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The new schools 
Operating Model
ERO maintains a regular review 
programme to evaluate and 
report on the education and 
care of young people in schools.

Under our new Operating 
Model, ERO will shift from 
event-based external reviews to 
supporting each school in a 
process of continuous 
improvement.

This more differentiated 
approach will use a 
developmental evaluation that 
reflects individual schools’ 
context, culture and needs. 
It aims to strengthen the 
capability of all schools through 
embedding a continuous 
improvement approach, 
strengthening schools’ own 
engagement with and 
accountability to whānau.

ERO will become an evaluation 
partner alongside each school, 
to support every school to be a 
great school and every child a 
success.

What doesn’t change is our 
commitment to putting the 
child at the heart of everything 
we do.

Welcome from ERO
Kia ora koutou

In a previous newsletter, we 
introduced the five phases in the 
Evaluation for Improvement process. 
In last month’s edition, we took a 
closer look at Phases 1 and 2: 
Initiating; and Exploring and 
Focusing. In this edition, we take a 
deeper dive into Phases 3, 4 and 5: 
Designing; Evaluating for 
improvement; and Reporting and 
planning.

Phase 3 - Designing

We will work with you to design an 
evaluation that best fits the context, 
culture and needs of your school, 
your strengths and the evaluation 
focus. The design will include what 
questions we will ask, the activities 
and sources of information needed to 
answer the questions, the timeframes, 
and who will be involved. From here 
we will make an Evaluation Plan.

Phase 4 - Evaluating for 
improvement

We will work through the Evaluation 
Plan with you, using the evaluation 
indicators to support the process. 
Your Evaluation Plan will have 
identified the role your Evaluation 
Partner and others will play in 
carrying out the evaluation. Any 
evaluation findings will confirm 

strengths and help you to set 
priorities as you plan for any further 
improvements you may need to make.

Phase 5 - Reporting and planning

Using the evaluation findings, we will 
help you to decide and plan your 
improvement actions and timeframes. 
These should be core to your school’s 
strategic and annual implementation 
plans.

We will also: work with you to 
evaluate how well things are going in 
your school/kura, what has improved 
for learners/ākonga and what further 
actions you might need; support you 
in setting up a monitoring and 
evaluating approach to measure 
progress; and assist you to link this to 
your next three-year cycle for 
strategic planning and reporting, 
internal evaluation, and continuous 
improvement.

During the evaluation, we will 
collaborate with you to report the 
evaluation findings. At the end of 
your improvement timeframes, we will 
work with you to evaluate how well 
things are going.

You can find information on all 5 
phases here. Also in this edition, over 
the page you will find a sample of the 
evaluation resources available on our 
website.

Ngā mihi

Jane Lee 
Deputy Chief Executive 
Review and Improvement

Jane Lee

https://ero.govt.nz/how-ero-reviews/new-schools-operating-model
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/state-and-state-integrated-schoolskura


Partnership profile
“It has been an approach that fits 
in with our school… collaborative, 
and one formed around relational 
trust and building a relationship 
with an evaluator. As a Board we’re 
looking for the value of the process 
and understanding … and looking 
to really improve our practice and 
the outcomes for our students.”

Watch the video here

–	 David Cooling, Board Chair of 
Roseneath School

For more information on the new schools Operating Model go to ero.govt.nz

Evaluation resources for schools

ERO’s approach will continue to 
be iterative as all schools are 
introduced to the new approach.

The feedback from your school 
and ERO evaluation partner will 
contribute to the development 
of the model. Please share your 
feedback directly with your 
Evaluation Partner.

New Operating Model 

Your Go-To-Guide
THE EDUCATION REVIEW OFFICE

The Education Review Office (ERO) 
is the New Zealand government 
department that reviews and reports on 
the performance of early learning services, 
kura and schools.

ERO’s reports are accessed by parents, 
teachers, early childhood education 
managers, school principals and trustees, 
and by government policy makers.

ERO focuses on equitable and excellent 
outcomes for all learners and our 
approach is driven by our whakataukī  
Ko te Tamaiti te Pūtake o te Kaupapa | 
The Child – the Heart of the Matter.

We believe that quality education is a 
right for every New Zealand child and 
young person.

NOVEMBER 2020

ERO’S NEW 
APPROACH FOR 
SCHOOL 
EVALUATIONS

•	 Download and print the new 
Operating Model Go-To-Guide  
(PDF 268.6 KB)

•	 Share ERO’s new approach to 
school evaluations with this 
slidepack (PDF 2.1 MB)

•	 Read The School Self Audit 
and Assurance Statement:  
A New Approach

Your feedback 
matters

On our website

School Evaluation Indicators: Effective Practice for 
Improvement and Learner Success (2016): Brings together 
the evidence about what matters most in improving 
learner outcomes. The indicators and associated examples 
of effective practice are designed to be used by both 
schools and evaluators to promote improvement.

Improvement in Action Te Ahu Whakamua: A series of 48 
film clips that bring the evaluation indicators to life and 
illustrate how effective schools improve.

Effective School Evaluation: how to do and use evaluation 
for improvement (2016): Describes effective internal 
evaluation, what it involves and how to go about it in ways 
that will enhance educational outcomes for learners. 

Internal Evaluation: Good Practice (2015): Unpacks the 
evaluation processes and school conditions that support 
effective evaluation. The case studies show the shifts in 
practice during schools’ improvement journeys as they 
developed their use of evaluation to improve learner 
outcomes.

Aotea College Case Study: Improving Māori student 
wellbeing and achievement (2018): Describes a secondary 
school’s improvement journey and the use of evaluation in 
that journey. The case is organised around the framework 
of evaluation processes and reasoning for improvement 
developed through ERO’s case studies of exemplary 
internal evaluation.

Wellbeing for Success: A Resource for Schools (2016):
A resource to help schools evaluate and improve student 
wellbeing. Highlights the importance of schools promoting 
the wellbeing of all students as well as the need for 
systems, people and initiatives to respond to wellbeing 
concerns for students who need additional support.

Communities of Learning/Kāhui Ako: What does the 
evidence tell us about what works? (2017): Brings together 
the international and national research findings about 
effective collaboration in education communities and 
building collective capacity for improvement. Provides 
indicators and examples of effective practice for use in the 
evaluation and improvement of networks/communities.

Collaboration in Practice: Insights into implementation 
(2019): Case studies of three Kāhui Ako. Describes the 
strategies and approaches used to create, build and 
strengthen collaboration between schools and early 
learning centres to improve outcomes for learners.

https://vimeo.com/user65155179/review/567282060/f75d7dae1c
https://ero.govt.nz/how-ero-reviews/new-schools-operating-model
https://ero.govt.nz/how-ero-reviews/new-schools-operating-model
https://ero.govt.nz/how-ero-reviews/new-schools-operating-model
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/resources-for-schools/new-approach-for-school-evaluations-slide-pack
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/resources-for-schools/new-approach-for-school-evaluations-slide-pack
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/the-school-self-audit-and-assurance-statement-a-new-approach
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/the-school-self-audit-and-assurance-statement-a-new-approach
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/the-school-self-audit-and-assurance-statement-a-new-approach
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/school-evaluation-indicators
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/school-evaluation-indicators
https://ero.govt.nz/our-research?research%5B0%5D=topics%3A314
https://ero.govt.nz/our-research/effective-internal-evaluation-for-improvement
https://ero.govt.nz/our-research/effective-internal-evaluation-for-improvement
https://ero.govt.nz/our-research/internal-evaluation-good-practice
https://ero.govt.nz/our-research/case-studies
https://ero.govt.nz/our-research/case-studies
https://ero.govt.nz/our-research/wellbeing-for-success-a-resource-for-schools
https://ero.govt.nz/our-research/communities-of-learning-kahui-ako-collaboration-to-improve-learner-outcomes
https://ero.govt.nz/our-research/communities-of-learning-kahui-ako-collaboration-to-improve-learner-outcomes
https://ero.govt.nz/our-research/collaboration-in-practice-insights-into-implementation-0
https://ero.govt.nz/our-research/collaboration-in-practice-insights-into-implementation-0


What is an  
Evaluation Partner?

An ERO Evaluation Partner is a 
designated evaluator who will 
be assigned to work with your 
school. They bring evaluation 
expertise and will work through 
the evaluation process 
collaboratively with you, 
responding to your school’s 
unique context. They will have 
an ongoing relationship and 
work with your school over time.

At the completion of an 
evaluation for improvement 
phase, your school and ERO will 
work together to report and plan 
key actions and next steps in your 
school’s improvement journey.

What is an  
Evaluation Focus?

The focus for an evaluation is 
based on what the school knows 
about itself, its learners/akonga 
and its understanding of what 
matters most. ERO and the 
school will work together to use 
the evaluation focus to shape 
the subsequent evaluation plan. 
Primary consideration when 
developing an evaluation focus 
should be given to equity and 
excellence in outcomes for all 
learners, in particular those who 
are at risk of not achieving or 
experiencing success. 

What is an Evaluation Plan?

This is a bespoke plan designed 
to address the Evaluation Focus. 
It includes:

	→ a clear rationale for the 
purpose and scope of the 
evaluation 

	→ how the plan will be 
actioned, the questions 

posed and evidence gathered

	→ how stakeholders will be 
engaged in the process

	→ what ERO‘s involvement in 
the evaluation will be

What will reporting  
look like?

ERO‘s view is that all children 
and young people should have 
access to high-quality, effective 
education provision. Parents, 
caregivers, whānau and the 
community should have access 
to evaluation information about 
the quality and effectiveness of 
that education provision. 
Schools are encouraged to 
update their communities as 
they progress through the new 
evaluation process and inform 
them about evaluation findings. 
In addition, there will be a 
publicly available online report, 
on average every three years. 

How often will I see  
my Evaluation Partner,  
and for how long?

Every evaluation is a bespoke 
process that responds to a 
school‘s individual context. A 
responsive approach allows ERO 
to direct more resource into 
working with schools who would 
benefit the most. This means the 
Evaluation Partners will spend 
varying amounts of time in 
different schools depending on 
identified needs. 

Can I continue with my 
school’s evaluation process 
without my Evaluation 
Partner being present?

Yes. ERO‘s new approach is 
designed to facilitate a process 

that supports a school to 
strengthen its internal 
evaluation for improvement of 
its performance. The frequency 
and depth of ERO‘s involvement 
in the evaluation will be 
specified in the Evaluation Plan. 
In some cases, ERO will be more 
of an evaluation consultant and 
in others, an integral part of the 
evaluation team carrying out 
more in-depth focused 
evaluations. 

What is the biggest 
difference that schools will 
notice going into Phase 1 
(Initiating) of the new 
approach?

The school will have the 
opportunity to develop an 
ongoing evaluation relationship 
with ERO. During phase 1, initial 
organisational arrangements are 
established and doors opened to 
engaging with key stakeholders 
and other participants who may 
be involved in the evaluation. 
This phase will lead quite quickly 
into Phase 2 (Exploring and 
Focusing).

How and when are schools 
onboarded?

Schools are being brought into 
the new approach progressively, 
starting at the beginning of each 
Term throughout 2021 and 2022. 
Each school will receive a letter 
from ERO during the previous 
term advising when it is due to 
join the new approach.

Decisions on when each school 
is brought into the approach are 
systematically planned within 
each ERO region and include 
factors such as the timing of a 
school’s most recent review and 
ERO’s internal resourcing. 

New Evaluation Approach 
FAQs - July 2021



How is ERO gathering 
feedback?

ERO is working to support 
improvement in each school and 
in the system as a whole. We 
want to ensure that the intent 
and main features of the new 
approach are widely understood 
and our staff are working hard 
around the country to listen and 
act on feedback received.

We have engaged with more 
than 1500 principals and senior 
leaders on this new approach. 
We have ensured that key sector 
stakeholder groups are working 
with us to deliver successful 
implementation.

Our approach will continue to be 
iterative as all schools are 
progressively introduced to the 
new model throughout 2021 and 
2022. 

Some feedback so far includes:

“A promising start and a good 
concept. Finally, I will be able to 
tell my school’s story in full.”

“Collaboration, differentiation 
and linking everything to our 
strategic goals is pure genius.”

“New approach to evaluation 
and building relationships over 
time and school-led will prove 
beneficial in improving 
outcomes.”

“Really like the idea.”

The feedback from your school 
and ERO’s evaluation partners 
will contribute to the 
development of the model.

What is ERO’s commitment 
to the sector?

ERO is committed to supporting 
improved outcomes and 
achieving equity for all learners, 
particularly Māori, Pacific and 
priority learners. The principles 
that underpin the new approach 
give priority to the principles of 
the Treaty of Waitangi through a 
focus on partnerships to achieve 
desired outcomes.

The approach has a focus on 
understanding the cultural 
context of each school in order to 
best serve its needs. By building 
differentiation into the approach, 
there is more flexibility in how we 
work with you.

In partnership with each school, 
ERO is working to support 
improvement in schools and in 
the system as a whole.

We’re keen to understand sticking 
points or concerns so they can be 
addressed early and efficiently.

We are committed to continuing 
to work with the sector and 
hopeful that it sees the 
opportunity, value and the 
potential that the new model 
will deliver.

Your feedback matters

ERO’s approach will continue to 
be iterative as all schools are 
introduced to the new approach.

The feedback from your school 
and ERO evaluation partner will 
contribute to the development 
of the model. Please share your 
feedback directly with your 
Evaluation Partner.

For more information on the new schools Operating Model go to ero.govt.nz

Sharing the mahi: A partnership model
At ERO, we look forward to working with you. We want to ensure that we are 
effective partners, adding value to each school’s improvement journey. 

We share an obligation to put the learner at the centre, to equity and 
excellence in outcomes for all learners, and an understanding that quality 
education is a right for every New Zealand learner.

We welcome this opportunity to collaborate with you so that together, we can 
make a positive difference for all learners. We thank you for your commitment 
to supporting the successful implementation of this new approach.

Information on 
our website

	→ An overview of the new 
approach 

	→ A handy reference guide 
(PDF 268.6 KB)

	→ Schools that have 
joined the model

	→ Newsletter updates

	→ Videos of participating 
principals

https://ero.govt.nz/how-ero-reviews/new-schools-operating-model
https://ero.govt.nz/how-ero-reviews/new-schools-operating-model
https://ero.govt.nz/how-ero-reviews/new-schools-operating-model
https://ero.govt.nz/sites/default/files/2021-04/New%20schools%20Operating%20Model%20Your%20Go-to-Guide.pdf
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/participating-schools
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/participating-schools
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/newsletters
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/feedback-on-the-new-schools-operating-model/feedback-from-principals
https://ero.govt.nz/how-ero-reviews/schoolskura-english-medium/new-schools-operating-model/feedback-on-the-new-schools-operating-model/feedback-from-principals

