New Zealand, a 

feat worthy of respect in one of the most competitive markets in the world. There are approximately 400 

wineries in New Zealand. Tohu is in the top 30 after only fi ve years. Within two years it intends to be 

within the top 10, if not the top 5.

Tohu’s Chief Executive, James Wheeler, has been with the company since it was established and has guided 

it from humble beginnings to its present position. Prior to taking up his role as Chief Executive, James spent 

25 years in the New Zealand Army and South Pacifi c Tyres NZ Ltd.

S t r u c t u r e

Tohu Wines is a limited liability company owned by three Mäori-owned organisations, the Ngäti Rarua 

Atiawa Iwi Trust (Motueka), Wakatu Incorporation (Nelson-Marlborough) and the Wi Pere Trust (based in 

Gisborne). Tohu is governed by a board of six directors, the membership of which is drawn from the three 

shareholding entities. All of the three shareholding organisations are successful in their own right and own 

various other ventures in addition to Tohu Wines. All of Tohu Wines’ directors are experienced business 

people who are well aware of the differences between governance and management and the respective 

roles and responsibilities of each within the Tohu structure. 

All roles are well delineated. Most of the directors of Tohu hold responsibilities within other organisations 

and recognise they must be aware of which hat they are wearing at all times. Tohu Wines employs three 

full time staff in its Lower Hutt offi ce and presently has the equivalent of 25 full time staff positions. The 

organisational structure of Tohu is constantly evolving in response to the market and opportunities that are 

presented to them. 

The original target market for Tohu was the Eastern seaboard of the United States. This remains the main 

target market to this day. However, opportunities in other parts of the world have seen Tohu develop 

additional arms.

On a trip to fi nd an importer in the United States, James had a stopover in London. Whilst there he met 

an importer enthusiastic about Tohu’s product and saw a market for it in Europe. As a result of this 

chance meeting, Tohu established its own importing company, Tohu Wines Europe Ltd, a wholly-owned 

subsidiary of Tohu Wines Limited.

Tohu’s structure evolved further when it purchased a 19% stake in an American company called Davies 

and Co Inc. Davies and Co Inc specialises in importing New Zealand and Australian wines. Ownership in 

this company ensures Tohu has secured an importing structure within the lucrative United States market.
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O r g a n i s a t i o n a l  S t r u c t u r e

NRAIT

Wakatu Incorporation

Wi Pere Trust

Tohu Wines Board

Chief Executive

 Administration  Marketing  Contracting  Contract Tohu Wines  Davies and Co

     Vineyards  Europe Ltd  Inc (91%)

Although the United States continues to be the primary market for Tohu wines, the fl exibility of the Tohu 

strategy means the company now exports to Canada, the United Kingdom, Ireland, Denmark, Germany, 

Holland, and Belgium. Asia is also a developing market.

C o r e  P u r p o s e  

James puts the success of Tohu down to its personnel and the company’s insistence upon producing and 

promoting only the highest quality wines. When Tohu was fi rst established, the Board made a conscious 

decision to target the high end of the wine market. 

The original intention of Tohu was to export Mäori culture. Wine was seen as an excellent vehicle to do this 

with. The original idea behind Tohu was to put Mäori culture on to the labels and export this around the 

world. Additionally, the Marlborough region is recognised as one of the best wine producing areas in the 

world. 

The company has three main goals, the most important 

of which is to make money. The Board recognises that 

this must come fi rst in order to maintain and grow the 

business. The second goal of Tohu is to export Mäori 

culture throughout the world by achieving its third goal of 

producing excellent quality wines with a unique point of 

difference. It is the only Mäori wine company exporting in 

the world.

As an export focused company, the main restrictions on Tohu’s growth are external market driven forces. 

In the year 2000 the exchange rate was on the side of exporters, however, this has changed. Additionally, 

recent signifi cant world events, such as the Iraq war, have had an impact upon the market, resulting 
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in restricted sales. The current period represents a sales slump for everyone and most exporters are 

experiencing a diffi cult time in the market. 

A combination of events such as the 2003 SARS outbreak, terrorist activity around the world and a high 

New Zealand dollar mean it is not an exporter’s market. James explained that exporters must be aware 

of these issues as they cause people to pull in slightly and become more wary. He noted this is a business 

reality which will hopefully go away; however, it does demonstrate that like all exporters, Tohu Wines is at 

the mercy of the market.

The wine industry is one of the most competitive in the world and this means that developing good 

relationships with importers, distributors, retailers, chefs, restaurateurs, and sommeliers is essential. As 

James puts it, “The wine game is all about relationships” because “there is a tonne of wine made in this 

world and a good relationship can mean good sales.”

G o v e r n a n c e  B o a r d  

As stated earlier, the board of Tohu Wines consists of six members. James believes that the current size of 

the board works well but stresses that the skills board members bring are more important than its size. 

Tohu believes that its board must include different skill sets with core competencies of accountancy and 

banking, entrepreneurialism and risk taking, and marketing.

Tohu’s board members are appointed by the shareholding organisations. All board members are 

practitioners of good governance who act in the best interests of the shareholders. They are aware at all 

times of Tohu’s governance requirements. In addition to this they necessarily bring an understanding of the 

issues of the three shareholding companies. James explained that Tohu recognises it must operate within 

the tikanga structure that the shareholders require.

Tohu has found it easy to fi nd the necessary skills it requires as they are found within the boards of the 

shareholding companies. James notes that Tohu has the benefi t of accessing the experience of some of 

the best Mäori business entities in the country. The respective skill and expertise of the shareholding 

companies’ boards are now refl ected in the Tohu board.

Tohu insists upon good governance and management and this is demonstrated by the fact that all Tohu 

Board members must go through the Institute of Directors Governance Course. James explained this course 

is required reading for all board members. This requirement was instituted by the Wakatu Incorporation.

Each of Tohu’s owners put out their own pänui informing their respective owners of developments within 

each organisation, and Tohu prepares its own pänui on activities to accompany these. The owners of the 

three shareholding companies are not directly involved in Tohu Wines decision-making as it is a limited 

liability company. However, they are involved as much as they can be through communications media.

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 

performance indicators such as sales and budget control. Performance is continually gauged through 

periodic reviews.

James said that he expects a director to practice the right governance and tikanga principles. Directors must 

always act in the knowledge that they are doing it for the owners. James explained that his grandmother 
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was a founding member of the Wakatu Incorporation and therefore he is constantly mindful of the fact that 

he is working for his grandmother and the vision she had. As James stated, “If we continually keep that in 

mind we can’t go wrong.”

Tohu’s directors employ rigorous and tight processes. The board meets once a month when it is appraised 

of the market and fi nancial statements and matters arising. At these meetings the board directs management 

in terms of important issues and it is management’s responsibility to get them done. This process is very 

effective and the board has an ongoing involvement in business.

Should any confl ict arise between the board and management, it is the chairman’s role to resolve it. James 

is clear that management report to the board and management must do what it is told. Tohu Wines is a 

professional organisation and the issue (confl ict) has never arisen. However, there are systems in place to 

manage any confl ict. The board runs the company through the management team.

B u s i n e s s  E n v i r o n m e n t

The wine industry is an extremely competitive market with many brands on the market refl ecting various 

levels of quality. When the idea to form Tohu was fi rst developed in the mid-1990s, New Zealand was 

experiencing a different economic situation. As James explains, the wine business is not a get rich quick 

scheme. To be successful wine companies need the right land, planted with the right grape varieties and 

cared for properly by applying the best viticulture techniques.

Wine is a medium to long term risk. A thorough fi nancial assessment was undertaken before Tohu was 

established in order that all the owners had a full appreciation of what they were undertaking. The business 

began with the understanding that it would not make a profi t for the fi rst six years. Despite this, Tohu 

Wines made a small profi t after four years.

As has already been stated, competition within the wine industry is fi erce. James says that New Zealand 

sauvignon blanc is regarded as being amongst the best of the world. In addition to this, Marlborough 

produces the best sauvignon blanc in New Zealand. He explains that Tohu Wines has the ability to be at the 

forefront of New Zealand wines and be up there with the best.

Tohu constantly benchmarks itself by comparing and rating its performance against other wine companies. 

The real competition is getting the product in the forefront of the salespeople and James noted that Tohu 

needs to strategise on how to improve this aspect of the business. Tohu believes its point of difference is a 

key to achieving this.

The board constantly examines the fi nancial risk and looks for better ways of increasing profi t margins and 

economies of scale. However, this can be diffi cult because prices are increasing all the time. It is always 

a battle to keep economies. In addition to this, a certain amount of bureaucratic “red tape” confronts the 

company. However, as James noted, “It doesn’t matter how much red tape there is, you’ve just got to get 

out and do the business. We rely on our entrepreneurial skills. Sales will counter everything.” 

Tohu acknowledges that its strategy is constantly evolving. As James put it, “a strategy is something you 

write down and then constantly change – Tohu must constantly look at changes to the strategy to refl ect the 

real world.” Tohu’s management use hard data to give as accurate a picture of their market reality in order 

to deal with it appropriately. 
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P o s s i b l e  C h a n g e s

Tohu’s directors and management are constantly examining better ways 

of doing things. As has already been noted, Tohu constantly changes 

strategy as new things arise. Tohu is constantly evolving its strategy 

process trying to fi gure out how to “hit the target” and to put its 

product on top of the mountain of wine in the world.

Externally, he notes that a new Wine Bill currently before Parliament 

will create more bureaucratic red tape for the company which they 

could do without. This Bill will require companies to advertise the 

amount of standard drinks on the back of the bottle. This creates 

compliance costs and, in James’s opinion, is “red tape nonsense”.

Additionally, he notes that most of Tohu Wines’ competition enjoys some type of export incentive scheme, 

while New Zealand has nothing. He believes this is an area which should be addressed as New Zealand is a 

trading nation and “without trade we would die.”

James believes government needs to create export incentives, lessen the amount of red tape confronting 

exporters and somehow foster more Mäori involvement in tourism. He believes this would help business 

and be easy to achieve. He believes Mäori must become involved in tourism at the highest levels in order to 

effectively promote New Zealand tourism and export related activities. As James puts it, “It could only do 

wonders for New Zealand. If exports fail, New Zealand fails because the Government has sold everything. 

There is nothing left but our ability.”

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

James believes making money is the key to being a successful Mäori organisation. However, this must be 

tied to the principles of tikanga. “If we just did those two things we’d be right – everything else would 

follow on.” 

He notes that the ability to offer employment to their people would make Tohu Wines more successful. The 

company has plans to leverage off tourism to raise the profi le of Tohu Wines around the world. Exporting 

is a key to achieving this.

Tohu Wines is a good example of a successful Mäori organisation succeeding in an extremely competitive 

international market by utilising a formula of excellent business sense and skill, adherence to tikanga and a 

single-minded desire to succeed.
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C a s e  S t u d y  2 :  T e  W ä n a n g a  o  R a u k a w a

I n t r o d u c t i o n

Te Wänanga o Raukawa is a Mäori education provider based in Ötaki. In order to understand Te Wänanga 

o Raukawa in its proper context, it is fi rst necessary to examine its origins.

In 1975, the Raukawa Trustees, a body representing the confederation of Te Ati Awa, Ngäti Toarangatira, 

and Ngäti Raukawa (the ART confederation), began a tribal planning experiment entitled Whakatupuranga 

Rua Mano, or Generation 2000. The purpose of this experiment was to prepare the Confederation for the 

21st century.

The entire Whakatupuranga Rua Mano programme was underpinned by four key principles: 

1. He taonga te reo.

2. People are our wealth.

3. The marae is our principal home.

4. Strive for self-determination.

In 1981 Te Wänanga o Raukawa was established to put into practical effect the ideas and principles 

articulated in Whakatupuranga Rua Mano. Te Wänanga o Raukawa began with a modest roll of two 

students. Today, the wänanga boasts a roll of over 2000 students and an extensive academic programme 

offering diploma to masters degree courses. This case study is based on an interview conducted with Willis 

Katene, Mereana Selby and Kahukura Kemp. 

S t r u c t u r e

Te Wänanga o Raukawa is a statutory body established under the Education Act 1990. Prior to this Te 

Wänanga o Raukawa operated as an incorporated society. Te Wänanga o Raukawa was the fi rst of three 

legislatively recognised Wänanga to be established under the Act.

A council called Te Mana Whakahaere governs Te Wänanga o Raukawa. The statute prescribes this board. 

A statutorily required Academic Board also supports Te Mana Whakahaere. In addition to these statutory 

requirements, Te Wänanga o Raukawa has established an arm called the Purutanga Mauri. Te Wänanga 

believes the Purutanga Mauri is as (if not more) important than the legislatively required council.

The Governing Council consists of eighteen positions drawn from various parts of the community. It is 

responsible for determining overall strategic direction and monitoring the performance of the institution.
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O r g a n i s a t i o n a l  S t r u c t u r e

C o r e  P u r p o s e

The core purpose of Te Wänanga o Raukawa is constantly guided and informed by the four principles 

outlined in Whakatupuranga Rua Mano. At its essence, the core purpose of Te Wänanga o Raukawa is 

to ensure the survival of the people of the ART confederation and Mäori generally. This is refl ected in 

Te Wänanga’s focus on people development, Mäori language revival and advancement of Mäori social 

structures. Language is a core component of all Te Wänanga o Raukawa courses as are studies on iwi and 

hapü. A key focus of Te Wänanga o Raukawa is to enable Mäori to be Mäori in a contemporary society.

The organisation is constantly evolving, facing the challenges of developing as a tikanga Mäori 

organisation. The legislative requirements and compliance issues placed upon Te Wänanga o Raukawa can 

inhibit this. Government funding systems constantly require compliance material and these bureaucracy 

issues simply must be adhered to. These legislative demands can hamper the development as a tikanga 

Mäori organisation and this creates some tensions.

The desire to advance Te Wänanga o Raukawa as a tikanga Mäori organisation has recently been aided by 

the introduction of a set of kaupapa described as elements of the Mäori world view. These kaupapa include 

manaakitanga, rangatiratanga, wairuatanga, whanaungatanga, kötahitanga, pükengatanga, kaitiakitanga, 

ükaipötanga, reo and whakapapa. Te Wänanga sees these kaupapa as the drivers in their activities and 

operations. This advancement has assisted in their development as a tikanga Mäori organisation. 

Te Wänanga o Raukawa sees its relationship with the three iwi as being of singular importance. The 

comment was made that “if we are not responsive to them we might as well shut the door”. Secondly, Te 

Wänanga o Raukawa focuses on Mäori generally. Te Wänanga o Raukawa programmes are delivered on 

23 marae and one other site stretching from Northland to Whakatü and this has helped form a number of 

close iwi relationships. More and more iwi want to become a part of the marae-based learning programme. 

 Raukawa Trustees  Te Mana  Te Ahorangi: Ngä

  Whakahaere  Purutanga Mauri

  (Governing Council)

   Academic

   Board

  Tumuaki  

   

   Ngä

   Kaihautü

      

 Educational  Centre for  Research  Support

 Service  Training  Centre  Services

 Areas  Services   Administration
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Te Wänanga o Raukawa is also keen to have ongoing dialogue with international indigenous educational 

institutions. Te Wänanga o Raukawa is part of the national Wänanga collective known as Te Tau Ihu o Ngä 

Wänanga Association, which represents the three statutorily recognised Wänanga.

The statutorily required relationship with the Crown and its various agencies is necessary and important 

but not the primary focus. Te Wänanga o Raukawa is required to meet these obligations. However, it 

believes it is important that the organisation is not shaped by what the Crown wants, but is shaped by iwi 

in terms of what they are. Te Wänanga o Raukawa reports to all three iwi annually.

G o v e r n a n c e  B o a r d

The Mana Whakahaere board consists of 17 positions and represents various sections of the community 

including the Purutanga Mauri, students, staff, the three founding iwi, local universities, local district 

councils, a local iwi, trust board and the Crown. Te Wänanga o Raukawa believes the large number on the 

board is not a problem. However, the representation itself is sometimes seen as contentious. The Crown has 

four representatives. The governing council meets every two months.

Each interest group appoints its own representatives. Te Wänanga o Raukawa board representatives 

are selected by staff and management through various means including hui, discussion, consensus and 

election. 

Te Wänanga o Raukawa does not prescribe a specifi c skill-set for the board. Te Wänanga o Raukawa seeks 

members who are familiar with the kaupapa of the organisation and a knowledge and understanding of the 

vision. 

It is not a problem fi nding people to fi ll these vacancies, although they have experienced diffi culties with 

the time involved in Government appointment processes. The hold ups are in Government. It has taken 18 

months for Government to fi ll recent vacancies. However, it was noted this was partly due to Government 

reconsidering the appropriateness of the size of its representation on the board. Members’ length of tenure 

is outlined in the Act.

Leadership of the organisation is not seen as a straightforward issue. It was agreed that the organisation’s 

leadership must be active in the three iwi, at least for the foreseeable future. The diffi culty is sometimes 

marrying this practical reality with the legislative requirements. 

Leadership positions within Te Wänanga o Raukawa have academic, whakapapa, administrative, cultural, 

and relationship skill requirements. Te Wänanga o Raukawa has experienced signifi cant growth since 1993 

and the institution prefers to grow its own people rather than import outside skills. Te Wänanga o Raukawa 

realises the vision to do this with its leadership might go against a strict Päkehä description of leadership of 

an academic institution.

Te Wänanga o Raukawa wants its leaders to be shining examples of academic performance but notes the 

risk of this is foregoing tikanga to attract those with such qualifi cations in the strict western academic 

tradition. 

Tikanga Mäori is not a business model and there is debate within the governing board about whether 

Te Wänanga o Raukawa should adopt a purely business focus. However, the board currently leans 
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towards a tikanga Mäori model and sees relationships as being extremely important. Huge debate took 

place concerning the decision to become recognised by the Crown as a “Wänanga” under the Education 

Ammendment Act as it was recognised this would impact on the rangatiratanga of Te Wänanga o 

Raukawa.

Te Wänanga o Raukawa actively communicates by going to the groups involved and attending marae 

committee hui, trust hui, kaumätua hui. The Mana Whakahaere representatives are also responsible for 

reporting to their respective groups. Te Wänanga o Raukawa has a website, conducts general hui and 

relies on staff and student communications. An annual graduate list is sent to iwi so they are aware of their 

people graduating.

The performance of the organisation is measured through various means including completion rates and 

the academic requirements. These are clear measures and Te Wänanga o Raukawa devotes a lot of time 

and thought into raising the fulfi lment of academic requirements. The Act requires strict compliance and 

it is becoming more so. Growth is an indicator of progress. Over the last fi ve years many institutions have 

struggled to fi ll numbers yet Te Wänanga o Raukawa has been struggling to deal with growth. Over the last 

seven years Te Wänanga o Raukawa has grown markedly. 

Te Wänanga o Raukawa avoids using strict performance measurement methodology when assessing staff 

performance, preferring a more informal focus. Annual discussions are held with staff examining the year 

in review and examining future preferences and how Te Wänanga o Raukawa can help.

In terms of an ideal Te Wänanga o Raukawa board member or leader, an ability to communicate well 

is essential. Ideally the individual would be Mäori and fl uent in te reo with a thorough knowledge and 

understanding of Te Wänanga o Raukawa and the three iwi and Te Wänanga o Raukawa as a tikanga 

Mäori organisation. Proven scholarship and academic performance would be preferred, ideally with a PhD 

because it is an international indicator of ability.

The individual should bring an open mindedness and be able to gain the confi dence of, and be acceptable 

to, the people.

Leadership is a key issue that constantly raises its head. Te Wänanga o Raukawa recognises the need to get 

it right and has noticed that other organisations teeter on the brink of success based on their leadership. The 

current Tumuaki, Whatarangi Winiata, is widely regarded as the reason for the solid foundation that Te 

Wänanga o Raukawa has achieved to date. 

As has already been mentioned, Te Wänanga o Raukawa prefers to employ a tikanga Mäori approach to 

resolving issues should they arise. However, because the governing council is set by legislation it is not 

necessarily guided by this approach. Some members are Government appointees and share a different 

perspective. If confl ict were to arise it is likely that the Purutanga Mauri would become an important group 

to be involved. 

B u s i n e s s  E n v i r o n m e n t

The education market is extremely competitive. However, Te Wänanga o Raukawa focuses on offering 

distinctive programmes and providing unique services. This reduces direct competitiveness. The challenge 

is to be responsive to the needs of the people and Te Wänanga o Raukawa does not necessarily look at what 
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other people are doing. Te Wänanga o Raukawa’s uniqueness is its brand and the organisation is willing 

to point people to other institutions to suit the individual. Te Wänanga o Raukawa also gets referrals from 

other tertiary institutions. 

Te Wänanga o Raukawa recognises that education is expensive and that individuals must choose what is 

right for them. However, it is also conscious of the need to maintain student numbers. To date it has been 

lucky in that it has enjoyed a good word of mouth reputation which has seen its student numbers grow.

Te Wänanga o Raukawa is subject to many compliance issues and receives “a constant barrage” of Ministry 

of Education information requests such as audits and monitoring, quality management systems reviews, 

Tertiary Education Commission reviews, and OSH (Occupation Safety & Health) reviews. Although staff 

fi nd that it is an intrusion at the academic level, it is something that must be lived with in order to meet 

compliance standards. Audit processes are recognised as useful indicators of quality and progress. Student 

services are constantly appraising their operations. 

All compliance costs are carried by Te Wänanga o Raukawa and this is a heavy burden. The amount of 

compliance material sought is so extensive that Te Wänanga o Raukawa has appointed staff to deal with the 

bureaucratic requirements and measures.

Te Wänanga o Raukawa undertakes yearly strategic planning hui which last from Sunday evening to 

Tuesday afternoon in which all staff participate. The programme is led by the Tumuaki and Kaihautü and 

includes a number of presentations on future strategy. This year Te Wänanga o Raukawa kitchen staff did 

a presentation on hauora responsiveness. It is designed to be inclusive which ensures the people own the 

strategy.

P o s s i b l e  C h a n g e s

Te Tau Ihu o Ngä Wänanga Association is currently conducting work on NZQA accreditation to develop 

Mäori tikanga-based accreditation bodies. This will enable accreditation by a body more qualifi ed to 

consider proposals from tikanga Mäori tertiary education advisers. Te Wänanga o Raukawa believes that 

the current government accreditation bodies do not provide this understanding or the subsequent impact 

their processes have on Te Wänanga. 

Te Wänanga o Raukawa would prefer to report to a Mäori educational authority or an iwi educational 

authority but notes that national bodies create more levels of bureaucracy. The participants also noted it 

would be good if the Government would settle the outstanding issues of the capital establishment claim 

taken against the Crown in 1998, and reported on by the Waitangi Tribunal in 1999.

It was noted that a lot of money from Vote Education seems to be used on bureaucracy and locked into 

various divisions of Government. Te Wänanga o Raukawa wants to see the resources go directly to the 

institutions that need them “without the multiple strings attached”, as this would enable self determination.

Te Wänanga o Raukawa is currently examining better ways to carry out its business of fulfi lling their 

students’ academic requirements. This process involves using hard data to follow trends to show where 

possible weaknesses are. Te Wänanga o Raukawa recognises there are a number of ways which could assist 

the delivery of its service, such as establishing a teaching enhancement centre and providing study support 

centres.
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M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

According to the participants a successful Mäori organisation must be recognisably Mäori – it must look, 

sound, smell and taste Mäori. It must appeal to Mäori people. If our people don’t want it then what is the 

point of having it? Te Wänanga o Raukawa believes there is no point in mimicking Päkehä structures and 

simply changing the labels. It must be born out of tikanga Mäori practices, mätauranga, and philosophy. It 

must live these things explicitly and openly. 

Te Wänanga o Raukawa does not think it has reached this point, but is on the journey. As the participants 

explained, “We are still in a period of transition but making progress. Perhaps we will never get there but it 

is what we strive for. It is an evolutionary process. We are young, only 22 years old.”
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T e  W h a r e  W ä n a n g a  o  R a u k a w a  –  F i n a n c i a l  S u m m a r y  *

 Actual 1998  Actual 2002

Revenue 3,462,247  21,307,743

Operating surplus before tax 445,902  2,134,266

Net Surplus (NPAT) 445,902  2,134,266

Average Total Assets 1,957,425  19,830,215

Average Shareholders’ funds 1,650,787  17,594,163

   

Profi tability   

Operating Surplus (%) 12.88%  10.02%

Return on average equity after tax (%) 27.01%  19.88%

Return on assets (EBIT)/average total assets) (%) 22.78%  10.76%

   

Liquidity and Effi ciency   

Current Ratio 3.88  7.12

Quick Ratio (equity ratio) 3.88  6.96

   

Financial Leverage   

Debt to average equity (%) 17.61%  9.80%

Gearing (%) 13.43%  8.18%

Proprietorship (%) 86.57%  91.82%

* This information has been taken from the 1998 and 2002 annual reports of Te Wänanga o Raukawa.
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C a s e  S t u d y  3 :  W a k a t u  I n c o r p o r a t i o n

I n t r o d u c t i o n

Wakatu Incorporation was established in 1977 by Government order in council to take over the 

administration of some 1400ha of Mäori reserved land, the remnant of lands which had been set aside as a 

condition of purchase from the original Mäori owners by the New Zealand Company in 1841.

The land had been administered on behalf of its owners from 1842 to 1977 by a succession of Crown-

appointed Boards, Commissioners and Trustees. From the 1880s this land was subject to perpetual lease. 

Government enquiries found the leases unjust but no action was taken until the early 1970s, when a Royal 

Commission created the seed from which Wakatu was born.

The land vested in Wakatu Incorporation is held in trust for the owners. 1,668 owners received shares in 

Wakatu Incorporation, and are referred to as shareholders who receive dividends and not rents. The lands 

which Wakatu Incorporation administers today include the Nelson Tenths reserves, Motueka and Mohua 

(Golden Bay) occupational reserves and the land investments purchased since 1977. The shareholders today 

are descendants of the original owners, who are of Ngäti Rarua, Ngäti Koata, Ngäti Tama and Te Atiawa 

Iwi.33

It is more correct to describe the Wakatu Incorporation as a group of companies, rather than a single 

business unit. Although it began as a land-based organisation, Wakatu Incorporation has grown and 

diversifi ed its assets to include seafood, wine and property. Wakatu Incorporation is based in Nelson.

Keith Palmer is the Wakatu Incorporation Chief Executive and has a broad commercial background 

including extensive experience in fi nancial analysis, marketing management, business development 

management, bank management and property development. He has been with Wakatu Incorporation for 

fi ve years. 

S t r u c t u r e

Wakatu Incorporation is a large private company owned by approximately 2800 

shareholders. These shareholders are the descendants of 254 families that originally 

created the Nelson Tenths.

Wakatu is governed by a Board drawn from the shareholders. The organisation maintains 

a head offi ce in Nelson and also maintains section groups comprised of subsidiary 

companies and joint ventures.

The development of Wakatu’s structure has been an evolutionary process informed 

by strategic planning, as the organisation has developed from a simple land owning 

company to an international marketing company. The Wakatu group of companies 

markets all its products internationally and is export focused.

33 History taken from Wakatu website, www.wakatu.org.nz
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C o r e  P u r p o s e

The core purpose of the Incorporation is to create wealth for its owners, while also upholding the tikanga 

of the owners. Keith explained that Wakatu is 90% wealth creation focused to enhance the ability of the 

whänau of owners to pursue their own social and cultural goals. 

Wakatu works to achieve this by developing a diversifi ed asset base. The mission statement reads, “A 

business of the land and the sea – he taonga tuku iho – for profi t, social and cultural growth through 

professionalism, honesty and diligence and embracing our tikanga.”34

Keith explained that the organisation’s key relationships are with the shareholders and its business 

partners. Government is not really seen as part of this mix. Because Wakatu is a commercial organisation 

and not a political one, it maintains its key focus on commercial relationships.

G o v e r n a n c e  B o a r d

As has already been stated there are seven seats on the Wakatu Board. Keith believes this is a good 

number. Shareholders appoint Board members for a three year period. Individuals are nominated for the 

Board six months before the elections. At this time, nominees must submit their curriculum vitae for voter 

consideration before the election. This process is well organised.

The Board of Wakatu tries to maintain a balance between commercial skills and tikanga Mäori skills. 

Commercial skills involve understanding business and its analytical requirements, sound judgement and 

decision-making skills. Keith explained that it has not always been easy fi nding people with the required 

commercial skills, but it has been easier to fi nd people with skills in tikanga Mäori.

In recognition of the need to constantly develop future leaders, Wakatu runs an Associate Director scheme. 

A young person with appropriate skills is selected from a pool of applicants to attend board meetings and 

be treated as a board member. It is a non-voting position designed to give younger people experience. This 

programme was established in 2002 and will be run for fi ve years. Those appointed are required to attend 

meetings for 12 days a year and receive a daily fee.

In addition, Wakatu runs a two-day director training scheme every three years for all board members. The 

organisation also ensures Board members undertake New Zealand Institute of Director’s training.

The Board communicates with its shareholders using a number of vehicles including quarterly newsletters 

and its website. Wakatu also has two shareholder meetings a year accompanied by a written report. One 

hui is held in Nelson and one is held in Wellington. Wakatu shareholders are spread across the country 

with the main concentrations being in Te Tau Ihu (northern South Island), Wellington, Maniapoto and 

Taranaki.

As has already been noted, Wakatu sees its relationship with its owners as being of primary importance. It 

therefore works hard at maintaining good communications and a good relationship with its owners.

The Board’s overall performance is assessed using bottom line indicators such as absolute profi t, return 

on funds from each asset group and net funds growth. Every manager involved in the Wakatu group 

34 www.wakatu.org.nz
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is rated against key performance indicators, and salaries include a risk premium of 20% dependent 

upon management achieving its key performance indicators (KPIs). All managers and staff have annual 

performance assessments.

Keith explained that a Board member must have a very clear focus on what the organisation is about 

particularly in developing strategy. Once strategy has been developed the Board must have the discipline to 

stick to it. This is very important. He is also clear that the Board must be involved in creating a constructive 

atmosphere for the company to do its business.

Essentially the Wakatu Board is responsible for three main things - explaining what to do, how to do it, and 

making it happen. The board should give support to management and enable it to do its job. The Wakatu 

board ensures accountability with full open reporting to its owners. As has already been explained, this 

is done through two general meetings, pänui and the website. The company benchmarks its performance 

against similar organisations, but also has independent goals to raise fi nancial returns over a fi ve-year 

programme.

B u s i n e s s  E n v i r o n m e n t

Wakatu’s business environment is very competitive in all the regions. The organisation ensures it constantly 

benchmarks its business units against the competition.

Wakatu also carries out extensive business risk analysis which involves focusing on a number of key areas 

including the exchange rate, economic risk, climate and other environmental factors. The Incorporation 

uses industry analysis and internal analysis to create core strategies for each business arm. This is a formal 

planning cycle which involves reviewing and evaluating the previous year’s operations, preparing forward 

business plans and preparing budgets. This process begins in February and runs until August, and is very 

important as it dictates where Wakatu will allocate funds.

In terms of regulatory constraints Keith noted that the seafood industry necessarily maintains strict health 

regulations. Keith believes it is essential to maintain New Zealand’s high standards, but he notes this 

creates constraints on factory operations. 

Wakatu has diffi culties with Zespri having the monopoly to market New Zealand’s Kiwifruit produce 

internationally. Wakatu is committed to developing its own indigenous brand and the organisation wants 

to be able to market its own kiwifruit produce as part of this brand. As Keith puts it, “We have a different 

strategy and philosophy to the way Zespri markets New Zealand kiwifruit. While we understand other 

growers might need this group, we don’t.”

Wakatu employs an annual planning cycle utilising hard data from industry analysis. Keith believes 

this process is very effective. Wakatu Incorporation is clear that governance should not interfere with 

management. The Wakatu board sticks to governance and management sticks to management. 

Management has a monthly reporting responsibility at board meetings. In addition to this process, at least 

one member of the Wakatu board is on the subsidiary company board. This ensures clear communication 

and fl ow of information between the Wakatu board and its subsidiaries. Keith believes this process is very 

effective.
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The entire planning process is set out to avoid confl ict. Keith believes this is where the discipline is 

necessary as he notes confl ict only arises if people deviate from what has been agreed. The planning process 

is also a consensus building process.

P o s s i b l e  C h a n g e s

Keith believes there are a number of changes that could be made which would enable Wakatu to further 

develop. Key issues for Wakatu include freeing up the marketing of Zespri/kiwifruit to allow Wakatu 

to market its kiwifruit under its own brand. He would also like to see a total fi nish to the perpetual lease 

regime that currently exists over Wakatu lands. 

Additionally Keith would like to see progression on granting water for aquaculture initiatives and less red 

tape in attaining Government funding for innovative projects. As an export focused organisation Wakatu 

would like to see more control over the Reserve Bank to ensure the currency does not fl uctuate. Keith 

would also like to see training programmes established for young people wanting entry in the horticulture 

industry.

Keith believes it is vital that Government invest more in research, development, and training and believes 

the breakdown of the apprenticeship system set New Zealand back. In terms of Government support for 

the way Wakatu manages itself, Keith is adamant that it does not need Government’s involvement. “We 

have outgrown that. We are big enough to stand on our own. We don’t need big brother.”

Wakatu’s success has meant it has outgrown its original structure. The Incorporation is currently sectorising 

its various businesses and organising into three independent companies focusing on primary industry, 

property and seafood. This is being done in order to allow the involvement of external expertise. Along 

with the increased complexity of the structure Wakatu has recognised the need to review the reporting 

structures to keep pace.

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

Since 1977, Wakatu Incorporation has diversifi ed its portfolio from solely land-based leases, to include 

seafood, commercial property, horticulture, dairy farming, forestry, viticulture, property development and 

equities. As of July 2003, Wakatu’s asset base was valued at $150 million.

Keith believes a successful Mäori organisation gives its people mana. He states that the business must 

uphold the owners’ tikanga and create and distribute wealth effi ciently. He believes Wakatu achieves this.
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 W a k a t u  I n c o r p o r a t i o n  –  F i n a n c i a l  S u m m a r y

 Actual 1998   Actual 2002

 Group   Group 

 

Revenue 7,177,813  34,950,351

Operating surplus before tax 2,429,937  5,388,328

Net Surplus (NPAT) 7,709,314  21,454,619

Average Total Assets 79,516,135  117,383,509

Average Shareholders’ funds 73,086,761  100,142,827

   

Profi tability   

Operating Surplus (%) 33.85%  15.42%

Return on average equity after tax (%) 10.55%  21.42%

Return on assets (EBIT)/average total assets) (%) 3.06%  4.59%

   

Liquidity and Effi ciency   

Current Ratio 0.81  1.56

Quick Ratio (equity ratio) 0.92  1.57

   

Financial Leverage   

Debt to average equity (%) 13.32%  21.74%

Gearing (%) 11.19%  16.97%

Proprietorship (%) 88.81%  83.03%
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C a s e  S t u d y  4 :  S h o t o v e r  J e t  L i m i t e d

I n t r o d u c t i o n

Shotover Jet is one of New Zealand’s most well known tourism companies. Through its various subsidiaries 

the company specialises in providing a range of tailored experiences, from thrilling jet boat rides to tranquil 

walks through New Zealand’s unique South Island wilderness. Over 1.75 million people have enjoyed 

Shotover’s exciting jet boat rides since 1970. 

Rakihia Tau is Shotover’s Commercial Manager. Rakihia began with the company in March 2003. Prior to 

this he worked with Ngai Tahu Holdings Corporation Ltd. Rakihia explained that he enjoys the energy and 

vibrancy of the Shotover group and praises the staff who all possess “a can do attitude”. He believes it is 

a fun organisation to be a part of with the added bonus of operating in New Zealand’s adventure capital, 

Queenstown.

S t r u c t u r e

Shotover Jet is a publicly listed company with 88% being owned by Ngai Tahu Tourism. As a public 

company it must be run pursuant to the Companies Act, New Zealand Stock Exchange regulations rules 

and all other legislation governing the conduct of companies. 

The Shotover group involves a number of subsidiary companies including Dart River Safari, Shotover 

Queenstown, Hollyford Valley Walks, Franz Joseph Glacier Guiding (50/50 joint venture), Huka Jet, Jet 

Fiji and Rainbow Springs. Rakihia explained that the Shotover philosophy is to treat each as a stand-alone 

strategic business unit and has adopted this approach as a result of its strategic analysis of the tourism 

industry.

Subsidiaries in the Shotover group are structured so that entrepreneurial fl air and talent is rewarded and 

able to fl ourish. It appoints General Managers to each subsidiary company and gives them the freedom 

to be entrepreneurial. This strategy is based on a thorough understanding of the dynamics of the tourism 

industry. Shotover has therefore structured itself to suit its industry. 

C o r e  P u r p o s e

Rakihia explained that the focus of Shotover is a thorough understanding of its target markets and 

customers. It is a customer driven organisation. Shotover undertakes regular market research to gain an 

understanding of customers wants and likes. From this information Shotover can then develop strategies 

and “value-added” proposals to meet its customers’ needs. It also involves understanding which segments 

of the tourism market it operates within. That means Shotover Jet knows where its strengths lie and also its 

weaknesses. 

There are always compliance issues. Shotover’s general business requires an understanding of the Resource 

Management Act, and Department of Conservation applications. According to Rakihia, there is a whole 

melee of rules to abide by.

Externally Shotover identifi es its relationship with its shareholders including Ngai Tahu as being very 

important. Rakihia believes this relationship enables Shotover to add strategic value to the company. 
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From a marketing perspective Shotover has formed marketing alliances with tourist operations throughout 

New Zealand. These business relationships enable Shotover to offer combination package deals and the 

ability to leverage its brand.

Government departments such as Department of Conservation and Maritime Safety Authority are key 

relationships as are the various territorial local authorities. In addition to these, Shotover is part of various 

associations within the tourism industry. 

Internally Shotover values its staff relationships. Rakihia noted that maintaining good relationships with 

General Managers and staff is essential to running the Shotover network of businesses.

G o v e r n a n c e  B o a r d

There are four directors on the Shotover Board. Rakihia describes the directors as “very capable people”. 

Two of the directors are Ngai Tahu appointments. All directors are appointed for their professional 

background, capability, and the value they can add to the company.

The current board has legal skills, fi nancial expertise, tourism expertise, strategic and investment skills, and 

merchant banking experience.

The company has a well developed system of succession planning through every level of the organisation. 

Rakihia explained this is built up over a 3 to 4 month period every year, and is discussed by senior 

managers over the year. The purpose of succession planning is to identify future company leaders, and to 

support the internal development of Shotover’s skill base. 

Shotover engages with its stakeholders at multiple levels. At the tribal level it participates in the Ngai Tahu 

hui-a-tau with representation from senior managers. Shotover sees this as a natural part of maintaining 

effective relationships with its shareholders. Despite this relationship Ngai Tahu has no direct input into the 

running of the company. Its only input is through the board of directors which is ultimately responsible for 

direction of the company.

The Board’s performance is ultimately measured by the company’s share price. 

B u s i n e s s  E n v i r o n m e n t

Shotover’s operating environment has various levels of competition. 

Some areas are intensely competitive. In the past, this has resulted in the 

organisation deciding to withdraw from particular areas due to an over-

supply in the market, or an acknowledgement that the company’s core 

strengths might not be in that area. Rakihia explains that “the business is all 

about being customer focused and ensuring that niche markets have been 

identifi ed and catered for - for example the adventure tourism market.” 

At the corporate strategic level Shotover devotes up to four weeks analysing 

and understanding its competition. Once this has been completed, each  

business unit carries out its own analysis specifi c to its market.
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This strategic planning process has an extremely important impact on the organisation as the products and 

services are designed to suit the customers’ needs. The process is designed to reveal information on how 

Shotover can provide the experiences that tourists want. 

In terms of regulatory environment, Rakihia believes the “safety side of the business is well regulated. It 

sets a minimum standard which we must exceed.”

Shotover maintains strong relationships with government agencies to understand future developments 

and pre-empt any negative impacts. According to Rakihia, “If you want to succeed in business you must 

understand your customer, and Government and their agencies is another customer. We have a good 

relationship with our customers.”

Last year Shotover comprehensively reviewed its three-year forward strategy. This involved a six month 

process reviewing the marketing strategy and corporate strategy for the entire Shotover group, as well as 

the individual business units.

The corporate strategy involved examining the tourism industry and asking the question of what we 

wanted to be. The tourism industry can be broken down into various sectors and Shotover examined each 

of these in its own context. This process identifi ed the most profi table sectors and took into account the 

company’s existing core competencies. 

This formula identifi ed a particular sector that Shotover now focuses on – Natural Heritage. The company 

identifi ed all the competition and risk issues within that sector. Rakihia describes this as a “very sound 

approach to corporate strategy” which “involves extensive situation analysis”. Shotover’s corporate strategy 

falls out of this work. 

Board and management have clearly 

defi ned roles within the company, and 

management performance is monitored 

through a system of key accountabilities 

based on individualised incentive packages. 

All senior managers and marketing people 

have key performance indicators and 

incentive based packages. Senior managers 

also participate in a monthly reporting and 

review process. 

P o s s i b l e  C h a n g e s

Shotover is interested in the foreign exchange rate as their businesses are dependent upon international 

travellers coming to New Zealand.

Internally Shotover is constantly aware of the need to be responsive, innovative and quick on its feet. As 

Rakihia notes “We must be able to act fast in order to seize opportunities as they occur. We need to be good 

at thinking outside the square. The key is staying abreast of the dynamics of the industry.” 

Shotover needs quick decision-making processes and notes that this is not always the case in the tourism 

industry. 
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In terms of Government input, Shotover is reasonably happy with the way Tourism New Zealand conducts 

its role in promoting New Zealand internationally, and is reasonably happy with their recent ten-year 

strategy. Despite this, Rakihia believes Government needs to assist communities with infrastructure as 

some tourist destinations cannot cope. 

He also believed New Zealand needs competitive pricing between airlines as well as an increase in the 

carrying capacity to get the tourists here. While this is viewed as important, Shotover is also mindful of 

the need to maintain the environmental laws. It is essentially selling access to, and experience of, New 

Zealand’s natural heritage. The company is adamant that this must be preserved. 

Rakihia believes New Zealand tourism will become more focused on yield rather than numbers, but in this 

New Zealand is competing with Australia. To him, the key is knowing what the tourist wants and making 

the most of them. To do this the company must get to understand their customer. “How do you convince 

someone on the other side of the world to travel to New Zealand and purchase your services?” This is the 

challenge that Shotover constantly seeks to overcome.

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

Rakihia notes, “From a Ngai Tahu perspective – good fi nancial results are obviously important. However, it 

goes a lot deeper than that.  At the end of the day I believe our Ngai Tahu shareholders want to also have a 

sense of pride in their companies. That pride might be refl ected in obvious things such as fi nancial results, 

good press, excellent employers and the like. However, it could also be measured in more simple things, 

such as, having a recognised brand incorporating something that is recognisable to Ngai Tahu people. 

Good performance in areas like this will give shareholders a personal and emotional stake in the company.”

Rakihia has no doubt that Mäori operators can succeed in this industry. There are several examples of 

successful Mäori operators at the moment. However, you can’t look at this industry through rose tinted 

glasses. “It looks sexy from the outside but like any sector you have to get everything right from the 

market/customers, to operations, to fi nance to make it work. You also need to be commercially savvy and 

astute to pick the opportunities, but then to also make them work.
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S h o t o v e r  J e t  L i m i t e d  –  F i n a n c i a l  S u m m a r y

 

 Actual 1998  Actual 2002 

  Group  Group

Revenue 21,593,000  24,544,000

Operating surplus before tax -5,004,000  3,638,000

Net Surplus (NPAT) -5,004,000  4,052,000

Average Total Assets 25,297,500  29,190,000

Average Shareholders’ funds 4,620,000  19,630,000

   

Profi tability   

Operating Surplus (%) -23.17%  14.82%

Return on average equity after tax (%) -108.31%  20.64%

Return on assets (EBIT)/average total assets) (%) -19.78%  12.46%

   

Liquidity and Effi ciency   

Current Ratio 0.69  1.95

Quick Ratio (equity ratio) 0.43  1.60

   

Financial Leverage   

Debt to average equity (%) 415.76%  47.09%

Gearing (%) 80.61%  29.89%

Proprietorship (%) 19.39%  70.11%
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C a s e  S t u d y  5 :

P a l m e r s t o n  N o r t h  M ä o r i  R e s e r v e  T r u s t

I n t r o d u c t i o n

The Palmerston North Mäori Reserve Trust (PNMRT) owners are the descendents of the Taranaki people 

who settled in Wellington in the early 1800s. Through actions of the Crown, they were relocated from the 

Lowry Blocks of Wainuiomata to Palmerston North. 

Up until the trust was established in the 1970s, the land and resource interests were principally 

administered by various appointed government agents.  Since that time the owners have developed the 

trust into a signifi cant economic organisation. 

Professor Ngatata Love is the chairman of the Palmerston North Mäori Reserve Trust and chairman of the 

Wellington Tenths Trust. Professor Love is also a director on a number of private and public companies. He 

lectures in commerce and business management at both Massey and Victoria Universities.

S t r u c t u r e

The Palmerston North Mäori Reserve is a trust under the Te Ture Whenua Mäori Land Act 1993. The 

Palmerston North Mäori Reserves has, in accordance with its statutory requirements, a custodial trustee 

– the Guardian Trust – and 10 Managing Trustees appointed by benefi cial owners at annual meetings.

The Trust has a number of subsidiary companies which include Metlifecare Palmerston North, Baxters 

Limited, Palmy 31 Limited and Fitchett Holdings Limited. These companies have been created to hold 

particular assets for both tax and risk purposes.

The decision to create a trust was made following the Royal Commission on Mäori Reserve Land held in 

1974-75. The options given at that time were to become an incorporation or a trust under the Mäori land 

legislation in place at that time.

C o r e  P u r p o s e

The major functions and the drivers of the organisation and its core purpose is to protect the asset, to grow 

the asset and to provide a return for benefi cial owners.

The regulatory restrictions that the organisation has to deal with revolve around compliance with the 

Te Ture Whenua Mäori Land Act, the Trust Deed and normal business legislation impediments, for 

example, Resource Management Act. There is also a need to keep a close association on the cultural and iwi 

developments which can impinge on decision making by trustees.

Key relationships are with benefi cial owners, its sister trust – the Wellington Tenths Trust – the Mäori Land 

Court, the Guardian Trust, accounting, legal and property advisers.
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G o v e r n a n c e  B o a r d

The Trust Deed provides for up to ten trustees and this is found to be an appropriate number which enables 

a broad representation from iwi groups.

The appointment of Trustees to the governance role is set down in the Trust Deed and is undertaken at the 

AGM each year, with trustees being appointed for a three year term. Each year up to a third of the trustees 

retire by rotation and are eligible to offer themselves for re-election. They may also contest the position 

against other nominees.

The skills required for the position of trustee are varied. It is important that the competency of the 

trustees is looked at overall so there is a balance of skills, ranging from tikanga and iwi relationships to 

fi nancial management. They must also have an understanding of the statutory and legal requirements and 

responsibilities that trustees and directors have. 

The development of skills for trustees and leaders involves enhancing their understanding through 

education, and experience in dealing with various businesses.

The Trust has the opportunity to engage with benefi ciaries and stakeholders through its Trustees, annual 

meetings and other hui relating to claims and reserved land legislation. Every endeavour is made to keep 

benefi cial owners informed of events. The annual meetings are a key part of their involvement.

Performance of the organisation and its 

management is measured by the usual 

measurements for a business entity, such 

as, capital growth, security of investment, 

limitation of risk, return on assets and future 

strategy to achieve medium and long term 

objectives.

However, the critical test is at the AGM where a 

review takes place of the work and performance 

of the Trust. The shareholders make an 

assessment and determine whether they are 

satisfi ed or not. 

In terms of the governance role, the ideal person must be familiar with the history, tikanga, and cultural 

imperatives relating to the Trust. They must have sound judgement, a commitment to understanding 

business requirements including strategy development, understanding fi nancial implications, familiarity 

with legal requirements and a sense of commitment to the kaupapa for which they receive negligible 

reward.

B u s i n e s s  E n v i r o n m e n t

The Trust operates in a competitive environment in the property and rental market. A thorough risk 

analysis is undertaken for all developments to ensure that risks are being mitigated. The business 

environment the Trust operates in is highly risk averse.
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Prior to development and investment, the Trust has a fi nancial profi le and risk management prepared by 

accounting experts. A market analysis is undertaken in terms of rental accommodation to ensure that trends 

and the anticipated environment will be favourable.

The Trust has a policy regarding investment which, in broad terms, has three bottom lines. These include:

• Risk aversion, which requires an analysis of the downside as well as the upside of investments;

• Social implications, including cultural, environmental and community issues; and

• Financial returns to ensure there is a positive use made of the asset of the Trust.

This triple line policy means that the Trust is conservative in its approach to investment and does not look 

to maximise its returns, but is concerned with growth, long term stability and opportunity.

The environment is not regarded as over regulated. The regulations that exist are fundamental for the 

protection of both the Trust and the environment.

In terms of overcoming barriers, the Trust has developed a strong working relationship with local 

government and has a specially appointed manager within local government to assist fast track initiatives.

The development of a strategic approach and a vision for the Trust is undertaken as a means of providing a 

medium to long-term programme to capture opportunities which develop.

The nature of the business is such that projects can take some years to come to fruition, so it is important 

that strategies and fundamental approaches are thought through and opportunities taken when they 

arise. For example, the decision of the Trust to move from being a passive receiver of rents to the owner 

of property which it continues to develop and let, is the major strategic approach. This has changed the 

fundamentals of the Trust from being dependent on Mäori Reserved lands for most of its income, to one of 

being an owner of the property and the developer of signifi cant portfolios providing acceptable returns.

Each trust meeting is attended by the management team. Recent changes have enchanced the interaction 

between governance and management in terms of key management responsibilities.

Where there is disagreement between management and governance the responsibility rests with Trustees 

to make fi nal decisions. This responsibility is taken seriously and management must abide by the decisions 

made.

The organisation has processes in place which report on a monthly basis, accounting and fi nancial 

information, so there is a minimum of opportunity for problems to develop. The accounts to-date provide a 

good measure of on-going performance. 

Great effort is made to develop relationships with all stakeholders and formal relationships have been 

established with local government.

P o s s i b l e  C h a n g e s

The Trust is going through major development initiatives and the organisation is changing its management 

processes to better refl ect the needs and growth opportunities that are occurring. 



H E I  W H A K A T I N A N A  I  T E  T Ü R U A  P Ö

–  4 4  –

In terms of the regulatory environment, the diffi culties relating to the taxation of Mäori authorities need to 

be worked through. Also the relationship between fully owned companies of Mäori authorities, and the tax 

provisions require further consideration.

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

A successful Mäori organisation is one that benefi cial owners are comfortable with in terms of the 

protection of their asset, the development of their asset and the returns they receive from the organisation.

A Mäori organisation (because of the nature of the land holdings) must be seen as having a primary 

objective of retaining and growing the core asset and being risk averse in terms of its decision making.

With other businesses there is the opportunity to sell off the business and take a capital gain. However, 

for Mäori organisations, more fundamental is that the asset is protected and grows. The Palmerston 

North Mäori Reserve is a successful and vibrant organisation which has moved from a passive receiver of 

reserved land rent to a major part of the Palmerston North city commercial environment.

Government resources could be best placed in tidying up the problems associated with succession, 

streamlining the Mäori Land Court to deal more effectively with business opportunities, and recognising 

the needs of fully owned companies of Mäori authorities in regard to taxation.
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P a l m e r s t o n  N o r t h  M ä o r i  R e s e r v e  T r u s t  –  F i n a n c i a l  S u m m a r y

 Actual 1998  Actual 2002

   

Revenue 884,819  1,242,755

Operating Surplus before Taxation 397,578  422,389

Net Surplus (NPAT) 1,454,281  292,605

Average Total Assets 18,544,612  26,339,181

Average Shareholders’ funds 16,160,235  23,345,547

   

Profi tability   

Operating Surplus (%) 44.93%  33.99%

Return on average equity after tax (%) 9.00%  1.25%

Return on assets (EBIT)/average total assets) (%) 2.14%  1.60%

   

Liquidity and Effi ciency   

Current Ratio 2.85  2.19

Quick Ratio (equity ratio) 2.85  2.14

   

Financial Leverage   

Debt to average equity (%) 18.72%  12.86%

Gearing (%) 14.58%  9.68%

Proprietorship (%) 85.42%  90.32%
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C a s e  S t u d y  6 :  L a k e  T a u p o  F o r e s t  T r u s t

I n t r o d u c t i o n

Lake Taupo Forest Trust was established in 1969 to provide a vehicle for a forestry joint venture between 

the Crown and Ngäti Tüwharetoa. This decision involved the owners of over 60 land blocks, comprising 

some 31,000 hectares, leasing their land to the Crown for a period of 70 years for forestry purposes.

It was a farsighted decision by Ngäti Tüwharetoa leaders and land-owners of the day who decided to 

forego an annual rental in preference to a share of the eventual stumpage profi ts. This long-term investment 

decision meant that many of the original owners had to forego their own personal gain in order to provide 

for the next generation. It also signifi ed that Tüwharetoa wished to become involved in the forestry 

business, rather than simply act as landlords. An amendment to the lease signed in 2000 reduced the lease 

term to one rotation. Consequently, as the current crop is harvested, the bare land is returned to the Trust, 

which is replanting and managing the second rotation in its own right.

A unique aspect of the lease arrangement was the ability of the land-owners to negotiate certain terms 

with the Crown regarding the management of the lands. This included an insistence upon respecting the 

owners’ cultural and ancestral links to their lands and respecting the land and environment through careful 

management practices. It was only after these matters were fully satisfi ed that the owners agreed to the 

forest being established.

George Asher is the General Manager of Lake Taupo 

Forest Trust, a position he has held since 1991. George 

has a Planning and Resource Management background. 

Put simply, George sees as managing the business and 

planning ahead. This involves planning for the return 

of the lease lands to the Trust, for the replanting and 

management of the next rotation, and putting the systems 

and plans in place to cope with the Trust’s ever increasing 

business requirements. 

S t r u c t u r e

Lake Taupo Forest Trust is an Ahu Whenua Trust established under the Ture Whenua Mäori Act 1993. This 

legislation sets the framework for the Trust Deed. Governance principles are established in compliance with 

the Ture Whenua Mäori Act and the Trustee Act 1956 and relevant case law.

George explained that within Ngati Tuwharetoa, trusts have historically been a more accepted form of land 

administration rather than incorporations. There is no clear reason for this. However, with the formation 

of the Lake Taupo and Lake Rotoaira Forest Trusts, there was a strong demand by owners to retain their 

ancestral links and mana whenua with specifi c land titles to which they had historically been associated. 

Given the number of blocks vested in these two Trusts (63 in LTFT, 71 in LRFT) this was an important 

precondition that was eventually satisfi ed by variation to the conventional legislation, at the time Lake 

Taupo Forest Trust was established.
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The existing organisational structure results from the need to maintain owner accountability and 

appropriate standards of commercial performance, social and cultural outcomes. The Trust has established 

dedicated subsidiaries to ensure that Trust policy is properly implemented in accordance with the requisite 

standards and protocols. This also enables separation of the business functions from the political decision-

making and allows trustees to exercise important governance and accountability functions at these levels.

O r g a n i s a t i o n a l  C h a r t

C o r e  P u r p o s e

The core business of the Lake Taupo Forest Trust is exotic plantation development. The Trust mission 

statements capture the most important drivers:

To protect the integrity and ownership of the Taonga Tuku Iho (core assets of land, forests and other resources) 

administered by the Trust on behalf of the benefi cial owners.

To strive for optimal and sustainable asset growth and fi nancial returns through development of the Trust assets to 

assist the long-term social, cultural and economic development of the benefi cial owners.

Apply the principles of professionalism, honesty, and due diligence in the planning, management and operation of the 

Trust business.

Benefi cial Owners

(10,000 Owners)

Lake Taupo

Forest Trust

(11 Trustees)

 LTF Limited  Lake Taupo  Lake Taupo  LTFT Land

 Investment advice Charitable Trust Forest Holdings

 and funds Grants for charitable Management Limited

 management community purposes Limited

   Forestry advice

  

 LTC

 Lake Taupo Capital

 Investment Banking
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The Trust must comply with all the regulations attached to land-owners by way of the Resource 

Management Act.

In 2002 the Trust’s forests attained the (voluntary) Forest Stewardship Council (FSC) forest certifi cation, 

which insists that Trust forestry operations are fully sustainable in economic, environmental and social 

terms. Important ongoing aspects of this certifi cation include a reduction in the use of chemicals, the 

management of unplanted areas, and better information fl ow to the general public and other stakeholders 

in activities and plans. Further to this, the Trust is now a member of the NZ Forest Owners Association. 

This requires the Trust to recognise the NZ Forest Accord which effectively places a restriction on the type 

of vegetation that can be cleared for forestry development. 

Other statutory and regulatory restrictions 

include the District Plans that include Trust land 

in their assessments of ‘Natural Values Areas’ 

and ‘Outstanding Landscape Management 

Areas’. While there are no direct rules around 

such classifi cations, George notes there is a clear 

trend toward more control by local bodies, and 

the Trust expects increasing diffi culty in gaining 

consents for the normal productive management 

of its lands. 

In addition to formal regulations, the owners 

place cultural requirements on the manner in 

which the land is used, in particular the identifi cation, protection and, if necessary, management of waahi 

tapu.

In terms of relationships, the Trust focuses on four key groups, the owners, its joint venture partners – the 

Crown, its (log buying) customers, and various forest industry bodies.

G o v e r n a n c e  B o a r d

Lake Taupo Forest Trust has eleven trustees and this has been a historical number. George explained that 

this is a workable number from the point of view of achieving consensus at meetings while also having a 

reasonable range of areas of expertise and interest on the Trust.

Trustees are appointed through an election process. This includes a call for nominations of owners and 

election by postal ballot every three years. The particular demands on trustees are no less than those 

required for the directors of a medium to large business. However, George also thought it unrealistic 

to expect a similar level of skills, given the process of election and owners’ specifi c expectations for 

representation at this level of governance. In essence, the trustees are elected on a mix of skills and popular 

vote. 

George noted it is particularly important to understand that trustees themselves have high expectations for 

the Trust outcomes and accountability to owners. They engage independent, expert advice to ensure that 

appropriate systems are put in place and are regularly monitored.
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The trustees approve the directorship of all of its subsidiaries and hold annual general meetings, with full 

audit requirements and disclosure/approval of annual business plans.

The Trust general manager is charged with the responsibility to manage and deliver on policy and report 

back to trustees on all facets of Trust business at monthly meetings of the Trust. By setting up subsidiary 

companies, the ability to bring in specialist directors, who need not be owners, has been introduced with 

considerable success.

The trustees hold an orientation or issues workshop at the commencement of every new term following 

election. George explained that very little has been done beyond this although specialist advisors may be 

brought in from time-to-time to workshop governance and business related issues. A review of governance 

and management was last conducted in 2000. 

An annual meeting of owners is called at the end of each year. An annual report is sent out to all owners 

whose addresses are known (around 50 per cent of the 10,000 owners). This report contains the audited 

accounts, chairman’s report, and operational reports. Special meetings of owners are notifi ed and called to 

resolve any major issues, expenditure, major change in Trust policy or proposed directions outside of the 

jurisdiction of the Trust Deed or a change in title. 

Owners have the right to contact or meet with trustees and staff at any time during the working week. An 

owner services section has been established to accommodate this. In addition to the annual report, two 

newsletters are sent to owners each year which provide an update on topical issues. 

The Charitable Trust has been established to apply funds for Mäori community purposes for the benefi t 

of owners and their descendants. These purposes include the promotion of health, social, cultural and 

economic welfare, and the provision of grants for education, sport and vocational training. Quarterly 

meetings are held with marae representatives on marae development, and other hui regularly held on 

community issues, funding and health.

The only measurement of governance performance is the achievement of policy output in accordance 

with budget constraints and assessment of projects to identify value-added benefi t to the Trust. The three 

yearly elections of trustees is arguably an assessment of the performance of the incumbents. Management 

performance is measured and monitored in line with the achievement of key position tasks. Incentives are 

available for added value performance. 

In terms of what an ideal director or trustee should bring to an organisation, George noted that a business 

high fl yer would appear to be ideal, however, he is adamant history proves that Mäori authorities can 

achieve a world-class business and performance with a governance of lesser commercial and academic 

attributes, a genuine interest in advancing both the short and long term interests of the owners and a 

conservative appetite for risk. 

B u s i n e s s  E n v i r o n m e n t

Forestry is a highly competitive business and LTFT is certainly in the thick of this competition. The Trust 

has only recently started to receive signifi cant income and, with that, a range of options for its future 

development have become evident. LTFT is currently undertaking a strategic review of its business. Risk 

management is a key of this review.
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The Trust’s business remains one based on the productive use of its core asset – its land. Forestry remains 

the best use for this land and harvesting only commenced in the mid 1990s. It will be some time before 

the Trust can build up a portfolio of alternative investments, but at this stage there are funds invested 

effectively as a “forestry insurance” to enable the Trust to continue managing the second rotation even if 

forestry returns fall. These are invested in passive investments totally unrelated to the forest industry.

George noted that forestry is not particularly heavily regulated in itself, but there are numerous regulations 

relating to land use in general – in particular the Resource Management Act (RMA), but also others. To date 

the regulations have not had a large impact on Trust business in practical terms, but they have had added a 

signifi cant cost. The Trust expects the cost, and the practical impact, of the various regulatory bodies on its 

business to increase over time. 

The Trust employs experts to deal with regulatory issues (in particular forest management professionals but 

also legal advisors). This facilitates improved ability to overcome the barriers, though clearly at a cost.

The Trust has employed external expertise to advise on strategic development. It is signifi cant that all the 

strategic recommendations have been adopted and successfully implemented as planned. George believes 

there is further room within the Trust for improvement in this area. 

The Trust reports monthly on all aspects of business, and follows strict meeting protocol so that matters 

arising from previous meetings are followed up. Organisational performance is constantly monitored and 

reported on.

Inclusive discussion between trustees and staff on direction, and strong backing from trustees and 

management on providing necessary tools/catalysts to ensure that desired relationships are established 

and maintained, are seen as important ingredients for success.

P o s s i b l e  C h a n g e s

George explained that some changes made to the Ture Whenua Act designed to limit negative external 

intervention in business operations have been an improvement. However, he also believes one of the 

strengths of the Act is the accountability to owners. 

George also noted that a limitation on the term of leases may still exist for certain long term projects 

associated with Mäori land and this can cause problems for the Trust’s business. Additionally, the Resource 

Management Act, district and regional plans, the Kyoto Protocol, reducing nitrogen loads in Lake Taupo, 

and taxation, are all issues faced by the Trust. George thought it was best for Government to keep out of the 

Trust’s governance arrangements. 

George believes Government resources would best be applied by facilitating a ‘kick start’ in developing 

productive land use on Mäori land – possibly as lessor or Joint Venture (JV) partner (a return to the 60s type 

policies). Also removing or reducing regulatory hurdles, such as RMA, and ensuring a stable exchange rate 

to enable export industries to remain competitive. Removing international trade barriers would also assist 

the Trust’s business.

Internally, George noted a sharper focus on HR related requirements would assist the organisation. He also 

thought improved governance and management training would benefi t the Trust.
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M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

George believes a successful Mäori organisation would comply with the requirements of protection and 

enhancement of taonga administered for the better enjoyment and benefi t by future generations, as well as 

optimising the benefi t of the taonga for current owners.

Additionally it should establish and maintain a world-class business in association with the development 

and protection of the taonga. For George being a successful Mäori organisation also means demonstrating 

that economic and cultural objectives can be combined, and supporting other Mäori organisations in their 

attempts to follow this path. George believes Lake Taupo Forest Trust fi ts this description.
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L a k e  T a u p o  F o r e s t  T r u s t  –  F i n a n c i a l  S u m m a r y

 Actual 1998  Actual 2002

 Group  Group

Revenue 6,318,541  11,309,438

Operating surplus before tax 4,486,736  4,562,449

Net Surplus (NPAT) 4,481,207  12,925,181

Average Total Assets 128,103,717  170,916,902

Average Shareholders’ funds 124,248,611  167,163,955

Profi tability   

Operating Surplus (%) 71.01%  40.34%

Return on average equity after tax (%) 3.61%  7.73%

Return on assets (EBIT)/average total assets) (%) 3.50%  2.67%

Liquidity and Effi ciency   

Current Ratio 0.14  0.47

Quick Ratio (equity ratio) 0.24  2.13

Financial Leverage   

Debt to average equity (%) 3.53%  2.30%

Gearing (%) 3.34%  2.18%

Proprietorship (%) 96.66%  97.82%

   

 Actual 1998  Actual 2002

 Parent  Parent

Revenue 6,242,516  11,153,145

Operating surplus before tax 4,485,239  4,333,828

Net Surplus (NPAT) 4,485,239  12,724,490

Average Total Assets 128,047,787  170,916,902

Average Shareholders’ funds 124,232,426  167,163,955

Profi tability   

Operating Surplus (%) 71.85%  38.86%

Return on average equity after tax (%) 3.61%  7.61%

Return on assets (EBIT)/average total assets) (%) 3.50%  2.54%

Liquidity and Effi ciency   

Current Ratio 0.13  0.39

Quick Ratio (equity ratio) 0.21  2.04

Financial Leverage   

Debt to average equity (%) 3.47%  2.23%

Gearing (%) 3.28%  2.12%

Proprietorship (%) 96.72%  97.88%
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C a s e  S t u d y  7 :  N g ä t i  H i n e  H e a l t h  T r u s t

I n t r o d u c t i o n

The Ngäti Hine Health Trust was established in 1992 following the health reforms which fostered Mäori 

to deliver health services. This organisation began in Mötatau, the heart of Ngäti Hine, and was born from 

marae committee discussions on health of the Ngäti Hine community. 

Although the Trust began as a Ngäti Hine initiative, the demand for its services soon extended beyond 

Ngäti Hine’s traditional boundaries. The Trust now services the mid North and has a registered client base 

of 7800 with potential to grow to 25,000.

Erima Henare was the Deputy Chairperson of the Ngati-Hine Health Trust from 1994 to 2001 when he 

became General Manager of Hauora Whänui, the Trust’s Company that manages its health services. Erima 

is a former diplomat and was a key driver in the establishment of the Trust. He continues to be a key driver 

in the Trust’s development.

Christine Henare is the General Manager of the Trust. Christine was brought on board in 1994 to project 

manage the establishment team created to set up the Trust’s business infrastructure. She has been 

intimately involved in the development of the Trust’s business since then, responsible for its contracting 

arrangements, fi nancial, IT, general administration and human resource management.

S t r u c t u r e

The Ngäti Hine Health Trust is a Charitable Trust governed by the Charitable Trusts Act. It is not a 

Runanga and is covered by the general laws dealing with Trusts. The Trust holds all contracts and assigns 

management to one of its appropriate subsidiary companies: Hauora Whänui, core business health; 

Mätauranga Whänui, core business education and training; Whanau Whänui, core business social services; 

Ngäti Hine Ltd, core business iwi radio; or Northcorp, core business property ownership. 

In the beginning the Trust adopted its particular structure to separate governance and management. Its 

charitable status also secured a tax advantage. Today the structure continues to separate governance and 

management but is also seen as a key risk management strategy as it gives the Trust the ability to control 

its business effi ciently. Christine noted that Ngäti Hine explored a lot of options and sought advice from 

people with expertise before deciding on the fi nal structure. The structure has been the subject of external 

review four times during the last nine years.

C o r e  P u r p o s e

The core purpose of the Ngäti Hine Health Trust is the provision of holistic health services. Holistic 

health involves all the health, social and economic aspects that touch the lives of people living within its 

community.

The Trust’s core business is regulated by the same rules and regulations that govern the provision of 

services by any Mäori or mainstream provider of services in the fi elds of health, education and training, 

social services and iwi radio. The Health and Disabilities Support Services Act guides the provision of 

health services whilst the Children, Youth and Families Act guides the provision of social services. 
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In achieving its core purpose, the Trust has identifi ed its key stakeholders as being the various hapü 

within the Trust’s operational boundaries, funders, the local communities in which the Trust operates, the 

individual users of the service and the staff who provide the services.

The Trust’s relationship with Te Tai Tokerau MAPO has been critical to its development. Te Tai Tokerau 

MAPO is the Mäori co-purchaser of health services in the North responsible for resourcing the development 

of Mäori providers as well as ensuring an appropriate level of funding of Mäori health services. It has 

concentrated on developing a small number of robust providers and Ngäti Hine’s growth has benefi ted 

from this strategy. 

Both Christine and Erima noted, “As an organisation we have tended not to get involved in tribal politics 

but maintained a core business focus.”

G o v e r n a n c e  B o a r d

The Ngäti Hine Health Trust consists of 10 trustee positions. This number has decreased from a board that 

once had 21. Christine notes that the smaller board is preferable as it has improved business expedience 

without compromising adequate consideration of governance, including representational, issues. 

In the early days of establishment it was decided that the board should be representative of the 

communities and marae it served. As different marae communities became involved representation was 

seen as necessary. This led to the board of 21. However, about 1997 the board was slimmed down. The 

Trust changed its trustee criteria from representation to skill and knowledge bases. Christine notes that 

although this is the aim, it has raised issues with obtaining a board with the appropriate balance and set of 

skills. 

The Ngäti Hine Health Trust is a closed trust and does not hold elections. Representatives are nominated 

and appointed by the hapü and community. Trustees are sought with standing in the community and 

Christine believes this is one of the main reasons why Ngäti Hine Health Trust has progressed. According 

to Christine, the trustees are the “salt of the earth” and help to “keep us grounded”. Trustees hire in 

professionals and have a strong reliance on their managers. A critical factor for trustees is a commitment to 

the kaupapa and a strong sense of Ngäti Hinetanga.

The Trust has found it diffi cult to fi nd trustees with health sector skills, yet all are actively involved in their 

communities and this brings its own advantages. Although the Trust employs a trustee training programme 

it has found the most effective tool has been “business on the hoof” or learning the business by doing the 

business. The trust has sought to extend trustees’ understanding of the different aspects of the business by 

appointing every member of the board to act as a director of one of the subsidiary companies. 

Communication has not been a strength of the organisation. In recognition of this the Trust has recently 

developed a communications strategy, a major aspect of which is to consult with its client community in 

regard to services delivered and services to be delivered. The Trust recognises it has not been strong on 

communication but puts this down to a combination of being too busy focusing on business as well as 

having insuffi cient resources to devote to this activity.

The Trust undertakes annual strategic and business planning processes which it views as vital to the 

operations of the organisation. All staff have performance agreements and everything is measured against 

the plan. Progress is reviewed regularly at individual, unit and organisational levels. 
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In terms of an ideal board member, Christine and Erima believe trustees need to be of high standing in 

the communities where they live, they should understand the role of governance and know the difference 

between governance and management. Trustees should also demonstrate a thorough understanding of 

business principles and best practice. A mix of gender and age is also preferable. 

B u s i n e s s  E n v i r o n m e n t

The Trust’s business environment is highly competitive. Competition comes from various other community 

health providers and “would-be service providers” as well as long established providers such as Plunket 

and the local hospital based services provided by Northland Health. Christine explained that the emergence 

of the Ngäti Hine Health Trust had a major effect on the market and forced other agencies to serve the 

community better.

At the end of the day the aim of the Trust is to improve Mäori access to health services by making them 

affordable, reachable and culturally appropriate. Ngäti Hine’s entire service is mobile and while successful 

this has fi nancial implications. The Trust is now looking at establishing outreach centres as a way of dealing 

with the burgeoning cost of managing a mobile service. Christine notes that managing expectations can be 

diffi cult.

The expectation of the people is wide 

yet the resources provided to fund the 

service are narrow. The Trust would 

welcome less Government interference 

and believes Government needs to 

know what makes a Mäori provider 

different. 

As a provider, the Trust must 

comply with all the legislative health 

regulations in order to carry out its 

business. However, this is made easier 

by recruiting appropriate staff and 

training them to a high level to satisfy these legislative requirements. Erima explains that this process is an 

ordeal in the north where there is no easy access to training facilities.

The Trust puts a lot of effort into its strategic planning process in order to maintain a competitive edge. 

It does not have any particular process for community involvement in this process but has always used 

outside facilitation in developing strategic direction. Erima notes that when an “organisation is tasked with 

responsibility of looking after funds and caring for the health of people you must engage in formal strategic 

planning – we are fortunate to have a large body of staff able to pick up on this direction.” 

Both Erima and Christine praise the Trust’s staff. Christine also notes that a large part of the Trust’s success 

is due to having good strong leadership known by the people and community leaders. 

Management reports monthly to the Trustees. Reports cover fi nance, staffi ng, service delivery and any 

other risk management issues that might require board input. Management is in regular communication 

with subsidiary boards of directors to ensure they are always up to date with issues. The Trust’s accounts 

are audited every year.
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Should confl ict or issues arise, the 

Trust always tries to deal with it as 

a whänau. However, as Erima notes, 

in a Mäori  paradigm the issue of 

whänaungatanga can sometimes create 

complicating communication factors. 

Discussion is always used in the fi rst 

instance as this usually proves to be 

effective. Non-Mäori confl ict resolution 

techniques have been employed in 

the past as a last resort. In the past the 

Trust has been able to resolve issues 

through hui and formal reporting. 

Despite its successes the Trust sees its inability to communicate directly as a major fault which it is moving 

to address. It has also taken advice on succession planning. Representation is seen as an issue. When 

the organisation was a uniquely Ngäti Hine organisation the Trust found it an easy matter to deal with. 

However, when it was widened out it became unwieldy. Although some might be critical of the Trust’s lack 

of an election process, Erima questions the integrity of voting process when only 50 people show up to vote. 

In terms of Northland takiwä and marae – how representative are these hui – given the population and the 

dynamic nature of the communities? Erima believes this is why the board has tended towards a skill-set 

preference.

P o s s i b l e  C h a n g e s

In terms of impediments to the Trust, Erima notes that none of the Quality Health Standards refl ect Mäori 

models but are all uniquely Päkehä models. “In this nascent period we are wanting to reinforce our 

rangatiratanga and so we try to do that. Plunket sees babies a particular way, we see babies differently. We 

are trying to fi nd ways to get government to understand the unique Mäori factors in health provision.”

There are relatively few people on the ground delivering health services in terms of a kaupapa Mäori 

framework. The Trust has participated in reviews on Mäori  health providers and it was found diffi cult 

to draw a comparison with the Ngäti Hine Health Trust. Erima notes there seems to be a total absence of 

understanding on Mäori management and governance. In discussing the notion of whänaungatanga in 

health service provision, Erima noted, “some might view it as nepotism, but it is not unreasonable if you 

can trust your whänau and they have the skills to deliver.”

The Trust continually seeks to get smarter at doing its business. The organisation’s offi ces are also used 

for a number of other Ngäti Hine purposes such as facilitating the Ngäti Hine Treaty claim. Christine 

recognises a need to put in place a system for ensuring that the core business is not jeopardised by this.

The Ngäti Hine Health Trust came under intense public scrutiny following the demise of Te Hauora o 

Te Tai Tokerau. The Trust withstood the scrutiny and was entirely comfortable being scrutinised due to 

its robust and accountable systems. Erima puts these systems down to the excellent management and 

accounting skills Christine brought from the public service. According to Erima, “Funders recognise these 

skills and now people are lining up wanting to do business with the organisation. We have robust and 

excellent systems and it is these systems which have enabled our survival.”
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In terms of government support, Christine and Erima believe government needs to actively listen. The Trust 

has invited government agencies including the Ministry of Health, Te Puni Kökiri and Ministry of Social 

Development to put policy people in its offi ces to view how they operate. The Trust has offered to assist in 

the development of policy for Mäori community development, yet these offers have not come to fruition.

The Trust is keen on developing a whole of government proposal to address the issues within our 

communities that have their genesis in social and economic deprivation. The challenge will be to get 

government agencies to examine issues in a whole of government manner. The way they are structured 

forces them to be agency role-focused.

Erima believes “there are some good organisations around and government would do well to resource 

those better to enable them to achieve rather than dispersing valuable resource over a lot of organisations.” 

He sees the Treaty settlement process as becoming a critical environment and he believes government 

should be placing resources into groups where settlements will occur to develop their infrastructure and 

potential trustee governance.

The Ngäti Hine Health Trust has developed a reasonably strong capital base through stringent fi nancial 

management. The Trust has found it hard to keep up with maintenance. The Trust has found that when 

the organisation is seen to have ability to do certain things it creates a huge demand which is diffi cult to 

keep up with. The Trust’s success meant that the business grew quickly but, its infrastructure has not kept 

pace. The Trust is now in a phase of consolidating and it has been diffi cult to get funding for this aspect of 

operations. Administration is a legitimate and vital part of operations but allocating funding on this area 

is seen as taking away from health provision. The Trust in the past allocated approximately 8-10% of its 

budget on administration but this has increased to 12 to 18% in the past year. Erima says this compares well 

with mainstream health enterprises.

The organisation began to get the speed wobbles because the administrative structure, originally designed 

to cater for 30 staff, is currently catering for 120 staff (plus 250 part-timers). For example, the basic IT 

infrastructure support does not exist in rural areas, so instant support is not available in the regions and 

everything is dependent upon in-house skills. 

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

From a health provision perspective, Erima believes a critical factor of Mäori  business is the ability to 

maintain “holism”. One thing is no more important than another as there is a matrix of issues involved. 

Health is dependent upon everything. “Our core business is people and a holistic environment can be a rod 

to break your back with or it can give character and growth.”

The Trust has had critical people involved. These key individuals have brought in other key people, 

creating a network of excellence and competence. These people have national profi les as leaders and have 

reputations for competence, trust and integrity. They have also been supported by local community leaders. 

An important aspect of their character has been their willingness to bring in external expertise to assist the 

Trust to become an innovative organisation in the truest sense of the word. 

The Trust saw itself as the new kid on the block dominated by mainstream providers but it has successfully 

created its own niche. Relationships have been key to achieving this. The Trust realised it was a small fi sh in 

a big bowl but simply put its nose down, backside up and got on with doing the work.
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Christine believes it is a “real buzz that our people and organisation are recognised”. The Trust now has a 

substantial asset base considering it began with nothing. Erima notes: “Politicians might ask why we are 

acquiring capital assets but rural communities must create their own infrastructures because there is no 

other option available to us.” Property might be a safe bet, in terms of capital gain in Lambton Quay or 

Queen Street, but it’s not necessarily the case in the regions.”

In terms of real success measures, Christine comments, “When your local hospital tells you that admissions 

have reduced by 70% you know you are being successful. Also, $4.5 million goes into the local community 

in the form of salaries and wages, which makes us the largest employer in Northland outside of Whangärei. 

This is a massive contribution which is not always appreciated by critics. A key indicator of success is in 

the kai that is now served at local Marae – lean meat, salads, fruit and generally more nutritious food, and 

in the number of Marae that have adopted an ‘Auahi kore’ stance. Those things are real success that will 

contribute to a healthy environment for our mokopuna.”

Both Erima and Christine believe the Trust is on the road to becoming a successful Mäori organisation 

– against all odds. As Erima notes, “The development we’ve achieved over the last 10 years makes the mind 

boggle. It makes me wonder what we’d have been like if we had this opportunity 160 years ago. In terms of 

success it depends on what measure you use. If the measure is growth, we are on the way.”



H E I  W H A K A T I N A N A  I  T E  T Ü R U A  P Ö

–  5 9  –

N g ä t i  H i n e  H e a l t h  T r u s t  –  F i n a n c i a l  S u m m a r y

 

 Actual 1998   Actual 2002

   

Revenue 1,598,853  6,155,433

Operating surplus before tax 82,422  289,776

Net Surplus (NPAT) 82,422  289,776

Average Total Assets 983,687  3,766,094

Average Shareholders’ funds 778,153  2,482,015

   

Profi tability   

Operating Surplus (%) 5.16%  4.71%

Return on average equity after tax (%) 10.59%  11.68%

Return on assets (EBIT)/average total assets) (%) 8.38%  7.69%

   

Liquidity and Effi ciency   

Current Ratio 3.04  1.83

Quick Ratio (equity ratio) 3.04  1.79

   

Financial Leverage   

Debt to average equity (%) 47.56%  48.41%

Gearing (%) 30.63%  31.39%

Proprietorship (%) 69.37%  68.61%
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C a s e  S t u d y  8 :  W a i r a r a p a  M o a n a  I n c o r p o r a t i o n

I n t r o d u c t i o n

Wairarapa Moana Incorporation is a successful farming and forestry venture owned by over 3,000 

descendants of the original owners of Lake Wairarapa. During the 1880s Lake Wairarapa and the 

surrounding lands were confi scated. In 1916 the original owners agreed to take over a block of land in the 

South Waikato near Mangakino as compensation. The land was predominantly bush and scrub but over the 

years it was converted into forestry and farming. 

Mangakino township was later established on part of the land when the Government was establishing New 

Zealand’s hydro electricity scheme. The farming operation was originally run by a trust known as Pouakani 

2 Trust. The township land and forestry business were run by the Mangakino Township Incorporation.

On 1 July 2002 the trust and incorporation were amalgamated and Wairarapa Moana Incorporation was 

formed. Kingi Smiler is the Chairman and Executive Director of Wairarapa Moana Incorporated. He is a 

chartered accountant and former partner in accountancy fi rm Ernst and Young. He has extensive experience 

as a business management consultant specialising in corporate restructuring. Kingi is a shareholder in 

the Wairarapa Moana Incorporation and has been involved “on and off” since 1990. He was appointed 

Chairman in 2000.

The other committee members are Mr Ron Mark  (Deputy Chairman), Ms Arawhetu Peretini, Mr Fred 

Karaitiana and Mr Paora Ammunson.

S t r u c t u r e

Wairarapa Moana is a Mäori incorporation governed by the Ture Whenua Mäori Land Act 1993. As 

such it falls within the jurisdiction of the Mäori Land Court and all legislative regulations governing 

incorporations. The Incorporation does not own any subsidiaries but has entered into joint venture 

partnership arrangements.

As already outlined, the farming operations were originally part of a separate trust and the forestry 

and township sections were part of an incorporation. There were various attempts to amalgamate the 

two organisations over the past 75 years and this was fi nally achieved in 2002. The owners found the 

Incorporation structure to be more fl exible than a trust structure and agreed to amalgamate operations into 

a single Incorporation. 

The Incorporation had to stay under the Act but all operations are now part of a single organisation. The 

Wairarapa Moana Incorporation now has about 3000 owners on the register.

The Incorporation operates a shareholder offi ce in Masterton which maintains the owners register and deals 

with shareholder inquiries. This offi ce also provides secretarial services for the Board.

The farming operations are governed by a three-member board, two of whom are appointed from the 

Incorporation’s main board. It includes an independent member appointed for his farming expertise. The 

Incorporation has a large farming operation valued at around $55 million. Kingi explained, “This is why we 

have employed a highly qualifi ed and experienced management team to run the farm.” The Incorporation 

has total assets of approximately $85 million.
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O r g a n i s a t i o n a l  S t r u c t u r e

Kingi believes the current structure is the most cost-effective management structure available to them at the 

present time. While the farming activities is a hands-on operations requiring active board and management 

input, the other investments in forestry, property management, porfolio investment funds and off-shore 

farming are managed directly by the joint venture partners or investment managers who report directly to 

the board. 

C o r e  P u r p o s e

The core purpose of the organisation is to manage and grow the assets of the Incorporation and to pay 

adequate dividends to the shareholders. The major commercial activities currently are farming and forestry.

The shareholders have agreed that the social development activities are separated from the commercial 

activities and managed by a separate organisation. The social development organisation is the Wairarapa 

Moana Trust. The Incorporation allocates funds to the Trust and these funds are used to provide cultural, 

social and educational scholarships and marae grants.

The board has recently developed a new strategy to diversify the incorporation’s assets and add value to its 

current portfolio. The board is seeking to develop added value farming and forestry products rather than 

just providing basic commodities. The board is also examining other export potential areas such as fi shing 

to provide a new sustainable earnings base.

Shareholders

(Approx 3000)

Board

(5 Members)

Executive Director

Shareholders

Offi ce

Other Investment Operations

• Forestry Joint Venture

• Property Investments

• Western Australian Farming 

Joint Venture

Farming Operations Board

(3 Members)

Management Team

(5 Members)
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The Incorporation’s businesses are covered by the normal regulations governing farming and forestry. 

Kingi notes that like all other farmers they must comply with the Resource Management Act and the Kyoto 

Protocol.

In order to carry out its business the Incorporation recognises the need to develop good relationships with 

key industry bodies such as Fonterra and the Wool Board. Kingi notes the board needs these relationships 

to know what is happening and how to infl uence change. The Federation of Mäori Authorities networks 

are very important as are other farming networks which enable the Incorporation to develop business 

opportunities for mutual benefi t.

G o v e r n a n c e  B o a r d

The Incorporation originally consisted of a seven-member board. However, this was reduced to fi ve. Kingi 

believes this number has proved to be enough for the nature of the business currently undertaken. The 

board was restructured to drive the Incorporation’s businesses and commercial initiatives more effi ciently.

Board members are spread all around the country. Kingi is the chairman and executive director appointed 

on a separate contract arrangement. This role is to overview all aspects of the Incorporation’s business. 

Board members are elected for three-year terms at the annual general meeting. Nominations are required to 

be notifi ed 45 days ahead of the AGM and each nominee’s curriculum vitae is circulated to shareholders. A 

postal vote is held up until the day before the AGM. Final voting takes place at the AGM. Board members 

are elected from the accumulated votes from the two processes. It is a very well managed and designed to 

be transparent.

Kingi notes that, to a large extent, the board has no control over its skill make-up because members are 

elected. However, it is raising the benchmark of performance and Kingi believes shareholders will start 

demanding even higher performance as a result. 

The Incorporation tries to get its board from the shareholder base and it has looked at bringing in people 

with the expertise required for running a commercial enterprise like Wairarapa Moana Incorporation. As 

Kingi notes, “If we can’t fi nd the required skills within the shareholder base we fi nd the expertise outside.”

The board recognises the need for self-development and all attend the Institute of Directors governance 

training course. Additionally, members will undertake development initiatives to understand the farming 

business including on-farm visits. This is the same for all the organisation investments and includes 

education and mentoring.

Kingi estimates about 300-400 people attend the annual general meeting. All “major issues” go to the 

shareholder votes and Kingi notes they always have the ultimate power. He continues, “But from the 

other side of the coin we need the ability to carry out our business effi ciently. It is a fi ne line – when do 

you decide to go to the shareholders?” The shareholders approve the overall business plan and strategic 

direction and the Board must be held responsible for implementing it.

The board’s overall performance is rated on the Incorporation’s fi nancial performance. According to Kingi, 

the shareholders are becoming more demanding in this area. He notes, “As you become more transparent 

and accountable, the shareholders demand more.”
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In terms of seeking an ideal board member, Kingi believes that the shareholders must be able to trust 

them. They must have good strategic skills, intellect and judgement. They would preferably bring previous 

governance experience and it would be highly desirable to have business and commercial skills. In addition 

to this they must be good team players with excellent communication skills.

B u s i n e s s  E n v i r o n m e n t

Kingi notes there are a number of risks in the commodity business as they have no control over prices, the 

weather or global supply and demand. These are major challenges and risks. The Incorporation has no 

direct competition as such because all farmers are in the same boat. However there is competition in terms 

of production and productivity levels and cost effectiveness to stay in the game long term. There is always 

competition for skilled staff and workers.

There is a need to manage the business conservatively due to the uncertain nature of the business and to 

ensure continued profi table operations during periods of low commodity prices and high exchange rates. 

As Kingi notes, “We need to be able to ride out the hard times and still pay dividends.” 

There are pressures created by the Resource Management Act and Kyoto Accord as well as consumer 

perceptions. The costs of compliance are becoming higher and more challenging and Wairarapa Moana 

Incorporation recognises it must keep up to date and ensure cost compliant systems and processes to avoid 

problems. The board positions its business appropriately to meet challenges and “to stay ahead of the 

game.” The environment is a big issue. The board and management team are constantly examining farming 

practices and being conscious of sustainable management and environmental sustainability. This involves 

constantly looking ahead for possible changes or additions to the regulatory regime.

The board has fi ve-year plans and objectives. Performance benchmarks are established and are constantly 

reviewed and updated, the most recent change being the adoption of a diversifi cation investment strategy. 

All the goals have stood the test of time. The board undertakes this process with the management team and 

annual reporting is done against the plan and reported to the shareholders. This is a very effective process 

and the board has achieved all of its goals to date. This keeps raising the benchmark.

There is a clear separation between governance and management. Board members are apprised of 

management issues and performance at monthly meetings. Additionally, all board members interact with 

management on an “as required” basis.

All contracts are performance based and reviewed annually. Kingi notes that the Board “runs the show” 

and makes the fi nal decisions. “At the end of the day we are responsible to the shareholders and therefore 

make the fi nal call.”

Board members attend key industry meetings and seek out key industry players to hold them accountable 

for their particular roles. The board also works strategically with FoMA for Mäori representation on 

industry boards such as the Meat and Wool Boards.

 

P o s s i b l e  C h a n g e s

Kingi believes there needs to be ongoing advocacy through FoMA on matters to do with land based 

industries. He is concerned with the current tax regime and believes more work needs to be done to ensure 

appropriate tax changes are being made which do not disadvantage the Incorporation.
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Essentially he believes Government 

needs to listen more as to how “industry 

good” and “public good” funding is 

dispersed. He gives the examples of the 

Kyoto Accord and gas tax as initiatives 

designed to accommodate the public 

good, yet they unfairly penalise farming 

operations which also produce food and 

export earnings for the public good. He 

believes it is important that Government 

does not over tax these primary-producing 

industries. Additionally Kingi believes the cost should be shared over the entire system from producer to 

consumer, not just at the producer end.

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

Kingi believes a successful Mäori business creates shareholder pride in performance and recognition of 

their business. The performance of the business would be acknowledged by peers in the industry as being 

successful. It would also be an industry leader.

Kingi believes that Wairarapa Moana Incorporation is making good progress. As Kingi explains, “We are 

successful in terms of where we’ve got to and we continue to develop. Over the last three years we have 

achieved our goals quicker than planned but this simply raises the performance benchmark. We seek to 

improve performance year after year.”
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W a i r a r a p a  M o a n a  I n c o r p o r a t i o n  –  F i n a n c i a l  S u m m a r y

 Actual 1998   Actual 2002 

Revenue 277,000  1,356,281

Operating surplus before tax -126,000  1,106,123

Net Surplus (NPAT) -126,000  1,021,079

Average Total Assets 32,605,000  28,361,000

Average Shareholders’ funds 31,492,000  27,324,000

Profi tability   

Operating Surplus (%) -45.49%  81.56%

Return on average equity after tax (%) -0.40%  3.74%

Return on assets (EBIT)/average total assets) (%) -0.39%  3.90%

Liquidity and Effi ciency   

Current Ratio 0.51  0.33

Quick Ratio (equity ratio) 0.51  0.33

Financial Leverage   

Debt to average equity (%) 3.53%  4.08%

Gearing (%) 3.41%  3.81%

Proprietorship (%) 96.59%  96.19%

P o u a k a n i  2  T r u s t  –  F i n a n c i a l  S u m m a r y

 Actual 1998  Actual 2002 

Revenue 3,441,898  6,202,210

Operating surplus before tax 544,537  3,103,200

Net Surplus (NPAT) 269,397  2,640,620

Average Total Assets 39,937,111  42,587,395

Average Shareholders’ funds 33,581,028  39,471,376

Profi tability   

Operating Surplus (%) 15.82%  50.03%

Return on average equity after tax (%) 0.80%  6.69%

Return on assets (EBIT)/average total assets) (%) 1.36%  7.29%

Liquidity and Effi ciency   

Current Ratio 0.88  2.1

Quick Ratio (equity ratio) 0.83  2.1

Financial Leverage   

Debt to average equity (%) 18.93%  13.48%

Gearing (%) 15.92%  11.35%

Proprietorship (%) 84.08%  84.16%

NB: Pouakani 2 Trust amalgamated with the Wairarapa Moana Incorporation on July 1, 2002. 
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C a s e  S t u d y  9 :  K a i k o u r a  W h a l e  W a t c h

I n t r o d u c t i o n

Kaikoura Whale Watch is recognised as one of New Zealand’s most distinctive and successful tourism 

ventures. It provides tourists with close up experiences of sperm whales gathering and feeding off the 

Kaikoura coast.

Whale Watch was formed in 1987. After being turned away by mainstream banks, local Ngäti Kuri pledged 

their meagre assets to secure a commercial loan from an indigenous peoples’ bank. The Whale Watching 

operation proved successful and a second vessel was bought in 1989.

To expand, local Ngati Kuri then went to their tribal authority, the Ngai Tahu Mäori Trust Board, with a 

proposition to borrow money. The board agreed and also bought a major shareholding in the expanding 

company. Whale Watch is now entirely funded by cashfl ow. Whale Watch is still growing steadily. In 1995 

the company shared the Whale Watch experience with 40,000 people, 90% of whom were from outside New 

Zealand.

Whale Watch has been responsible for a huge increase in visitor numbers to Kaikoura. In 1987, 3400 people 

visited Kaikoura. By 1995 this had increased to 88,000. The company’s operation has stimulated investment 

in new accommodation, restaurants, and other sea-based tourist ventures in Kaikoura. Predictions are for 

further rapid growth for Whale Watch and the township over the next fi ve years. Whale Watch is now the 

single largest employer in Kaikoura. In peak season the company employs up to 70 people directly and 

supports many extended families.35

Wally Stone is the chairman of Kaikoura Whale Watch. He was a founding director and in 1993 took over as 

CEO. Wally has extensive experience in economic development, including experience with the Department 

of Labour, Community Economic Development and Internal Affairs. He was formerly a national manager 

for community owned companies and small town economic development and worked in economic 

development for ten years. He has served on a large number of boards and organisations.

Wally is also chairman of Tourism New Zealand, and Kaikoura Investments Ltd. He sits on the board of 

other companies including Mainpower New Zealand, Coffee Culture, and Clifford Bay Marine farms. He 

also advises a number of not-for-profi t organisation and other committees.

S t r u c t u r e

Kaikoura Whale Watch is a private company owned by Ngai Tahu Holdings Ltd and the Kaikoura 

Charitable Trust. As such its activities are governed by the Companies Act 1993. Whale Watch owns four 

registered subsidiaries, all of which are private companies in their own right and follow the model of the 

parent company.

The company structure is a standard business structure which enables Whale Watch to carry out its 

activities. This is a standard business structure and well known by the business community. Wally notes 

35 See www.whalewatch.co.nz
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that the company structure was the most practical vehicle for Whale Watch to adopt. It has used this 

structure since 1988.

C o r e  P u r p o s e

The core purpose of Whale Watch is to be a successful business and use that success to empower both the 

shareholders and stakeholders. Whale Watch strives to be the best and most successful business it can. 

Wally notes that there are restrictions on almost any industry or business in New Zealand and although 

Whale Watch has some unique regulatory conditions, the majority are the same as any other tourism 

business including general compliance issues, marine regulations, and Department of Conservation 

relationships.

Whale Watch’s key stakeholder relationships are identifi ed as shareholders, consumers, the wider 

tourism industry, strategic partners, their business partners’ shareholders, and Team Whale Watch itself. 

Wally notes that a key stakeholder is “anyone who has decision-making infl uence over our operating 

environment”. He says that this is a long list.

G o v e r n a n c e  B o a r d

Whale Watch Kaikoura’s board is made up of fi ve directors, a number that currently suits the company 

well.

In terms of board make up the company examines a number of factors to select a good multidisciplinary 

team. Wally notes that certain skills and behaviours are taken as givens such as an understanding of core 

purpose as well as the basic core expertise necessary to hit goals. 

The company’s shareholders have the ultimate power to appoint and remove board members. The 

company therefore ensures shareholders are aware of the strategic direction in order to constantly assess 

whether it has the skills to achieve the business goals. 

Legally, the majority shareholder gets three seats on the board with the minor partner receiving the 

remaining two. However, in reality the board make up has been decided through a consensus of 

both partners. Wally believes this approach is healthier. Although the constitution has guidelines for 

appointment processes Wally likens these to the “rules for a divorce” He notes, “We like to operate at a 

higher level than that by being smart.”

Wally also believes Whale Watch does not fi nd it hard to attract quality people for its board of directors, but 

notes this was not always the case. The company constantly seeks expertise in operations and prospective 

directors must understand the shareholders’ values, possess strategic capability and have technical 

expertise.

Whale Watch has “been in the game a long time”. It has used this experience to build up internal skills and 

expertise. In terms of developing its leadership the organisation watches what happens in the market and 

examines its business partners. Wally notes the business is “constantly on the look out for good people” 

and that “in business you get a sense for the top performers.” Whale Watch uses this “sense” to invest in-

house by identifying potential leaders and “creating stretch” to demonstrate ability. However, this process 
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is performance driven and the opposite can arise. Wally notes that the “key thing is you can’t purchase 

excellence, you can only reward it. You are really looking at rewarding people who deliver results.”

The company’s shareholders have the ultimate power to appoint and remove directors at any time. The 

organisation holds an annual general meeting where shareholders are able to measure performance on the 

year’s targets and get a sense of the direction and goals for the coming 12 months. Shareholders can also 

request special meetings and have the right to express their views as they see fi t.

Although this is signifi cant, shareholders have no rights to interfere with the day-to-day operations or 

management. Board members are the same. Management is accountable to the board on a monthly basis 

and the board of directors is accountable to the shareholders through the AGM.

Wally notes that although the shareholders are able to measure performance at AGMs, this measurement 

is a historical view of performance and overall operational view. The true health of the organisation is 

measured in terms of its positioning to take advantage of future opportunities, fi nancial position, the 

quality of its people, and the quality of its analysis and decision making. He notes the organisation should 

grow each year in its own capability. This will enable it to do “bigger and brighter projects”.

In terms of ideal leadership, Wally is clear that a leader must be visionary, a long-term planner and possess 

entrepreneurship. He notes that the current business focus on governance and management portrays it as 

risk averse and designed to minimise and protect the asset. 

Wally believes growth requires entrepreneurship. The skills required in the management of fi nancial 

operations and legal compliance are all givens but he notes there is an X-factor. An effective director must 

be able to lead and contribute to a team and demonstrate this from the top. They must understand and 

be able to motivate management. They must possess the ability to paint a picture of the future and enable 

people to grab that vision and realise it. 

Additionally they must be clear communicators, able to keep messages simple and precise. They also need 

to know their own strengths and weaknesses. These are all important elements. 

Wally believes that the governance style depends on the strategic direction the board is taking. Are they 

protecting or growing the asset? Depending on the particular thrust of the organisation it should surround 

its board with the appropriate people. Wally notes that “governance these days seems to be more about 

protection rather than innovative growth.”

He also believes a fear of failure is holding back Mäori organisations but is adamant that “if your 

motivation to succeed is greater than the fear of failure, you have a greater chance of being successful” and, 

“if we were afraid of failure we wouldn’t have started.” Wally explains that “governance appears to be 

bogged down with measuring performance. This is backward looking – any organisation that wants success 

must look forward.” 

B u s i n e s s  E n v i r o n m e n t

The tourism market is extremely competitive and very volatile. World events such as the September 11 

bombings, and SARS can have a big impact. However, Wally notes that most New Zealand industries 

experience volatility. He believes the difference is how you manage it. Whale Watch treats competition and 
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volatility as a normal part of business. Wally notes, “You need to be smart about how you do this”. The 

company’s business is dependent upon the leisure dollar and understands there is a huge amount of choice 

for international visitors. However Wally believes the more you understand the market the more you can 

mitigate risks and turn them into opportunities and profi t.

A key factor in this process is to have the right mindset and Whale Watch adopts a “negatives into 

positives” approach to compliance and regulations. Wally notes that compliance must become treated as 

a natural part of business and built into how the company operates. Matters such as compliance issues are 

built into best practice guidelines to inspire best practice. This in turn is used to motivate and inspire staff 

so compliance becomes a non-issue.

By being positive, entrepreneurial, creative and innovative, Whale Watch treats barriers as opportunities. 

The company applies quality analysis and smarter planning which leads to smarter decisions which must 

be actioned. Wally says it is “all about attitudes.” 

He believes strategic planning is one of the strengths of the organisation and notes that the ability to set 

a vision is a key factor in this. He believes the vision must be owned by everyone and must be allowed 

to infi ltrate their business partners in order to leverage off them. It must be simple and clear. Strategic 

planning must employ quality analysis of market information where the consumer is king.

Whale Watch seeks to make the vision a living culture of the organisation. Wally notes it cannot be an 

academic exercise and it must make sense for the people to own and buy into because people do things they 

believe in. “If you line up all the levels, you are more likely to go forward together. Success comes from 

making others around you successful.”

The Whale Watch board and management meet regularly 

and Wally believes this environment is important. 

Management are living the day to day activities and 

can use the board to critique or validate the company 

direction or implementation. Wally says “when you have 

this right the process becomes very powerful.” Directors 

must add value and can sap enthusiasm if they micro-

manage. Wally notes that “when everyone has a shared 

vision meetings become dynamic and add quality to the 

business. It can make it exciting but these dynamics are rare.”

Any potential confl ict is resolved by adherence to clear principles and values. Wally notes that “when 

diffi cult decisions arise we go back to this – without fail these give clarity and a way forward.”

Because shareholders have the ultimate power to remove or appoint directors they are comfortable enough 

not to interfere with workaday operations. According to Wally, “Good leadership is about going forward 

and you need a solid base of business skills and compliance management, but business involves defi ning 

a future based on analysis, planning, expertise and the ability to motivate and inspire.” These are all issues 

of leadership. Wally believes the risk management and protection style of governance does not create the 

scene to drive business forward.
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P o s s i b l e  C h a n g e s

At this point in time Whale Watch is satisfi ed with its internal structures and processes. The company 

constantly reviews its processes as a standard part of the business culture.

Wally believes New Zealand’s population “cannot sustain half the things we have” and notes that any 

regulatory changes should focus on improving the business environment. Regulations are designed to 

create a business environment and this environment must instil a sense of motivation to succeed and foster 

entrepreneurship. Government has a role in creating the environment. 

He notes that some organisations tend to lose focus in regards to government and treat it as a key driver, 

but notes, “The moment you become reliant on a third party, such as government, you have failed to 

identify that as a risk.”

In terms of government capacity building Wally believes government should invest “where it will get the 

best returns”. This will be achieved by backing winners. “Our organisation promotes the best. Those with 

passion, desire and the will to succeed. We don’t set up people to fail. Central government should do the 

same and apply the resources to get the best return. We must deliver results that justify the resources – this 

should be the same for government.”

Government does have a role to play and a key question is where to put resources. He believes government 

intent is good but the effect is often lost and policy can fall over due to things getting complicated. The 

good intent gets watered down in terms of implementation and he notes that by appeasing everyone 

government helps no-one. Wally believes we could achieve improved practical results by identifying future 

leaders, investing in them and getting them into organisations to shape them for the future.

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

Wally believes a Mäori organisation is successful when it is seen by its peers to add value to the industry. 

“When the entire industry looks at you as a leader then as Mäori we are achieving the ultimate.”

Wally notes that success enables Whale Watch to be more Mäori focused. “As a business we have a unique 

ownership structure and philosophy and we are able to give effect to these 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.”

He continues, “We can do what we want – when we want to – the things we want to do refl ect who we are. 

We are a company owned by Mäori and proud of it. We are not owing to anyone and have control over 

ourselves spiritually, and economically. We can make decisions without seeking permission from anyone 

else.” This has been achieved in part through “empowering our own people with a vision of the future.”

Whale Watch constantly strives to be the best it can. Wally says, “I don’t think we can ever say we’ve 

arrived or reached our full potential - we just work harder, smarter and continue to chip away.” 
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C a s e  S t u d y  1 0 :  M a i  M e d i a  L i m i t e d

I n t r o d u c t i o n

Mai Media Ltd is committed to the survival of te reo Mäori by providing a modern context within which to 

promote and extend te reo me öna tikanga to the youth of today. Mai Media Ltd does this by operating Mai 

FM, arguably the most popular radio station in New Zealand. Graham Pryor is Mai Media Ltd’s managing 

director.

S t r u c t u r e

Mai Media Ltd is a private company wholly owned by Te Runanga o Ngäti Whatua. The company 

commenced operations 1 July 1995. 

Prior to this Mai was an incorporated society. The change to a company structure was made when the 

assets of the radio station were purchased by Te Rünanga o Ngäti Whätua, the shareholder who made the 

decision to focus on fully commercialising the operations of Mai FM88.6.

Mai Media Ltd is also a holding company that owns and operates the Mai FM and Ruia Mai radio stations 

in Auckland, Rotorua and Whangärei. Mai Media Ltd also owns Mai Music Ltd (100% owned trading since 

July 2001 staffed and fully operational), Mai Publishing Ltd (100% owned trading since July 2001 fully 

operational but at a low level of trading), Mai Television Ltd (100% owned but not trading) and Shore FM 

Ltd (50% owned but trading at a very low level).

Limited liability companies were chosen for commercial reasons including limiting shareholder exposure 

to liability and to enable effi cient borrowing and structuring of business arrangements while retaining the 

kaupapa of the shareholder through the representation of the board.

The decision was reached after contracting a business consultant to review the ownership structure of the 

business.

C o r e  P u r p o s e

The kaupapa of the organisation is “to promote te reo me öna tikanga Mäori  as relevant and positive 

aspects of everyday life. This can best be achieved by owning and operating a successful and profi table 

communications business.” Balancing the twin aspects of this kaupapa is constantly reviewed at all levels of 

the organisation to prevent one from undermining the other.

The major function of the organisation is the delivery of the kaupapa which requires Mai to run a 

commercially successful organisation. This entails operating radio stations, selling advertising, producing 

news and the music while promoting te reo me öna tikanga Mäori  in station and on air.

G o v e r n a n c e  B o a r d

The company is run by a seven-member board of directors appointed by the shareholder. Mai Media Ltd 

fi nds this to be an optimum number allowing for a wide skill base to be represented. Graham notes that Mai 
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needs to address the gender imbalance on the board which 

has been male dominated for the last three years.

The board of directors is appointed by the shareholder and 

where appropriate after consultation with the chairman of 

the board and the managing director. The appointment of iwi 

representatives to the board is managed by the shareholder.

The directors sought are required to have as wide a business 

skill base as is possible coupled with a fi rm commitment to a 

kaupapa Mäori organisation. Mai has not found it easy to fi nd individuals with skills in the media business 

but has managed to attract some very successful business people.

The Mai Media Ltd board has regular strategy planning and strategy review sessions using an independent 

facilitator with and without staff present. This is in addition to the regular monthly board meetings and 

Graham notes these are effective in educating the board about the media business. 

There is also an audit committee chaired by a board member that meets quarterly with management 

and sometimes auditors to highlight and resolve areas of risk for the company. In terms of the directors 

governance role there is no specifi c strategy in place.

The Board includes fi ve iwi members from the runanga (shareholder) including the CEO of the runanga 

occupying the chairman’s position which provides a connection to the benefi ciaries. The company’s 

monthly board papers are included in the rünanga’s monthly board meeting.

The board also reports directly to iwi at the runanga AGM where iwi members are free to attend and 

directly request information from directors.

The management team’s performance is measured against a set of annually agreed objectives included in 

the strategy document. The board also has a written agreement with the CEO. His performance is assessed 

against measurements including staff development, kaupapa and fi nancial elements.

The governors have recently been involved in the establishment of an audit committee which will amongst 

other things form the basis for the directors reporting on their performance to the shareholder.

In terms of an ideal board member Graham would expect the individual to be a politically astute 

professional director with wide experience in the media business and iwi organisations. 

B u s i n e s s  E n v i r o n m e n t

Mai Media Ltd’s business environment has been described by media professionals as the most competitive 

radio market in the world. Risk analysis is undertaken regularly in conjunction with the company’s strategy 

sessions. This informs Mai’s strategy by highlighting go/no-go areas and how the company does business.

Graham explained that Mai Media Ltd’s operating environment is only lightly regulated and therefore does 

not have much effect on how the company operates. The areas of risk that do exist are actively managed as 

part of everyday business, such as ensuring no obscene language, or defamation.
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In terms of strategic planning, the management team members present to each other on strengths and 

weaknesses and opportunities and threats scenarios which might confront the company. This process 

involves giving and seeking solutions, which are refi ned and presented to the board and staff for 

agreement. Once agreed these strategies are implemented according to an agreed plan. Outside consultants’ 

opinions are also sought and used as hui facilitators and to prepare the strategy document.

The main mechanisms for governance interaction with management are the regular board and strategy hui. 

Graham believes this is largely effective but relies on the competency of the CEO to highlight these issues. 

There is also some informal interaction between managers and board members which helps these processes.

Confl ict has not happened in the last 10 years of operations but any potential issues are pre-empted through 

the processes described above with full reciprocal access between shareholder and management. Mai Media 

Ltd conducts full monthly reporting including fi nancials and an independent annual audit. All staff have 

written performance agreements which are measured annually with the board.

Mai FM is very careful to ensure it maintains a good relationship with its audience. This is assisted by 

using comprehensive audience research carried out twice per year. An outside research fi rm conducts these 

surveys. Mai’s clients are the subject of ongoing processes to maintain healthy relationships such as using 

tools like post analysis of campaigns and focus group results. 

P o s s i b l e  C h a n g e s

In terms of possible changes to the regulatory system, Graham believes it is better for government to leave 

the organisation to deliver on its kaupapa without interference. Graham believes it would be better for 

government to “stay completely away from us.”

Internally, Graham sees possible improvements being made with direct interaction with staff to establish 

their desires, needs and wants to fulfi l their own personal development aspirations while delivering on the 

shareholders’ kaupapa.

Graham believes government’s fi rst priority should be devoting resources to köhanga reo and promoting 

the early childhood education for Mäori. With this support Graham believes “we will breed our own 

successes.” Graham believes the second priority is the rest of the education system.

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

Graham describes a successful Mäori organisation as one which operates a sustainable business that has 

a Mäori kaupapa. It would be totally Mäori owned, predominantly Mäori staffed and targeting a Mäori 

audience. Graham believes Mai Media Ltd fi ts this description.
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M a i  M e d i a  L i m i t e d  -  F i n a n c i a l  S u m m a r y

 MAI FM LTD  MAI MEDIA LTD

   Consolidated

   

 Actual 1998  Actual 2002

   

Revenue 4,188,778  5,236,290

Operating surplus before tax -70,801  79,184

Net Surplus (NPAT) -70,801  80,193

Average Total Assets 928,475  1,267,843

Average Shareholders’ funds 81,775  20,357

   

Profi tability   

Operating Surplus (%) -1.69%  1.51%

Return on average equity after tax (%) -86.58%  393.93%

Return on assets (EBIT)/average total assets) (%) -7.63%  6.25%

   

Liquidity and Effi ciency   

Current Ratio 0.69  0.79

Quick Ratio (equity ratio) 0.69  0.79

   

Financial Leverage   

Debt to average equity (%) 1087.41%  5931.08%

Gearing (%) 91.48%  95.23%

Proprietorship (%) 8.52%  4.77%
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C a s e  S t u d y  F i n d i n g s

Following is a synthesis of some of the key points raised in the ten case studies. 

S t r u c t u r e

In simple terms an organisation’s structure is the vehicle it chooses to reach a particular destination. There 

are many types of structure or vehicle available to Mäori. However, it is more important to understand 

the destination. In most cases studied, the particular structure was chosen to suit the purpose of the 

organisation and to make the business of conducting business easier. 

Groups with a pure business focus adopted structures which enabled a high degree of fl exibility and 

effi ciency. This enables them to change quickly as their circumstances or business environment change. 

Statutory organisations have less control over the structures they adopted as this decision is regulated by 

the governing legislation. 

The design of organisations also proves to be evolutionary, with private companies creating and shedding 

subsidiary arms as circumstances or opportunities dictate. An organisational structure must constantly be 

reviewed to ensure that it supports the core purpose. Therefore, while choosing an appropriate structure is 

important, it is more important to understand what the organisation is trying to achieve.

C o r e  P u r p o s e

Understanding core purpose is vital. The core purpose of each organisation is a key in assisting the 

organisation focus its activities. Focusing on core purpose is important because it assists the organisation 

direct valuable time and resources to where they will best assist the organisation. 

A clear core purpose provides direction and informs the structural arrangements the organisation may 

choose to adopt and the skills it may require. For instance, a “defensive-oriented” core purpose will 

require a conservative risk management focus, while a “growth-oriented” approach would require a more 

entrepreneurial focus. Understanding the core purpose therefore lends a clear path to understanding the 

type of leadership the organisation will require.

G o v e r n a n c e  B o a r d

Good governance ultimately depends on the quality of people appointed to the board and the skills and 

attitude they bring. Governance provides the leadership of an organisation and it is this leadership which is 

key to the survival and growth of the organisations studied. 

The size of the governance board is often determined by the requirements of the business undertaken and 

the philosophy or core purpose guiding the organisation. It is clear that successful organisations adopt a 

skill-base focus when considering personnel for governance positions. 

Effective governance boards require a mix of business and communication skills. This can often be 

complicated in a Mäori environment, particularly organisations which draw their governors from a small 

pool of candidates. 
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The smaller the population base, the more diffi cult it becomes to fi nd suitable candidates for governance 

positions. Organisations which use whakapapa as a key qualifi cation for governance positions can fi nd this 

places added constraints, as key skills required may not necessarily be available within the whakapapa 

group.

A high degree of skill is necessary in the governance board in order to translate the organisation’s core 

purpose into reality. This is achieved by applying skills and expertise within the business environment. 

B u s i n e s s  E n v i r o n m e n t

A major key to success is understanding the particular business environment. This requires up to date 

information and a thorough analysis of the business environment. Decisions must be made on the most 

accurate information possible. Good decisions are made on facts not assumptions.

Business strategy provides a high level of direction but must also be fl exible enough to allow for changes 

as circumstances change. The environment in which it operates dictates each organisation’s activities. The 

groups interviewed recognise they must fully understand their environment at all times in order to be able 

to control events as much as possible.

P o s s i b l e  C h a n g e s

Education and training are of vital importance for the future of Mäori business and are seen as fundamental 

to developing future Mäori business leaders. Exports and tourism are also viewed as key areas where Mäori 

can play a key role and government must continue to support this. 

More focus of current resources is required more so than increasing resources. In a pragmatic sense capacity 

building initiatives should avoid fragmenting valuable resources on numerous small projects which might 

not necessarily show a return on investment. Government must also recognise that building the capacity 

of Mäori human resources will require time. Measures of capacity building success must take this into 

account.

Organisations with a specifi c kaupapa Mäori focus, such as Te Wänanga o Raukawa and Ngäti Hine Health 

Trust, fi nd that Mäori frameworks do not sit well within non-Mäori  designed regulatory and compliance 

systems. These differences can cause misunderstanding and barriers to Mäori organisations achieving their 

core purpose.

M ä o r i  O r g a n i s a t i o n a l  C h a r a c t e r i s t i c s

There are numerous ways of measuring success and it is clear that no single defi nition can exist as to what 

a successful Mäori organisation might look like. However, this overview study has highlighted some 

common themes.

First and foremost, each organisation was totally Mäori owned and driven by an underlying Mäori 

kaupapa.

Economic measures remain a key indicator.  However, all agreed that it must be seen in its proper context. 

Wealth creation is a means to an end. It enables the organisation to support other initiatives.
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Each participant noted that the underlying purpose of the organisation was to support the aspirations of the 

owners. The business therefore becomes a vehicle or mechanism to ensure the survival of the people.

In addition to supporting these social aspirations, all the organisations seek to be industry leaders. Each 

participant refl ected views that Mäori must constantly demonstrate excellence in order to overcome 

negative perceptions and create positive momentum.
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C a s e  S t u d y  Q u e s t i o n s

1 .  T y p e  o f  E n t i t y  a n d  S t r u c t u r a l  A r r a n g e m e n t s

What type of entity/body is it? (Statutory, Private Company, Charitable or other Trust, Incorporated 

Society, etc.)

What Governing Legislation and/or governance arrangements does the entity have?

How is your organisation structured? Do you have subsidiary companies? Do you have an organisational 

chart?

Why did your organisation choose to adopt the particular structural arrangements? How was this decision 

arrived at?

What are the major functions and drivers of your organisation? What would you describe to be the core 

purpose of your organisation?

Given its purpose and functions, are there any regulatory restrictions placed on your organisation? (i.e. 

Regulations, Environmental, Cultural, Ethical.)

What would you describe as being your organisation’s key relationships?

2 .  P e o p l e

How many people are on your governance board/committee? Do you think this is the optimum number?

How does your organisation appoint individuals to governance roles? What particular criteria and 

processes do you use? 

What particular skills do you seek? Has your organisation found it easy to fi nd these skills?

What strategies does your organisation employ to develop its governors/leaders? How effective do you 

think these strategies are?

How does your organisation engage with its benefi ciaries/stakeholders? What rights of participation/input 

do they have? How do they do this?

How is the performance of the organisation’s governors and management measured?

What particular qualities would you expect in an ideal governor for your organisation?

3 .  P r o c e s s e s

How competitive is your operating environment? What sort of risk/competition analysis does your 

organisation undertake? What effect does this have on your business? Does it affect your portfolio 

management?
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How regulated is your operating environment? What effect does this have on your business?

How does your organisation overcome these barriers?

What are the processes for setting vision, strategy development and decision making? How effective do you 

think your organisation is in these areas?

What processes do your governors employ for interacting with management issues? How effective are 

these processes?

If confl ict arises between management and governance, how does your organisation resolve it?

What processes does your organisation have for implementing key concepts of good governance such as: 

• Accountability 

• Performance Measures

• Engaging with Stakeholders

• Elections

• Determining and Building Relationships

4 .  P o s s i b l e  C h a n g e s

What changes to the regulatory environment could/should be made to assist your organisation fulfi l its 

core functions?

Are there any internal process changes you think your organisation could implement to assist the 

continuing achievement of its core purpose?

In your opinion, what does it mean to be a successful Mäori organisation?

Do you think your organisation fi ts this description?

How could central Government best support your organisations governance arrangements? 

Where could Government resources be best placed?
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T e  P o u  A p a a r a n g i  S k i l l s  M a t r i x

Te Pou Apaarangi Skills Matrix36 (TPA) is a tool designed to assist Mäori organisations and planners to 

strategically consider and analyse representation of skills and experience required on a governing body. 

This tool can be used to study existing entities for instance, trust boards and Mäori businesses or it can be 

used to help plan the governance of a new venture. In doing this, an analysis of the following is possible:

(a) The current skills on the board; 

(b) Identifi cation of gaps and risks; and

(c) Plan to obtain the future skill types.

T e  P o u  A p a a r a n g i  L i m i t a t i o n s

The TPA tool does not determine whether the skill mix is right or wrong, it merely highlights where the 

skill set and experience reside. Understanding the actual skills and experiences of the board allows the 

identifi cation of strengths, possible skill gaps and areas of risk with regard to decision making. The TPA 

does not determine the calibre or behaviour of those on a board. That domain resides in human resource 

policy and an organisation’s selection processes. 

R a t i o n a l e

The literature review combined with the ten case studies illustrates that skills and experience of a board has 

a profound infl uence on decision-making and policy. For instance, a board with a heavy cultural and social 

leaning may devote more attention to these types of activities at the expense of commercial and business 

matters. The reverse is also applicable.  A board containing a balanced range of skills and experiences 

would be more likely to reach more considered decisions and policy. 

Who can use the TPA tool?

The tool can be used by:

1. Shareholders; or

2. Board members; or

3. Benefi ciaries.

U s i n g  t h e  T P A

a. Before identifying the ideal or actual skill/experience mix, it is important that the organisation is clear on 

its business and core purpose. This is important because it informs the skills/experience the organisation 

will require to realise its core purpose.

b. The TPA spans a continuum of commerce and business, management, politics and small enterprise, then 

to social, cultural and community services.

c. The tool has seven skill types; however an organisation can modify these if it provides greater clarity and 

understanding.

 

36 Te Pou Apaarangi Matrix (TPM) was developed by Federation of Maori Authorities in conjunction with Wayne Thomas 
Tamerangi Mulligan in 2003.  The TPM is based on a study of governance and is an extension to Wayne Mulligan’s Master of 
Management Thesis.
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T e  P o u  A p a a r a n g i

  Commerce and Business CONTINUUM Community and Social

  Commercial Professional Business Political Small Government Cultural

    Management   Enterprise Services

  Skill Type Skill Type Skill Type Skill Type Skill Type Skill Type Skill Type

  - Finance & - Legal  - Entrepreneur - Councillor - Owner - Education - Kaumatua

   Investment - Accountancy - Senior - Lobbyist  Operator - Health - Marae

  - Venture - Valuation  Executive - Politician - Manager - Social - Tikanga

   Capital  - Consultant - Policy - Advocate  Local - Justice - Te Reo

  - International - Engineering  Analysis   Business - Courts

   Business

 

 Ideal

 Actual

         

Example:

A Mäori organisation is about to receive a large Treaty Settlement and will develop a range of commercial, 

business, investment and social programmes. The board consists of 11 members. The aim is to get a board 

that has the skill/experience to achieve the core purpose.

  Commerce and Business CONTINUUM Community and Social

  Commercial Professional Business Political Small Government Cultural

    Management   Enterprise Services

  Skill Type Skill Type Skill Type Skill Type Skill Type Skill Type Skill Type

  - Finance & - Legal  - Entrepreneur - Councillor - Owner - Education - Kaumatua

   Investment - Accountancy - Senior - Lobbyist  Operator - Health - Marae

  - Venture - Valuation  Executive - Politician - Manager - Social - Tikanga

   Capital  - Consultant - Policy - Advocate  Local - Justice - Te Reo

  - International - Engineering  Analysis   Business - Courts

   Business

 

 Ideal X   X X  X X  X   X X  X X  X  

 Actual

The example demonstrates that a wide and balanced range of skills would be preferred.  This would see the 

board obtain commercial, professional, business skills and combine these with political, small enterprise.
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