
   
 

   
 

 

 

Ka Tātai Hono – Te Rūnanga-Ā-Iwi-Ō-Ngāpuhi Representation Model brief for discussion  |  October Hui Nui 

 

Ko Te Whare Tapu o Ngāpuhi 

He mea hanga tōku whare, ko Papatuānuku te paparahi. 

Ko nga maunga nga poupou, ko Ranginui e titiro iho nei, te tuanui. 

Pūhanga-tohora titiro ki Te Ramaroa e whakakurupaeake ra i te Hauāuru. 

Te Ramaroa titiro ki Whīria, te Paiaka o te riri, te kawa o Rāhiri. 

Whīria titiro ki Panguru, ki Papata, ki te rākau tū papata ki te tai Hauāuru; 

Panguru, Papata titiro ki Maungataniwha. 

Maungataniwha titiro ki Tokerau. 

Tokerau titiro ki Rākaumangamanga. 

Rākaumangamanga titiro ki Manaia, e tū kōhatu mai rā i te akau.  

Manaia titiro ki Tutamoe.  

Tutamoe titiro ki Maunganui.  

Maunganui titiro ki Pūhanga-tohora. 

Ehara aku maunga i te maunga nekeneke, he maunga tū tonu, tū te Ao tū te Po.  

Ko te Whare Tapu o Ngāpuhi tenei, tihei mauri ora! 



   
 

   
 

Purpose of the Ka Tātai Hono Representation Model:  

The Ka Tātai Hono Representation Model is a transformative initiative by Te Rūnanga-Ā-Iwi-Ō-Ngāpuhi (TRAION) aimed at establishing 

a governance framework that is authentically hapū-centric and deeply rooted in Ngāpuhi tikanga, whakapapa, and rangatiratanga. It 

responds to longstanding calls from whānau, hapū, and taitamariki for a model that genuinely reflects our collective aspirations for 

self-determination, unity, and accountability. 

 

Grounded in extensive engagement across the motu, including the roadshow, surveys, focus group hui, independent reviews, and iwi 

case studies, the model seeks to: 

• Redesign governance structures to ensure hapū rangatiratanga is the primary organising principle. 
• Revise electoral processes to enable the selection of candidates who best represent hapū interests and have the skills and 

experience for TRAION board roles. 
• Embed intergenerational equity and cultural revitalisation, with a focus on te reo, tikanga, and marae and hapū-based initiatives. 
• Address systemic inequities in housing, health, and education through transparent and accountable leadership. 

The model focuses on the transformation and representation of Hapū within the TRAION framework. Hapū seek more representation 
and aim to bring about a unified voice to transform Iwi dynamics. The proposed model emphasises that Hapū are responsible for their 
own business, and when they come together, it's for the vision of both Hapū and Iwi. The mana resides with Te Paremata, which sets 
the vision and strategic direction, while a small TRAION board supports legislative requirements and ensures compliance. 

The Hapū will decide their representatives, whether as individual Hapū or a collective of Hapū. The model should accommodate 
constructive feedback and be prepared for review within 12-24 months. The guiding principles of the model include Ngāpuhi tikanga.  

The stages of the model are Te Rapunga (beginning/understanding), Te Kitenga (building on understanding), Te Whiwhinga (testing 
and weaving insights), and Te Rawenga (reviewing). The model aims to enable Hapū to prepare themselves and have a stronger 
collective voice for Iwi wide kaupapa without stepping on each other's toes. We have been vigorous in cross-iwi analysis of what 
models work, what parts of current models don’t work.  



   
 

   
 

Key Messages:  

• Acknowledgements of the past history: This is a re-build phase, the baggage of the past is behind us. This is our opportunity to 
create a fit for purpose representation model that is by us for us. 

• Operations Placement: Operations will support the Te Paremata level, with operational support for the working groups and 
retained under the TRAION board.  

• Governance vs. Operations: The distinction between governance and operations must be clear, with governance sitting across 
the three main groups (Te Paremata, TRAION Board and the TRAION Commercial board), also noting each subsidiary has their 
own board and operations teams.  

• Nomination and Voting: Hapū are to nominate Kaikawe Kōrero representatives to Te Paremata, Te Paremata are to nominate 
members to TRAION Board(s) based on eligibility criteria and skills matrix. Under the new model All Ngāpuhi registered members 
can vote on nominations for the TRAION board trustee roles. An appointments committee will be established between Te 
Paremata and TRAION Board for nominations/appointments to TRAION and subsidiary boards based on set eligibility criteria and 
inclusive of a skills matrix.  

• Kaikawe kōrero – Encourages Representation across each reanga (taitamariki / kuia kaumātua and pakeke)  

• Transition Phase: The current TRAION board chairs will chair Te Paremata during the transition phase. The transition period is 
estimated to take 12 months, once the structure has been operating for a reasonable period it will be reviewed and 
improvements recommended. 

• Reduced Board Role: The TRAION board’s role will continue for the transition period become with the strategic direction and 
priorities to be set at Te Paremata level, the board will become more of a kaitiaki (guardian) with a monitoring function with a 
minimum of 3 Trustee members. Key governance decisions will move to Te Paremata, and these roles will be implemented over 
time to ensure we are setting Te Paremata up for success.  

• Implementation Support: The existing TRAION board and operations will support the establishment of Te Paremata and its 
processes during the transition and beyond.  



   
 

   
 

• Eligibility criteria for Nominations: Nominations for the TRAION board will be based on eligibility criteria and a skills matrix to 
ensure the right mix of expertise and skill informs the people put forward for the roles. 

• Hapū Autonomy: Hapū will continue to determine their own priorities and how they nominate representatives (their kaikawe 
kōrero), reinforcing their autonomy within the new structure. All Ngāpuhi uri belong to a Hapū, when Ngāpuhi uri engage with 
their Hapū they strengthen the Hapū and with strong Hapū our Ngāpuhi Iwi can thrive.  

• Te Paremata ō Ngāpuhi: There is currently no Ngāpuhi forum, creating a forum that represents the views of all Ngāpuhi Hapū is a 
transformational process, that strengthens Ngāpuhi. Together we can lead out on Ngāpuhi kaupapa that derives from decision 
making process that is grounded in Ngāpuhi tikanga.  

• Feedback gathered at Hui Nui: Please note feedback will be summarised into a document and re-shared with participants of 
these hui nui and to the wider iwi. Where applicable we will implement feedback into the draft model. We may also be able to 
use feedback captured in future planning and strategic decision making. The final model will be presented at the TRAION SGM to 
be held in 2026. 

 

Ka Tātai Hono|Representation Model Chart Overview  
 

“Ka ora ngā Hapū, ka ora ā Ngāpuhi – When our Hapū thrive so will Ngāpuhi” 

 

The representation model chart, details the relationships, roles, responsibilities, and reporting lines among various groups and boards 

within the Ngāpuhi Rūnanga group. The diagram uses different coloured arrows and boxes to indicate reporting lines, appointments, 

roles/responsibilities, rationale, and kaupapa working groups. 

 

 

 



   
 

   
 

Key elements include: 

• Hapū and Hapū Clusters: Responsible for hapū business at the hapū level, elevating kaupapa, participating in iwi kaupapa, 

designing hapū representation processes, appointing representatives to Te Paremata o Ngāpuhi, and defining Kaikawe kōrero 

roles. 

• Te Paremata o Ngāpuhi: The central body responsible for iwi advocacy, setting strategic plans/priorities/workstreams, 

appointing working groups, approving policy/positions, and nominating/appointing trustees to TRAION Board roles and having 

representatives on appointment panels for subsidiary directorships. 

• Governance: Shared between Te Paremata and TRAION, the respective roles will be clearly defined including setting strategic 

direction, vision creation, and appointment of directors to subsidiaries. 

• Kaupapa Working Groups: Delegated to oversee and inform operations on agreed kaupapa.  

• Subsidiaries: Boards such as NISS Board, THOON Board, Charter School Board, and Asset Holding Company continue service 

delivery but report upwards to TRAION and Te Paremata. 

• TRAION: The TRAION Board of Trustees ensures compliance and other governance aspects including risk management and CEO 

oversight.  

This structure aims to ensure that hapū have a voice and strong representation within the iwi, while also maintaining their autonomy 
and responsibilities, but builds a forum for Iwi wide kaupapa to be debated and decided by all of the hapū of Ngāpuhi coming together 
with a unified purpose. 



 

   
 



 

 

   
 

 


