






One Child, Many Disconnected Systems
The reality of service contact without integration

John

Education Police

Child 
Protection

Health 
Services
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Family 
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The Gap

Contact is not the 

same as an integrated 

response.



From Service Response to Ecosystem Response
Organising support systems around people, not agencies

Conventional Service Response

• Starts with: 'Which service does this child qualify 

for?'

• Organises people around service boundaries

• Rigid eligibility criteria and agency silos

• Statutory systems act as isolated entities

Integrated Ecosystem Response

• Starts with: 'What does this child and whānau 

need to thrive?'

• Organises services and systems around the 

person

• Connects schools, community, iwi, and health 

partners

• Government acts as a steward, not the entire 

response



The Integrated Response Framework
An architecture for integrated action across two critical streams

STREAM ONE: SYSTEMS

Focuses on structures, resources, and 

coordination.

"Do we have the right people, services, and 

supports around this family — and are they 

able to work together effectively?"

STREAM TWO: 
RELATIONSHIPS

Focuses on trust, safety, connection, and 

agency.

"What will it take for this child and family to 

feel safe enough, supported enough, and 

empowered enough to engage?"

Guiding Principles



Stream One: Designing the System Response
The collaborative inquiry path to build localized responses

Who is Already 
Here?

Existing relationships, 

services, and capabilities

Who Else is 
Needed?

Missing expertise, 

authority, or resources

What is in the 
Way?

Rigid thresholds, gaps, 

capacity, or funding rules

How Do We 
Build It?

Shared resources, 

adaptation, and local 

innovation



Stream Two: The Bridge of Relational Trust
The journey from raw system contact to meaningful participation

Safety

Physiological & 

cultural safe spaces

Trust

Deliberate and 

reliable contact

Understand
ing

Hearing the 

underlying story

Advocacy

Active support 

through complexity

Access

Breaking down 

service boundaries

Participatio
n

Thriving inside a 

coherent 

ecosystem



FROMFROM TO ATTENDANCE REFORM IN PRACTICE

1 Attendance as an
education / compliance issue → Attendance as an early

signal of wider need
Earlier identification +

stepped response

2 Central prescription
of the response → National direction +

locally organised action
National targets + local

Attendance Service Providers

3 Separate agency
responsibility → Government working with

the wider ecosystem
Schools + ASPs + whānau +

community + other agencies

4 Late intervention → Earlier, proportionate
response

Attendance plans + STAR +
clear escalation

5 Activity + contract
accountability → Outcome + system

accountability
Case management + data +

tracking + learning

6 Community as a
delivery arm → Community / iwi as partners

with capability + authority
Local responses shaped around

relationships + local need

Government creates the enabling conditions — but remains part of the ecosystem.

POLICY QUESTIONS THIS RAISES

1 What must be consistent nationally —
and where is local flexibility essential?

2
Do policy + commissioning enable 
collaboration — or reinforce 
boundaries?

3 Are we accountable for agency activity 
— or outcomes for children + whānau?

4 How does local evidence feed back into 
policy, commissioning + investment?

FROM TO ATTENDANCE REFORM IN PRACTICE



Tbc rest of the slides 





Attendance Service Reform: A 

Whole-System Approach to 

Attendance, Engagement and 

Educational Participation

Presenter: Scott Samson



Attendance Service Reform
• New Zealand's Attendance Service Reform, backed by a $140 million investment over 

four years from Budget 2025, overhauls how chronic absence and non-enrolment are 
managed. 

• Operational in 2026, the reform replaces old contracts with 83 specialized Attendance 
Service Providers, mandates school attendance plans, and aims to reach twice as many 
chronically absent students. 

Core Funding and Targets

• Budget Breakdown: $123 million dedicated to frontline delivery and new contract 
models, plus $17 million for enhanced support.

• National Government Goal: Ensure 80% of students attend school more than 90% of 
the time by 2030.

• Attendance Service Capacity Reach: Designed to support up to 45,000 chronically 
absent and 20,000 non-enrolled students annually. 

https://www.google.com/url?sa=i&source=web&rct=j&url=https://www.beehive.govt.nz/release/getting-kids-back-school&ved=2ahUKEwjz8pDTi6yWAxVNgeEIHcPeDfcQy_kOegoIAggACAAIChAB&opi=89978449&cd&psig=AOvVaw3kOh6-J69gryH7ln8syDhP&ust=1787208239127000


• New Contracts: All legacy providers were replaced by 83 Attendance Service Providers 
(ASPs) alongside targeted in-school funding for 170 high-need schools. 

• Mandatory School Plans: Since Term 1 2026, all schools and kura must maintain 
formal attendance management plans aligned with the Stepped Attendance Response 
(STAR) framework. 

• Basic Needs Support: Providers can use up to 3% of contract funding to resolve direct 
material barriers to attendance, such as uniforms, transport, stationery, and devices. 

• Data and Case Management: Implementation of a centralized case-management 
system allows real-time evidence to support student tracking, accountability, trend 
analysis to inform decision-making. 

Key Changes in the New Model



• Attendance Service Reform - has driven regular school attendance to a decade high. By 
Term 1 2026, regular attendance reached 68.8% (up 2.9% points from 2025), with 
frontline providers closing a record 11,579 non-enrolled student cases and unjustified 
absences dropping to 3.5%. 

Improved Attendance Rates & Metrics

• Higher Regular Attendance: Term 1 2026 regular attendance (>90% of term) hit 68.8%, 
marking a steady upward trajectory from previous post-pandemic years.

• Lower Unjustified Absences: Unjustified absence rates dropped to 3.5% in Term 1 
2026, down from 4.0% the previous year.

• Regional Highs: Parts of Auckland and Otago/Southland led the country with regular 
attendance rates exceeding 72% to 75%. 

Attendance Reform Outcomes



• Record Case Closures: The Ministry of Education reported closing 11,579 non-enrolled 
student (NEN) cases in early 2026 - the highest number recorded since tracking began 
in 2016. 

• Intensive Support Scaling: Re-enrolment cases requiring intensive support jumped 
from 400 in Term 1 to 4,100 in Term 2 2026 due to aggressive tracking by reorganized 
providers. 

• Accountability Frameworks: The rollout of mandatory school-level Attendance 
Management Plans and the Stepped Attendance Response (STAR) framework ensured 
clearer data tracking and earlier interventions at 5, 10, and 15 days of absence. 

Frontline Service Delivery & Case Management 

Outcomes







TE RAU ALLEN

An integrated 
local
ecosystem 
response

FASD Challenge
Te Ako Manaaki / IRF in practice

From designing services for 
communities

to building responses with communities.

The intervention is the capability of the 

local ecosystem to work coherently around 

rangatahi and whānau.
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Whakapapa

People do not arrive in our systems as isolated service users

Rangatahi
+ whānau

Histories

Relationships

Strengths

Responsibilities

Connections

Start with the 
person
in context — not the
service category.

NorthAble - Matapuna Hauora  •  Melbourne 02



The outcome gap is a system gap — and a relationship gap

FASD-affected whānau need the existing system to work coherently around them

1 Fragmented 

landscape
Different criteria, waitlists and 

organisational boundaries.

2 No thread holder

Complexity and navigation burden 

sit with whānau.

3 Uneven capability

FASD knowledge, confidence and 

strategies vary across the 

ecosystem.

→

Build the capability of the local ecosystem — with a coordinating function 
that helps hold the response together.

NorthAble - Matapuna Hauora  •  Melbourne 03

When no one holds the thread, whanau carry the navigation burden.



We started with the locality question

“Who has the FASD 
contract?”
is not the design question.

Instead, the design hui asked:

1 What is happening for these rangatahi 

and whānau?

2 What already exists locally?

3 What is missing — and how do we 

collectively build the response?
Starting with the contract lets the funding 

architecture define the response.

NorthAble - Matapuna Hauora  •  Melbourne 04



Two streams, one operating model
Architecture creates the conditions for relational practice; relationships make the architecture usable

SYSTEMS STREAM

Shared governance

Kaiārahi navigation

Partner services

Capability-building

Safe Hub space

RELATIONAL STREAM

Whakapapa

Whānau voice

Trust

Cultural authority

Local ownership

STRUCTURE

RELATIONSHIP

STRUCTURE

RELATIONSHIP

Neither works without the other.

Kaupapa is not decoration — it is operational.

NorthAble - Matapuna Hauora  •  Melbourne 05



The Integrated Response Framework
An architecture for integrated action across two critical streams

STREAM ONE: SYSTEMS

Focuses on structures, resources, and 

coordination.

"Do we have the right people, services, and 

supports around this family — and are they 

able to work together effectively?"

STREAM TWO: 
RELATIONSHIPS

Focuses on trust, safety, connection, and 

agency.

"What will it take for this child and family to 

feel safe enough, supported enough, and 

empowered enough to engage?"



Kaiārahi and the Hub hold the thread
Making existing services accessible, coherent and accountable to whānau

HOLDS THE THREAD

Kaiārahi + Hub

Knows the landscape

what services can and cannot offer

Opens pathways

right support at the right time

Removes obstacles

follows up, escalates, keeps 

momentum

Makes the system 

workable
a shared, safe place for whānau

NOT another clinician • NOT another caseworker • NOT a 

standalone programme

The role helps the ecosystem do what it already has 
the capability and responsibility to do.

NorthAble - Matapuna Hauora  •  Melbourne 07



Build an operating rhythm — then measure whether it works
A practical cycle: foundations, testing, learning and refinement

1 BUILD THE 

FOUNDATIONS

Governance • agreements • mapping • 

people • capability

2 TEST IN PRACTICE

Hub • Kaiārahi • whānau • service hui • 

capability-building

3 LEARN & ADAPT

Experience • outcomes • gaps • system 

learning • next iteration
→ →

The test: Did the ecosystem become easier to navigate? Did whānau experience and outcomes 

improve? What is the system learning?

NorthAble - Matapuna Hauora  •  Melbourne 08



From services for communities

to responses with communities

Use what is already 

present → Bring in what is missing →
Create conditions for 

the whole ecosystem to 

respond

Integrated ecosystem capability is the intervention.

Kia ora.

NorthAble - Matapuna Hauora  •  Melbourne 09





From Architecture to Implementation
Six practical steps for building an integrated ecosystem

1. Understand the 
Ecosystem

Map strengths, relationships, services, gaps, 

and early indicators.

2. Establish Governance

Agree on outcomes, stewardship, shared 

accountability, and escalation.

3. Build Coordination

Connect strategy, partners, information, and 

active implementation.

4. Organise Around People

Bring the right people together; clarify 

actions and shared responsibility.

5. Measure and Learn

Track child, whānau, and system outcomes 

— not just output activity.

6. Adapt and Reinvest

Use evidence to improve, scale, redirect, or 

invest in genuine gaps.
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