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PRESIDENT’S MESSAGE

IPANZ PRESIDENT LIZ MACPHERSON

Is soft power our super-power?

Just last month, the Global Soft Power Index 2021 was
published. New Zealand was recognised as the fastest
rising nation in the new rankings, reflecting the way we
have collectively responded to COVID-19. Now, like me,
you may have had no idea that the Global Soft Power
Index even existed and may share my scepticism of indices
run by brand consultancy firms. However, it did trigger
some thoughts.

“Soft power” is defined as the ability for a country to use
its reputation, networks, and standing to have influence
around the world. It is about being able to attract, build,
and mobilise networks of people. It is the opposite of
might-based “hard power”.

Soft power is fundamentally about understanding the
strength of networks and connections and drawing on
them to achieve a positive collective outcome. It is very
similar to the concept of social capital. At the heart of
each is the notion of reciprocal relationships - trust that
others will respond in kind for the greater, collective good.
Trust is sustained by experience. Soft power is earnt not
mandated.

To date - in the face of a fiendishly tricky virus - the
power of an idea, the trust that many of us still have in
our institutions and the strength of our connections,
has helped us pull together in a way that is the envy of
other nations. Our soft power is seen as a comparative
advantage.
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However, experience demonstrates that soft power and
social capital are fragile. Earning and retaining soft power
is hard work. Not all networks are created equal. What is
and will undermine our ability to pull together to defeat
COVID-19, child poverty, climate change, or anything that
requires collective action is inequity of outcome - during
as well as at the end of the journey.

Our best chance of success lies in nurturing, valuing, and
involving our full range of networks and connections

in idea generation, solution seeking, decision making,
and implementation. For the public service, this means
learning how to share power and responsibility with
others at the regional, local, and community level. It
means being prepared to have the hard conversations
about what this really entails. It means exploring with te
ao Maori how to extract the full potential of the reciprocal
relationship embedded in Te Tiriti o Waitangi for the
benefit of nga tangata katoa. Perhaps then our soft power
will truly become our super-power.



COVER STORY

DEVOLVING POWER

CAN THE PUBLIC SERVICE LET GO?

There’s been a lot of talk about devolution to
communities, but not a lot seems to have happened.
Mike Reid of Local Government New Zealand asks
why and explores how devolution is better for us all -
and for the health of democracy.

| S

The recent storming of the Capitol in Washington is the latest act
in an ongoing drama on the state of global democracy. Growing
levels of distrust, increasing support for populist causes (of

the nationalist sort), and the rise of authoritarian, orilliberal,
democracies are symptoms of an underlying crisis.

It would be arrogant to think that New Zealand isimmune,
even though we have so far avoided the worst effects. While
constitutional reforms, such as the introduction of MMP, have
been helpful, many of the factors underpinning discontent
elsewhere are also alive and well in Aotearoa New Zealand. For
example:

+  Levels of inequality are high, which is exacerbated by the
increasing cost of housing.

+  Regionalinequality is high.

«  Political participation is diminishing, partly due to the
tendency to put public decision making in the hands of
technical experts and arms-length boards.

Moving towards self-governing communities

To avoid the trends we see overseas, we need to strengthen the
self-governing capacity of citizens and communities and reverse
the gradual centralisation and specialisation of public decision
making.

This is not an easy task as we have
become accustomed to having the
majority of public decisions made
at the centre. We are, in fact, one
of the most fiscally centralised
countries in the OECD. Centralised
government, while helpful for
those public activities that need
consistent standards or economies
of scale, often has a “one size fits
all” approach and is poorly placed
to address our growing diversity. A
new approach is needed, one that
brings decision making closer to
communities and involves them in
the process.

The challenge for public agencies
is to re-focus from being service
providers to being agencies

that (according to the Centre for
Public Impact in 2018) “cultivate
the conditions from which good
solutions are more likely to
emerge. The emphasis (should
be) on enablement rather than
service delivery”. The government
has made a helpful start with the
purpose of the new Public Service
Act:

The public service supports constitutional and democratic
government, enables both the current Government and
successive governments to develop and implement their
policies, delivers high-quality and efficient public services,
supports the Government to pursue the long-term public
interest, facilitates active citizenship, and acts in accordance
with the law. (Section 11, Public Service Act)

WE NEED TO STRENGTHEN THE
SELF-GOVERNING CAPACITY OF
CITIZENS AND COMMUNITIES.

Facilitating active citizenship is a step in the right direction;
however, putting this into practice cannot simply be done at the
national level. Active citizenship is not just of instrumental benefit
(that is, improving the efficacy of policies and programmes), it
also contributes to people’s sense of wellbeing. As Wilson states
in The Enabling State, produced by Carnegie UK:

There is growing evidence that our sense of agency and
control, the degree to which we are engaged in civic action,
and the strength of our social interactions, are all critical
factors in determining our overall wellbeing.
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Having a stake in the outcome

Critical to what is in effect a politics of inclusion is the issue of
scale and the importance of place. Both are addressed in the
work of Elinor Ostrom who won the Nobel Prize for economics
in 2009. Ostrom identified the importance of self-governance
and mutuality and showed how these were associated with
high levels of autonomy and trust. One of her conclusions was
that fair and legitimate decisions are more likely to occur where
fewer people, with more shared interests, have a stake in the
outcome. Where this isn’t the case, and democratic systems
neglect local-scale governance, civic engagement is likely

to be disincentivised, and the social fabric of communities
will unravel. To enable citizens to have a meaningful say in
designing the future of their communities, three factors are
important: subsidiarity, localism, and place.

+  Subsidiarity places decision-making rights at the lowest
practical level of a system and provides the intellectual
justification for involving local actors and frontline
professionals, such as teachers and social workers, in
designing services and shaping outcomes.

+  Localism highlights the importance of local accountability
and reflects the fact that people’s trust in government
tends to be positively correlated with the proximity of
government and the opportunity to work on locally
appropriate solutions.

. Place-based approaches acknowledge the importance
of the physical fabric of place and the sense of identity
it provides. Enablement strategies use place as the
dominant organising principle and emphasise horizontal
relationships, building on the assets, stakeholders, and
relationships found at the local level.

The active involvement of citizens and communities, whether
it’s to do with services, infrastructure, or regulations, will
require governments (central and local) to take a more
empowering or facilitative approach. A cultural change

is required where the public service learns to work with
citizens to co-design and co-produce the solutions that will
enhance wellbeing. This creates new opportunities for public
servants, particularly those on the frontline who will need the
authority to design work practices appropriate for their own
contexts. New skills will be required, but change should not be
threatening.

This approach will also require greater collaboration between
agencies, not just between departments and ministries,

but also between local governments, iwi, and civic society
organisations. In this way, change creates new opportunities
for personal and professional growth within and outside
traditional hierarchical organisations, including, for example,
greater use of secondments and networking. Enabling
governments are not necessarily smaller governments - rather
they require additional skills.

Communities as active partners

While the Public Service Act promotes collaboration between
departments and ministries and encourages departments to
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take a more regional and locally informed approach to setting
priorities, the next challenge is to involve citizens as active
partners rather than as consultees. Options for taking a more
enabling and citizen-centred approach might include:

+  Decentralisation - transferring functions (with funding
and discretion) to local government to reduce fiscal
centralisation and place some responsibilities closer to
communities;

. Double devolution - devolving responsibilities directly to
community organisations;

+  Total place (introduced in the UK in 2010) - involving the
bundling of services and budgets in a locality so that it can
be allocated according to local needs and circumstances;

+  Community governance - utilising local government’s
leadership mandate to bring together local organisations,
iwi, and central government agencies to collectively
set priorities and design programmes to advance local
wellbeing.

These examples can be found in many parts of the world,
including New Zealand. However, we have been slow to

fully embrace such new ways of working. Why is there
reticence and what can we do about it? One factor is the

way centralised policy regimes are isolated from a country’s
regions, which come to be seen as homes for non-conforming
and idiosyncratic policy preferences - the problem of self-
reinforcing policy narratives. The lack of diversity in our

policy communities and the tendency to employ those with a
relatively narrow range of academic qualifications can reinforce
such group-speak. The institutional settings governing the way
public agencies operate also create constraints. Giving away
“power” may be an attractive idea, but it is not very practical

if performance is judged by the absence of risk rather than the
achievement of outcomes. As an objective, managing risk sits
uncomfortably with the need for public agencies to embrace
innovation and partnerships, a classic example being the
Community Employment Group, which was disbanded in 2005.

Both factors, the centripetal pull of the centre and the culture of
limiting political risk, create difficulties for central government
agencies to adopt a truly enabling style, which, as noted above,
requires close contact with communities.

ENABLING GOVERNMENTS ARE
NOT NECESSARILY SMALLER
GOVERNMENTS.

The central role of local government

But the need for culture change is not limited to central
government agencies. Councils also need to ensure their
governance and operational approaches encourage
engagement, participation, and empowerment. As the sphere
of government that is closest to communities, local government
and sub-municipal bodies are important mechanisms that
allow communities to make democratic decisions about
priorities and values. Councils have the processes and



accountability mechanisms to help central agencies to connect
with citizens and communities, as well as partner with those
agencies to deliver local programmes. The good news is that
some public agencies have recognised the value of partnering
with councils, iwi, and community organisations. For example:

«  therelationship between the Ministry of Social
Development and the Mayors Taskforce for Jobs to place
young people in employment;

«  the Hawke’s Bay housing partnership involving the
Ministry of Housing and Urban Development, local
authorities, iwi, and third-sector organisations;

«  the Creative Communities Scheme, involving a partnership
between councils and Creative New Zealand to support
arts at the “flax-root” level.

Yet local government’s potential role in promoting community
wellbeing is still constrained. One constraint is New Zealand’s
high level of fiscal centralisation. The share of total public
expenditure allocated by local government in New Zealand is
roughly 10 percent, significantly less than the OECD average of
46 percent.

The ultimate constraint, though, is a constitutional one. Local
government lacks constitutional certainty. Not only can its
functions, form, and funding be changed by a parliamentary
majority, so can its existence. Although established by
parliament, local government policy is largely driven by the
whims of the minister of the day and, due to the dominance
of the executive, local government lacks a mechanism, such
as having a commissioner for local government, to protect

its interests and give balance with our system of central
government.

Conclusion

Itis at the local level, where people live, work, and play, that
personal contact with public services and the opportunity to

share in their governance largely occurs. Yet the centralised
nature of our governing arrangements work against enabling
and empowerment strategies, and we seem to have fallen
behind many parts of the world in our take-up of participatory
decision-making models. This is despite a long history of
participatory governance practised by iwi for many centuries,
as well as by the early settlers.

The challenge is to design governance models and processes
that empower communities to take a more active role in

local affairs. Participatory processes, such as co-design, co-
production, and empowerment, should be seen as legitimate
goals of the policy-making process itself, not simply providers
of instrumental benefits. Opportunities for self-governance
are limited due to the distance between citizens and decision
makers - and by the privileging of expert voices at the expense
of community knowledge.

THE CHALLENGE IS TO DESIGN
GOVERNANCE MODELS AND
PROCESSES THAT EMPOWER

COMMUNITIES TO TAKE A MORE

ACTIVE ROLE IN LOCAL AFFAIRS.

Public agencies need to start seeing themselves as more than
the providers of services. For the future of our democracy and
to achieve sustainable wellbeing improvements, agencies
need to also become citizen enablers, facilitating communities
to identify their own solutions to the issues confronting

them. Not only is this a recipe for improving the efficacy of

the national and local state, it is also a way to build a more
robust democracy, one that is better placed to withstand the
challenges Aotearoa New Zealand and its communities are
facing.

Crrilidbedcrrs plonse

Are we doing the right things at the right level? This piece written by Mike Reid suggests we are not systematically asking this
question. He finds some positive examples, but overall it seems that central government public servants are not very skilled at or
empowered to enable others (whether in communities or local government) to take on roles or services that they are ideally placed

to perform.

IPANZ wants to canvass the perspectives from central government public servants. Contact us at IPANZ (shenagh@ipanz.org.nz).

What are the constraints? Which ones are structural, which ones cultural?

When there is a successful devolution or enabling approach, what has driven it?

Culture, attitudes, assumptions, capabilities, constitutions, risk-appetite? Is there anything we can shift to better support the

wellbeing of New Zealanders?
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IWI ENDORSE HUMAN RIGHTS COMMISSION

TIRITI-BASED APPROACH

Achieving authentic partnership with iwi is the ultimate goal of becoming a Te Tiriti o
Waitangi based organisation. Lana Simmons-Donaldson explores one organisation’s

partnership journey.

Margaret Mutu

The Human Rights Commission has received rare endorsement
from the National Iwi Chairs Forum to call itself a Tiriti-based
organisation.

Professor Margaret Mutu (Ngati Kahu, Te Rarawa, and Ngati
Whatua), Iwi Chairs Forum Pou Tikanga Chair, says the
endorsement is built on a relationship of trust and respect that
began just before the government signed up to the United Nations
Declaration on the Rights of Indigenous Peoples in 2010. The
relationship was formalised in 2020 when Chief Human Rights
Commissioner Paul Hunt and Race Relations Commissioner Meng
Foon presented to the Forum.

“Support from the iwi chairs came without hesitation and was
based on many years of working together,” says Mutu.

Mutu says the Human Rights Commission has every right to call
themselves a Tiriti-based organisation. “There are other arms of the
government who like to think they know a great deal about Te Tiriti
and can deliver on it, but their legislation prevents them,” she says.
“I've found those we have worked with in the commission have a
good understanding of what the He Whakaputunga [Declaration of
Independence] and Te Tiriti actually mean, and they have done a
lot of work to bring the understanding of all of the commission up
to speed.”

Empowering National lwi Chairs

Mutu says the Human Rights Commission has empowered the
National lwi Chairs Forum to pursue its rights under the Universal
Declaration of Human Rights Convention and has specific
knowledge of the Declaration on the Rights of Indigenous Peoples
and how it’s applied through He Whakaputanga of 1835 and Te
Tiriti o Waitangi. “The Commission has supported us with tools we
needed to get international backing from the United Nations,” she
says. “The most powerful thing has been the embarrassment of
the New Zealand government in the United Nations for its lack of
compliance with its human rights obligations, particularly under
the Declaration on the Rights of Indigenous Peoples.”

As part of its work, representatives of the commission supported
Mutu to go to Geneva in 2014 to get first-hand experience of the
workings of the Expert Mechanism on the Rights of Indigenous
Peoples. This led to the establishment of the Aotearoa Independent
Monitoring Mechanism in 2015. Through this, the commission
supported Mutu, as Chair of the mechanism, to draft reports
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to send to the UN Expert Mechanism to hold the New Zealand
government to account on its international obligations.

Mutu acknowledges the commission for its support in setting up
the Monitoring Mechanism. “They just supported us, researching
specific issues and picking up particular articles within the
declaration. That’s how it started; they just came and offered help.”

When Mutu went to Geneva in 2014, she sat with the Indigenous
Rights Commissioner, Karen Johansen, who explained things as
they were happening. “We were able to draw on the Human Rights
Commission’s very detailed knowledge of the various conventions
and instruments and the United Nations Treaty bodies, bringing
them together to support the work we were doing.

HE WHAKAARO HERE WHAKAUMU MO AOTEAROA.

THE REPORT OF MATIKE MAI AOTEAROA -
THE INDEPENDENT WORKING GROUP ON
CONSTITUTIONAL TRANSFORMATION.

“Their tautoko wasn’t a flash in the pan, and it wasn’t just from

one person - there was a group of them. We knew they had the
support of the rest of the commission,” says Mutu. “We got to the
point where the kaimahi Maori in the commission had established a
pretty good relationship with us.”

BEGIN WITH GOODWILL AND
UNDERSTANDING.

Mutu also acknowledges the commission’s input into the Matike
Mai report released in 2016. “In keeping with their international
human rights background, their approach is always diplomatic -
they are always trying to find a way through by consensus rather
than by confrontation.”

In 2017, Mutu asked Nanaia Mahuta, then Minister of Maori
Development, whether she would look at implementing the United
Nations Declaration on the Rights of Indigenous Peoples. “Nanaia
said absolutely. She set up a working group to give a detailed
report on doing that.” The report, He Puapua, was completed in



\
United Nations Expert Mechanism on the Rights of
Indigenous Peoples representatives at Hoani Waititi marae,
with Margaret Mutu (left), Edtami Mansayagan from the
Philippines, Kate Fox secretariat to the mechanism, and Laila
Vars mechanism chair and member for Sami from Norway

November 2019 but was not released until February this year under
the Official Information Act.

Mutu describes the report as a blueprint for government to
strengthen rangatiratanga for Maori. Following the government’s
agreement to pull together a national plan of action to implement
the Declaration on the Rights of Indigenous Peoples, the UN’s
Expert Mechanism came to New Zealand in 2019.

Advice for other government departments

Mutu’s advice to other government departments is to look to

the Human Rights Commission as an example and to begin with
goodwill and understanding. “Get rid of colonising attitudes that
derive from the ‘doctrine of discovery’” she says. “Government
departments need to understand what the United Nations has put
in place and bring themselves up to speed with their international
obligations.”

Mutu says there is also a need for government departments to
comprehend what He Whakaputunga means and what Te Tiriti o
Waitangi means. “Really walk the talk - the need to decolonise our
public service is long overdue.”

Key insights from the Human Rights Commission journey

The Human Rights Commission has demonstrated openness and
commitment to change. They have thought deeply about Te Tiriti
o Waitangi, and they took action based on the thinking and advice
they received from iwi.

Five key insights:

1. Allow time for partnership to develop.

2. Establish, build, and maintain trust.

3. ldentify how your knowledge and expertise can support your
Tiriti partner.

4. Askyour partner what they want or need.

5. Develop agreed goals and a review process.
About the National Iwi Chairs Forum

The National Iwi Chairs Forum was established in 2005. It is

made up of elected leaders or chairs of hapi and iwi from across
Aotearoa. The lwi Chairs Forum divides its work into five areas or
pou:

Pou Tikanga - Constitutional, Treaty Claims, Reo, and Tikanga
Pou Tangata - Social Issues

Pou Taiao - Environmental Issues

Pou Tahua - Economic Issues

o e

Pou Take Ahuarangi - Climate Crisis.

THE NEED TO DECOLONISE OUR
PUBLIC SERVICE IS LONG OVERDUE.

Professor Margaret Mutu is Pou Tikanga chair, as well as chair of
two working groups operating under the Pou Tikanga workstream:
Matike Mai Aotearoa - the Independent Working Group on
Constitutional Transformation - and the Aotearoa Independent
Monitoring Mechanism that monitors the government’s compliance
with the United National Declaration on the Rights of Indigenous
Peoples.

High Demand for Policy Professionals

NZ’s Leading Recruitment and Talent
Development Specialists

www.H2R.co.nz

v

H2R

CONSULTING
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In December, IPANZ hosted an event that focused on what to expect in 2021 and
what ideas (radical or not) public servants might consider. Many ideas came out.

We are delighted that these four writers are willing to be courageous and float new
ideas. IPANZ is not endorsing these views, but we welcome them in the spirit of open
government, which states a cornerstone of good government is to support New
Zealanders to have a say on what matters to them.

THOUGHTS FROM COLIN JAMES FOR PUBLIC SERVANTS

Colin James was on the panel for this event. He was asked to give some “radical thoughts” on the public
service - thoughts that could be picked up by public servants. Here’s what he came up with.

Putting “radical” and “public service” in the same sentence is
quite a stretch. Roger Douglas found that in the 1980s - Treasury
officials of that time talked of proposing reforms only to find Roger
turn up with an envelope on the back of which he had sketched
far more ambitious ideas. Bill English complained in 2009 that the
Treasury and other departments were comfortably enclosed in a
box and he was having trouble getting them out. Another senior
public servant tells me of the time Simon Power turned up with

a much more far-reaching regulatory reform package than his
bureaucrats were daring to suggest. (Simon Power had a radical
thought of his own: all briefings that included the words “going
forward” were returned to the writer to reframe.)

Those comments suggest public servants are, by habit or
timorousness, generally more attuned to fighting the last war than
the coming one and think serving the minister discharges their
duty to the public.

Yet | have come across many public servants with brains, insight,
and imagination, who can and do think seriously about what
the future might bring and what the public thinks and hopes

for - that is, what is and what could be. These qualities are
particularly relevant now, when the world this country has to
live in is changing and will go on changing, geopolitically, geo-
economically, technologically, and demographically, as well as
generationally. That demands big policy change, which requires
innovation, new ways of thinking, and new language.

A senior public servant told me a couple of weeks back that big
change has to come from the politicians (think Roger, think Bill,
think Simon). This senior public servant - for whom | have great
respect and liking - does think some deep rethinking is needed
but also thinks that it is not the public service’s role to push it
too far.

Is that serving the public? In what high respect will public servants
be held if - I would say when - house prices crash? OK, for now
you are shielded from having to think too hard or too far into the
future: the elite in charge of the executive are not radicals.

But public servants owe a duty to the public to do the expansive
thinking now so there is something on the shelf to guide future
radical ministers or to help non-radical ministers when more of the
same won’t suffice.

That duty of always keeping in mind the wider and longer public
interest is inherent in the words “public servant”.
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So, here are some wild ideas.

1. Each ministry, department, and agency should set up an
informal group of 25 to 35-year-olds who will meet over
a drink every second Thursday, where they’ll explore a
wide agenda and frame searching questions for the senior
leadership team and require that senior leadership team to
give timely responses that seriously address those questions.

2. Next, paste this rule on the wall of every office: “The minister’s
electoral future has nothing to do with you and you must
scrupulously give advice and carry out your duties with that
fact uppermostin your mind.”

3. Paste another rule on the wall of every office: “Your deep
responsibility is to the public you serve; your operational
responsibility is to carry out lawful orders.” That is, keep in
mind at all times the needs, aspirations, and opportunities of
the public and the longer-term implications of going on doing
what you are doing as the world and our society change.

4. Seeyour task as focused on opportunity, not problem. Very
few people in Gore or Hawea would not prefer opportunity to
problem as a guide to action.

5. Know that the public you serve lives under the umbrella
of the Treaty of Waitangi, a pact between two cultures and
histories that both merge and are distinct. The Treaty cannot
be “settled”. It lives, breathes, and evolves. Be on constant
lookout for the next evolution. Learn te reo.

6. Operate by the Ashley Bloomfield dictum: “Leadership is an
invitation to collective action.” Anyone in charge of anyone
else in the public service must manage down and across,
not up.

7. When appointing managers, value expertise in what the
agency is supposed to do. The specifics of what an agency
does is by definition not generic. Yes, you need skilled
operational managers and accountants, but chief executives
and senior managers need skills related to the task.

8. Work with, and regard as equals in that work, not-for-profits
and local councils.

9. And, to get all this moving, make IPANZ a mass membership
organisation funded by individual membership subscriptions,
not one funded by, and so beholden to, the ministries,
departments, and agencies that now fund it.



Asher Wilson-Goldman

CREATING QUALITY DIGITAL PUBLIC SERVICES

Asher Wilson-Goldman suggests a way to move beyond the struggles of “business as usual” and

replicate some of the innovation we saw during COVID-19.

We’re all consumed by BAU. Keeping up with the mountain of work
that comes across our desks is the norm for much of the public
service. Those nice-to-have ideas we put aside remain just that -
ideas.

Across the state sector, though, we have incredible people with
talent to burn. If we can reshape how we work across agencies,
this talent could turn those nice-to-haves into reality, which will
mean better public services for everyone. We need to seek out
opportunities and make time for innovation, for rethinking how we
do things, for creating something new and better.

One area of opportunity is in the digital space. In 2020, | was lucky to
be part of the team seconded into the National Crisis Management
Centre to address COVID-19.

As co-lead for the team behind the covid19.govt.nz website, | worked
with more than a dozen specialists from seven agencies to produce a
world-leading website that gave people the information they needed
to stay safe.

The nature of the crisis meant that we started from scratch. Without
any BAU, we had the space to create something that was as close

as possible to best digital practice. With experience and ideas from
across the sector, informed by research and analytics, we made
something special.

When our secondments ended, we wanted to take what we’d learned
back to our home agencies and help them perform better in the
digital public sphere.

But when we got home, we returned to BAU. Those fond memories of
working on something world leading drifted away, and we returned
to dealing with our ever-growing inboxes and kanban boards.

| believe we can still learn from the COVID-19 experience, as well as
overseas examples.

The United States Digital Service, created in 2014, is an example that
we could easily follow. It is a public service unit that deploys small
highly skilled teams to improve digital services.

There are three key points that underlie its success:

1. They aren’t part of any agency, so they don’t have any BAU.
They simply identify an area that needs improving, drop in,
work with the agency to design, test, and build something
better, then hand it back to that agency to become the new BAU.

2. They focus on users. Without having to answer to managers
and leaders at the agencies they’re dropping into, they are able
to have a genuinely user-centric philosophy and practice. This
relentless focus on the ability of digital solutions to help people
access the public services they need produces the best results,
every time.

3. They choose where to go. They don’t need to be invited in, so
they aren’t subject to the patch protection and defensiveness
that frequently prevents good cross-sector collaboration.
Instead, they prioritise “the greatest good for the greatest
number of people in the greatest need”. This ability to drop in
and fix issues without having to wait for an invite is critical.

Those first two points of difference were on display here during the
COVID-19 response - not just on the website, but also in social media
and the marketing campaign built around Unite Against COVID-19.

How then can we make this happen here outside of a crisis? It
requires two key things:

1. Dedicated, ring-fenced funding for a unit based either at Te
Kawa Mataaho or as part of the Government Chief Digital
Officer’s team. This would not require huge money - an
18-month pilot could be easily run for a few million dollars.

2. Agreement from the Public Service Leadership Team to accept
and work with this unit. This is perhaps the most critical part -
this unit will only succeed if it is able to identify the problems it
wants to fix, without being road-blocked by defensive leaders.

Successive governments have recognised the importance of quality
digital public services. Now it’s time for the investment, and the
trust, to make them a reality.
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Ken Warren

COMBINING THE COLLECTIVE AND THE SPECIALIST

Ken Warren proposes a dual system involving both specialist and collective operating models and

introduces the concept of a “collective manager”.

New Zealand public services work with each other and with
social entrepreneurs to tackle complex problems. Both the
Productivity Commission and the Welfare Expert Advisory Group
have emphasised the need for a more collaborative approach

to improve the wellbeing of citizens with complex needs. The
Whanau Ora review shows that collaborative approaches result
in sustainable positive change.

Yet the public sector uses a performance-based accountability
framework that’s aimed at being responsive to the direction of
elected ministers. It is a hierarchical model that assumes that
value is added by delivering services, specified in advance.

This model will be problematic where tailored services are
needed to meet complex needs. In these cases, a hierarchical
public sector cannot realistically identify the best paths to
improved outcomes - there is no simple answer when there
are different views about the nature of the problems and their
causes and solutions.

In contrast, collective operating models assume that value is
added by purposeful collaboration that tackles knowledge
and resource deficits of specialists and those at the top of
the hierarchy. Collaboration happens at the frontline, which
challenges vertical lines of accountability.

The different assumptions as to how value is added by specialist
and collective operating models lead to substantially different
performance expectations, decision-making processes,
information needs, and accountabilities. A single operating
model is not optimal.

Therefore, | propose a dual system. One that enables both
vertical accountability and horizontal accountability to flourish
in the New Zealand public sector. This would ensure that the
management of hierarchies is not compromised and that the
public sector is able to tackle complex problems, while retaining
a cohesive public sector management system overall.

The system would need to incorporate these principles:

1. Collective models should be used where interventions
need to be adaptable at a local level and where outcomes
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are emergent rather than predictable and controllable.
Specialist models should be used where there are known
problems with known solutions.

2. Collective operating models should:

« support flexible thinking and actions when dealing with
novel or unanticipated problems

» motivate participants with challenging and achievable
goals

« work to develop understanding and trust across agencies
and professions.

3. The public sector hierarchy should not steer collective
entities but create the environment where the smart
practices necessary for collective entities can flourish.

Such a dual collective model might require a new centrally
located presence in government - a collective manager.

The focus would be on community support, leadership, and
trustworthiness of collectives, not on the outputs or services they
deliver.

The collective manager would be the fulcrum between the
hierarchical and collective structures in the public sector. It

could encourage cross-agency proposals to partner and manage
relationships in a way not possible by specialist ministries, whose
incentives are to develop proposals within their own domains.

A collective funding strategy, a separate budget track, and

new governance arrangements to encourage horizontal
accountability within collectives would ensure the sustainability
of the collective model. There might need to be a new type of
appropriation for investing in collective relationships.

The establishment of such a separate collective model has the
potential to draw citizens, iwi, NGOs, and others into more
collaborative and constructive relationships with government
and resolve the most complex and important challenges our
country faces.



CITIZEN ENGAGEMENT IN DESIGN OF

GOVERNMENT POLICY
AND PROGRAMMES

Keitha Booth looks at how some other countries have
engaged effectively with the public and asks our
government agencies to lead more of this work.

Government policy and programmes
are often developed with little public
input - yet the public are the main users
of government policy or programmes.
Instead of looking to the public,

many policy agencies see their key
stakeholders as other policy agencies.
Public consultation often comes at the
very end of the process, which can result
in low public support for new policies or
products. We need another way.

Keitha Booth

Let’s lead from the centre. Let’s have a new “business as usual”. Let’s
make design decisions together. Let’s build on and adapt methods
being used or tested in countries similar to ours.

For example, Sweden, a democracy of 10 million people, is
addressing what its government has said is a lack of public sector
awareness of civil society. Twice a year, government agencies must
invite the public to formal discussions on the opportunities and
challenges of a particular issue. Their current topic is digitisation,
especially as it relates to open data, innovation, and collaboration.

il
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The results of the discussions are reported to the Ministry of
Infrastructure, which must act on them. The Swedish government
expects this to result in more innovative policy and service design.

And let’s look at Finland, with a population of 5.5 million. It has an
NGO Academy Day, where government officials connect with non-
government organisations. The day is intended for all government
agencies, particularly those who do not work day to day with NGOs.
It is part of Finland’s move towards deliberative processes such as
citizens’ assemblies, which they see as a way to work on long-term
issues such as climate change. It allows them to work deeply on
these issues and avoid the short-term thinking created by electoral
cycles.

The Republic of Ireland, another country similar to ours, with a
population of 4.9 million, has set up the Irish Citizens’ Assembly,
which works on gnarly social and constitutional issues. It

consists of 100 people who are broadly representative of Irish
society. In recent years, the Assembly broke the deadlock on two
very controversial issues: same-sex marriage and abortion. Its
recommendations informed public debate and provided politicians
with some cover so they could make the necessary changes. The
current Irish Citizens’ Assembly on Climate Change has produced a
series of recommendations that the government has incorporated
into its climate change action plan.

These activities have allowed the public to engage more in policy
and service-delivery design in those countries. There is some
similar activity in New Zealand but little is led by government
agencies. Let’s make co-design the new business as usual.
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SHIFTING THE DIAL
FOR PAPATUANUKU

Michelle Hippolite of Te Papa Atawhai Department of Conservation explains
the path her department has taken on the way to a true Treaty partnership.

Michelle Hippolite

Tena koutou kei aku Rangatira

Itis indeed my privilege to be a public
servant working on kaupapa that relates
to and affects iwi, hapi, and whanau. As
public servants, we are duty bound to act
in the best interests of all the people of
Aotearoa New Zealand. The opportunity
to make a difference to outcomes for

iwi, hap(, and whanau is real, and by
approaching kaupapa with an open
attitude and being open to different ways
of thinking and doing, a pathway for

true Treaty partnership, | believe, can be
achieved.
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Shifting the dial - what it takes

Today, we stand as a testament to those
who traversed the many pathways to make
a difference in the public service for iwi,
hapt, and whanau. | look at the line-up

of leaders of the Department of Maori
Affairs, the Iwi Transition Agency, Manatl
Maori, and Te Puni Kokiri (the Ministry for
Maori Development), each of us serving
government ministers in pursuit of making
a difference. On reflection, my time of
trying to make a difference in the public
service was tough - not for the fact that
my chief executive colleagues were not
willing, rather, the system was not always
conducive to new ways of doing and
thinking.

So, what does it take to shift public sector
performance to achieve greater outcomes
for and with iwi, hapt, and whanau? This
is not a straightforward question, as | am
aware of many leaders who, over many

decades, have offered insights, examples,
and ideas to make life better for whanau.

MY TIME OF TRYING TO
MAKE A DIFFERENCE IN
THE PUBLIC SERVICE
WAS TOUGH.

I think that what is required is a razor-
sharp focus to act and to experiment. To
act in this context assumes that thinking
has taken place and that there has been
some, hopefully meaningful, engagement
with Maori. It is the next step though that
really matters. It requires leaders to do
something different from what they have
done before. At this moment, though, the
“system” can either aid or hinder progress
as it relates to outcomes. Experimenting
sometimes means taking calculated risks
because many of us have gone through
experiments that have been magical and



others that have been, for want of a better
word, painful.

Powerful words in the Conservation Act

In 1975, the government introduced the
Treaty of Waitangi Act. This was the first
time that the Treaty of Waitangi was
recognised in law. It would take a further
12 years for the Conservation Act 1987
to include a seminal clause, commonly
referred to as Section 4. Section 4 states
that “this Act shall be interpreted and
administered as to give effect to the
principles of the Treaty of Waitangi”. This
is a very powerful statement, and it set

a very high bar of performance for Te
Papa Atawhai. Aotearoa New Zealand
has been watching to see how we have
been interpreting and applying this in
conservation.

WHAT IS REQUIRED
IS A RAZOR-SHARP

FOCUS TO ACT AND
TO EXPERIMENT.

There has been much criticism of Section 4
and its interpretation by Te Papa Atawhai,
not just from iwi, hapi, and whanau, but
also from stakeholders around Aotearoa
New Zealand and abroad. Although, not
the subject of this article, the most recent
legal case was the supreme court judgment
relating to Ngai Tai ki Tamaki, which was
very insightful as it related to concessions
on public conservation land.

Te Papa Atawhai has been thinking about
what we must do to act and build on the
foundations set in 1987 to give effect to the
principles of the Treaty. As with my time

as the chief executive of Te Puni Kokiri,
many paths have been taken over the last
34 years to improve outcomes and the
performance of Te Papa Atawhai to give
effect to the principles of the Treaty.

Applying Treaty principles

Where are we today? You can visualise it
as a “DOC Hut” that we are beautifying to
become a wharenui. The principles of the
Treaty of Waitangi provide the foundations
for our hut, which are then overlaid with
strategies such as the Aotearoa New
Zealand Biodiversity Strategy. For ease of
reference, the intention of each part of the
hut is made visible, and the priority areas
of the hut are accorded focus, resources,
and time. Without those resources, it would
be a challenge to have theory translated
into practice. An understanding of the

Treaty principles and how they apply to
everyday work is crucial, as staff are making
decisions that affect whanau, hapa, and iwi.
It is not a one-size-fits-all model - it is that
the principles of the Treaty are applied in
context.

Functionally, we are similar to other
delivery and regulatory agencies with
policy, operational, and support services,
so itis no surprise that we are lifting our
game in applying the principles of the
Treaty across our work. Lou Sanson, our
Director-General, has made it clear that
he expects Te Papa Atawhai kaimahi to
“elevate the principles of the Treaty of
Waitangi and fulfil our Treaty of Waitangi
relationships” within our overall goal of
“Papatuanuku thriving”.

So how do we approach what the Director-
General expects of us? The central pole of
our hut is knowledge, understanding, and
application. There are many ways to gain
knowledge, but there are not so many ways
to gain understanding and application of

the principles of the Treaty. A qualification
can make a difference. However, to qualify
with a decent level of understanding and
thoughtful application is another step. At Te
Papa Atawhai, we are moulding our pole to
become a pou - in other words, the agency is
investing in supporting staff to deepen their
understanding and is providing practical tools
that enable staff to consider the principles
collectively rather than as a principle-by-
principle, tick-box exercise. It is slow, but  am
optimistic.

FUTURE GENERATIONS
WILL NOT PRAISE US AT
TE PAPA ATAWHAI FOR
WHAT WE DID NOT TRY.

The commitment of Te Papa Atawhai to invest
in growing staff capability department-wide
was shown through the development of a
professional development resource called

Te Pukenga Atawhai. Te Pukenga Atawhai
was launched in 1999. Te Pukenga Atawhai

is an introduction to te ao Maori - it provides
background about Treaty principles and
provides insight about Maori governance
models.

Te Papa Atawhai, fortunately, is not the only
public sector agency working to shift the

dial for Maori outcomes. The work of Te Puni
Kokiri to influence the public sector and Te
Arawhiti with its engagement and capability
advice means Te Papa Atawhai is poised to
benefit from their thinking. It is our mission at
Te Papa Atawhai to be active public servants

who can show that we are doing our part as
one of the Crown partners to the Treaty and
investing in learning about what we can do to
make a difference.

Making it count

There is a saying that what is counted is
valued. At Te Papa Atawhai, we are definitely
experimenting on how to develop meaningful
ways of applying the principles of the Treaty.
We have started by asking iwi what they
think of our performance. We are gathering
cases where quality analysis has led to
quality impacts or unintended consequences.
Bringing intervention logic modelling into
our work is making a difference, and refining
the models to account for the principles of
the Treaty is a work in progress. Why does it
matter? Because we want to know whether
our interventions and applications of the
principles of the Treaty are making a positive
difference for the wellbeing of Papattianuku:
the wellbeing of the world in which we live.

Papatuanuku is speaking to us

At Te Papa Atawhai, knowing how
Papattanuku speaks to us is core to enabling
Papatianuku to thrive. Giving effect to

the principles of the Treaty of Waitangi
means that, at Te Papa Atawhai, we need to
collectively understand:

+  what Treaty partnership means and our
rolein it

«  what we are expected to actively protect

«  whatinformed decision making means in
our context and in a partnership context

. how we make sure that redress
negotiated between the Crown and Maori
is honoured.

Taken together, the principles of the Treaty of
Waitangi are an opportunity, not a risk.

| think Papatdanuku is asking us, especially
us at Te Papa Atawhai, to stand up and look
around to see what else we need to do to
make the principles of the Treaty of Waitangi
live. She is asking, like great mothers do, to
act responsibly, to act with diligence, and if
one pathway does not achieve the result of
giving effect to the principles of the Treaty,
then experiment with another.

Future generations will not praise us at Te
Papa Atawhai for what we did not try; they
will praise us because we tried. Ko Aotearoa
tenei - this is New Zealand, and as public
servants, we are duty bound to serve all the
people of Aotearoa New Zealand.

Mauriora ki te whaiao ki te ao marama, tihei
mauri ora!
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RIGHTS AND FREEDOMS

John Larkindale explores the subtle balance between rights and freedoms.

In 2012, David Hackett Fischer, an
American who had spent quite some
time in New Zealand, published a book
entitled Fairness and Freedom: A History
of Two Open Societies; New Zealand and
the United States. Its fundamental (and
very much simplified) central theme is
that both New Zealand and the United
States have “f-words” as the conceptual
underpinning of their societies. In the
case of New Zealand, this is “fairness”,
and for the United States, it is “freedom”.

The two countries’ responses to
COVID-19 have thrown this difference
into stark relief. In New Zealand, the
response was very much a co-operative,
whole-of-community response (the
“team of 5 million”), while in the United
States, significant segments of society
rejected any ideas of restrictions on
what, pre-pandemic, were seen as
everyday activities. While it is important
to acknowledge that other factors

such as clear objective setting and
highly effective communication (and
their absence) also affected societal
behaviour in the two countries, it is
nevertheless striking how much the
COVID responses in each country aligned
with Fischer’s thesis.
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This is not the place to delve into the
reasons why New Zealand is intrinsically
a much more co-operative society than
the United States, where individualism
is lauded and where there is much

more of a belief that the very concept of
“society” is a flawed construct. It suffices
to note that the answer in part lies in the
history of each country. And in the case
of New Zealand, it is important to bear
in mind the strong communal values

of Maori and Pasifika peoples, which

are increasingly influencing our wider
population. I shall return to this point.

But fairness and freedom are not
mutually exclusive. We would all deny
that New Zealand is anything other than
free. In this context, it is noteworthy
that the recently released Economic
Intelligence Unit Democracy Index

2020 ranked New Zealand as the fourth
most democratic country in the world
(the United States ranked considerably
lower). Freedom and democracy are
therefore less congruent principles than
we might imagine.

So what does freedom really mean? In a

civilised society, it clearly does not mean
the untrammelled ability to do anything
you want (that would be anarchy). There

must be some constraints. Indeed, all

of us, as we grow up and become aware
of broadening opportunities in life, are
continually learning of behavioural,
legal, and other constraints on what
behaviours and activities are acceptable.
In other words, alongside learning about
our freedoms, we also become aware of
responsibilities and accountabilities.

The collapse of the Soviet Union
illustrated graphically what happens
when freedoms are not accompanied
by a knowledge of such responsibilities.
In the early 1990s, many in Russia
welcomed their new freedoms, but
without knowledge of the moral
frameworks of market economies and
political democracies, theft, corruption,
and exploitation of people and resources
became the norm. The Russian people
continue to pay the price. In other
words, freedom cannot be absolute.

Further, if I’'m allowed to be free, then
surely so is my neighbour. Returning

to COVID, does this not mean that my
neighbour has the right to be protected
from infection? If  do not wear a mask
or refuse to socially distance, am | not
infringing their right to be free from
infection? Furthermore, if | exercise



these alleged freedoms and become
sick and require hospital treatment,
thus taking up one of a limited number
of beds, am I not infringing the freedom
of others to obtain hospital care for
ailments other than COVID?

Freedom must therefore always be
relative. Freedoms and rights are
inextricably connected. Many of what we
consider immutable rights were codified
in the 1948 United Nations Universal
Declaration of Human Rights and
subsequent covenants and conventions.
In large part, the declaration came
about as a response to the horrors

of the Second World War. This was a
time when large-scale decolonisation
was yet to get under way, and only 58
countries were represented in the United
Nations, fewer than a third of today’s
membership. There were few Asian or
African members and none from the
Pacific Islands.

Given that the vast majority of United
Nations members at that time came
from Europe, the Americas, and the
Old Commonwealth, it is not surprising
that the rights set out in the declaration
have a very strong Judaeo-Christian
foundation. There is a strong (but not
exclusive) focus on the rights of the
individual. Many of these rights are
indeed replicated in societies that
developed around other religious

or value systems and can, thus, be
considered “universal”.

However, there are also other rights that
should not be overlooked, although

in practice much of the commentary
and understanding of human rights

in today’s world does just that. In
particular, communal rights tend to be
seen as having little importance or are
ignored completely. In truth, however,
many societies consider such rights to
be at least as important as the rights of
the individual.

We can see this close to home, for
example, in Tokelau. For a long time,
only two religions were permitted to
be active in the territory, Catholicism
and the London Missionary Society
(the Congregational Christian Church);
proselytisation of other beliefs was
proscribed. This was to promote unity
and cohesion in a small, vulnerable
society, with a long history of

understanding that co-operation and
shared values and beliefs were essential
to long-term survival. Individuals in the
community were seen as benefiting
when the community as a whole acted
together - as in sports, a star team will
almost always defeat a team of stars.

Other societies where communal rights
are important can be found around the
globe. In China, for example, the family
and extended clan are of traditional
importance, and understood by all.
Today, this has been extended by

the current regime to the point that
adherence to the rule of the Chinese
Communist Party and “Uncle Xi” cannot
be challenged. This is, of course, an
extreme, where individual rights are
significantly subsumed by communal
rights.

The key point is that both sets of rights
are important, and different societies
will give more emphasis to one over

the other depending on their own
politico-social and cultural values

and beliefs. There is no single “right”
balance between these sets of rights.
All societies must have the freedom to
decide collectively on what is important
to them. It is this freedom that is critical.
Itis essentially a bottom-up, not a top-
down, process.

Today, nearly three-quarters of a
century after the Universal Declaration,
the world is no longer dominated
politically and economically by the small
number of countries that were then the
most active in international forums.

In particular, global economic and
political weight has moved westwards
from Europe, through the United States
towards Asia. For the first time in several
centuries, countries and societies with
different cultures and values have
significant global influence, and in

some cases, they are seeking to change
aspects of the international order. And
this will perhaps include promoting a
different balance between individual
and communal rights.

Should we be worried? | would suggest
not, provided that there are mechanisms
and systems in place to deal with
instances where there mightbe a
potential conflict between the two value
systems. Such mechanisms can be either
informal or grounded in legislation or

precedential practice. New Zealand
examples of the latter are the Human
Rights Commission, the Children’s
Commissioner, and the Ombudsman.
All of these (and other bodies) help

to navigate between the rights of the
individual and those of the community
as awhole.

Moreover, the balance between
individual and communal rights is not
static; it evolves as society evolves. We
see this occurring in New Zealand. The
increasing assertion by a variety of Maori
groups to have the right to look after
their own communities as it pertains
to caring for vulnerable children or
delivering new approaches to affordable
housing on their own land are current
examples. And the corollary, namely
that the government and the wider
population are becoming increasingly
receptive to such approaches, reflects
the fact that New Zealanders are
becoming more cognisant of the
importance of recognising communal
rights. The decision by the Supreme
Court that the Peter Ellis case can
proceed after his death is a further
example recognising that more than
one set of values is important in New
Zealand society.

So, to come back to fairness and
freedom. Changes such as these

are a response to New Zealanders’
integral sense of giving everyone a

“fair go”. They do not detract from our
freedoms, because, as a society, we are
providing through our representatives

in parliament a social licence to remake
our society in this new way. COVID

has amplified our understanding that
standing together makes us stronger and
enhances our chances of surviving and
prospering in a challenging world. We
can conclude that individual freedom

is a necessary condition of our chosen
way of life, but not a sufficient one. As
John Donne putit “No man is an island”;
we are all, to a greater or lesser extent,
dependent on others.
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Q&A

QANDA

WITH LAULU MAC LEAUANAE

Shenagh Gleisner talks to Laulu Mac Leauanae, Secretary for Pacific Peoples and
Chief Executive of the Ministry for Pacific Peoples, about the role of the Ministry in

influencing the wider public service.
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Laulu Mac Leauanae

How do you influence the public sector to improve outcomes
for Pacific peoples? What are your influencing strategies?
What levers of influence are the most powerful for you?

The Ministry for Pacific Peoples is the government’s principal
advisor on policies and interventions aimed at improving
outcomes for Pacific peoples in Aotearoa.

We provide a voice for Pacific people in government, and our
voice comes from our community. Our role here stems from
providing evidence-based advice across government on policies
that affect Pacific peoples.

System leadership is fundamental to our role. Pacific identity,
language, and culture; economic development and income; and
health and wellness are also broad priority areas.

Our Pacific Aotearoa Lalanga Fou report outlines four priority
goals: thriving Pacific languages, cultures, and identities;
prosperous Pacific communities; resilient and healthy Pacific
peoples; and confident, thriving, and resilient Pacific young
people.

This report has become our framework at MPP, and we use it
to guide our collaboration with other government agencies,
businesses, non-governmental organisations, and wider Pacific
communities to identify how we can best support and achieve
these goals to improve outcomes across the board for Pacific
Aotearoa.

When collaborating with other public sector
organisations, we set the expectation that at
MPP, taking Pacific values and cultural practices
into consideration is vital.

We use our extensive networks with Pacific
communities, as well as our knowledge and
understanding of Pacific peoples, to influence public
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policy and programmes and service decisions affecting Pacific
Aotearoa.

We provide expert policy advice to ministers and partner
agencies, supporting the development of strategies and
programmes targeted at Pacific communities and co-designing
and delivering programmes, as well as identifying valuable policy,
research, and implementation insights.

We gather intelligence on Pacific issues and opportunities and use
this to inform our policy advice, enhance engagement practices
with our Pacific communities, and influence decision making.

We ensure Pacific stakeholders and audiences shape and have
access to information and support from all government agencies,
and we partner with a wide range of organisations across the
private and public sectors to identify and promote future Pacific
leaders and Pacific success.

What’s one of your biggest success stories that resulted
in better outcomes for Pacific peoples being delivered by
another agency because of your work behind the scenes?

The Ministry secured $2.95 million in Budget 2020 to enable
Pacific communities to drive and lead their own initiatives to
respond to COVID-19. The response to the COVID-19 Community
Fund, which MPP administered, was overwhelming.

We worked with the Ministry of Social Development to set up
a one-door approach, where MSD would consider applications
already submitted to MPP. This approach aligns to Pacific
Aotearoa Lalanga Fou, where Pacific communities called for
government agencies to work better together.

The Ministry also worked with the Ministry of Health after the
Auckland outbreaks to repurpose funding to support Pacific
churches in Auckland who played a critical role in responding to
COVID-19. This acknowledged the important role churches play in
the lives of Pacific peoples.

Both initiatives respond to Pacific Aotearoa Lalanga Fou, which
acknowledges Pacific communities have the solutions to drive
better outcomes for Pacific communities.

Do you want agencies to have their own networks in Pacific
communities or would you prefer your Ministry to connect
them with networks you have established and then assist with
the engagement?



The Pacific Aotearoa Lalanga Fou vision requires a different
approach to decision making and to the way Pacific development
initiatives work.

Pacific communities want an approach tailored to Pacific values
and aspirations - one that recognises that communities can drive
their own solutions. For this to work, government agencies need
to work alongside their networks and communities.

Collaboration is key. The Pacific Aotearoa Lalanga Fou goals

are challenging to achieve, and because no one person or
organisation has all the answers, we all need to keep each other
informed.

The Ministry can help to bring together Pacific communities,
key stakeholders, and government to realise aspirations and
grow Pacific communities’ contributions to Aotearoa; however,
agencies must develop their own networks among Pacific
communities.

At a policy level, what works best to ensure every agency fully
considers the impact on Pacific peoples when they do their
policy work? You have had a Pacific framework in the past. Is it
still used, and does it work?

The Ministry is the government’s principal advisor on policies
and interventions that impact and improve outcomes for Pacific
peoples.

A key part of this role is to ensure a Pacific perspective is applied,
and a suitable approach is adopted across government, for
engaging with Pacific communities in the government’s policy
work.

The Ministry also supports improved public service capability
regarding Pacific cultures, beliefs, values, and lived experiences,
which is critical for developing appropriate policy responses.

Understanding Pacific peoples and including Pacific communities
in the policy process will ensure agencies both improve

the quality of their policy advice and implement effective
interventions and initiatives.

To support this, the Ministry recommends that agencies use our
tools and resources, which are available on our website www.
mpp.govt.nz.

These tools include:

«  Kapasa - the Pacific policy analysis tool
«  Yavu - the foundations of Pacific engagement

+  Pacific Aotearoa Lalanga Fou - the Ministry’s qualitative
research report and strategic framework that underpins our
work

«  Contemporary Pacific Status Report - the Ministry’s
quantitative research report, which provides a snapshot of
key Pacific data.

Kapasa

Co-developed with the Department of the Prime Minister and
Cabinet in 2016, Kapasa is a policy framework that supports
agencies to develop policies, programmes, and services that
integrate Pacific peoples’ perspectives. Kapasa takes the generic
policy development approach and overlays that with Pacific-
specific content and approaches; it sets out how to include
information and evidence about Pacific peoples and to take
Pacific peoples’ cultural capital into account - their values,
diversity, and experiences - and it can be used to support
effective engagement during the policy process.

Yavu

Yavu is a Pacific engagement tool. In practice, this means agencies
must be committed to doing things differently for Pacific peoples
- effectively engaging with Pacific people in community settings
and in ways that enable them to share their strengths, values, and
resources to inform design of policies. Maintaining relationships
with our Pacific communities is important as this reflects the non-
transactional nature of Pacific engagement and culture.

Pacific Aotearoa Lalanga Fou

Pacific Aotearoa Lalanga Fou is our foundational report. It
was developed through a year-long talanoa with over 2,500
Pacific people. It describes the vision and

journey ahead for Pacific communities, the

approach required for engaging with Pacific

communities, and the aspirations of Pacific

peoples, placing them at the centre of policy

and decision making, with four core goals:

17 PUBLIC SECTOR April 2021



Thriving Pacific Languages, Cultures, and Identities
Prosperous Pacific Communities

Resilient Healthy Pacific Communities

= W N

Confident, Thriving, and Resilient Pacific Young People

Contemporary Pacific Status Report

«  Understanding the current position of Pacific peoples in
Aotearoa is essential to effective policy development. The
Ministry’s Contemporary Pacific Status Report provides a
snapshot of Pacific peoples in Aotearoa. It is currently being
updated to include the 2018 census data.

How important is it for you to have Pacific staff in leadership
positions in the public sector outside your Ministry? If it is a
low proportion, why do you think this is the case? Does this
worry you? If so, are there actions you can take to rectify
this?

Itis crucial to see Pacific peoples in leadership roles across the
public sector and outside the Ministry. They bring diversity and a
unique leadership style, enriched by their core Pacific values.

Relationships are of the utmost importance to Pacific peoples,
as well as service, inclusion, collectiveness, and respect.

For many Pacific people, to lead effectively, you
Q’ must follow, or lead from behind, which is not a
\ / mainstream style of leadership. Collaboration is
e e key for Pacific leaders - results come when they
/ \ all work as a collective entity, aiming to achieve
,‘.\ the same goals - which is where the Pacific
Aotearoa Lalanga Fou framework comes into play.

IPANZ PRIZE GOES TO
PERNELLE VARI

This year’s IPANZ Public Administration Prize has been awarded
to Pernelle Vari. She received the top marks in the VUW School
of Government’s Emerging Perspectives in Public Management

papetr.

Pernelle started her working life as a secondary school English
teacher. After a period of travel, she decided to follow a
different career path. “As a teacher, you implement policies that
are set for you - | wanted to have more influence on advising on
educational policy at the centre in Wellington.” This prompted
her to do a graduate diploma focusing on public policy and
public management with a view to developing a career in policy
work.

However, Pernelle did not move immediately into education
policy work. She is currently working as an analyst at the
Ministry for the Environment where she focuses on freshwater
policy. “I originally started helping with the submissions from
the public on the freshwater reforms. This consultation is one
of the biggest undertaken by the Ministry for the Environment.
Work on environmental issues closely aligns with my personal
values, which is very important to me.”

Pernelle attributes her great marks to the quality of the
teaching and to the excitement of learning about new ideas and
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What improvement would Pacific communities like to see in
the public service? What do they most often ask you to try to
change so that services can better meet their needs?

We constantly engage with our Pacific communities, as their
wants and needs essentially drive our mahi.

Throughout the engagement we conducted for the Pacific
Aotearoa Lalanga Fou report, Pacific communities were
adamant that they want genuine partnerships in the public
sector, along with Pacific-led solutions, which means us working
collaboratively with our communities.

They want Pacific values to inform how things are done, which
recognises that Pacific communities are the owners of Pacific
wellbeing and culture and they can drive their own solutions.

What aspects of the public service create poor outcomes
for Pacific peoples? And what aspects create excellent
outcomes?

I think the key here is to focus on how the public service can
contribute to better, positive outcomes for Pacific peoples.

As | have reiterated already, collaboration is key for helping
Pacific peoples thrive and flourish.

Pacific wellbeing is a huge focus for many public sector
agencies, and effective delivery on programmes that align to
creating better outcomes for Pacific people is critical to good
outcomes.

The more alignment within the public sector there is, the more
public sector agencies can leverage on programmes that already
exist.

IPANZ President, Liz MacPherson, (left) with Pernelle Vari

issues in the public service. Her learning is continuing through
her current role. “I have learnt so much about partnership and
the absolute importance of reaching out to our Treaty partners,
right at the beginning of the policy development process, to
see how iwi and hapii understand the problem and to develop
options to address it collaboratively.”

IPANZ is delighted to support young people like Pernelle and
wishes her all the best for the future.




PUBLIC SERVICE PRINCIPLES -
WHAT ARE THEY AND WHAT DO THEY MEAN
FOR PUBLIC SERVANTS?

Hannah Cameron and Callum Butler of Te Kawa Mataaho Public Service Commission
describe the new Public Service principles and explore what they’ll mean for the future

Public Service.
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In the last parliamentary term, the
Government repealed and replaced the
State Sector Act 1988 with the new Public
Service Act 2020. The Act provides the
foundation for a Public Service that’s
unified around a clear constitutional

role and includes operative provisions

to support strong system leadership and
flexibility. Ultimately, the Act is intended
to help the Public Service join up services
around New Zealanders’ needs and
maintain public trust and confidence in
the Public Service.

This article is the first of a series of
articles from Te Kawa Mataaho Public
Service Commission on the new Act and
what it means for public servants. This
article focuses on the five Public Service
principles set out in Part 1 of the Act.
These are:

. POLITICALLY NEUTRAL

. OPEN GOVERNMENT
. STEWARDSHIP.

Enshrining these principles together in
one place has two important objectives.
First, the principles help to preserve
public trust and confidence in the Public
Service’s function of serving current and
successive governments, which is a core
part of its constitutional role. Second,
having the principles clearly articulated
in one place, along with the purpose
and values of the Public Service, helps
to ensure that the Public Service shares
a common set of objectives and ways of
working in its pursuit of better outcomes
and services for New Zealanders.

As we have seen through the response
to the COVID-19 pandemic, public trust
and confidence in our public institutions
is crucial to the government’s ability to
effectively deliver for New Zealanders.
New Zealand’s Public Service has an
enviable international reputation for
integrity, responsiveness to government,
and effectiveness for New Zealanders.
Recent research shows that New
Zealanders have increasing trust in, and
satisfaction with, their public services.
However, in other jurisdictions both
public trust in government and core
supporting principles, such as political
neutrality, have been in decline. Codifying
the principles in the Act asserts and
affirms their importance to our system
of government and gives them the

force of law as things that underpin and
are critical to our Public Service in its
constitutional role.

THE PRINCIPLES
HELP TO PRESERVE
PUBLIC TRUST AND
CONFIDENCE IN THE

PUBLIC SERVICE.

Bringing the principles together in

one place also ensures their clarity.
Before being included in the Act, the
principles were not treated consistently

in legislation - some were clear legislative
requirements (such as merit-based
appointments) while others were largely
governed by convention (such as political
neutrality and free and frank advice). The
new Act creates a responsibility for Public
Service chief executives and boards of
Crown agents to ensure that the principles
are upheld in the work of their agencies.

Having the principles in the Act ensures
that they are accessible for all public
servants and helps to ensure that the
Public Service is unified in its work.

When thinking about the principles,
public servants have an opportunity

to consider not just a minimum set of
behaviours but also an aspiration for the
future. A discussion of each principle and
why they are important is provided below.

POLITICALLY
NEUTRAL

Politically neutral refers to the way that
public servants support the Government
to develop and implement policies and
follow lawful instructions from ministers
to the best of their ability and irrespective
of their own political opinions. Political
neutrality is a long-standing Westminster
tradition. It has three main purposes:

1. Allowing public servants to
maintain the trust of ministers,
giving credibility to their advice and
giving ministers confidence that
their policies will be implemented
faithfully.

2. Allowing public servants to serve
successive governments as part of
a permanent career-based Public
Service, preserving capability
and institutional memory. This is
particularly important in a small
country like New Zealand, where
specialised skills may be in short

supply.
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3. Maintaining public confidence in the
impartiality of departments.

It is worth noting that public servants
have the same rights to freedom of
speech and political activity as other
New Zealanders. Being politically neutral
at work does not generally stop public
servants from being politically active
outside work. There are no hard and
fast rules around the level of political
activity that public servants can engage
in outside work. It isimportant that
judgment is exercised, and any political
interests or activities are identified and
appropriately managed.

WHEN THINKING
ABOUT THE
PRINCIPLES, PUBLIC
SERVANTS HAVE AN
OPPORTUNITY TO
CONSIDER NOT JUST
A MINIMUM SET OF
BEHAVIOURS BUT
ALSO AN ASPIRATION
FOR THE FUTURE.

Free and frank advice refers to the
responsibility to provide the best
professional advice to ministers, without
fear or favour. Like political neutrality,
free and frank advice has long been an
important feature of the relationship
between the Public Service and the
Government, and ministers have a duty
under the Cabinet Manual to give fair
consideration and due weight to this
advice. Free and frank advice has two
purposes:

1. Improving decision making by
giving advice based on an impartial
assessment of the risks and benefits
of a range of policy options

2. Improving public confidence that
ministers have received such advice
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and that alternate perspectives have
been considered.

The responsibility for tendering advice
ultimately rests with chief executives,
while individual public servants help

to ensure their chief executives are

well supported. Note that the principle
requires free and frank advice be provided
to ministers, not to the public. The role of
public servants is to explain policy to the
public, not to advocate for or against it.
This helps to ensure this principle is not
in tension with the principle of political
neutrality.

This means giving preference to the
candidate most suited to the role. This
principle originally arose as a safeguard
against appointments made on the basis
of political affiliation or patronage and is
therefore closely related to the principle
of political neutrality. The principle of
merit-based appointments has three
purposes:

1. Improving Public Service
performance by selecting the best
candidate for the job, regardless of
personal views or relationships

2. Maintaining procedural fairness for
all candidates

3. Maintaining public confidence in the
ability of the Public Service to act
impartially and to serve successive
governments by supporting the
principle of political neutrality. This
helps to preserve the capability and
institutional memory of the Public
Service.

This principle has long been reflected in
our legislation through a requirement

to “give preference to the person who is
best suited to the position” when making
appointments. Apart from this general
requirement, which may include factors
such as team fit, cultural and language
competency, or community connections,
the New Zealand approach has been

to leave merit undefined. This means
that the principle of merit is consistent
with the principles of diversity and

inclusiveness also set out in the Act - that
the group comprising all Public Service
employees should reflect the makeup of
society.

=X
GOVERNMENT

Open government refers to strengthening
democracy, building trust, and improving
wellbeing by ensuring New Zealanders
can contribute to and influence what
government does, and how. Open
government does not have the same
history as other principles in the
Westminster system, but it is becoming
increasingly important as citizens in

the information age expect to be more
informed and involved in government
decision making. Open government

has a wide variety of objectives,

including improving transparency and
accountability, encouraging active
citizenship and participation, and
ensuring responsiveness of government.

PRESERVING THE
PLACE OF THESE
PRINCIPLES IS
SOMETHING THAT
REQUIRES THE
SUPPORT OF ALL
PUBLIC SERVANTS.

The Act requires chief executives to

foster a culture of open government,
thereby focusing on the general approach
and attitude expected from the Public
Service rather than specific actions. This
helps to ensure that the Public Service
tends towards openness in exercising its
specific functions and decisions, as well
as promoting openness to ministers when
giving advice. Legislation such as the
Official Information Act 1982, the Privacy
Act 1993, and the Public Records Act

2005 support this principle by providing
specific processes to ensure that
information is preserved and accessible
to New Zealanders. New Zealand

has also been a member of the Open
Government Partnership since 2013. This
is an international agreement that aims



to make governments more accountable,
responsive, and inclusive.

Stewardship can be understood as a duty of
care for a resource that belongs to or exists
for the benefit of others. Such resources
include people, information, processes,
assets, and legislation. The importance

of stewardship has been increasingly
recognised in legislation over the past

three decades. Stewardship has two key
purposes:

1. To protect and enhance the medium-
and long-term capability of the
Public Service to serve successive
governments

2. To protect the long-term sustainability
of New Zealand’s system of
government and support public
confidence that this occurs.

Stewardship requires the public service to
take active steps, rather than a responsive
or passive approach. The Public Service
has a dual role: it acts as a steward of
public resources in its own activities and it
supports ministers to do the same. Public
servants help to ensure the principle of
stewardship is upheld by contributing to
processes within their departments that
ensure the people, information, processes,
and assets of the Public Service are
appropriately developed and maintained
and that ministers receive advice that
supports them to be good stewards.

>> NEXT STEPS

While the Act formally places
responsibilities on chief executives and
boards of Crown agents to ensure the
principles are upheld, preserving the
place of these principles is something
that requires the support of all public
servants. The principles are fundamental

to our ability to maintain public trust and
confidence and to deliver the services

and outcomes New Zealanders want

and need. But as we have seen through
erosion in other jurisdictions, they are not
unassailable and must be protected and
nurtured to ensure they remain a core part
of our Public Service ethos into the future.

Te Kawa Mataaho will continue to provide
leadership on all the elements of the Act,
including the principles, and how we can
continue to nurture and develop them as
part of our future Public Service. We will
also be supported in this role by others
with system leadership functions, such as
the Head of the Policy Profession, who sets
expectations about the quality of policy
advice, or the Government Chief Data
Officer, who guides the system in respect of
open data.

Current standards and guidance relating to
the integrity and conduct of public servants
can be found on the Te Kawa Mataaho
Public Service Commission website.
Updated standards and guidance from the
Te Kawa Mataaho are in development, with
consultation expected later this year.

ALLEN+CLARKE

CHANGE

OPTIMISATION

How we can help...

We will help you design operating models, frameworks
and ways of working that add value and have impact.

We will work with you to fix things that are broken, and
solve problems. Where operations or service delivery
models require change or a refresh, we can help.

We will align your operations, strengths and capability
with your strategy and priorities, and ready you for

emerging challenges.

SERVICES

We will support you to manage change — with people, your
business unit, the whole organisation, or at a system level.
We will help you assess the impact of your change,

measuring the benefits and value added to your
organisation.

Change is constant and accelerating and we are all
working in a less certain environment! We will walk
alongside you as you embrace change, so it works

. We are your trusted advisors - guiding, coaching, plannin
for your business and accelerates your success. y S 9P 9

and applying best practice.

Prepare for change

Manage Reinforce
change change

For further information, please
visit www.allenandclarke.co.nz
or contact Nick Leffler on
nleffler@allenandclarke.co.nz
or +64 21 804 658

Deéign Implément

Optﬁnise

Build case Plan
for change

21 PUBLIC SECTOR April 2021



PROPOSAL

IPANZ PROPOSITIONS FOR CHANGE ON

“NO SURPRISES”

No surprises is not a convention - it’s a practice that was added
to the New Zealand system in the late 1980s and is not found in
other Westminster systems.

No surprises refers to the practice that staff in public agencies
should give the minister early warning about a significant or
controversial matter, especially those that might arise in public
(Cabinet Manual 3.22[a]). At times since its introduction, this
practice has been contentious when information held by the
public sector has been misused for political purposes, which
damages the public’s trust in government.

The current regime creates unnecessary ambiguity. The rules
and guidance need to be refined.

The December 2020 edition of Public Sector summarised a
discussion at an IPANZ round table on issues raised by the

no surprises practice. No final conclusions were reached at
the round table, but this was not the intention. Rather the
discussion was designed to gather and debate a range of views
from many different perspectives.

The IPANZ board has distilled its own views about changes that
could improve clarity and assist public servants. These views,
summarised as IPANZ’s propositions for change, are informed by
the round table discussion but do not express the views of the
participants.

IPANZ propositions

The IPANZ board recognises that some kind of early warning
practice is required. It appreciates that trust, relationships,
and wise judgment are all essential. The board believes that
consideration could be given to some changes to the guidance
on no surprises.

«  Duty to inform - the concept of a selective duty to inform
and a duty to not inform should be more prominent.
There should be a “positive list” of issues that the duty to
inform covers as opposed to the current situation, which
is a “negative list” - that is, any issue could be covered
by no surprises unless it’s specifically precluded. To keep
ministers safe, the duty to not inform would include the
details of individual cases so citizen’s privacy is protected.
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«  The nomenclature should change - it should reflect the
concept of early warning rather than no surprises. The
notion of no surprises suggests that surprises can be
completely avoided, which is misleading.

«  Greater clarity is needed on informing ministers, not
politicians - the duty to inform relates to minister(s) on
defined matters arising in their portfolio(s) and does
not extend to any matter than might embarrass the
government.

«  State sector wide - the duty to inform applies to non-public
service departments such as the Police, Crown entities,
SOEs, and companies on the 4th Schedule of the Public
Finance Act. A wide range of public agencies undertakes
a statutory independent function where “independent”
means “independent of the minister”. The duty to inform
is different for all public agencies when they undertake
statutory independent functions rather than business as
usual.

«  Consistent application - the protection should be applied
consistently across regimes. At present, IRD can’t disclose
personal information about family support, IFTC, child
support, or student loans, but for other departments
administering similar or identical regimes, the opposite
applies.

«  Personal information is private - disclosure should be the
minimum required on a “need to know” basis to enable
the minister to be answerable for the agency’s actions.
(See the Privacy Commissioner’s guidance on when
personal information can be disclosed to a minister by a
government department at https://www.privacy.org.nz/
publications/guidance-resources/guidance-to-ministers-
and-government-departments/).

The IPANZ board hopes that better guidance can be developed
for public sector employees that addresses the problems that
have emerged with the practice.
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LOCAL GOVERNMENT

S COMMUNITY

Monique Davidson has an eye to the future in imagining

local government.

When we think about the role of local
government, it would be easy to get
sucked into the confusing and naive trap

of thinking about the traditional roles of
local government - the rates, the roads, the
water, the red tape, and let’s not forget the
rubbish. A provider of infrastructure and
services.

However, when | arrived in local
government around 10 years ago, what
| found was a sector so broad in its
mandate and with responsibilities so
connected to community influence,
impact, and decision making
that I soon realised what
profound opportunities local
government provides to
make a real difference to the
lives of people. Stewards
in place making and
community building.

Whether it be finding
solutions to complex issues
like housing and community
safety or ensuring bespoke and
fit-for-purpose infrastructure
solutions, what | know is that it is
the strength of place-based community
and civic leadership that supports enduring
solutions.

These solutions might be about enabling
and supporting a youth voice in decision
making, building capability and capacity
within our voluntary and community sector,
or opening the doors of our libraries and
pools, which for some creates the only
social connection they may get that day or
week. Local government doesn’t just build
community, it is community.

Although local government is facing
uncertainty, it equally has an opportunity to
reimagine the future. These opportunities
include:

«  Anopportunity to secure a
strengthened partnership with central
government and local government
where we navigate the continuum of

public service in determining each
other’s strengths and weaknesses to
understand where decisions, influence,
and service provision are best placed.

+  Anopportunity to leverage those
returning to the regions to harness
their skills and talents to build
capability across our public sector at
a grassroots level and support place-
based community decision making and
leadership.

«  Anopportunity to think about the
future of the communities we serve,
then determine the function and form
government serves - not the other way
around.

«  Anopportunity to reflect on the truth
that when everyone (whether it be
in the public or private sector) shuts
the doors on physical service centres
and relies on digital offerings, there is
someone left holding the fort - and that
someone is local government. Because
local government is community.

No day in local government is ever the
same, and it is often challenging to
articulate. If we were stuck in an elevator
together, | would talk with such passion
about the multiple projects we are working
on with iwi and hapu to deliver on the
environmental and cultural aspirations they
have for the whenua and awa or the 415
employment outcomes we have created

in partnership with central government
since August 2020, or I might talk about the
families who have contacted council this
week because they have been given notice
on their tenancy and have no home to go to.
And then our conversation would continue
on the opportunity that is in front of us - the
opportunity to let go of our confused and
naive perceptions and pursue a strong and
connected public sector that continues in
its mission to enable dynamic communities.
Yes, together we can be the real stewards in
place making and community building.
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WASTING TIME AT WORK -
WHAT IF IT WERE YOUR MONEY?

Luke Aki, a past member of the IPANZ New Professionals,
wants more value put on time and fewer wasted hours in

the office.

Let’s talk about the value of time spent at
work.

Have you ever been in a meeting that should
have been an email or where only two out of
the 10 people needed to be there? Watched
a group of colleagues argue for an hour in
a meeting over something trivial? Seen a
colleague browse Facebook for hours each
week and struggle to deliver the work they
were meant to be doing? How much does
this cost from an efficiency, morale, and
monetary point of view? Let us tackle
just one of these aspects - the

mighty dollar.
s

The median salary in the
New Zealand public service
in 2020 was $72,600. Let’s

be generous and assume
that’s on a 40-hour week,
adding up to 2,080 hours a
year. This means that every
hour of a public service
employee’s time spent in the
office costs about $35 (ignoring
annual leave, public holidays,
and different work hours, which if
accounted for would make the figure
higher anyway). This is if we are measuring
value of time in monetary terms. (There are

other ways to measure value, but that is a

topic for another time.)

Now picture a meeting of 12 people that’s
only relevant to two of them. The other 10
have to sit and listen to a conversation that
doesn’t need to involve them. That’s $350
down the drain. Or a colleague who browses
Facebook and YouTube for two hours every
day - that’s over $18,000 a year. All of this

represents wasted opportunity and capacity.

How would you feel if it were your money?
Direct, out of pocket cash, not separated by
degrees through tax?

In some parts of the private and public
sectors, time spent on work projects is
recorded and charged to the minute (well,
more usually blocks of 6 or 10 minutes).

In others, it is not recorded at all - they
measure the outputs and value of what

you create rather than the time spent on

it. Regardless of the business model, no
organisation will pay you to browse YouTube
cat videos if there is work to be done. As for
the almighty meeting - these are only useful
if they generate value, remembering that not
every meeting has a monetary value. That
value could be making a milestone decision,
strengthening and nurturing a growing
relationship, creating connection, or building
team identity. And to be honest, a cat video
or meme every now and then doesn’t hurt.
Balance and perspective is key.

Putting a value on our time is crucial to
ensuring we spend it on the things that
matter and we avoid wasting it on those
that do not. If we are serious about building
a better public sector, we need to keep
ourselves and our colleagues honest about
spending time on the things that strengthen
our relationships and help us deliver value -
and cutting out the waste.



SPECIAL FEATURE: JOBS YOU’VE NEVER HEARD OF

Emily Smith

Gagan Rana

MEASURING UP

Was there really 330 millilitres of beer in
that can? Was that 5-kilo bag of potatoes
from the dairy perhaps a few spuds too
light? Does a 2-metre roll of double-sided
tape actually measure 2 metres? Did
Grandma really get the 3 cubic metres of
firewood she paid to be delivered to her
front gate? How can we tell? Can we trust
our suppliers and traders? Kathy Ombler
goes in search of the answers.

Metrology is the science of measurement, and that’s the essence
of the work done by MBIE’s Trading Standards, Market Integrity
team. They make sure the weight, measure, or number of all goods
traded is accurate. A major challenge is that few people have any
idea of the team’s existence.

Setting standards

“We work according to the Weights and Measures Act 1987 and the
Weights and Measures Regulations 1999, and we follow guidelines
set by the international measurements body, the International
Organisation of Legal Metrology,” says Trading Standards Officer
Gagan Rana. “We must also heed the Privacy Act,” he adds.

Any measuring equipment used for trade must be officially
approved, says Rana. “To achieve this, we have seven trading
standards officers throughout New Zealand, plus we accredit
people from private organisations and these become “accredited
persons” (APs).

“All measuring equipment (shop scales, for example) must be
verified by a trading standards officer or an AP. We test that the
equipment is measuring correctly, then we put our seal, or Mark
of Verification, on the calibration point. APs visit all traders to

test their measuring equipment - from the corner dairy to fuel
company tankers. They put their company name and individual AP
number on the Mark of Verification so we know exactly who has
verified that instrument.”

In addition to compulsory verification, Rana says that the
equipment owner can choose to get a Certificate of Accuracy
for their weighing or measuring equipment. This is valid for 12
months, then re-examination is required.

“The benefit of having a Certificate of Authority is that it
provides assurance to a trader that their equipment is providing

accurate and repeatable results. The difference between a Mark
of Verification and Certificate of Accuracy is that the first is
mandatory and the second is optional.”

Officers also visit traders after receiving customer complaints;
this will preferably be carried out in an educational rather than
policing role, he says.

“Sometimes a small trader might buy some cheap scales online
and not realise that they are non-compliant. We will consider the
various options to ensure compliance is achieved. These can range
from advice and information through to prosecution. In the first
instance, we will generally provide education, such as advising the
trader to buy a trade-approved scale and have it verified by an AP.

“Many small traders are not even aware of the problem or the
requirement and have never heard of us,” he adds.

The challenge of awareness

“Doing this ‘job you’ve never heard of’ is actually one of our
greatest challenges. We arrive and show our card and warrant, and
some have no idea who we are or why we are there,” he says.

“When a business starts up, there are so many compliance
requirements. They might have had visits from the local council
and other government departments and are not aware of the
requirements about selling products by weights and measures. In
some cases, they will have taken over a business and inherited bad
habits from the previous owner. So when we turn up, they can be
quite reluctant or unhappy.

A MAJOR CHALLENGE IS THAT FEW
PEOPLE HAVE ANY IDEA OF THE
TEAM’S EXISTENCE.

“However, when we visit someone who isn’t complying and
explain the requirements, then return later to see they have fixed
everything, we get a huge sense of satisfaction. They are happy,
too. Mostly that is what happens, and that for me is a highlight of
the job.”

Labelling can also fall under the spotlight. This can include both
local and imported goods, says Rana.

“There might be a customer complaint about a 1 kilo packet of
rice sold in a supermarket that doesn’t actually contain 1 kilo. We
contact the manufacturer, and if that issue persists, we ask the
trader to remove that stock from sale, or to reweigh the packets
and put a new label on with the correct weight, say 950 grams.

“If it’s a short weight, we would act immediately. If just one or two
packets are found, we would ask them to remove those packets
from sale. If we find the anomaly is ongoing, we can issue an
infringement notice.

“Countries still using imperial measurements, for example, the
United States, must change their labelling to our decimal system,”
he adds.

Spot checks are another tool to ensure compliance. These help
everyone, says Rana. “When people get a call to say we are doing
a spot check, they can be nervous, but if they have the systems

in place to do everything correctly, then the spot check is really
about reassurance. Also, the company’s quality-assurance team, if
they have one, is usually really happy.”
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As one of four Auckland-based officers covering an area from
Northland to Taupd, Rana travels a lot. He came to this role from
driver testing with the NZTA, so he feels experienced in the role of
compliance. His training in the weights and measures role began
in 2017, and he has been a fully qualified trading standards officer
for two years.

Measuring the measurers

But who measures the measurers? And who decides the standards
they must measure by? Here’s where the trading standards
technicians step in. One of them is Christchurch-based Emily
Smith. Her title is Legal Metrology Laboratory Technician.

“In New Zealand, we have three laboratories: Auckland,
Christchurch, and one just reopening in Wellington. Our job is

to check the equipment that the APs and our colleagues use to
make sure it is accurate compared with the national standards.
These are held by the Measurement Standards Laboratory of New
Zealand (MSL) to ensure New Zealand’s standards of measurement
are consistent with the International System of Units, known as
the SI.

“Our role is to check all the standards used to measure equipment
in trade. These include fuel or diesel tanker volumes (some
measured in 2,000-litre metal tanks), so the amount sold by the
fuel company to the service station owner and on to the end
customer is accurate. They also include the weighbridge weights
used to weigh a truck carrying grain to a flourmill, so the farmer
is paid correctly for his or her wheat, and the weights used to test
the scales at a farmers’ market. We are also an I1SO accredited
laboratory able to calibrate standards that measure the accuracy
of, for example, pharmacy or postal scales, as well as multi-
dimensional equipment used in the parcel carrier sector.”

WE ARRIVE AND SHOW OUR CARD
AND WARRANT, AND SOME HAVE
NO IDEA WHO WE ARE OR WHY WE
ARE THERE.

Smith has a Bachelor of Science, not a necessary requirement,
but helpful just the same, she says. Forklift driver certification is
essential, though.
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“Yes, | drive a forklift in my role, checking the
weight of 1-tonne masses for weighbridges.
Plus, we have another comparator for 20-

kilo masses - that’s pretty hefty, so we have
equipment in place to reduce the amount of
repetitive lifting. In a day, we might do fifty
20-kilo masses, so all those masses need to be
lifted on and off a pallet. Trailers are also used
to measure the volume of firewood, so checking
their height, width, and length, as in cubic
metres, is part of our job.”

There’s been a lot of learning on the job,
including training around new government
regulatory systems, she says. “Learning about
the New Zealand Certificate in Regulatory
Compliance (Core Knowledge) and New
Zealand Certificate in Regulatory Compliance
(Operational Knowledge) was valuable training
for all of us involved in frontline compliance
work.”

ALL THE CHECKOUT SCALES
WHERE PEOPLE WEIGH THEIR FRUIT
AND VEGES ARE RELIANT ON YOU
TO BE ACCURATE.

After three years in the job, Smith says the relationship between
her colleagues is a highlight of her work.

“l am very well-supported by my team leader and colleagues.
Everyone pitches in, especially with a large job that requires a lot
of manual labour,” she says.

Supporting the APs is also critical. “Their standards have to be
tested every year, so it’s about getting a quick turnaround so
they can do their job and keep operating with a high level of
confidence.”

The wider effect

Then there is the big picture. “When you think about the knock-on
effects of your testing - knowing all the fuel pumped around the
South Island is related to something you have done, and that all
the checkout scales where people weigh their fruit and veges are
reliant on you to be accurate - you realise how you really have to
get it right.

“Like Gagan, we spend so much time explaining what we do,” she
adds. “People say, wow, | never thought about all that. | bought at
least 20 things today that relate to the work you do.”

Weights and measures accuracy is not just about the end customer
potentially being short-changed, she adds. “At the end of the day,
we want to make sure everyone in the supply chain is happy. If
you buy 20 litres of fuel and get 22 litres, the company and service
station isn’t happy. If you buy 20 litres and get 19, then you are not
happy. If you buy 20 litres, and that’s what you get, everybody is
happy.”

She urges everyone - suppliers, traders, and consumers - to
become better acquainted with the weights and measures
regulations. “There is a wealth of information on the Trading
Standards website, including consumer rights when buying goods
by weight, measure, or number.”



EYES ON THE WORLD OO

Peter McKenzie looks to science fiction to get some insights
on the role of policy and public service in a climate crisis.

“Revolution comes; not the expected one,
but another, always another,” said Mario
Praz, the Italian essayist. The role of those
involved in policy is to do the impossible:
to predict the unexpected revolution and
plan what must be done in response.
Achieving this seemingly impossible task
will require a sea change in how policy
analysis is done, including a diversification
of policy thinkers’ sources of information.
One crucial, and surprising, element of that
diversified knowledge base? Science fiction.

The archaeology of the future

“Science fiction is the archaeology of the
future,” observed Yanis Varoufakis, the
former Greek Minister of Finance, who
recently published Another Now, which
spins a story about the discovery of an
alternative, utopian reality. “It is now on the
verge of offering the best documentary of
our present.”

The last year has seen the publication

of a spate of science-fiction texts that
focus on the next 10 years, rather than

the next 10,000. This article will focus

on one: The Ministry for the Future by
famed science-fiction writer Kim Stanley
Robinson. It follows the fraught mission of
an international bureaucrat who’s charged
with addressing climate change. It seeks
to imagine what the next few years might
involve, and its interdisciplinary approach
and creative licence means it may give us
crucial insights into what we ought to be
preparing for.

The suddenness of change

Perhaps the book’s most important
message is that we should not
underestimate how quickly change can
occur. As Gerry Canavan wrote for the

Los Angeles Review of Books, “Somehow
we have become collectively convinced
that massive world-historical changes

are something that cannot happen in the
short term ... We are living through historic
times - the most widely tumultuous period

IPANZ is always looking for your ideas on
great websites, blogs, and articles from any
part of the world that we can dig into to bring
the insights to our members.

Please give us suggestions on where we
should be looking. Send your ideas to us at
Shenagh@ipanz.org.nz

of transformation and catastrophe for the
planet since the end of World War 11.”

Robinson makes that tumult clear. The
opening act of The Ministry for the Future
vividly imagines a wet-bulb heatwave
ripping through India. The passage focuses
on one particular character, who seeks
refuge in the relative coolness of a nearby
lake. But the heat is unavoidable; the
character and those he sheltered are slowly
poached alive, until finally he finds himself
surrounded by the floating bodies of
thousands of victims. Millions more across
India are left dead.

It’s a passage that readers will find
shocking, not for its magnitude, but for
its plausibility. It would be surprising,
according to current scientific modelling,
if we did not experience a cataclysmic
heatwave of this sort within the next
decade. As the writer and climate advocate
Bill McKibben has observed, “Such a heat
wave is not unlikely - in fact, it is all but
guaranteed.” We can no longer separate
the challenge of climate change from the
present; itis a problem that is already on
the verge of overwhelming us.

Underperforming policy

The second important message of The
Ministry for the Future is that previous
policy has profoundly failed to address

the magnitude of that crisis. Partway
through the novel, Frank, the character

left traumatised by his narrow survival
during the heatwave, confronts the book’s
policy wonk protagonist. ““You’re not doing
everything you can, and what you are doing
isn’t going to be enough.’ He leaned toward
her again and captured her gaze, his eyes
bloodshot and bugging out, pale tortured
blue eyes scarcely held in by his sweating
red face - transfixing her - ‘Admit it!’”

Nowhere is that problem of
underperformance more apparent than

in New Zealand. The Climate Change
Commission recently tried to confront the
public in a similar way to Frank, when it
presented a landmark report demanding
“transformational and lasting change
across society and the economy”. The
commission found that New Zealand is on
track to emit 112.5 million more tonnes
of greenhouse gases between 2022 and
2035 than is permissible if it wants to help
prevent catastrophic climate change.

The Ministry for the Future is perhaps the
most important book of the past year for
the imaginative policy analyst because it
helps us understand what the response to
that climate challenge will look like: semi-
structured chaos. As one character remarks
in the book, they had to “Drop Plan A when
the whole thing goes smash, enact Plan B,
which was this: survive! You just do what
you have to, in an ongoing improvisation,
and survive if you can.”

Words in a crisis

The question of what that improvisation
looks like is particularly profound. Robinson
is hopeful about the impact good policy

can have. He writes of central bankers
reforming financial systems to incentivise
climate-friendly behaviour; of international
efforts to secure the sliding ice-sheets; and
of communities incentivising changes to
the way they travel, the things they eat, the
way they transport goods, and where they
live - all evidence of good public policy

and public servants making laudable,
positive change. In a segment that will
move any bureaucrat who has laboured

for seemingly insignificant amendments to
policy statements, he asks: “Were they fools
to have tried so hard for words, in a world
careening towards catastrophe? Were they
fools to keep on trying? Words are gossamer
in a world of granite ... But what else did
they have? The world runs by laws and
treaties, or so it sometimes seems; so one
can hope; the granite of the careening world,
held in gossamer nets.”

But Robinson doesn’t think that good policy
alone will be enough. The hopeful end point
his novel reaches is also built on deeply
disturbing mechanisms of change: the
targeted assassination of corporate leaders
and leading polluters, the shadowy use of
quasi-governmental sabotage programmes,
the alteration of the planet’s atmosphere
through unilateral geo-engineering. It’s an
uncomfortable moment for those ensconced
within government and policy circles. As
Canavan puts it, “What if you actually can’t
beat the bastards playing by their rules in
the institutions they buy and sell?”

The raising of that question, and the
unsettling combination of laudable and
illegal mechanisms of change, is why The
Ministry for the Future is such an important
read for the policy thinker who is trying

to imagine what the next, unexpected
revolution might be. It demands that

we prepare for a world in which positive
change is semi-anarchic and fractured.
And it requires that policy makers think
critically about their own position: are they
doing enough and is it possible for them to
do enough from within a system that has
fundamentally failed so far?
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NAVIGATING DYNAMIC CHANGE
PUBLIC TRUST IN THE COVID-19 ENVIRONMENT

COVID-19 has affected every public sector agency. Public Trust is one office that has
found opportunities among all the challenges and has seen important successes.
Kirsten Rose finds out how they did it.

Greg Garland

COVID-19: in just over a year, this virus
has transformed our lives and our
livelihoods, with more than 109 million
cases worldwide, 2.4 million deaths, and
hundreds upon thousands of businesses
forced into bankruptcy or restructuring.

New Zealand, comparatively, has fared
better than most countries, but that’s not
to say the effects haven't hit us hard. At the
time of writing, Auckland had just entered
its third lockdown, while the rest of New
Zealand had been placed into Alert Level

2 - allin the same week as the first batch of
vaccinations reached our shores.

COVID-19 doesn’t discriminate - it impacts
all demographics, socio-economic groups,
industries, and sectors. Businesses, both
in the private and public sector, have been
forced to navigate unchartered waters for
months on end and hurdle unexpected
challenges.

For the crown entity Public Trust,
COVID-19 has presented challenges and
opportunities that have revolutionised the
147-year-old organisation.

With a head office in Auckland, Public Trust
has around 400 full-time staff working
across 26 branches and customer centres,
and it administers or manages nearly $3.5
billion in personal assets (including $1
billion in investment funds). Its business
arm manages 400 charitable trusts,
safeguards more than $2 billion of fees for
more than 380,000 students as part of its
Fee Protect service, and manages 60 farms
(including New Zealand’s largest training
farm). Its Corporate Trustee Services has
more than $90 billion under trusteeship
and supervision. Not a single part of its
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business escaped the effects of COVID-19.
Arapid evolution in planning

Up until the start of 2020, Public Trust’s
approach to planning was largely

dictated by tradition and government
mandates, with annual business planning
and reporting deadlines. Buoyed by

a fairly stable core market, high-level
forecasting was done on an ad-hoc basis,
using Microsoft Excel. In March 2020, the
organisation was about to present its
business plan to its board ahead of review
and approval by Treasury for inclusion in
its Statement of Performance Expectations.
Then COVID-19 hit and, as Greg Garland,
Public Trust’s Planning and Performance
Manager, says, “Things changed quite
considerably.”

“We were finalising our business plan,
and then COVID-19 came along and that
radically changed all of our assumptions
and made the planning much more
difficult. All of our drivers were up in the
air. What we said to the board was ‘here
is our business plan based on what we
currently know but things would change’.
We were fortunate in that our board and
Treasury said ‘let’s take a long-term view
and continue to focus on the strategic plan
[as it stood]’ That’s a benefit of being a
government organisation in that you can
take the long-term view.”

PUBLIC TRUST’S
APPROACH TO
PLANNING WAS
LARGELY DICTATED
BY TRADITION AND
GOVERNMENT
MANDATES.

With this overarching strategic support
behind them, Public Trust was able to
action changes that would allow it to
forecast challenges and assess appropriate
responses.

“[Over the past year] the whole business
has changed, which has been positive for
Public Trust. It’s matured our business-
planning processes in terms of moving
to quarterly forecast planning and really
understanding our drivers behind the
business and the sensitivity of those
drivers,” says Garland.

“A big part of our revenue comes from

our investments business. In March, the
markets crashed and we didn’t know

if they would continue to crash, go up,

or flatten. We had to run a number of
different scenarios and show the sensitivity
of our drivers and the respective impact.
For example, if interest rates fell 25 basis
points, we could forecast the impact on our
investments revenue. If borders remained
closed for a particular period of time
[preventing international students from
entering New Zealand], we could forecast
the impact on our Fee Protect business.”

In a case of fortuitous timing, as New
Zealand went into lockdown, Public Trust
had three major business initiatives in play
that allowed the organisation to continue
business and provide stability for its staff
during the lockdown and afterwards.

Remote access for staff

A month before the first Level-4 lockdown,
Public Trust provided everyone in the
organisation with laptops. This was very
lucky timing. When lockdown hit, everyone
had laptops and could work from home.

“Our board and executive took a long-term
approach and said that as well as looking
after our customers, we needed to look
after our employees by offering flexible
working conditions. This approach created
strong morale, with staff knowing their
jobs were secure and they were supported.
We had a lot of Zoom calls fostering and
forging relationships within teams.”

Although COVID-19 caused a sea change
for how the staff work, with far more work
being done from home, there was still the
need for face-to-face collaboration with
team members, particularly for those



working on projects. So there was a balance, with
teams coming in on certain days to allow everyone to
get together and work on projects collectively and then
team members working from home on other days.

Sorting out meaningful online solutions

Another example of fortuitous timing was Public Trust’s
purchase of an online platform in February, which
allowed the organisation to offer wills and enduring
powers of attorney (EPAs) online. Whereas previously
customers would have to visit a Public Trust branch to
create a will or EPA, the new software allowed them to
create an online will from home in around 15 minutes.

With the country heading into lockdown, Public Trust
fast-tracked the launch of the platform, and it was live
on its website by mid-April. Announcing its launch,
Public Trust’s Chief Executive Glenys Talivai said: “At
atime when so many things are outside our control

or have been put on hold, creating a will is one thing
people can do right now to feel a little more in control.
We’re really proud to offer an affordable service to help
people tackle this task quickly and easily from home.”

From a business perspective, the launch of the online
product meant Public Trust could offer customers
access to its essential services while people were in
lockdown.

WITH FAR MORE WORK
BEING DONE FROM HOME,
THERE WAS STILL THE
NEED FOR FACE-TO-FACE
COLLABORATION WITH TEAM
MEMBERS.

“Our online services really took off, with people at home
having time to reflect and wanting changes made to
their wills. The uptake of the online platform has been
amazing, and it continues to grow and shows there is

a demand for people wanting online services. During
the lockdown we also had staff available for phone
consultations, and now our branches have reopened,
we have an omnichannel of in-person, telephone, and
online services,” says Garland.

Allowing true business planning

In addition to working from home and introducing
online customer services, the Public Trust team was
also busy modernising its business-planning processes,
including implementing a new business planning
management software system - Workday Adaptive
Planning.

Up until lockdown, their planning was done in Excel but
Public Trust already had a plan to introduce a modern
forecasting and planning tool. Lockdown gave them

the impetus to roll out their new tool earlier. Workday
Adaptive Planning is a business transformation tool
with people-centred design. Public Trust engaged the
whole organisation and got the necessary buy-in. This
all happened during the COVID-19 period. In between
the first and second lockdowns, they managed to get a
lot of face-to-face design work done with Deloitte, which

was selected as business partner after
a tender process. Even during the
second lockdown, with Zoom, they
were able to implement the tool right
across the business.

Garland says that having an external
business partner made the Public
Trust challenge its assumptions

and create a more robust business-
planning environment based on best
practice.

“With the new tool, you can change
your key drivers and see the impact on
the balance sheet and the cash flow,
and you can run different scenarios in
real time. If our chief executive asks
what the impact on the markets is, we
can provide an answer in a couple of
minutes as opposed to spending days
analysing. It’s also given our executive
more ownership over their budgets
and planning processes. They can run
their own scenarios such as what the
impact of adding more staff will be to
profits and productivity and so on,”
says Garland.

“For the organisation, the online
environment and move to Workday
Adaptive Planning has allowed us to
move to a more dynamic approach to
reporting and forecasting. It has sped
up the approvals process and changed
the role of the planning team. Instead
of processing data, we’ve been able

to business partner and be strategic,
discussing scenarios. It’s a different
skillset. This is true business partnering,
challenging assumptions on drivers and
looking at opportunities.”

Public Trust is an organisation steeped
in New Zealand’s history and tradition,
and the past year has forced the
organisation into significant change.
Proactive planning and careful
implementation, combined with
fortuitous timing, has allowed Public
Trust to emerge from COVID-19 stronger
and more innovative and forward
thinking. The next 12 months will
continue to present challenges to New
Zealand’s public sector but, as Public
Trust has shown, there will also be
opportunities.
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