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Introduction

This booklet is a revision of the Governing and Managing your community based early 
childhood education service resource, first published in June 2004.

Getting involved in running your early childhood service provides an opportunity to ensure 
that your children get the best possible learning environment for their early years. You will 

learn new skills and play a part in making sure your service runs smoothly and efficiently.

The booklet explains the difference between governing and management of your service. It uses 
some content from the previous resource but has several new sections including requirements from 
new Regulations which came into force in 2008. It is intended as a resource to dip into when needed 
and to provide guidance when difficulties arise.

Services licensed prior to 1 December 2008 can operate under the 1998 Regulations for 6 years to 
30 November 2014. These services must apply to be re-licensed after 1 December 2008 and operate 
under the 2008 Regulations. This booklet refers to both sets of Regulations. The terms used in the 
2008 Regulations are stated first and the terms used in the 1998 Regulations are stated second.

We recommend you read this booklet alongside Education (Early Childhood Services) Regulations 
2008 and Licensing Criteria for Early Childhood Education and Care Centres 2008.
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Chapter 1:
Roles and 
responsibilities
It takes a number of people to operate an early childhood service. There are different roles and 
responsibilities for people who:

›› work with the children, families and whänau

›› manage the service on a day to day basis 

›› focus on ensuring the service meets the needs of the community and is sustainable  
over time.

It is important that those involved in providing early childhood care and education understand 
their roles and responsibilities. Knowing what is required and expected helps to ensure that people 
taking on the different roles have the knowledge and skills required.

The Education Act 1989 defines the person, body, or agency who or that operates an early childhood 
education and care service either in a centre or as a home-based network as the service provider.

Each service provider is required to nominate someone who resides locally and is able to respond 
to issues relating to the licensing of the service and who has the authority to act on their behalf. 
The 2008 Regulations define this person as the Contact Person. In the 1998 Regulations this person 
is defined as the Licensee.

The Contact Person/Licensee is responsible for the service’s reporting to the Ministry and ensuring 
that all Ministry requirements are met.

A statutory declaration is required from every service provider stating that each person who is part 
of a group operating an early childhood service is a fit and proper person and does not have a debt 
to the Crown.  

Parents, community, church

Parents/whänau and members of the community can be involved by being a member of the 
management group, governing board or a sub-committee.

It is important to keep families and the community informed about what is happening at the 
service. 

People who work with the children, families and whänau

Educators

The Educators work with the children on a day to day basis. 

They are responsible for:

›› the delivery of quality teaching and learning programmes for children

›› positive communication with parents/caregivers and whänau

›› safe and healthy practices for adults and children in the service’s environment

›› providing information to the Person Responsible and the management group

›› undertaking self review and ongoing professional development.
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CHAPTER 01

The qualifications for being an educator are:

›› an ECE teaching qualification recognised by the NZ Teachers Council for teacher registration.

All licensed ECE services have to meet the requirements for:

›› the number of educators needed for the number of children attending the service

›› the number of qualified educators and the number of registered teachers.

Not all educators working in a service are required to have a formal teaching qualification. You 
will most likely have a mix of educators with qualifications and without. Please talk to the Ministry 
of Education about how many qualified teachers you must have on staff. For more information  
go to: 

www.lead.ece.govt.nz/ManagementInformation/EstablishingAnECEService/Step3.aspx 

Supervisor

A service may also have a Supervisor who is responsible for overseeing educators and the daily 
running of the centre. The Supervisor is responsible for the curriculum requirements as set out 
in the Licensing Criteria for Early Childhood Education and Care Centres 2008, Curriculum Criteria 
C1 – C13, and may have discretionary responsibility for the budget.

Person Responsible

The Person Responsible is the person directly responsible for the day-to-day running of the service. 
This includes the care, comfort, education, health and safety of the children.

The qualifications for being a Person Responsible are:

›› an ECE teaching qualification recognised by the NZ Teachers Council

›› current teacher registration.

The Person Responsible (sometimes called the Supervisor or Head Teacher) is an experienced 
member of the staff team and is responsible for supervising other staff as they work with children. 

People who manage the service on a day to day basis: 

Manager

The Manager is responsible for the day-to-day operation of the service. The Manager is sometimes 
the Person Responsible, Supervisor or Head Teacher. The role of the Manager includes managing 
the administrative tasks, making sure there is accurate financial accountability and monitoring the 
funding received.
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Administrator

The Administrator is responsible for all the day-to-day administrative tasks. These include: 
maintaining financial records, banking, preparing invoices, buying supplies like stationery or 
cleaning products, filing, preparing reports and helping to organise events or outings.

Contact person/licensee

The contact person/licensee does not need to have a qualification in early childhood education 
but must understand how the service runs. The contact person/licensee needs to have time to 
have regular contact with the service and the Person Responsible, and should be a member of the 
management group or governing group.

Management group

If a management group has been elected, the members need to be people with an interest in the 
service, who will be able to attend meetings regularly, assist with decision making and help manage 
the service.

The management group is formed at the Annual General Meeting and includes:

›› a representative from the teaching team who has the most responsibility for the day-to-day 
running of the service - usually the Person Responsible (electing a teacher to the management 
group is not advisable because of the conflict of interest – see Appendix 1)

›› the contact person/licensee

›› parents/whänau and community representatives who are elected at the AGM.

Depending on the size of your service, your management group will have between 5 and 8 members.

People who focus on ensuring the service meets the needs of the 
community and is sustainable over time.

Governing group or board (referred to as the governing board)

A governing board may be elected from:

›› parents and whänau

›› the community

›› stakeholders

›› secretary

›› treasurer.

and includes the contact person/licensee.

The size of your governing board is set out in your Constitution or Trust Deed. The size that works 
best is between 5 and 8 people.
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Secretary

The secretary takes minutes at meetings, deals with correspondence, keeps files and ensures the 
roll is kept up to date. The secretary is also responsible for completing the annual statistical form 
(end of June).

Treasurer

The treasurer needs to be familiar with the Ministry of Education funding details. For more 
information go to: http://www.lead.ece.govt.nz/ManagementInformation/Funding.aspx

The treasurer ensures that the financial records are kept up to date and accurate and manages 
income, banking, makes payments, keeps the cash book up to date, reconciles bank statements, 
issues receipts. 

The treasurer will be responsible for balancing the cash book and bank reconciliations. The treasurer 
organises the financial records to be audited.

CHAPTER 01
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Chapter 2:
Statement of 
Philosophy
T̀he Statement of Philosophy tells everyone who works or comes into your premises what is special 
about your service and what you want to achieve.

The 2008 Regulations require you to develop and display a Statement of Philosophy. 

It needs to be easy to understand by everyone involved in your service and clearly displayed.

What would you put in a Statement of Philosophy?

Every Statement of Philosophy will be different but you might want to include:

›› why you set up the service

›› what you want to achieve day by day 

›› what values are really important for your service and community.

Here are some examples:

›› “Our staff will be well trained and have regular professional development”

›› “At our service the values of our culture are taught” 

›› “Parents will be encouraged and given opportunities to share in the life of the service”.

Who is responsible for the Statement of Philosophy?

Everyone involved at the service should have the opportunity to contribute to preparing and 
reviewing the Statement, including:

›› parents/whänau

›› educators

›› person responsible

›› licensee/service provider.

Preparing or reviewing the Statement of Philosophy

The management group or governing board is responsible for writing a draft Statement of Philosophy. 
This should be circulated to as many stakeholders as possible to get their opinion. This can be done 
through a meeting or by doing a survey, whatever method is best for your stakeholders.

Their ideas and comments should be included in the final Statement before it is circulated again. 
It may be necessary to go back to each of the groups to make sure that everyone is happy with the 
final Statement of Philosophy. Statements of Philosophy do not have to be long but they do need to 
be clear about why the service exists and what it stands for.

The Statement of Philosophy should be reviewed each year and the Annual General Meeting is a 
good time to do this. It’s a good idea to give a copy to those involved a week or two before the 
meeting so they can think about whether changes are needed.

Giving a ‘close-off’ date for suggested changes keeps the review on track and means the refreshed 
Statement can be presented at the AGM.
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An example

Aoga Amata

Statement of Philosophy

›› Our service exists to offer high quality bi-lingual education and care to the children of  
Island Bay.

›› The children are the main reason the service exists and each child should have their individual 
needs and abilities acknowledged and enhanced.

›› Our service believes it is essential to create an environment for the children that is physically 
and emotionally safe.

›› The curriculum offered to the children will be based on Te Whäriki to offer variety, challenge 
and fun.

›› Our service will provide the children with opportunities to develop, to learn, to extend them, to 
play and to gain social and learning skills.

›› Our service believes in open communication and building positive partnerships with families, 
the church and the community.

›› Our service believes that staff need on-going training to continue to develop the professional 
skills required in progressive early childhood education.

›› Our teachers will maintain a high level of professionalism within the service and model 
appropriate behaviours.

CHAPTER 02



›› page 11

›› COMMUNITY BaSeD eaRLY CHILDHOOD eDUCaTION // gOVeRNINg aND MaNagINg 

Chapter 3:
Responsibilities 
of governing
Whether your service elects a management group or a governing board, there are governing 
responsibilities that both groups need to fulfill. In this Chapter we use the term ‘governing group’ 
to include both those elected to the management group and those elected to the governing board.

What is governing?

Governing is the responsibility for the long-term health and prosperity of the service. It includes:

›› designing and putting into words a vision of what your service will be like in the future

›› making sure your service will provide high quality early childhood education for children in two 
years, five years, 10 years and beyond

›› long-term projects or issues rather than day to day matters.

For example, if you are planning to build a room for under two year olds in two year’s time, or having 
all your staff trained by 2012, or saving to renovate the bathroom next year you are governing.

A job description for governing

When you govern, you need to be always asking yourself: “Is what I am doing going to make the 
service better in the future?”

The job of governing includes:

›› setting the direction for the service

›› setting performance targets

›› developing and following through on policies

›› making sure the service has the capacity by way of staff, premises/equipment and money to do 
all the things you would like it to do

›› exercising control by measuring performance against the targets you have set

›› understanding what risks the service might incur and having a plan to minimise them

›› regular reporting.

In your governing meetings, you must ensure that you:

›› exercise a ‘duty of care’ (this is defined as ‘The standard of care which an ordinary man might 
expect to take on his own behalf’) 

›› act honestly

›› do not use your position for advantage (your responsibility is to the service and you must not 
try and gain a personal benefit)

›› comply with legislation (for information about key legislation relevant to your ECE service visit: 
http://www.lead.ece.govt.nz/ManagementInformation/EstablishingAnECEService/Legislation)

›› comply with the Ministry of Education’s requirements

›› act in the best interests of the service at all times.
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What are you responsible for when you govern?

Governing includes such things as:

›› making sure the service provides quality education for the children so that families will choose 
your service

›› making sure your service meets the needs of families, both now and in the future, the community, 
staff, the Ministry, the Education Review Office and other interested parties

›› meeting all your responsibilities on time and at all times

›› defining the purpose, values/beliefs and aims of the centre

›› developing written policies and procedures

›› preparing and reviewing the Statement of Philosophy

›› reviewing progress and responsibilities as described in the long-term plan

›› ensuring your service keeps families and the community informed and involved.

The Constitution or Trust Deed

A community based service is usually established as an Incorporated Society or a Trust. Sometimes 
a service can be established as a Limited Liability Company or it may be established as a committee 
of a church or some other ‘umbrella group’. Most community based services will qualify as charities 
and will be registered with the Charities Commission. Being qualified as a charity exempts the 
service from Income Tax. 

The Constitution (if your service is an incorporated society or limited liability company) or the 
Trust Deed (if your service is a Trust) is the legal authority for the service as an organisation. The 
Constitution or Trust Deed set out the legal rules for the organisation. The typical contents of a 
Constitution or Trust Deed include:

DEFINITIONS

NAME

OBJECTS

POWERS

MEMBERS

OFFICERS OF THE ORGANISATION

GENERAL MEETINGS

›› Purpose of AGM

›› Special General Meetings

›› Quorum

›› Control of General Meetings and Voting

CHAPTER 03
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BOARD (or governing group)

›› Role of the Board

›› Membership of the Board

›› Election / Appointment of the Board

›› Term of Office of Board Members

›› Vacancies on the Board

›› Removal of Board Member

›› Board Meetings and Duties of the Board

FINANCES

ALTERATION OF RULES

PROHIBITION ON PERSONAL BENEFITS

WINDING UP

INDEMNITY

Because the Constitution or Trust Deed includes these important legal authorities for your 
organisation, it must be kept up to date. Your governing group should review the Constitution or 
Trust Deed every 12 months to ensure that it reflects the way the service is operating and that the 
service is operating in accordance with the clauses of the Constitution or Trust Deed. 

The clauses of the Constitution or Trust Deed can only be altered, added to or deleted at an Annual 
General Meeting or a Special General Meeting. Once approved by the meeting, the changes must be 
notified to the Companies Office.  

Term of office

Usually the members of the governance group will be elected at the Annual General Meeting but in 
some services established by an umbrella organisation they may be appointed.

Good practice is to elect each member of the governing group for a term of two years with a right 
to be elected for another term of two years. It is usual to elect half the number of the group one 
year and another half the following year. This provides continuity from one year to the next in the 
long-term planning done by the governing group. The Constitution or Trust Deed should include a 
clause explaining the term of office.

Preparing for your role

The people who are elected to govern need to know their role and responsibilities. To do this they 
need to have the right information.
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Before your first governing group meeting after the Annual General Meeting, each member of the 
governing group must know:

›› the rules of the service – that is, what is in the Constitution or Trust Deed

›› what legislation applies to the service and what the Ministry of Education requirements for 
the service are (refer to http://www.lead.ece.govt.nz/ManagementInformation/Establishing 
AnECEService/Legislation.aspx)

›› who the service is responsible to and what the governing group is responsible for

›› the service’s policy on remunerating governing group members and reimbursing their 
expenses 

›› the expected time requirements for being a member on the governing group.

The governance group is responsible for developing and reviewing the policies of the service. 

The Legislation

The governing group needs to know what responsibilities they have as contained in various pieces 
of Legislation and Regulations. For more information visit the website: http://www.lead.ece.govt.
nz/ManagementInformation/EstablishingAnECEService/Legislation.aspx 

You can also view legislation at www.legislation.govt.nz

The governing group does not need to know the detailed content of each piece of Legislation or 
Regulation, but they do need to know that the service is complying with them.

It is the responsibility of the service provider to ensure the service complies with all relevant 
Legislation and Regulations. 

Who should attend governing meetings?

Governing meetings are for those elected or appointed to provide governance. Parents/whänau 
or other interested people who may attend do not automatically have speaking rights and are not 
entitled to vote. 

CHAPTER 03
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Example
An annual work plan for our governing group

It is helpful to have a work plan or timetable to keep track of the governing group’s responsibilities. 

Here is an example:

ANNUAL WORK PLANNER FOR GOVERNING

January   February   March    

Monthly review  Monthly review  Annual  
›› policies ›› policies    ›› AGM   

Annual review  Annual review of person 
›› Constitution or Trust Deed responsible Annual 

›› management group or governing Annual review  
board self-review ›› annual accounts & reports

Quarterly review  Annual review 
›› stakeholders meeting›› management group or governing 

board succession planning 

April   May    June   

Monthly review  Monthly review  Monthly review  
›› policies   ›› policies ›› policies   

Annual review  Annual review  Quarterly review  
›› conflicts of interest register ›› regulatory compliance ›› stakeholders meeting

Annual review  
›› governance training 

July   August    September   

Monthly review  Monthly review  Monthly review  
›› policies ›› policies ›› policies   

Annual review  Annual review  
›› start the long-term plan review  ›› long and short-term plans 

Quarterly review  
›› stakeholders meeting

October  November    December   

Monthly review  Monthly review Monthly review  
›› policies   ›› policies  ›› policies   

Annual review  Annual review  Quarterly review  
›› long and short-term plans ›› risk management plan ›› stakeholders meeting  

 Annual review  
›› adopt the short-term plan 

Likewise, a plan or timetable for management will help make sure everything happens on time.
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Reviewing your performance

It is good practice to review the performance of the governing group. The best time to do this is the 
meeting before the AGM so that you can explain at the AGM how the governing group performed. 
The purpose is to find out how the governing group could be more effective.

A simple questionnaire like the one below is one way to conduct a review. Each member can 
complete it and return it to the chair to be collated and summarised.

Don’t Doesn’t Yes No Know Apply

Our mission/vision/purpose statement clearly 
communicates what we want to achieve.

Our values and beliefs are clearly stated 
and reflected in all our programmes and 
activities.

We have a strategic plan, developed 
consultatively, that guides our group, staff 
and volunteers.

Our governance group meetings are well 
attended.

Conflicts among directors do not interfere 
with the governance group’s work.

Our group’s relationship with staff is one of 
mutual trust and respect.

The roles of governance group members and 
staff complement each other, and do not 
conflict.

We have systems in place to ensure staff 
turnover does not negatively impact on 
service.

We have systems in place to ensure services 
are monitored and evaluated.

We make time to consider new programmes 
and initiatives.

Our financial expenditures are in line with 
our objectives and priorities.

The quality and quantity of our programmes 
and activities is consistent with our 
contracts/resources and staff.

CHAPTER 03
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Our members and funders are kept well 
aware of our major decisions and financial 
condition.

Our financial monitoring and control systems 
enable us to quickly identify budget overruns 
and errors and protect us from most criminal 
activities.

Our governance group members and officers 
are carefully recruited and selected.

The organisation provides adequate 
orientation, training and evaluation for staff.

The organisation provides adequate 
orientation, training, evaluation for all group 
members.

The governance group has adequate 
measures to prevent conflict of interest.

Our personnel practices and procedures 
provide excellent protection from, and 
resources for, acts of abuse or harassment.

Our organisation has good levels of internal 
communication.

Our service is generally well regarded in the 
wider community.

We communicate well the results of our work 
to the wider community.

We have reason to be optimistic about our 
ability to deal with whatever the future 
brings in the next 3 years.

I am proud to be involved in this 
organisation.
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CHAPTER 04

Chapter 4:

Stakeholders
Those elected to govern are responsible back to the parents/whänau and also to others who have 
an interest in the success of the service – the stakeholders.

For most services, the following is a sample list of stakeholders:

›› parents/whänau

›› the community which the service operates within

›› Ministry of Education

›› Education Review Office

›› staff

›› children

›› suppliers to the service

›› neighbours

›› owners of the building from which the service operates

›› Child, Youth and Family Services

›› Inland Revenue Department

›› other government agencies

›› Local/District/Regional Authority

›› funders and sponsors

›› the Church or other ‘umbrella’ group.

It is important for the governing group to review its list of stakeholders each year to make sure it is 
up to date. The governing group should agree which stakeholders are the most important.

Meeting with stakeholders

The governing group should meet with stakeholders each year. The meeting might only take 20 to 
30 minutes but can provide valuable information for the governing group about the future of the 
service.

The governing group might plan to meet with one of the important stakeholder groups every 
second or third governing meeting. The stakeholder should be provided with the long-term plan 
prior to the meeting.

Communication with stakeholders

Good quality and frequent communication with stakeholders helps to keep everyone involved and 
up to date.

Some stakeholders need frequent communication, some not so often.



›› page 19

›› COMMUNITY BaSeD eaRLY CHILDHOOD eDUCaTION // gOVeRNINg aND MaNagINg 

A regular ‘Update’ by the management group should be part of your communications plan. At least 
once a year but preferably twice a year the management group should write to parents/whänau 
with the following information:

›› how to access information concerning their child

›› the service’s operational documents (philosophy, values/beliefs, policies, procedures etc)

›› the most recent Education Review Office report

›› how they can be involved in the service

›› any fees charged by the service

›› the amount and details of the expenditure of any Ministry of Education funding received by the 
service 

›› any planned reviews and consultation.

For visitors to the service, you should have a noticeboard inside the front door of the service which 
has pinned to it:

›› the Education (Early Childhood Service) Regulations 2008 and the Licensing criteria for Early 
Childhood Education and Care Centres 2008

›› photos, names, and telephone numbers of the management group or governing board

›› photos, full names and qualifications of the staff

›› the service’s current licence certificate 

›› a procedure people should follow if they wish to complain about non-compliance with the 
Regulations or criteria 

›› minutes of the last management group or governing group meeting

›› a list of recent purchases

›› a copy of the latest financial statements.

Once every three months updates on activities at the service can be included in newsletters, 
community newspapers or other relevant publications.




