@ Te Puni KoKkiri

File Ref: OIA 47781

Téna koe
Official Information Act request

Thank you for your information request dated 7 September 2023. You asked for the
following information:

“Please release all Consultation- and Decision Documents that were generated
and circulated between 1st July 2016 and 30th June 2021 as part of any
restructure, reorganisation, or (dis)establishment of a team, business unit or
directorate within Te Puni Kokiri. Please include any instances in which a
restructure was planned and consulted on, but ultimately not actioned.
For the purpose of this request, please consider these definitions:
Consultation Documents are documents that describe the current state of
the team, the reason for proposed changes, the proposed new structures
(usually as an org chart), and the impact on roles, reporting lines and
responsibilities.
Decision Documents are documents that list the feedback that was
received, the leadership response to that feedback, and the final decision
that was made based on it. They describe the final new structure (usually
as an org chart) and the process and timeline for that new structure to take
effect.
My analysis captures role titles only, not the names of individuals that might be
shown in current org charts. If clear names are visible, | ignore them. Please
explain any relevant caveats that should be kept in mind when analysing this
information. Please provide this information in an accessible, searchable format’.

On 3 October 2023 you were notified of an extension of the timeframe for the response
because we have identified a large quantity of documents that requires review and meeting
the original time limit would unreasonably interfere with our operations. | am now in a
position to respond.

Your request has been considered in accordance with the Official Information Act 1982
(the Act).

12 documents have been identified in scope of your request. The documents and my
decisions with regard to the release of the information are set out in the table attached as
Appendix A.



@ Te Puni Kokiri

Some information has been withheld in accordance with the Act on the following grounds:
e Section 9(2)(a) to protect the privacy of natural persons, including that of
deceased natural persons.

In making the decision to withhold information, | have considered the public interest
considerations in section 9(1) of the Act.

Given the scope of the request, the documentation provided does not necessarily reflect
the current organisational structure of Te Puni Kokiri. The contextual information provided
within the documentation also does not necessarily reflect the current strategic priorities
of Te Puni Kokiri. For further information regarding the current Te Puni Kokiri strategic
priorities and focus areas, you can visit our website.

| trust my response satisfies your request.

You have the right to seek an investigation and review by the Ombudsman of this
response. Information about how to make a complaint is available at
www.ombudsman.parliament.nz or freephone 0800 802 602.

Please note that Te Puni Kokiri publishes some of its OIA responses on its website, after
the response is sent to the requester. The responses published are those that are
considered to have a high level of public interest. We will not publish your name, address
or contact details.

If you wish to discuss any aspect of your request with us, including this decision, please
feel free to contact us at cia@tpk.govt.nz.

Nga mihi

Terina Cowan
Hautd, Te Puni Tautoko Whakahaere | Deputy Secretary, Organisational Support



Appendix A — documents OIA request from Annika Naschitzki dated 7 September 2023

Item Date Document description Decision

1. | 3 August 2016 Strengthening policy — A proposal for feedback Released with certain
information withheld

under s9(2)(a)
2. | 8 September Strengthening Te Puni Kokiri: Whanau-centred approach — Regions, Released with certain
2016 including Maori Business Faciliation Service, and Investment (Decision) information withheld

under s9(2)(a)

3. | 8 September Te Puni Kékiri Communications Function — Decision document Released in full

2016

4, | 22 September Strengthening Policy — Decision Document Released with certain
2016 information withheld

under s9(2)(a)
5. | April 2017 Te Puni Kokiri Finance Function — A proposal for change Released with certain
information withheld

under s9(2)(a)
6. | May 2017 Te Puni Kékiri Finance Function — Final decisions Released with certain
information withheld

under s9(2)(a)
7. | 12 May 2018 Te Puni Kékiri Organisational Knowledge Team — A proposal for change Released with certain

information withheld
under s9(2)(a)




8. | 29 June 2018 Te Puni Kokiri Organisational Knowledge Team — Final decision Released with certain
information withheld

under s9(2)(a)
9. | 25 June 2020 Consultation document - Aligning our roles and structure to Te Puni Kokiri’s | Released with certain
operating model information withheld

under s9(2)(a)
10. | 23 July 2020 Decision document — Aligning our roles and structure to Te Puni Kokiri’s | Released with certain
operating model information withheld

under s9(2)(a)
11. | 25 May 2021 Consultation document — Transition of the Whenua Maori Programme to the | Released with certain
Whenua Maori Service information withheld

under s9(2)(a)

12. | 18 June 2021 Decision document - Transition of the Whenua Maori Programme to the Released in full

Whenua Maori Service
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He Kupu Whakataki

It has been both a challenging and exciting time to be in policy at Te Puni Kokiri.

Even since | started at Te Puni Kokiri, the volume and nature of the work we are being asked to de
has changed. That’s true across the board, but it's particularly noticeable in the area of social-policy or
policies that affect the very wellbeing of our whanau.

While at times during the year some of these changes and spikes in volume have been seen as
cumbersome challenges, as an eternal optimist | also think these types of things bring\ds huge
opportunities to really make a difference for whanau.

| see the whanau ora approach as a unique superpower that we have. It's a-way of looking at a
whanau in its wider ‘pa’ sense, seeing it from a basis of strength and looking at the right mix of forward
looking sustainable support we might be able to offer.

That's what will make the long term difference for the children who don’t eat at night, or don’t have a
warm bedroom to sleep in.

Across government and in our communities, others are trying'to take this approach and we need to
help them because we cannot do this alone and neither(can,they.

As an organisation we have done lots of work in whé@pautora policy, family violence, health and
wellbeing policies, education policies, skills and training programmes, and reducing harm. We
continue to seek to ensure that all aspects of policy'decisions that affect whanau are addressing
issues of whanau not of individuals. We have achieved this through people stepping outside of what
their role asks of them and going the extramile. This however cannot be sustained and it simply isn’t
good enough if we are to be whanauscentred.

We have a big opportunity through the'Investing in Children work, which includes the reform of Child,
Youth and Family Services, whefe"we are leading the Maori sector work stream.

We also have a seat at thé“table on at least a dozen boards and committees, where we can talk to
decision makers in othér, agencies about what works for whanau.

But we need to be better organised internally to be able to make our case compellingly, supported by
data (as we saw,in our recent NZIER review this will be important), evidence, good policy
underpinnings\and real life experience from our regions. All of this needs to encompass and be driven
by our whanawora approach and work.

As ourreeent workshops on this mahi has made clear, this is not just about structure. In recent weeks
we've had some great discussions about what whanau-centred social policy looks like, what data we
need’to support that, and how we can work across Te Puni Kokiri to gather ideas, information and
evidence.

This suggests however that we have to start somewhere and structure is a logical starting point. In this
document, we try to outline our thinking to date, reflect the insights gathered through our workshops
and set out some proposals to strengthen our structure.
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It's been a difficult decision for me to take a secondment to the Office of Treaty Settlements when
there is so much exciting potential here.

Before | go and because | have heard you all for the past 12 months speak with passion and energy
about this topic, | want to kick off and make progress on strengthening the way we are organised to
deliver whanau centred social policy advice.

| wish you all the very best in your journey and look forward to seeing the results of our labours when 1
return.

Lil Anderson
Deputy Chief Executive (Acting)
Policy Partnerships Te Puni
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1 Introduction

This document sets out proposals for strengthening the way we organise ourselves to participate in
social sector developments and work across the state sector to achieve results for whanau.

This sits alongside recent proposals to strengthen the Regions and Investment functions, and the
Maori Business Facilitation Service.

The Executive Team is conscious that social policy is a pressure point for Te Puni Kokiri, asfwe\have
responded to changes in the external environment and new challenges.

As noted in the initial discussion document on strengthening a whanau centred approach, when we
established the current structure in 2014, the intent was to limit our focus on social sector
developments and put our energy into working alongside state sector agencies*to enable them to be
more effective at delivering outcomes for whanau. The reality has proved to-bedifferent as we are
being expected to actively participate in a number of social sector kaupapa.

The independent assessment conducted by Martindenkins earlier this_year included consideration of
how to:

e strengthen our capacity and capability to provide stewardship of Whanau Ora

e create a specific focus on whanau well-being policy,advice and support Te Puni Kokiri to work
proactively with others across the state sector to achieve results for Maori.

We have discussed the challenges and opportunitiesén the social policy space as part of our broader
discussions on strengthening Te Puni Kokiri.

The Executive Team decided not to put fopward=proposals for change to policy at the same time as the
other ‘strengthening’ proposals. After discussion with the Minister, we decided to allow some time to
get clarity on what exactly is involved in‘the Investing in Children work which is shifting the way the
state sector and our communities care for our most vulnerable.

Submissions on the Regions and‘investments proposals highlighted the importance of not making
changes in isolation. The Executive Team has always had an overview of how the various proposed
changes fit together, and.recognises that it is particularly important to take a cohesive, coordinated
view to our stewardship-of whanau ora.

In the Regions and\investments proposals we propose to bring the operational aspects of whanau ora
investment indhouse, into a new model for planning, delivering and monitoring investments. As we all
know, investment in services is just one part of the whanau ora approach. Our discussion now focuses
on whanau,centred policy and how we influence other parts of the state sector to put whanau at the
centre-of their thinking and their work.
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2 How to make a submission

Your feedback, insights and submissions on these proposals matter.

The consultation period starts on 3 Here-turi-koka (August) 2016 and closes at 5 pm on Friday 26 Here-
turi-koka.

All staff are invited to provide feedback on these proposals and your comments are welcome.,

Written submissions can be emailed to

You are welcome to discuss the proposals with your manager, your colleagues, and the HR team. For
those who are union members, you can also talk with your union representatives about your
perspectives.

Submissions will the analysed by consultants MartinJenkins. Copiessof_your submissions will be
provided to the Assistant DCE Policy Partnerships and the Executive T.eam along with the submissions

analysis. You may elect to have your name removed from the submission before it is provided to us.

If you have any questions regarding the submissions process, please contact your manager or the
Assistant Deputy Chief Executive Policy Partnerships, or emailsi”

Timeline

The timetable is as follows.

Consultation document released to staff and their unions 3 Here-turi-koka 2016

Consultation period closes 5 pm on Friday 26 Here-turi-
koka 2016

Submissions analysed and considered August - September 2016

Decisions determined and communicated to staff and staff transfer | September 2016

process begins

Once final decisions have-been made, the staff transfer process will begin (see Section 8 for details).
Following decisions, we would aim to maximise the number of current employees appointed to new
roles in the propesed new structure or other roles within Te Puni Kokiri.
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3 Challenges and opportunities

This section is based on recent discussions in the Policy Te Puni and earlier assessments.

Our vision at Te Puni Kokiri is of iwi, haptd and whanau Maori succeeding as Maori, and we look for
ways to support the aspirations of whanau Maori.

However, as we outlined in our Four Year Plan 2016-2020, it is clear that too many whanau do«net
have the luxury of being able to make effective choices to enhance their wellbeing now or infthe,longer
term. There is a danger that over-representation of Maori among the least-skilled and mostwuinerable
members of New Zealand society will see Maori further disadvantaged, with the potential effects of this
being felt for generations.

The structural issues that create disparities are not easy to overcome, and Te Puni,Kokiri has to focus
on the areas it can influence, while working with other agencies to have impact@nd influence in their
work.

The expectation that Te Puni Kokiri is across all areas creates some_preblems of prioritisation and
capacity.

At the same time, our priorities are not entirely under our control, The past year has seen an amplified
focus on some areas.

Across government

Across the state sector, there is often a disconnect between agencies dealing with different problems
or issues facing whanau members.

The ground is fertile for a more holistic appfoach, with generally more receptiveness to joined-up
approaches.

The challenge for Te Puni Kokiri.is to communicate a consistent, clear message about what a whanau
centred approach is, what it lodks-like in practice and to demonstrate its effectiveness.

Expectations around using-data’and information to build an evidence base are increasing. Te Puni
Kokiri is not currently partof'the Government’s Integrated Data Infrastructure (managed by Statistics
New Zealand). We also do not always have access to the data we need. While data is available, for
example on education achievement, the overall figures do not allow for adequate analysis of Maori
achievement. Me say this in too many of our cabinet paper comments.

Socidlgvlicy kaupapa

Theére\is increasing demand on Te Puni Kokiri to participate in cross-agency social sector initiatives on
a wideé range of kaupapa. In our current structure there is no clear home for many of these cross-
agency work programmes, with the most recent example being Investing in Children. We have put in
place ad-hoc arrangements and the State Sector Effectiveness team has picked up a lot of this work,
even changing their focus to wider social policy but this is not sustainable long-term.
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Working with whanau

There is a challenge in how to involve whanau and ensure their voices are heard by decision makers.
Te Puni Kokiri has strong and extensive relationships through our regions but tapping in to the right
people at the right time is not always easy.

Some people see Te Puni Kokiri simply as a bank or funder, and therefore miss the opportunity to
work with us more broadly. Some see as being part of a ‘consultation’ framework for cabinet papers
and briefings. We shouldn’t be satisfied with ticking a box.

These challenges are not solely experienced by the Policy Te Puni but have been highlighted inirecent
discussions in our Te Puni.

Opportunity to lead the agenda

Developing a strong, cohesive policy framework will enable us to give consistent,"eoherent advice on
social policy issues, and will help us set our priorities. There will simply be things we will not do but we
will focus on the areas that will make the most difference to whanau lives/particularly those who are in
need and vulnerable.

However we will not come at this from a deficit approach — that will be our point of difference. We will
take the strength of the whanau unit and use it to inform policies, strategies, and programmes giving
us a platform from which to start leading the way for whanau, rather than simply responding and
reacting to others’ ideas.

It will help us in discussions with other government agencies both in Wellington and regionally where
Regional Managers are increasingly involved in.crgss-agency groups such as Children’s Teams, by
having a consistent Te Puni Kokiri response and position informed by great data, strong policy
rationale and on the ground knowledge

Work has begun on developing an agreedwposition on a whanau-centred approach to social policy. A
position paper setting out seven key'principles is in draft form and will provide a great basis for future
discussions across Te Puni Kokifi.

Provide a home fox'Whanau ora and whanau wellbeing
thinking

Parts of our currentistructure do not lend itself to a cohesive approach. Having to allocate all of the
social policy work in an ad-hoc fashion between the State Sector Effectiveness, Skills, Learning and
Education@nd Whanau Ora teams is not desirable nor is it likely to deliver the best results for whanau
or Government. All of these teams were established for very different reasons, and while they have
coped-extremely well in a difficult situation, it is not sustainable.

Itis"important to have a team responsible for thought leadership within Te Puni Kokiri, and to lead and
support engagement in social policy issues.

However, like all policy teams, a social policy team would still have to draw on skills and knowledge
from across Te Puni Kokiri. Without this we will fail.
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Working differently

Getting out of silos and working in a networked way is fundamental to our operating model of being
results focused, working proactively with others to achieve results, pooling our talent to work together
and building a learning culture.

Particularly in this case, simply establishing a policy team will not solve what is a systemic issue.
Enabling networking, for example setting up a kaupapa team, comes down to staff availability and
time, and clear direction from management about where staff should be putting their time.

A structured project management approach provides a framework for allocating and managing
resources across an organisation and was seen in the policy discussions as a useful way forward.

Across Te Puni Kokiri and particularly within the Strategy and Organisational Planning discussions are
underway about our methodology for working together. This will be a huge assetdn_our’journey to
connecting all of our resources to make sure whanau get the best service we can offer.

10
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4 Policy Partnerships Te Puni:
Detailed proposals

This section sets out the proposed structural changes within the Policy Partnerships Te Puni. As we
developed these proposals we kept in mind the design objectives and principles applied across all our
‘strengthening’ proposals, set out in Appendix 1: Design objectives and principles.

These proposals are intended to equip us to strengthen our ability to take a whanau-centred\perspective
in our policy advice and especially across the issues that impact on whanau wellbeing.

Proposed structural change

It is proposed to:

e strengthen Te Puni KOokiri thought leadership and engagemention social policy issues by
establishing a policy team called Whanau Wellbeing. This team would have responsibility for
whanau policy including social policy portfolios that are vital to‘improving the livelihoods and the
wellbeing experienced by whanau Maori in their immediateenvironment. This includes health,
vulnerable whanau, housing, education, skills and employment.

This has implications for the Skills, Learning and ‘Education and State Sector Effectiveness policy
teams, and some of the work carried out currently’by'the Whanau ora commissioning team and the
policy element of the Whanau Ora Secretariat:

Overall these proposals would see a slight reduction in role numbers in the Policy Te Puni and an
increase in the Strategy and Ofganisational Performance Te Puni. Following decisions, we would aim
to maximise the number of current employees appointed to new roles in the proposed new structure or
other roles within Te Puni Kakifi.

Figure 1 and Figure 2ishow the current and proposed organisational structure for the Policy Partnerships
Te Puni.

11



Figure 1:

Policy Partnership Te Puni current structure
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Rationale

Section 3 sets out challenges Te Puni Kokiri has faced in our social sector engagement and provision
of policy advice. These challenges include:

e bringing a whanau-centred perspective to policy advice

e increasing demand for Te Puni Kokiri to participate in cross-agency social sector initiatives,on ‘a
wide range of kaupapa

e having no clear home for many social policy issues and cross-agency work programmes.—this work
has been shared between the State Sector Effectiveness, Skills, Learning and Education team and
Whanau Ora teams in a relatively ad-hoc way

e the need for strong, cohesive policy framework which guides our prioritisation and the nature of our
advice on social policy issues

e the need to develop better ways of dealing with information flows, across Te Puni Kokiri on social
policy work so all parts of Te Puni Kokiri engaging with other gévernment agencies are consistent
in their advice.

For these reasons, it is proposed to establish a policy team*called Whanau Wellbeing. This would
continue to focus on building capability and potential of whahau but acknowledge the breadth of
government portfolios where there is a significant focus @an moving towards cross-agency solutions
and whanau-centred approaches to investing in improved outcomes for Maori.

This does not remove the need for prioritisation, in fact it strengthens the need for prioritisation and
carefully managed work allocation. The intention is to create a team with responsibility for looking
across social sector portfolios, understanding the interconnections and determining where Te Puni
Kokiri efforts need to be directed.

The Whanau Wellbeing policy team would have responsibility for engaging with social sector partners
in areas such as health, housing, education, skills and employment.

We have recently redirected\State Sector Effectiveness resources into a more focused effort on some
of these social policy matters. In order to make the work and the team truly holistic, it is also proposed
to incorporate the_skKillssand learning focus area into the Whanau Wellbeing policy team.

The Whanau Wellbeing policy team would be responsible for stewardship of whanau ora as an
approach across/Te Puni Kokiri and across Government and for policy advice relating to Whanau Ora
programmes and investments.

Currentypriorities of these teams would be carried through to the Whanau Wellbeing team, at least
initiallys until a prioritisation framework was agreed.

This team would work closely with the proposed Whanau Ora Investment Lead in the proposed
Investment Te Puni.

14
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This is an example of the agile, networked approach proposed in the Regions and Investment
Proposals:

e policy aspects of the work currently undertaken by the Whanau Ora Partnership Group
Secretariat and the Commissioning Team would now sit with Policy, including providing
Ministerial advice on strategic policy matters

e administrative secretariat support, programme coordination, stakeholder engagement and
operational ministerial servicing would sit with the proposed Whanau Ora Investment Lead
and staff (potentially two senior advisors and two fixed term project managers, as noted'en
pages 24-27 of the Regions and Investment Proposals)

e contract management would sit with the proposed Investment Planning and Performance
team.

It is expected that there would be a regular, potentially weekly, meeting to ensure eonsistency and
coordination, in addition to day to day contact between those whose work touches on Whanau Ora.

Work programme focus

While the work programme and priorities will need to be identified and agreed in line with a Te Puni
Kokiri position on how it will approach whanau wellbeing, below is an indication of the possible breadth
of the proposed team’s focus:

e develop and drive a framework for Whanau centred social policy to guide Te Puni Kokiri's work

e provide housing policy advice and engage\with other agencies to ensure a more co-ordinated
approach to improving housing outcomes*for whanau Maori

e  provide policy advice and support cress agency work programmes to support:
- investing in children

- family violence

- improved education outcomes and skills development for Maori

- issues such as health, family violence, child poverty, justice, and others as identified
e provide ddvice to the Minister for Whanau Ora. This includes providing:

- “advice on policy related matters raised by the Whanau Ora Partnership Group (working closely
with the Investment Lead in the Investment Te Puni)

> advice on aligning other social policy work with Whanau Ora
e provide policy advice to the Chief Executive in her role on the Vulnerable Children’s Board and the
Social Sector Chief Executives forum, as well as Deputy Chief Executives on senior officials forum

and the Minister’s participation in SOC committee and social sector Minister’s groups

e  build strong relationships with partner agencies and represent Te Puni Kokiri on social sector cross-
agency working group.

15
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Skills and capacity requirements

It is proposed to create a new policy team of 14 positions (including the Manager) as shown in
Figure 2 on page 13. Given the potential breadth of the work programme, strong prioritisation and
careful allocation of work will be required.

The proposed new Whanau wellbeing team has new Principal Policy Analyst positions, because-ofithe
range of current and emerging issues requiring this level of programme or work stream leadérship,
thinking and engagement, including Whanau Ora, Investing in children, housing, family violenee and
education/skills and employment. It is proposed that the existing Principal Policy Analyst job
description would apply, allowing flexibility for Principals to move across teams in future as priorities
develop and change.

Ways of working differently

The size of the team means there is some flexibility for the Managenintallocating resources to projects
or programmes and managing work. This might be workstream“specific or work-type specific. It may
involve moving all staff across more than one workstream.,Each-workstream may then involve other
parts of TPK as necessary.

The team will be expected to maintain close working'relationships with the Regional Partnerships Te
Puni, including the proposed new role of Principal Advisor in the Office of the DCE Regional
partnerships.

As noted above, the team would also be gxpected to build close working relationships with the
proposed Investment Leads in the proposed/dnvestment Te Puni. It would also work closely with the
Organisational Knowledge team in rélation to data and the Regional teams in relation to their
knowledge of their communities and hew our policy could best reflect the current issues and
opportunities in those communities-

16
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5 Strategy and Organisational
Performance Te Puni: detailed
proposal

This section sets out the proposed structural changes within the Strategy and Organisational
Performance Te Puni, along with the rationale for the proposed change.

These proposals are intended to strengthen our ability to influence other governmentiagencies to
change and improve their delivery of services to whanau Maori.

Proposed structural change

Itis proposed to establish a new State Sector Effectiveness team withinthe Strategy and Organisational
Performance Te Puni.

The current and proposed management structure for the Strategy and Organisational Performance Puni
are shown in Figure 3 and Figure 4 below.

Figure 3. Strategy & Organisational Performance Te Puni current structure

Strategy & Organisational Office of the Deputy Chief
Performance — Executive
Deputy Chief Executive 2 ETE

|

Organisational Knowledge
— Manager
17 FTE

Risk & Assurance
— Manager
2 FTE

Programme Support
— Manager
2 FTE

Strategy & Planning
L= Manager
6 FTE
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Figure 4. Proposed new structure of the Strategy & Organisational Performance Te Puni

Strategy & Organisational
Performance
Deputy Chief Executive

2 FTE

Office of the Deputy Chief
— Executive

Organisational Knowledge
Manager
17 FTE

Risk & Assurance
Manager
2 FTE

Programme Support
Manager
2 FTE

Strategy & Planning
Manager

6 FTE

State Sector Effectiveness
Manager

Key

E New or changed roles or
resourcing

Rationale

Seniog AdVisor
1FTE

Advisor
1FTE

In 2014, the report of Te Ohu Hei Whakapae Taha, identified State sector effectiveness as a high priority
on the basis that achieving the Strategic Outcomes of Te PuninKokiri required a whole of State sector
effort. The State Sector spends billions of dollars on services that are used by whanau Maori, and Te
Puni Kokiri has a role in making sure that those services are\effective.

When the State Sector Effectiveness policy team was established in 2014, it was envisaged that the
team would play a key role in:

o influencing strategy, system and leadership/evels across government, for example ensuring PIF
reviews place a focus on effectiveness/for Maori

e providing an evidence base forddeveloping policy and services by:

- undertaking quantitative-and qualitative research about what works for Maori, including from
our own investmentsrand innovative trials

- gathering intelligence on Maori needs and preferences for the delivery of services

e developing resources and advice to:

- ageneies (e.g. develop a Treaty Framework and Guidance) to help lift their performance and
meéasure results for Maori

= ~to make it easier for iwi, hapl and whanau Maori to engage with government

e _Yworking closely with mainstream agencies and sectors to inform and influence their plans and
priorities and service design and delivery to ensure it is aligned to the priorities and needs of

whanau.

No single team within Te Puni Kokiri can be responsible for doing all of this. It is a whole of organisation
responsibility. However, a team needs to be responsible for setting the strategy and driving a work
programme aimed at aligning the State sector’s service design and delivery, including resources and

evidence, to achieve results for Maori.
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This is different to policy and will draw on capability and information from across all Te Puni, including:

¢ understanding what works for whanau when interacting with government through our Regional
Partnership Te Puni

e learning lessons about service design and delivery from our proposed Investment Te Puni and
evaluations of initiatives led by the Organisational Knowledge team

e engaging with other agencies on their policy advice and design of services through /6ur, Rolicy
Partnership Te Puni

Given the whole of organisation and State sector-wide focus of this work, there is atstrong alignment
to the responsibilities of the Strategy and Organisational Performance Te Puni. The.Strategy and
Organisational Performance Te Puni is responsible for maintaining a strong ling/of-sight across the
organisation so that all staff are clear about what the organisation is trying o achieve and what Te
Puni Kokiri staff are responsible for — as an organisation, within and between our teams, and
individually. There is also a strong connection with the Organisational. Knowledge Team in terms of
gathering and interpreting data and information.

As such, it is proposed to establish a State Sector Effectiveness‘team within the Strategy and
Organisational Performance Te Puni and disestablish the currént State Sector Effectiveness policy
team within the Policy Partnership Te Puni.

Skills and capacity requiremengs

It is proposed to create a small, senior team of three within the Strategy and Organisational
Performance Te Puni - a State Sector Effectiveness Manager, with a Senior Advisor and an Advisor
(as shown in Figure 4).

The level and type of resourcing/eflects the role of the team in leading and influencing strategy and
systems, as well as providing/a strong evidence base to support advice to partner agencies on making
the State sector more effective for Maori. Much of the work of the team will rely on working through
other teams across Te-Puni Kokiri.

The creation of a pesiton at Manager level reflects the strategic thought leadership and senior cross-
agency engagement and influencing role required of the team. The Manager’s priority would be to
develop the strategy and work programme for lifting State sector effectiveness.

High-level role summaries for the proposed new positions in the State Sector Effectiveness team are
set.outin-Table 2
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6 Role summaries for new and significantly-.changed
positions

Policy Partnerships Te Puni

Table 1 provides a high-level description of the proposed new role in the Whanau Wellbeing team:

Table 1: Policy Partnerships Te Puni high-level role descriptions for proposed new role

Role(s) Reports to FTE High-level role description
Whéna_u Policy Partnerships, Deputy 1 * Develop and lead a policy team to deliver high quality and influential results
Xnvg"gggg Chief Executive « Champion the wianau-centred approach in policy frameworks and analysis across government

* Assist the Policy Partnerships Deputy Chief Executive in the development of a multi-year policy work programme

* Manage the'suceessful delivery of the work programme of a policy team, including appropriate and ongoing planning,
resoureing allocation and prioritisation of work
* Ensure consistency and alignment between different teams in Te Puni Kokiri

* /Create and manage constructive working relationships with peers across the state sector to enhance understanding of
poliey impacts on Maori and drive results in Te Puni Kokiri areas of focus
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Strategy and Organisational Performance Te Puni

Table 2 provides a high-level description of the proposed new roles in the State Sector Effectiveness Team.

Table 2: Strategy & Organisational Performance Te Puni high-level role descriptions for proposed'new roles

Role(s) Reports to FTE High-level role description
Manager, State Strategy and Organisational 1 * Develop and lead team of advisors to deliverhigh quality and influential results
Sector Performance, Deputy Chief

Assist the Strat d Organisational Rerfi D Chief Executive in the develo| t of Iti- i
Effectiveness Executive, . wzfll(spr oZra nr:n igy and Organisational Rerformance Deputy Chief Executive in the development of a multi-year policy

* Manage the successful delivepy-of the work programme of the State Sector Effectiveness team, including appropriate
and ongoing planning, resourcing allocation and prioritisation of work
* Ensure consistency anddlignment between different teams in Te Puni Kokiri

* Create and manage €onstructive working relationships with peers across the state sector to enhance understanding of
effective policy design;.services and investment that improves outcomes for Maon and work to influence and support

improved effectiveness
« Build stakeholder relationships across the State Sector, with a particular focus on key central agencies and influencers
in the State ‘Sector
Senior Advisor Manager, State Sector 1 « Development of tools, guidance and frameworks to support State Sector to improve the effectiveness of their
Effectiveness strategies, policy development and service delivery

«/ Work closely with other Te Puni to build toolkit and expertise in innovative approaches to investing in outcomes for
Maori and providing services to Maori in a whanau-centric way

* /Manage projects working with specific agencies
« Build stakeholder relationships across the State Sector, with a particular focus on key central agencies and influencers

in the State Sector
Advisor Manager, State Sector 1 * Undertake analysis and research on evidence of what works to improve outcomes for Maori, in partnership with
Effectiveness Organisational Knowledge
« Gather regular intelligence from the Policy Te Puni on opportunities to support agencies to build their effectiveness for
Maori
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<
S

Support the delivery of projects, including the development of key mil Wmelines, consultation processes, risk
analysis and resourcing requirements

Support consultation with key partners and ensure strategies a@bped to gain buy-in and commitment to desired

22
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7 Potential impact of proposals
on current positions

This section sets out the preliminary analysis of the impact on positions, if the change proposals outlined
above are approved.

The initial assessment of impact on positions in the Policy Partnerships Te Puni is set out in/Tahle 3 on
the following page.

It should be noted that:

e this table is indicative only as the actual impact cannot be confirmed until‘the final design and
position descriptions have been approved

e even if your current position shows as disestablished, you may still bereassigned or appointed to a
position in the proposed structure through the staff transfer process applied after decisions are taken

o the assessments are based on job description content — not on individual, or job titles.

This preliminary assessment is based on consideration of.

e job content — whether there is a position in the’proposed new structure that is the same or very
nearly the same. A position in the proposed/structure is considered to be different if it has some

significant additional, different, or reduced-functions or accountabilities

e resourcing requirements — whether there is a reduction in the number of roles required to perform
an existing function. For example moving from 5 Senior Advisors to 4 Senior Advisors

Support for staff

Even though this is a propesal, thange can be a challenging time for staff and the organisation will
provide support during this time. Support will vary by individual needs, however this may include:

e access to Employee Assistance Programme (EAP)

e managing change and uncertainty workshops.

More infermation will be made available on the intranet page or with direct managers. The proposed
staff transfer process is summarised in Section 8.

The table below shows the implications of proposals on current roles in the Policy Partnerships Te
Puni.
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The table below shows the implications of proposals on current roles in the Policy Partnerships Te Puni.

Table 3: Indicative impact on current positions in the Policy Partnerships Te Puni

Role(s) FTE Proposal potential impact

Skills, Learning and Education Policy Team

No substantive change to the position beeause there is only 1 Principal Policy Analyst position across the Skills, Leaming and
Education Policy Team and State Sector Effectiveness Policy Teams and three Principal Policy Analyst positions are
proposed in the new policy team /\Whanau Wellbeing.

There would be a change in reperting line to the Policy Manager, Whanau Wellbeing.

Principal Policy Analyst 1

Administrator 1 No substantive change to the position.
There would be a change in reporting line to the Policy Manager, Whanau Wellbeing.




Attachment 1

State Sector Effectiveness Policy Team
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8 Staff transfer process

At the publication of a final decision, affected staff will be notified of the impact on their position and next
steps.

Reconfirmation

Following decisions, where there are minor changes to a role, such as a title change, change inreporting
line or some change to the functions and responsibilities of the role (assessed as not greaterthan'twenty
percent), staff will be reconfirmed into the new role and notified of the change. This will happenin parallel
with notification to affected staff.

Reassignment

Following reconfirmation, affected staff unplaced are considered for reassignment. Staff who are
unaffected or have been reconfirmed will not be considered.

Where there is a significant change in role, or there is a reduction in‘role type, an Expression of Interest
process will apply, where staff will be asked to express their role preference. It is preferable that, where
possible, managers or their nominee work with staff on an ifidividual basis to ensure they understand
what is required.

Reassignment decisions will be made by the Deputy Chief Executive considering one or more of the
following factors:

e staff preference

e management preference

e discussion

e review of available evaluative material, including performance reviews.

To maximise employment opportunities for permanent staff, management may deem a staff member to

have expressed an interestinva’role if they have elected not to. All reassignment decisions are subject
to review in line with the terms set out in the Collective Agreement.

Redeploymeqt

Where a staff member is not reassigned, management will work with them one-on-one in accordance
with the provision of their employment agreement including identification of other opportunities within
Te Puni*Kokiri or the wider Public Sector.

Fixed term staff

Fixed term staff will be considered for any roles that remain unfilled at the completion of reassignment.

Unfilled roles

At the completion of the reassignment process all unfilled roles will be the responsibility of the Deputy
Chief Executive and relevant leadership team to consider how and when to fill.

26



Attachment 1

Appendix 1: Design objectives and
principles

As we developed these proposals we kept in mind the design objectives and principles applied acrass
all our ‘strengthening’ proposals.

Objectives

The objectives are:

e support proactive, value-adding approach to cross-government engagenient,on investment and
social policy issues

e allow for flexible allocation of resources and ability to respond\to changes in the operating
environment

e  strategic, integrated oversight and approach to investmentfunction to achieve outcomes, manage
risks and meet partner expectations

e strengthen internal capability and expertise, in particular for programme design and performance
measurement, and reduce reliance on external{consultants

e governance arrangements which clearly”define accountability and decision-making rights and
facilitate operational relationships and,infermation flows across related areas of work

e financially sustainable

Principles

The proposed changes aligh with'the following organisational design principles:

Policy to pa investment approach:
e clear, single point of accountability to manage programmes and integrate related functions
e operatiohalrelationships that facilitate information flows and working across te puni boundaries
e Building stronger capability, more flexibility and greater efficiency by:
£ grouping similar processes/functions together

- grouping specialist skills together

" “Policy to pa’ refers to an end to end process in which we take an initial concept for approval through the policy process, design and deliver its
implementation to whanau (i.e. at the pa level), and monitor and evaluate its success.
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Managing the work — spans, complexity and accountability
e  practical breadth of functions being managed by a single position

e lines of accountability and reporting are clear

e teams and individuals have sufficient influence over resources

e avoids unnecessary management hierarchy and decisions made as close as possible)to the
frontline

Leadership, cultural fit and stakeholder expectations

e supports Te Puni Kokiri operating model — being results focused, working/proactively with others
to achieve results, pooling our talent to work together on specific kaupapa, building a learning
culture

e supports a values-based, whanau-centred approach

e clear point of leadership and engagement from stakeholder perspective.

Sustainability
e enough flexibility to redeploy and/or scale ug resources in future to meet changing demands

e financially sustainable, in line with our,four.yéar budget plan.

28



Attachment 2

Te Puni Kokiri
REALISING M.E.ﬂﬂl POTENTIAL

Strengthening Te Puni Kokiri:

Te Kawanatanga o Aotearoa

N\
Regions, including Maori Business?\’
Facilitation Service, and Investm@

&
<</O
8 Mahuru 2016 &®



cContents

He Kupu Whakataki

1
2
3

4
4.1
4.2

7.1
7.2

8.1
8.2
8.3

Introduction
Our vision, role and purpose
Strengthening a whanau-centred approach

Regional Partnerships Te Puni
Strengthening capability and capacity in the regions
Integrating the Maori Business Facilitation Service
Investment Te Puni

New roles in head office

Summary of roles
New roles

Impact on current roles

Next steps
Implementation planning
Staff transfer process

Timeline

Tables

Table 1:  Impacted roles within the Regional Partnerships Te Puni

Table 2: < Impacted roles within the Maori Business Facilitation Service team
Table 3= JList of new roles

Table'4:  Impact on current roles

Figures

Figure 1:

Operating Model

Attachment 2

14

16
16
20

24
31

34
34
35

36
36
36
39

19
22
34
35



Attachment 2

Figure 2: Whakaara i te hangatanga - erect the frame 9
Figure 3: Kopani mai nga heke — connect the rafters 10
Figure 4. Whakatdtd i te tuarongo me te apai — erect the front and back walls 11
Figure 5:  Whakapai i te mahau — prepare the verandah 13
Figure 6: New Regional Partnerships Te Puni structure 23
Figure 7: Investment Te Puni structure 30
Figure 8:  Strategy and Organisational Performance Te Puni Structure 33
Figure 9: Office of the Chief Executive Structure 33

Figure 10: Organisational Support Te Puni Structure 33



Attachment 2

He Kupu Whakataki

Ehara taku toa i te toa takitahi engari he toa takitini

It is not my strength alone, but the strength of many that contributedg ™y
success.

Téna koutou katoa.

We want to mihi to all of those who took the time to make a submission on the proposals that have been
put before you. Many of your whakaaro have been included in the deciSion documents, and all were
carefully considered by me and the Executive Team. Of course notallaspects of the submissions could
be included in the final decision. A summary of submissions was released on 21 Hongongoi (July) 2016,
and is still available on the ‘Strengthening’ page of the intrangt.

It is fair to say that the pace and volume of change has been'significant for our agency in recent years.
This change has paralleled a significant growth in investment funding and activity. Since late 2014, we
have taken on a number of new investment funds that'we could not have anticipated. The way we have
set up the Maori Housing Network, for example, is a tribute to our ability to move quickly and
professionally to make a difference for whanau, It is time now to recognise that regions and the
investment function in head office need extra“résources as these things settle down and become a
regular part of our mahi, and the investment function has become big enough that it now needs its own
Te Puni.

In 2014, we built the organisatiormaround our new operating model. Many of you have noticed that some
key elements of this have changed. For example, some of the five key kaupapa agreed at that time have
shifted towards a broader.facus on social policy, with initiatives such as Investing in Children now
becoming very important, However, much of our operating model remains the same. You will find a
refreshed explanationzef-our operating model and how it works for us in Section 2 of this document.

The new organisational structure that you see announced today also integrates the Maori Business
Facilitation Service into regional offices, with support and coordination functions in the new Investment
Te Puni. This strengthens Regional Managers’ oversight of the services being delivered in their regions
and allows~for greater flexibility to reflect regional differences. It is important that the staff involved are
able tfoycome together as a ‘virtual team’ with a focus on Business Growth, similar to how the Maori
Housing Network operates.

We want to thank you for your patience in waiting for these decisions. The good news is that some of
the time was used to seek approval to reprioritise some existing funding, to cover our investment in
strengthening Te Puni Kokiri’s regions and investment.

Reading the submissions provides a timely reminder that structure and additional roles, while important,
are not the end point. We have a lot of work to do to embed a whanau-centred approach, which was
widely endorsed through the submission process.
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We still have work to do across Te Puni and our teams to work together on particular kaupapa. Some

of the decisions you see here today are aimed at setting up and incentivising a more networked way of

working together. But again, structure is only part of that. Some of the things that have come through

your submissions are the need for:

e abehaviour and culture change to allows us to become a more agile organisation

e strengthening the link between regions and policy, and

e systems to support an integrated approach, including investment management systems that
support whanau.

While some roles are affected by these decisions, we will do our best to maximise employment
opportunities for permanent staff. The staff transfer process will begin once we have thé Strengthening
Policy decisions, which are expected in the next couple of weeks. That way we will maximise the number
of new roles and existing vacancies that affected staff can apply for.

Ehara taku toa i te toa takitini, engari he toa takitini.

Nga mihi,

Michelle Hippolite Fiona McBeath

Toihautt | Chief Executive Deputy Chief Executive, Organisational Support
Di Grennell Guy Beatson,

Deputy Chief Executive, Regional Partnerships Deputy Chief Executive, Strategy and

Organisational Performance

v

Cath Nesus usan Shipley
Assistant Deputy Chief Executive, Policy Chief Advisor

Partnerships

Kelly Dunn Nancy Tuaine
Assistant Deputy Chief Executive, Policy Chief Advisor

Partnerships
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Introduction

Purpose

This decision document outlines decisions about proposals for:

strengthening a whanau centred approach
Regions and Investment
Maori Business Facilitation Service

other changes to strengthen specific functions.

Itis divided into different sections to help you find the parts that are most relevant to you. In each section
we summarise your feedback, discuss our thinking, and outline our decisions:

Section 8 sets out the next steps, the process for implementing the new, structure and transferring staff.

Overview of decisions

Our high-level decisions are to:

establish a programme to develop and grow a whanau-centred, values based methodology and
practice

increase the number of new roles from the“proposal of Haratua (May) 2016

increase resourcing in all Regional officesto meet new and different demands being placed on
them

integrate the Maori Business Facilitation Service so that staff based in regions report to Regional
Managers with a focus on Business Growth

establish an Investment Te Puni which will focus on our stewardship of Statutory Entities, Whanau
Ora Commissioningyother funding, and will provide support and oversight in all our investments

strengthen the Programme Support Office, in the Strategy and Organisational Performance Te Puni

strengthen the_centralised development and support available to manage new or increased
legislation requirements, such as the Health and Safety, Business Continuity and Emergency
management, in the Organisational Support Te Puni

create)a dedicated role to provide advice and oversight on external appointments and nominations
and+to provide oversight of our relationships and stakeholder interaction in the Office of the Chief
Executive.

In addition, given some of the feedback received we will be:

considering the configuration of Te Tai Hauauru region and how this aligns with the demographics
and needs within the region. This work will be led by the Regional Manager and undertaken in the
first quarter of 2017.
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Feedback

A joint summary of submissions for the Regions and Investments proposal and the Maori Business
Facilitation Service proposal was published on 21 Hongongoi (July) 2016.

A total of 35 written submissions were received across the two proposals and the Chief Executive and
Deputy Chief Executives also heard feedback from many individuals and groups in formal meetings and
informal discussions.

Drivers for change

The external environment we operate in and the expectations on us are changing. Earlier this year, the
Executive Team recognised the need to strengthen the collective ability of Te Puni KoKiri to design and
deliver investment programmes and provide stewardship of Whanau Ora. Our reasoning was set out in
detail in the discussion document released in Haratua (May) 2016.

In the discussion document we put forward the proposition that we shotld explicitly take a whanau-
centred approach to all our mahi, and your feedback generally endorsedithat approach.

A whanau-centred, values based approagl]

Throughout the process of considering proposals and feédback and making decisions, as an Executive
Team, we have kept at the front of our thinking that we,want to strengthen a whanau-centred, values-
based approach across Te Puni Kokiri.

We recognise that any change is unsettling but our processes for communicating with and supporting
staff are based in manaakitanga.

We have also kept in mind the objectives\and principles we set ourselves at the beginning of the process,
as set out in the proposal documents.

Meeting our objeeli{es

Referring back to oursebjectives in the proposal document, we are confident the decisions set out in this
document will support,and strengthen:

e a proactiveypvalue-adding approach to cross-government engagement on investment and social
policy,issues

o flexible allocation of resources and ability to respond to changes in the operating environment

o/ strategic, integrated oversight and approach to the investment function to achieve outcomes,
manage risks and meet partner expectations

e internal capability and expertise, in particular for programme design and performance
measurement, and reduce reliance on external consultants

e governance arrangements which clearly define accountability and decision-making rights and
facilitate operational relationships and information flows across related areas of work.
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Financial sustainability

We have taken some time to review our budgets and clarify and confirm the funding available to invest
in strengthening our capacity and capability. With the agreement of our Minister and the Minister of
Finance, we have reprioritised some funding that will allow us to strengthen our organisation and meet
the cost pressures that are upon us.

We are pleased to have reached a point where we can increase our overall staff numbers beyond the
level set out in the initial proposals. We will also set aside some funding for organisational develapment
activity which we need to commence in parallel with the implementation of the new structure.

There is always more that could be done, and we recognise that prioritising work will~eontinue to be a
challenge across Te Puni Kokiri. We are confident that the decisions set out here mean we are better
placed to manage demands than we have been to date.

Recap of process

In Pipiri (June) 2016 we set out proposals for strengthening our Regions,and Investments functions.

Alongside this, the Acting DCE Policy Partnerships put forward a proposal for integrating the Maori
Business Facilitation Service (MBFS).

Recently in Here-turi-koka (August) 2016 we have asked-for feedback on proposals for strengthening
Policy, looking in particular at the structure for social\policy and state sector effectiveness work.

We heard the views of staff through a number of formal and informal discussions and through formal
written feedback on the Regions and Investments and MBFS proposals, which was summarised in the
document released on 21 Hongongoi (July)»2016.

We have had a nhumber of discussions at Executive Team level about various aspects of the proposal
and have tested our thinking ‘against scenarios about how specific programmes are managed and
decisions made now, and_how we want that to happen in future.

Throughout this process;we have focussed on three things:

e continuing=to strengthen the way we work together across Te Puni and how we engage with
whanau, hapu, iwi and Maori organisations in a values-based, whanau-centred manner

e stréngthéening our stewardship of Whanau Ora across Te Puni Kokiri and with whanau, hapa, iwi
and other Maori organisations, to achieve longer term success and share the lessons across the
State sector

e » ensuring Te Puni Kokiri is organised and equipped to nimbly respond to an evolving environment,
particularly in the investment area.
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2 Ourvision, role and purpose

At a high level, what we are here to achieve remains strong. Our vision is:
Iwi, hapd and whanau Maori succeeding as Maori.

The success of whanau is central to our vision and this connects very clearly with the success ofiiwi-and
hapd. Iwi in particular are increasingly key partners with government in supporting whanau success,
such as through the Whanau Ora Partnership Group. The findings from the first phase of Whanau Ora
showed that whanau aspire to connect with iwi and hapa, and with each other.

The part of our vision that can cause the most confusion outside Te Puni Kokiriris what it means to
succeed ‘as Maori'. This simply means that iwi, hapi and whanau can driveheir own success and
succeed on their own terms, with the Crown as a partner or supporter. It means that whanau should be
able to stand strong in their Maoritanga and not have to compromise on_this’in order to get on in Aotearoa
New Zealand.

Achieving this vision would have huge social, economic and cultural.benefits for the national as a whole,
and our role is to create the conditions that would enable ‘success and remove roadblocks. These
themes are picked up in our purpose:

Te Puni Kokiri supports Government to strengthen Treaty of Waitangi partnerships and
facilitates iwi, hapd and whanau to succeed-atthome and globally.

We have a very clear role, mandated by Cabinet, which comes in three parts:

e Arahitanga — providing strategic leadership advice and guidance to Ministers and the state sector
on the Crown’s ongoing and eyalving partnerships and relationships with iwi and Maori collectives.

e Whakamaherehere — proyiding ‘evidence-based advice to Ministers and direction to the state
sector on barriers to, and epportunities for, achieving better outcomes for Maori.

e Auahatanga — developing.innovative trials and investments to test policy and programme models.

Our role has not changed. since it was confirmed in 2013. What has changed is the focus and balance
of our advice and, activity, with new kaupapa such as housing coming into focus, and an increased
emphasis on the auahatanga role.

Our opgkating model

An,operating model is a description of how we go about our work and how we organise ourselves. This
isswhere we are undergone some change, and we think it is timely to give my refreshed perspective of
what our operating model is and how we have and will continue to improve.

Many of you will remember that in 2013 we went live with a new operating model. My intention was that
we would work differently, especially by working more effectively together and partnering with others
inside and outside our organisation. To do this, we would need to be a learning organisation.

The building blocks of the operating model, which we consulted staff on in 2013, remain true.
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Figure 1: Operating Model

Ways of working that underpin
our new operating model C)

Being results-focused i

Working proactively viitil
Mua others to achieve results

(Resuilts) Pooling our talent » work

together ol specific
kaupapa

Kaupapa

(Our areas
of focus)

Building = learring culture.

Tikanga
Rawa (Our (Our

Services) values and
culture)

However, some of the detail that sits un rn@ it has changed and evolved, as many of you have
noticed. It is timely for me to give an w%%explanaﬁon of this detail.

Putting the elements of an operatiﬂ&l el in place takes time. You have heard me compare it to the
process of building a whare, needs a strong foundation in place — a focus on the basics — before
it can be decorated. In the nation that follows we use this whare comparison to show how we
believe it all fits together ere we are up to in the process.

Mua - resul%%

One of our k ifferences and strengths as an organisation is our knowledge of and commitment to
better res? hanau, hapt and iwi. Your feedback strongly endorsed the proposal to focus on

results au outcomes, as this will help us to make the biggest difference we can for Maori. Hapa
and iwi er as well, and an emphasis on whanau will greatly contribute to hapu and iwi aspirations.

icthappens when whanau are connected with iwi and hapa, are able to develop cultural strength,
:J%e actively engaged with schools and other learning opportunities.

%Vhénau is a place where te reo Maori needs to thrive if it is to be spoken and passed on as a living
language. We do our whenua Maori and economic development mahi so that whanau can access

greater benefits, opportunities and choices now and into the future.

As shown in the research that we and others have done, a whanau-centred approach includes:
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focusing on outcomes for whanau

recognising whanau strengths and capabilities, and enabling them to take responsibility to identify
and find solutions

focusing on the whole whanau environment, not just a problem presenting for an individual

focusing on intergenerational success.

The results we are striving for are:
e Increase in the number of te reo speakers
e  More whanau enabled to improve their own lives

e Increase in the number of whanau living in quality and affordable housing

More Maori-owned land producing benefits for iwi, hapt, and whanau Maori

Growth of the Maori business sector (both domestic and international)

Enhanced engagement with iwi, hapd, and whanau Maori and théir interests by the public sector.

A focus on results means that we need to measure and improye our'performance. Now that we have
completed our Kaupapa Plans, we are much clearer about what'we are trying to achieve and what we
are responsible for — as an organisation, within and between 'our Te Puni and teams, and individually.
Our Four Year Plan articulates clear targets and metrics\for/assessing our success.

We should celebrate success and, if sometimes werfall short, we should learn from the experience and
remedy it as best we can. We have had somé& amazing achievements in progressing legislation for Te
Ture Whenua reform and Te Ture mo te Reo Maori, while still finding time to pause after key milestones
to reflect on what we have learned.

Our focus on results provides a strong, framing for what we have to do. Putting the frame in place is the
first step in erecting a whare. All the elements in the frame are interconnected and depend on each
other.
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Figure 2. Whakaarai te hangatanga - erect the frame

Kaupapa — our areas of focus

The results we are seeking are informed by our kaupapa. In the*near term, our work is focused on the
following:

e Whakapapa — which includes enabling whanad te cennect with their language, culture and history
on their own terms, and making sure that these things are valued more broadly in Aotearoa New
Zealand.

e Whanau - enabling whanau to engage in te ao Maori and te ao whanui and to achieve their
aspirations.

e Whare — enabling whanau to have access to safe and healthy housing.

e Whenua — enabling Maori, to-realise the economic potential of their land while safeguarding it for
future generations.

e Whanaketanga —supporting whanau, iwi and hapu in their development aspirations, which will
contribute to the prosperity of regional Aotearoa New Zealand.

These are like'the pou that hold up our whare. The tuanui and rafters symbolise the interconnectedness
of these concepts. The foundation for all of this is a strong relationship between the Crown and whanau,
hapi and-iwi,based on the Treaty of Waitangi.
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Figure 3: Kopani mai nga heke — connect the rafters

Tikanga — our values and culture
We have a strong set of values to guide the way wWe operate at all levels.

e Te Wero - We pursue excellence. We strive forexcellence and we get results. We act with courage
when required, take calculated risks and are results focused.

e Manaakitanga - We value people and relationships. We act with integrity and treat others with
respect. We are caring, humblé.and tolerant. We are co-operative and inclusive.

e He Toa Takitini - We work_collectively. We lead by example, work as a team and maximise
collective strengths to achieve our goals.

e Ture Tangata - We\are creative and innovative. We test ideas and generate new knowledge. We
learn from others-and confidently apply new information and knowledge to get results.

These are a code of behaviour for us as individuals and as an organisation. They paint a picture of an
organisation thatworks together and looks after people, and at the same time is pushing the boundaries
and will_notésettle for mediocrity. Nga Taumata Tiketike, our staff reward and recognition programme,
recognisés the role of our people in embodying these values.

Tonable this to happen properly, as an organisation we have to build the capacity and capability of
our people. The intention of the various ‘Strengthening’ proposals is to build our capacity and capability
by bringing more staff on board with the right skills to meet the challenges that face us. In some areas,
such as operational policy and service design, we have to build capability to fill a gap that we have. This
must be accompanied by development and learning opportunities for all staff.
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We have done some work to build our core capabilities (such as writing and machinery of government),
and have started to forecast and understand the capability we will need to develop over the medium
term. While we have a performance management system in place, we are reviewing it to make sure it
supports people to deliver their work while continuing to grow.

We need our systems to back our values and culture better than they have. We do have a number of
systems in place that establish clear accountabilities and decision-making rights, but these mostly
refer to financial and HR decisions rather than the mahi. We have taken some steps to make distributed
leadership more real, including the Senior Leadership Team (our level three managers andhabove)
starting to take control of things that have been held close to me at Executive Team level,

We are also continuing to work on strengthening our project management disciplines (there are
proposals about that in this document) and building a more strategic approach to,our investments.

The tuarongo, or back interior wall of the whare is associated with whakapapa (our history and
connection with communities and government) and our tikanga.

Figure 4: Whakatata i te tuarongo me te apai — erect the front and back walls
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Rawa — our services

The services we provide are:

e  Strategic policy leadership, influence and advice
e  Facilitation of relationships

e Research and evaluation

e Information brokerage

. Innovative investment.

It is important that our organisational design supports us to deliver these services welk.For example,
with an increased emphasis recently on innovative investment, the decision has been'made to establish
an Investment Te Puni with sufficient capability and capacity to meet the extrasdemand.

Itis also vital that our infrastructure allows us to deliver our services in a way/that achieves the results
we are seeking and understands the needs of our end users. We havejfor example, invested in means
to take our services on the road more often, and are taking a more strategic approach to our information
technology needs, with an Information Services Strategic Plan having'been agreed by ET. We still have
more work to do, with many of you indicating that systems-sueh as SmartFund need upgrading or
replacement to support the implementation of our investment approach.

We need better end to end communication, so thiat we have the tools to distribute information. We
could provide the best services in the world, but_thatswould be no good if nobody gets to hear about
them. We have many assets, including staff with*strong networks into communities. The decisions
around the Communications Function review will boost our capacity, capability and partnering in this
area. Part of our future planning will needto consider our branding and promotion and online presence,
in particular, how we might make better/use of social media.

12
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Figure 5: Whakapai i te mahau - prepare the verandah

The mahau with its whakairo and kowhaiwhai is richly decorated by staff of Te Puni Kokiri. Our focus is
on preparing the whare to welcome whanau and others who will join them in achieving results.
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3 Strengthening a whanau-
centred approach

Our overall intent

We have a strong focus on better results for whanau, hapid and iwi. Your feedback strongly endorsed
the proposal to focus on results for whanau outcomes and take a whanau-centred approacht

A whanau-centred approach is one guided by Te Ao Maori and tikanga Maori, which places whanau at
the centre of our decision making. It is a focus that seeks to empower, and to targetithé strengths of
whanau. It is an approach that seeks to streamline and integrate support processes, ‘while measuring
effectiveness and outcomes.

We want Te Puni Kokiri to build on the Whanau Ora methodology, §upported by more resources,
including the strengthening of staff capacity and capability.

Key themes from feedback

Following on from the Haratua (May) 2016 discussion document there was further endorsement for the
notion of a whanau-centred approach to our mahi.

Submitters told us the focus on whanau is appropriate and will help to sharpen our efforts to improve
the socio-economic status and wellbeing of same)of the most vulnerable people in our communities.

The growing clarity and articulation of ‘a wh@nau-centred approach was seen as positive, but there
continued to be questions about what¥t meant in practice. A number of submitters offered ideas for
improving understanding and making ‘progress for whanau.

During the Tuatara sessions'€arly in the Strengthening process, staff were asked to fill in a card saying
what whanau-centred means to them. The responses have been detailed in earlier Chief Executive
Panui, and displayed‘@wide variety of thinking. The main themes, in order of prevalence, were:

e Capturing the'whanau voice — engage, listen and understand whanau needs and ambitions

e Working together better — live our values, have better national-regional connection, sort out our
systems

e Designing services and outputs around whanau needs and ambitions
o “Walk the talk in our Maoritanga

e/ Putting whanau outcomes at the centre — the first question should be, ‘what are the impacts of
this for whanau’?

e Weneedto define what we mean by a whanau-centred approach — have a common understanding
and be precise in the way we use language.
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Decisions

We note your support for finding practical ways to bring a whanau-centred approach to life within Te
Puni Kokiri. It is important that we continue to develop our whanau-centred approach in line with other
discussions about our way of working, including our values and our operating model of being results
focused, working proactively with others to achieve results, pooling our talent to work together and
building a learning culture.

We have decided to establish a programme to develop a whanau-centred, values based methodology
and practice. This will be led by a Chief Advisor in the Office of the Chief Executive and will involve a

range of staff from across Te Puni.
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4  Regional Partnerships Te Puni

4.1 Strengthening capability and capacity in the
regions

Our overall intent

We are here to support the Government to strengthen Treaty of Waitangi partnerships’ and facilitate
whanau, hapi and iwi success at home and globally. Regional Partnerships has a front-facing role in
our mahi with whanau, hapi and iwi. Our intention is that Regional Partnerships willthave an increased
role in investment planning and decision-making over time.

We need to work collectively to maximise our impact for whanau, hapa, and iwi. Obviously, Regional
Partnerships will need to work closely with the Investment Te Puni and“other parts of the organisation.
These relationships are discussed in more detail later in this documents:

Key themes from feedback

There was strong support to increase resourcing in Regiohahoffices and many submitters argued for a
greater increase in resources than proposed. This ‘growth was welcomed because it will support
increased engagement with whanau and stakeholders.

There was some comment that the new resources to manage investments were weighted to a
centralised approach, and should be rebalanced to the regions.

There were mixed views across regional offices on the proposal to introduce a Team Leader position
into the regions with the highest.staff numbers.

An issue raised in submissions was the Te Tai Hauauru regional offices and how this aligns with the
demographics and needs within the region.

No additional senior advisor capacity was originally proposed for Te Waipounamu. Several submissions
made a strong.case that this should be added.

DecistORg
We have-decided to:

e ‘create a separate Investment Te Puni and transfer most Head Office investment functions to the
Investment Te Puni. The detail and rationale for this decision is set out in Section 5.

e create a new role of Principal Advisor in the Office of the DCE Regional Partnerships
e create a new role of Regional Business Analyst to support Regional Managers

e create additional roles in regions as follows:

16



Attachment 2

-  Te Taitokerau — Senior Advisor (1); Advisor (1); Regional Business Analyst (1)
- Tamaki Makaurau - Senior Advisor (1); Regional Business Analyst (1)

- Waikato-Waiariki - Senior Advisor (1); Regional Business Analyst (1)

- lkaroa Rawhiti - Senior Advisor (2); Regional Business Analyst (1)

- Te Tai Hauauru - Senior Advisor (1); Regional Business Analyst (1)

- Te Waipounamu - Senior Advisor (1); Regional Business Analyst (1)

e create a dedicated role to provide advice and oversight on external appointments and .nominations
in the Office of the Chief Executive

e consider the configuration of Te Tai Hauauru regional offices and how this, aligns with the
demographics and needs within the region. This work will be led by the Regional Manager and
undertaken in the first quarter of 2017.

We have decided not to:
e create any Team Leader roles within our larger regions at this stage, However as teams grow in
size, it may be necessary to revisit the span of control issue invfuture.

See page 23 for proposed new regional structure and page 34.forvinformation about new roles and the
impact on current roles.

Explanation of decisions

The Executive Team acknowledges the breadth ef‘kaupapa and increasing demands in the Te Puni.

We recognise the important relationshipsand.knowledge held by our Regional teams. The intent of the
proposals is to provide additional support to enable Regional Partnerships Te Puni staff to work
effectively with whanau, generate insights into what is working and contribute ideas for how to improve
results.

Deputy Chief Executive (DCE) and Office of the DCE
DCE, Regional Partnerships
By establishing a“new Investment Te Puni, we are making the scope of the role of DCE Regional

Partnerships more manageable while retaining responsibility for critically important work.

In partictlarnthe DCE Regional Partnerships will lead the shift towards region-led investment planning
and decision-making over time. This means leading the development of capability to identify regional
development priorities, deliver joined-up services, initiate and develop partnerships with whanau, hap,
iwi,nJéarn how partnerships are doing to improve outcomes, and continue to share those valuable
insights with other regions and head office.

Office of the DCE

As set out in the proposal, there is a need for more permanent resource in the Office of the DCE Regional
Partnerships to support coordination and connections between other Te Puni and the Regional
Managers group and support the ongoing cross-agency work programme on regional economic
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development. A permanent Principal Advisor position will be established to support this work and assist
us to capitalise on the rich intelligence and relationships of regional staff, while ensuring use of the
regional network for outreach, consultation, stakeholder engagement and performance reporting is
coordinated and managed sustainably.

External nominations and appointments

Advising on external appointments and nominations is an important part of our work and one that has
come under pressure within the Office of the DCE Regional Partnerships due to the volume and
complexities of those expectations. To get ahead of the game and provide the best possible advice to
the Minister, we see value in creating a dedicated role with specific responsibility/fer proactively
managing this area, in the Office of the Chief Executive. Further detail on the focus-of this role is
provided in Section 6.

New and additional roles in Regional offices

In response to submissions and in discussion with Regional Managerss. we ‘are putting more roles into
the regions than originally proposed.

Senior advisors and advisors

We recognise the need to further strengthen the advisory,capaeity in the regions in response to new
and different areas of work and expectations. Regighal,Managers, in consultation with the DCE
Regional Partnerships, will have flexibility to decide which-offices new roles will be located in, and how
they can best use this resource to support the /mahi of the region, for example whether they want
specialist or generalist advisors. It is our aim to-mave towards greater flexibility for Regional Managers
to assign staff to reflect new or changing work priorities. In deciding the number and composition of
new roles in each region, we took into account feedback and the initial criteria set out in the proposal:

e  expectations of participation in a\range of local economic and social development initiatives with
government and community partner agencies

e improved understanding of/deprivation and social needs for specific communities, in particular
numbers of children at‘isk of poor outcomes

e intensive, proactive effort required to promote and service the Maori Housing Network within remote
urban communities

e geographic distribution of population and isolated communities with high needs.

Regional Businéss Analysts

On considering submissions, and in further discussion with Regional Managers, we recognise the value
of ereating a new role of Regional Business Analyst to support Regional Managers and teams. This
role"would be located in the same office as the Regional Manager, reflecting the direct support they
would be providing to Regional Managers on a day to day basis.

This role would support Regional Managers by taking responsibility for:

e providing practical management of strategic planning, budgetary and financial management
processes

e supporting performance monitoring within the regions
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e supporting specific activities such as health and safety, contingency planning, security
management and emergency procedures

e coordinating information and issues management on behalf of the Regional Manager
e  assisting with the local management of property and vehicle requirements

e providing practical support for communications, reporting, Ministerials, nominations, managing
information flows and other requests as required.

Team Leader proposal on hold

We recognise that the Regional Managers have been successfully managing large numbers, of staff, in
some cases across significant distances. We have listened to feedback questioning the need for
another layer of management in the form of a Team Leader where established(processes and
relationships are currently working. We therefore will not create Team Leaders. at this point. However
as teams grow in size, it may be necessary to revisit the span of control issue‘in‘future.

Impact on current roles

Table 1 below shows the on current roles within the Regional Partnerships Te Puni which are impacted
by these decisions and the nature of the impact.

Table 1: Impacted roles within the Regional Partnerships Te Puni

Team Role Number Impact of decision
Regional Partnerships Deputy Chief Executive, Regional 1 Changes made to the position in line with
Te Puni Partnerships the decisions set out in this document.

Investment Team

Administrator 1 Change in reporting line

Smart Fund Administrator 1 Change in title and reporting line
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4.2 Integrating the Maori Business Facilitation
Service

Our overall intent

Facilitating growth and innovation for Maori businesses is a strategic priority for Te Puni Kokiri and
aligned with our vision for Maori economic development. We are intent on strengthening the collective
ability of Te Puni Kokiri to invest in outcomes and deliver services that support whanau, hap@andiwi to
prosper.

We see potential and value in bringing together a closer alignment between the workiand focus of our
business development specialists in regions and other investment priorities withythe‘services that are
delivered within region which support regional development.

Key themes from feedback

There was general support for the Maori Business Facilitation Service (MBFS) having an explicit focus
on business growth. Submitters welcomed clarity on the focus of the service after a period of review.

A number of submissions proposed the ‘lift and shift’ of MBFS to the Investment Te Puni rather than
transfer to the reporting to Regional Managers. On the ‘othér hand, other submitters supported having
MBFS staff in the regions report to Regional Managgérs, with support at the centre from the Investment
Te Puni, which would also be the convenor of a Wirtual team’ for Business Growth.

It was submitted that the title of Business»Growth Advisor or Senior Advisor should include the term
Manager to align with similar roles at NewsZealand Trade and Enterprise and Callaghan Innovation and
to reflect that staff deal with senior figtr€s'in business and organisations.

Decisions
We have decided to:

e transfer responsibility*for the oversight and delivery of Maori Business Facilitation services to the
Regional Partnerships Te Puni and Investment Te Puni

e create a Senior Advisor Business Growth and an Advisor Business Growth in each region, reporting
to the Regional Manager

e createya Principal Advisor position within the Investment Te Puni, reporting to the Maori Growth
Lead; to:

# facilitate a virtual network of the Business Growth Senior/Advisors in regions

- support Regional Managers and Business Growth Senior/Advisors with their strategic planning
and performance monitoring of business growth activities delivered in each regions

- build and maintain connections with other Government agencies delivering initiatives to
support business growth and share intelligence on support available to Maori businesses with
regions
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- identify, in partnership with regions, opportunities to make expert advice available across
regions for emerging and growing sectors

e give Regional Managers responsibility for planning and ensuring the business growth activity in
their region is aligned with the specific regional development priorities for their region

e give responsibility to the DCE Regional Partnerships to ensure a transition plan is developed to
support Regional Managers to manage the work of regional Business Growth Senior/Advisors from
25 October 2016

e transfer the Contracts Advisor position within the current MBFS team to the Investment/Te Puni as
part of the wider contracts support team for investment funds delivered by Te Puni Kokiri:

We decided not to:

e change the proposed title of these roles to include ‘manager’.

Figure 6 on page 23 shows the new organisational structure including new roles of Regional Business
Analyst, Senior Advisor Business Growth and Advisor Business Growth:

Explanation of decisions

The Executive Team acknowledges the strong reputation,of\the MBFS and accepts this is based on
relationships, networks and hard work.

We appreciate that the team has continued to deliverthrough a period of uncertainty and recognise their
commitment to supporting Maori businesses to.grow.

We note that the team has established relationships internally and externally and shares knowledge and
information between team members acrossithe motu.

We want to maintain those strong relationships in a more networked way of working. The notion of a
kaupapa team is that staff may.seport to different managers but work effectively together towards the
same goals. The kaupapa team further supports staff to work together, share information and support
each other to support regional development.

We see advantages for ‘Te Puni Kokiri as a whole in having greater integration and flexibility in regional
offices, through-giving the Regional Managers responsibility for the services delivered in their region.

We also.see advantages for business in facilitating stronger connections with related programmes and
services‘and providing a more coordinated service.

We  acknowledge the point made in submissions that having MBFS staff report to Regional Managers
creates a risk of losing focus because of multiple competing demands. However we have confidence in
the capability of our Managers and staff to agree priorities for their work and this would be reinforced by
nationally agreed targets and objectives for business growth.

We consider that by explicitly connecting to broader expertise in strategy, investment planning and
performance and operational policy and design, we will have a more deliberate, planned approach to
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business growth that will result in us being able to offer a stronger service. With the Government’s and
our Minister’s focus on regional development, it makes sense that our services to support growth in jobs
and income should be more integrated.

We considered the allocation and location of Advisors and Senior Advisors Business Growth and
confirmed that we will move to the new structure with one senior advisor and one advisor in each region.
This may change over time as regional demands change if roles become vacant.

We consider the title of Advisor/Senior Advisor Business Growth is a clear description of the-tole.while
also providing consistency with other regional staff.

Te Tai Hauauru

Given the decision outlined in the previous section to consider the configuration.ofiregional offices in Te
Tai Hauauru in the first quarter of 2017, interim arrangements will be put in_place-for the three current
MBFS staff in this region.

Impact on current roles

Table 2 below shows the impact on current roles within the Maori*‘Business Facilitation Service team.

Table 2: Impacted roles within the Maori Business.Facilitation Service team

Impact of decision

Maori Business
Facilitation Service

Accouni"Manager MBFS 5 Change in title to Advisor Business Growth,

Change in reporting line to Regional Manager
(Whangarei, Auckland, Hamilton, Hastings,
Dunedin)

Account Manager MBFS 3 Disestablished - vacant roles (Auckland,
Gisborne, Christchurch)

Contracts Advisor 1 Change in title and reporting line
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5 Investment Te Puni

Our overall intent

We need to equip ourselves and strengthen our capability to invest in initiatives that make a difference
for whanau, understand what works and demonstrate to other government agencies how to improve
outcomes for whanau from their investments.

We will only deliver on this if we improve how we work across Te Puni boundaries insthe“eollective
interest. We expect the Investment Te Puni to play a pivotal role in building strongersconnections
between the important mahi of our regions and our other Te Puni in order to collectivelyunderstand and
improve outcomes for whanau, hapa and iwi.

The DCE Regional Partnerships and DCE Investment will share responsibility forthe stewardship of our
investment resources. Working together in this way is a challenge we will. have to take up right across
Te Puni Kokiri. It will require us to think and behave differently.

Key themes from feedback
While the majority of those who commented specifically on the proposal to establish a new Investment

Te Puni were supportive, there were also some questions about this approach.

The proposed new Te Puni was seen as being ableto provide strategic impetus and new ideas, systems
and processes.

On the other hand there was concern about creating silos and splitting funding decisions. The proposed
new Te Puni was seen by some asstop heavy. There was also some lack of clarity of the role of the
proposed Investment Leads.

Decisions
We have decided to:
e establish a new'lnvestment Te Puni with 32 permanent roles including a DCE, Investment
e create threeyroles of Investment Lead, to oversee the following portfolios:
- _Statutory Entities
=. Whanau Ora
-V Maori Growth (including housing)
e s establish an Investment Planning and Performance Team with nine permanent roles

e establish an Operational Policy and Design Team with four permanent roles.
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Figure 7 shows the organisational structure for the new Investment Te Puni. The full list of new roles
are set out in Section 7 on page 34. Job descriptions for these new roles will be made available on the
intranet.

Explanation of decisions

Te Puni Kokiri is responsible for managing and monitoring significant taxpayer funding for the promotion
of Maori Language and Culture through direct funding of broadcasting entities, commissioning Whanau
Ora outcomes, Maori Housing, and the Maori Potential Fund and other smaller investment funds:

As we have discussed throughout this year, much of this is relatively new and we have_put in place
temporary, ad hoc measures and relied on external contractors in areas such as Whanau Ora. Now is
the time to organise and equip ourselves to build these capabilities in-house.

We see the establishment of an Investment Te Puni as necessary to:

e strengthen our stewardship role for national investment activity suchrasor Statutory Entities and
Whanau Ora commissioning

e  support regions with strategic planning, performance monitoring ‘and reporting on impacts of all our
investments

e provide a centre of excellence to:

- strengthen how we design and deliver services to whanau and Maori businesses through our
regions by improving the transparency and‘ease of access to our services

- improve our business systems and processes to support regional staff to deliver services and
learn what works for who

e provide practical contract adviceand support to the Regional staff managing day-to-day
relationships with whanau and/thers seeking and receiving investment.

Stewardship and accountability for our investment portfolio

As noted above, DCE Investoient and DCE Regional Partnerships will share responsibility for the
stewardship of our investment resources.

As a principle, accountability for funding decision-making would reflect the central or local delivery model
for the investnient.

e Centrally managed programmes, such as Statutory Entities and Whanau Ora commissioning, will
restwith the DCE Investment.

e / JLocally managed and delivered will move, progressively, to rest with the DCE Regional
Partnerships and Regional Managers.

Our objective is to move towards greater devolved region-led planning and investment decision-making.
We see this happening in a phased way as we build more depth and capability in our regions to support
this model.
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e From ‘go live’, the DCE Regional Partnerships will have accountability for all funding decisions for
the Maori Housing Network. This reflects the strong body of practice which has already been
developed to inform investment decision-making.

e Regional Managers will have responsibility for developing regional strategies which align to our
overall investment strategy and making recommendations for the investment of locally delivered
funds, such as most of the Maori Potential Fund, Maori Suicide Prevention Fund and the Whenua
Fund. However, for now, decision-making will continue to rest with an Investment sub-commnjittee,
while the DCE Regional Partnerships will ensure payments are made for those funds that are-within
the stewardship of the regions.

Investment sub-committee membership

The composition of the Investment sub-committee will change. The Chief Executive will no longer be a
member of the sub-committee. The Chief Executive’s role will transition from oneof.decision-making to
an assurance role.

Both the DCE Regional Partnerships and DCE Investment will be mémbers of the Investment sub-
committee. In light of the decisions set out in this document, the widerncomposition of the Investment
sub-committee will be reviewed during the transition phase.

Resourcing

We acknowledge the view that proposed resourcing for the new Te Puni looked heavy compared to
other areas. It is important to note that many of the/proposed new roles are taking over work currently
done by external contractors, and we continue todbe committed to bringing roles in-house. However we
recognise the important role of our regional staff\at the front line of engagement with whanau, iwi and
hapi seeking investment, their ongoing relationships with contract holders and the need to ensure the
Regions are adequately resourced.

We have reviewed resourcing levels'for the new Te Puni alongside our review of Regional resourcing,
to find the right balance betweén the two. The new Investment Te Puni will be slightly smaller than
initially proposed, with a permanent total of 32 roles including the DCE.

A networked, agile model

We are committed tovmoving to a networked, agile model for managing our investments. This means
working across-the boundaries of teams and Te Puni.

This will.be” particularly the case for the functional specialist teams of Investment Planning and
Performance and Operational Policy and Design. At any time, they may be working in support of any
one ofthe three Investment Leads, while still reporting to their ‘home’ manager who is responsible for
‘pay and rations’, functional advice and support and professional development. To be successful, there
wilk have to be a joint approach by the Investment Te Puni management team to setting priorities and
allocating resources.

However it is not just the new Investment Te Puni that will have to work in this way. Responsibility for

designing and delivering investments that generate positive outcomes for whanau is shared across Te
Puni Kokiri.
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To some extent, we already work this way across Te Puni Kokiri, where we form teams around particular
kaupapa. Our recent kaupapa planning process was an example of how we can cross boundaries and
look at things from a whole-of-Te Puni Kokiri perspective.

To get really good at working in a networked, agile way across our organisation, we have to work on our
systems and processes.

Transforming our systems and processes
We hear and acknowledge your feedback about the need for better systems and processes;

Work is already underway, led by the Operational Transformation Lead.

The outcome of this work will be:

e clear and consistent processes across all investments (won’t be identical but will be based on
consistent principles and policies)

e consistent principles and policies as ‘guide rails’ for decision making
o efficient and effective system for gathering relevant and useful information

e  process for continuous improvement.

The first step is to understand what happens now and«haw that translates to the new structure and this
is well underway.

Continuing this work will be a specific responsibility’ of the Operational Policy and Planning team in the
new Investment Te Puni, working with the® Operational Transformation Lead in the Office of the DCE
over the next 6-12 months. This includes fesponsibility for developing the user requirements and
business case for upgrading the investment management IT system in partnership with the Information
Services team.

Role of the Investment Leads

Investment Leads would.bejaccountable for setting the strategic direction for investment programmes
and ensuring the all the.design and operational aspects are delivered successfully, to support decision-
making by the relevant'DCE or Investment committee.

The Investment Lead would be the ‘go-to’ person for the funds they are responsible for and would have
a view across all of the work carried out across Te Puni Kokiri relating to that area of investment.

This does not mean the Investment Leads, or the advisors reporting to them would do everything. They
weuld-work collaboratively with Regional teams and draw on specialist resources from the ‘functional’
teams — Investment Planning and Performance and Operational Policy and Desigh — and from Regional
and Policy teams.

We are using the title ‘Lead’ to emphasise that these roles will operate somewhat differently to line

managers. While the Leads have a small number of staff reporting to them, they will have a strong focus
on managing a programme of work using resources from across the Te Puni Kokiri network to achieve
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identified objectives. This will require them to build excellent relationships and negotiate priorities with
Managers.

We have decided that three Lead roles are required initially, but that there may be a need to increase
the number in future.

We have considered in more detail how best to allocate responsibilities across the three Leads and have
settled on the following allocation:

e  Statutory Entities. This Lead would hold relationships and responsibility for monitoring Statutory
Entities and working with them to refine strategies for delivering results for Maori from‘investment
in these significant areas.

e Whanau Ora. This Lead will take responsibility for the work currently undertaken by the Whanau
Ora Commissioning Agency Team, drawing on resources from across Te"Puni and especially the
Principal Advisor Commercial and contract advisors in the Investment-Planning and Performance
Team. This Lead will also be expected to represent Te Puni Kokiri/intbroader cross-agency work
on approaches to commissioning and social investment.

The responsibilities and resourcing of the Whanau Ora Partnership Group Secretariat will stay
within the Regional Partnerships Te Puni in the interim andithen transfer to the Policy Partnerships
Te Puni.

This Lead role has been advertised on a fixed term basis to ensure that there is adequate
resourcing across the transition of Whanau Ora‘from external contractors to in house resources.

e Maori Growth. This Lead would have oversight of a portfolio of investment funds — Maori Housing
Network, Whenua Maori Fund, Maori [Potential Fund, Cadetships, Moving the Maori Nation
contestable fund and the Maori Suicide Prevention Fund. Give the broad range of size, impact and
complexity, this lead has a higher numbeér of direct reports than the other Leads.

Principal Advisor roles

Principal Advisor Commercial

The role of Principal Advisor Commercial in the Investment Planning and Performance Team is a new
permanent position with.reSponsibility for supporting or leading negotiation for major contracts, such as
for Whanau Ora commissioning agencies. The proposal had included this responsibility as part of the
role of the Pripeipal*investment Analyst but on further consideration we have decided that this needs
dedicated focus.

This position will also be expected to represent Te Puni Kokiri in broader cross-agency work on
approaches to commissioning and social investment.

T his role has been advertised on a fixed term basis to ensure that there is adequate resourcing across
the transition of Whanau Ora from external contractors to in house resources.

Principal Advisors (Investment)

As noted above, the Investment Leads have a small number of direct reports supporting them to deliver
their accountability for all operational aspects of the investment programmes they oversee.

28



Attachment 2

Given the size and scope of the Whanau Ora and Maori Growth portfolios, we are appointing Principal
Advisors to support the Leads. In the Maori Growth portfolio, one Principal Advisor will have a specific
focus on maintaining and improving the Maori Housing Network delivery, and one Principal Advisor will
have a specific focus on developing the strategy for investment to support Maori business growth, as
signalled in the MBFS proposal document.

Investment Planning and Performance Team

We have decided to reduce the size of Investment Planning and Performance Team but retain the-focus
of the team on:

e  bringing together evidence and analysis to support smart planning and decision making
e  supporting negotiation for major contracts, notably with Whanau Ora commissiening ‘agencies

e providing practical support to Regional teams on contract management ‘and monitoring and
proposal administration.

After further consideration, the reduction in the size of the team, reflects our view that aspects of
performance monitoring and analysis role more appropriately sits\with"the Organisational Knowledge
function in the Strategy and Organisational Performance Te Puni.

The Investment Planning and Performance team will stilkhave a role in gathering information and
collaborate with Organisational Knowledge to assess what works and where there is room to improve.

The reduction also reflects the expectation that the, Regional Business Analysts, reporting to Regional
Managers, will also play an important role in stpporting Regions to improve their reporting on activity,
funding recipients and impact.

Operational Policy and Design./Team

We have also decided to reduce the\size of the Operational Policy and Design team. This decision
reflects both the expectation thatithere will be peaks and troughs in the demands on this team and our
desire to start small with this new function and demonstrate value. There would be an option to scale
up further if required in thexfuture, either through fixed-term project based resourcing or growing our
internal capability if sustained demand warrants it.

There is likely to be.a significant programme of work for this team initially while ‘back office’ systems
and processes are being redesigned.
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Figure 7: Investment Te Puni structure
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6 New roles in Head Office

Our overall intent

Our Executive Team discussions on how best to strengthen our capacity and capability have traversed
the whole organisation. Decisions on Communications are being announced separately, and decisions
on Policy are due to be announced shortly.

We have identified some further gaps in our capacity and capability that are important to stuppefting Te
Puni Kokiri to deliver for whanau and reach across the organisation. We see potential to better support
our front-line staff by establishing a small number of core support roles in the (Office” of the Chief
Executive, the Organisational Support Te Puni and the Strategy and Organisational*Performance Te
Puni.

Key themes from feedback

Feedback clearly identified the need for support to deliver the desiredwnew way of working.

Submissions included comment on the importance of prejeet management disciplines. This is
particularly important as we are increasingly leading largeprojects and are seeking to work across teams
and Te Puni on a project basis.

Submitters identified the need to use a project mahagement approach and have people who understand
project-based methodologies. Submitters also neted that work was underway on developing project
management approaches at Te Puni Kokiri.

We have also received feedback tharthére'is room for improvement in our approach to nominations and
appointments. A submission in response to the Haratua (May) 2016 Discussion Document commented
that it would be useful to haveda dedicated nominations/appointments unit to run all the processes for
appointments, including a system-that flags when appointments are coming up and when the processes
need to begin. The submission also suggested that Te Puni Kokiri could develop a strategy for
nominations and appointments based on promoting Maori into governance and other roles of influence.

Decisions
We have décided to:

o establish two Project Planner roles reporting to the Programme Support Manager in the Strategy
and*Organisational Performance Te Puni and available to manage projects across Te Puni Kokiri

e éstablish a position of Senior Advisor in the Office of the Chief Executive responsible for
appointments, nominations, partner and stakeholder oversight

e establish a role of Principal Advisor Organisational Compliance in the Office of the DCE,
Organisational Support.

Job descriptions for these new roles will be made available on the intranet.
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Explanation of decisions

Project management

We want to strengthen our project management capability because this is increasingly important as we
organise our work by kaupapa. In line with our desire to bring other capability in house, we now see the
value in building our in-house capability and capacity in project management disciplines.

We have a Programme Support Office in the Strategy and Organisational Performance Te Puniwhich
has been working on developing a project management approach for Te Puni Kokiri. This is a good
base for building capability and we propose to establish two new project planner roles indhisiteam.

Figure 8 below shows the location of these new roles in the Strategy and Organisational Performance
Te Puni structure.

Appointments and Nominations

As discussed in Section 4, we see value in creating a dedicated role with specific responsibility for
proactively manage external appointments and nominations within, the Office of the Chief Executive.
This position would include responsibility for:

e  building knowledge bank about potential candidates

o refreshing our database

e  maintaining oversight of the process and paperwork

o developing a proactive strategy for promoting Maori candidates for roles across Government

e looking across Government to identify, best practice ways to use technology and cross-agency
engagement to improve management of'this function.

Figure 9 below shows the location of this new role in the Office of the Chief Executive structure.

Organisational Comiphance (Health & Safety, Business Continuity)

We have a range of @ngoing responsibilities including health and safety, security, business continuity
and emergency management that we need to be co-ordinated centrally and manage well at regional
and national Jlevels.”As new functions have come on board we have assigned responsibility for
developingprogrammes and policies to the Organisational Support Te Puni while delivery falls across
all Te Puni.

As/westrengthen the Regional teams through the addition of the Regional Business Analysts enabling
themto respond to these increasing requirements such as health and safety and business continuity we
also considered the need to have a central role which would oversee ongoing developments, train,
Mmonitor, review and report. This role will be added to the Office of the DCE Organisational Support
working across the teams.

Figure 10 below shows the location of this new role in the Organisational Support Te Puni structure.
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Figure 8: Strategy and Organisational Performance Te Puni Structure
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7 Summary of roles

7.1 New roles

Table 3 sets out all new roles to be established. Job descriptions for these roles will be made available
on the intranet during the staff transfer process. If you have questions about these roles or want to see
the job description please contact HR.

Table 3: List of new roles
Te Puni Role Number of roles

Regional Partnerships Principal Advisor (Office of the DCE)

Senior Advisor

Senior Advisor, Business Growth

Advisor, Business Growth

Regional Business Analyst

Advisor, Te Tai Tokerau

Investment Deputy Chief Executive, Investment

Business Manager
Executive Assistant to the DCE

Investment Lead

Investment Planning and Performance Manager

Operational Policy’and Design Manager

Principal Advisor, lnvestment
Principal Advisor, Commercial

N|l=|=N || mlWwW| W _alalaloololo | N/~

Senior Advisor
Senior, Advisor Contracts
Advisor
Advisor (Contracts)
Administrator, Investment
Office of the CE Senior Advisor, Appointments and nominations
Strategy .and/Organisational Project Planner
Performance
Organisational Support Principal Advisor Organisational Compliance 1
Orgariisational Support, see  Principal Advisor Strategic Communications 1
Communications  Decision — - -
Wocument for details Principal Advisor Communications 1
Advisor Communications 1
Senior Advisor Branding and Promotion 1 Fixed Term/Contract
Total new roles 65
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7.2 Impact on current roles

Staff who are affected have been informed about the impact on their position and the next steps. See
the Next Steps section from page 36 for more information about the staff transfer process.

Disestablished. Roles are disestablished where there is no direct equivalent in the new structure. Staff
in disestablished roles are affected and will be considered for reassignment to new roles or existing
vacant roles in Te Puni Kokiri. The assessment of whether there is a directly equivalent role or not'is
based on current and new job descriptions.

Changed. Where a role remains essentially the same but there is a change in title or reporting line, the
staff member in the role will be reconfirmed.

Table 4: Impact on current roles

Role Impact

Regional Partnerships Deputy Chief Executive, Regional 1 Changes made (0 “the, position in line with the
Te Puni Partnerships decisions set outin this document.
- _
Administrator Change in reporting line
Smart Fund Administrator Change in title and reporting line
Maori Business

Facilitation Service

Account Manager MBFS Change in title to Advisor Business Growth.

Change in reporting line to Regional Manager
(Whangarei, Auckland, Hamilton, Hastings,
Dunedin)

Account Manager MBFS 3 Vacant roles disestablished (Auckland, Gisborne,
Christchurch)

Contracts Advisor Change in title and reporting line
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8 Next steps

8.1 Implementation planning

We want to move quickly to the new structure without losing sight of any critical work in the process.
Detailed transition planning is underway. In brief, our approach is:

e Appoint a Designate DCE, Investment (until a permanent appointment is made)

o Transfer the fixed term Operational Transformational Lead role to report to the Designate DCE
Investment

e The Designate DCE, Investment is charged with short to medium term planningtand preparation for
the Investment Te Puni, working with the DCE, Regional Partnerships as necessary

¢ All reporting lines to the DCE Regional Partnerships remain as they are-in,the interim

e Provide the Designate DCE designate with additional support, as this is the area of greatest change
and additional responsibility

¢ ‘Go live’ with the new structure on Tuesday 25 Whiringa-a-nuku (October 2016), meaning that new
delegations, reporting lines etc will become active from that date

e Investment and Organisational Support (Information* Services) Te Puni to commence work on
development of user requirements for an investmentimanagement system as soon as possible

e Complete the reassignment and recruitment process as quickly as possible, so that the new
structure is as close as possible to being fully, staffed by the end of 2016.

8.2 Staff transfer progess

This section sets out the process for affected staff as we transition from the current structure to the new
structure. This applies to staff,in-the teams that have been identified for change within this decision
document.

All staff that are impacted Will receive a letter detailing whether they are:

e reconfirmed into their role, or

o affected@andwill go through the reassignment process.

The reassignment process applies to staff roles and does not include placement into any Level 2 or
Level3,roles.

Affected staff

Staff will be affected if their permanent role:
e nolonger exists in the new structure; or

e s considered as substantially different in the new structure; or
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e where there are fewer roles in the new structure than the current structure (e.g. where there are
currently four Advisors in a team / location and the new structure includes three).

Staff who are affected by change will remain affected unless and until they have been:

e reassigned to a suitable position; or

e  given written notice of redundancy.

Staff will not be affected if:
e the only change to their terms of employment is a change of reporting line and/or position title; or
e they are reconfirmed (where the role is the same or nearly the same); or

o they are a fixed term employee.

Reconfirmation

Staff will be reconfirmed in their role, where the role has not been substantially changed (a change in
reporting line and/or job title is not a substantial change) and there are-enough roles for all people who
hold that role.

Reassignment

Affected staff will be considered for reassignment.

Our aim is to maximise the number of current employees appointed to new roles in the proposed new
structure or other roles within Te Puni Kokiri

We acknowledge submissions that asked.for the reassignment process to cover as much of the
organisation as possible. We recagnise it is desirable for people to see the full range of options
available. For this reason, we will be combining the reassignment process for these Regions and
Investment decisions and the, feassignment for Policy roles once decisions are made in that area. The
Policy decisions are expectedto be finalised and announced within about two weeks.

This means we will undertake the first step outlined below but will not be calling for Expressions of
Interest until Policy decisions are made and all available roles are known.

Reassignment process key steps:

1: Exploratory conversations

Inthe week following decisions, initially there will be a conversation with the affected staff member (and
PSA delegate if requested). These discussions will cover the nature of the impact and any specific
circumstances for each staff member. These discussions will be held by Human Resources & Capability
and may include the DCE.

These are not intended as decision sessions. The purpose of these discussions is to explore any
guestions, understand any specific requests and seek any general views on roles of interest. Individuals
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may also wish to express an interest in voluntary redundancy (this will be done on a no commitments
basis).

2: Expressions of interest

Following these discussions, and within an agreed timeframe (probably within one week) all affected
staff would be asked to provide an Expression of Interest (EOI), including a self-assessment, for edch
role they are interested in.

To support this process a list of new and unfilled roles (including vacancies) will be provided to affected
staff. This will include any ‘business as usual’ vacancies within Te Puni Kokiri.

3: Reassignment decisions

The EOIs would be assessed by a panel made up of internal managers “and” chaired by Human
Resources & Capability. The Panel may include an external person. As part of the considerations where
a L3 manager is in place they should be included. The panel would makesecommendations to the DCE
(or DCE designate).

Considerations and recommendations will be made using the reassignment criteria in the Collective
Employment Agreement:

e The role has similar responsibility levels (and the-staff member can adequately perform the duties
with their current skills and knowledge); and

¢  The offered employment is within a reasopable commuting distance from their home; and
e The salary, and conditions are no less favourable; and
e  The duties and responsibilities are comparable.

Where a suitable reassignment is offered and this offer is not accepted the employee will not be surplus
and the provisions relating to sufplus staff will not be available.

Where there is no suitablereassignment and both parties agree, the employee may be offered a position
(for which they are suitably skilled) at a lower salary. In these circumstances, an equalisation allowance
will be paid to preserve the salary of the employee at the rate paid in the old job at the time of
reassignment.

The salary/Can‘be preserved in the following ways:

e A lump sum to make up for the loss of basic pay for the next two years (this is not abated by any
subsequent salary increases); or

e ,An ongoing allowance equivalent to the difference between the present salary and the new salary.
(This is abated by any subsequent salary increases).

Once recommendations have been received the DCE (or DCE designate) will consider and make final
decisions.

Decisions will be notified to affected staff and then all staff following confirmation of placements.
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4. Review

If an affected staff member considers they should have been reassigned and were not or they were
reassigned and should not have been they will have 5 working days to seek a review. Requests for
review should be made in writing to the DCE Organisational Support.

5. Redeployment

Affected staff who are not placed following reassignment will have an initial discussion with the DEE (or
DCE designate), or nominee, to explore the options available to them. These include redundancy as
set out in their employment agreement.

8.3 Timeline

The timeline is as follows:

Decision document released Rapare 8 Mahuru

Staff transfer process begins

Interim reporting arrangements described in section 8.1 begin Ramere 9 Mahuru

Policy decisions finalised and released Rapare 22 Mahuru

Call for Expressions of Interest in roles from affected staff Rapare 29 Mahuru

Reassignment decisions complete Mid-late Whiringa-a-
nuku

Roles not filled through reassignment\process advertised Late Whiringa-a-nuku

‘Go live’ — interim arrangements, end, new structure and teams start Ratl 25 Whiringa-a-nuku
operating
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Foreword

Téna koutou katoa
Ka mate kainga tahi, ka ora kainga rua — there is more than one way to achieve an objective

This document outlines my decisions following consultation with you and discussion with the Executivée
Team on proposals for strengthening our communications function.

Thank you for your active participation in the review and consultation process. We received\a number
of considered responses and these have been a valuable input to decisions on how to grow eur
capacity and capability, work with our diverse stakeholders, and position ourselves fotthe future.

| am pleased to say there was overall support for change, and agreement that strengthening our
communications function is important and necessary. All of the feedback was canstructive and, as
hoped, provided a better understanding of a range of practical details that helped to challenge and test
the proposed design. | have made several revisions to the design based en-your suggestions. A
summary of your feedback and my response is outlined in this document:

While these changes will take time to embed, they will equip our communications function to
strategically plan, manage and deliver excellent communication‘services.

Nga mihi, na

Fiona McBeath

Deputy Chief Executive, OrganisatiahakSupport
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1 Introduction

In April 2016, a review of the communications function was commissioned to advise on what, if any,
changes were needed to build a stronger communications function for Te Puni Kokiri. The review
considered the full spectrum of services provided by the communications function: and was informed
by ten interviews? and three workshops: with Te Puni Kokiri personnel.

The Executive Team discussed the review findings and supported the release of a consultation
document to inform discussion and seek feedback on proposals to strengthen the communications
function.

Purpose

This document outlines decisions about the proposals to change aspects of the/roles and structure of
the Communications Team and re-orientate the nature of key relationships,within the communications
function. The changes respond to increases in the volume and scope.0f.0ur work, and build on the
existing capability across the communications function.

The decisions have taken into account submissions from the cansultation process and are intended to
enable a more proactive, planned, joined-up and strategic approach to the delivery of our
communications services.

Feedback has resulted in important changes to some of.the proposed roles, and clear principles to
inform how we change the way we deliver communication services for Te Puni Kokiri in the future.

The document confirms decisions to:
e implement a new business partnering approach
e increase capacity and capability, through the creation of three new roles:
- aspecialist permanent PrincCipal Advisor role focusing on strategy
- apermanent PrincipalMAdvisor role to strengthen business partnering
- apermanent Advisorrole to support the effective operations of the communications function

e establish a specialistfixed term or contract Senior Advisor role focusing on promotion and
branding

e create adiew organisational structure to support the effective delivery of the business partnering
approach

e agree clear protocols for engaging external communications support.

¥ The scope of the review comprised: internal and external communications; reactive and proactive communications; the Communications
Team and other personnel across Te Puni Kokiri with communications-related responsibilities; in-house delivery of communications
services; and, the use of external providers (eg contractors or third-party providers).

2 Interviews were held with: the Chief Executive; Deputy Chief Executives (Policy Partnerships, Regional Partnerships, Organisational
Support, Strategy and Organisational Performance); Chief Advisor to the Chief Executive; Manager, Principal Advisor and Senior Advisor of
the Communications Team; Chief Information Officer; and, managers responsible for the policy development and legislative processes for
Te Ture Whenua and the Maori Language Act.

3 Workshops were held with the Communications Team, Regional Managers, and Business Managers.
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Outline of this document

This decision document is divided into different sections to help you find the parts that are most
relevant to you.

Section 2 gives a summary of the feedback received on the proposal.
Section 3 sets out the detailed decisions.

Section 4 provides detail on the new positions created.

Section 5 discusses how things will work in practice.

Section 6 outlines next steps including dates for the implementation of changes.
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2 Summary of feedback

Overview

The consultation document set out proposals to strengthen the communications function. The
proposals were shaped using input from Te Puni Kokiri staff, including interviews with the Chief
Executive and Executive Team and workshops with the Communications Team, Regional Managers
and Business Managers.

Seven submissions were received from the consultation on proposals, including individuahand group
submissions. The submissions were constructive, of high quality, and provided valuahle“information to
inform the decisions contained in this document.

A number of common themes emerged. All submitters acknowledged the impeftance of the
communications function in supporting the Minster and Te Puni Kokiri, and,that change was needed,
important and overdue. Submitters emphasised the need to build and,retain institutional knowledge,
and to build resilience within the Communications Team.

While there was consensus around the need for change, three.submissions set out an alternative to
the proposed business partnering approach. The following tables'Summarise the submissions:

e Table 1 summarises general points made in submigsions
e Table 2 summarises feedback on the specific pfoposals

e Table 3 summarises the key features of ap.alternative business partnering approach, as outlined
in three of the seven submissions.

Responses to the submissions are outlineéd‘in.the next section, Detailed Decisions, starting on page 8.

Table 1:  Summary of general feedback

Key themes raised Feedback summary

Agreement with case for change,te.communications Most submitters expressed agreement with the case for
function. change to the communications function.

One submitter noted change to the communications function
should be complementary with the wider changes occurring
throughout the organisation.

Another submitter agreed with the need for change, but

wondered if there was sufficient justification to put additional
staff resources into the Communications Team.

Communications principles to guide engagement with Two submissions described a set of communications principles

whanaurhapl and iwi. that should be used to guide communication and engagement
with Maori audiences, and to set out the Te Puni Kokiri ‘way of
working’ for external communications contractors.
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Importance of social media and online channels.

A number of submissions acknowledged the importance of
social media and online channels to Te Puni Kokiri. One
submission considered the proposal did not go far enough to
leverage social media and suggested:

e communication team responsibilities for social media
extend to include strategy, advice, publishing,
engagement and monitoring

¢ one of the communications roles should include editorial
oversight of the web, to help ensure a user-centric
content view and consistent, ‘plain-English’ writing style®

Greater involvement in processes relating to Official
Information Access requests.

One submission saw a need for the Communications Team to
be more involved in the OIA process.

Table 2:

Summary of feedback on specific proposals

Proposal Feedback summary

New permanent role to support strategy to delivery.

e A new Principal Advisor role would be established
with responsibility for developing the
communications strategy, working ‘hand in glove’
with the Manager, Communications. This role would
‘look up and out’, analysing the environment and
considering what the future issues might be and
advising how we should best position ourselves.

e The role would provide key messages to the
Minister, Chief Executive and Te Puni Kokiri staff
and enable us to answer the ‘what we do’ question.

e The role may be co-located with the Office of the
Chief Executive for some of the time and, in
conjunction with the Manager, provide direct
strategic support to the Chief Executive.

There was support to establish this role, with one exception.

Submissions in supportwofithe role agreed it could be co-
located in the Chief Executive’s Office for part of the time, and
one submission propesed the role could also include
responsibility for supporting Whanau Ora.

The submissien not'in favour of the role thought the
developmentiof the communications strategy could be
undertaken as a one-off project delivered by an existing
Principal Advisor and questioned how co-location would work
in"practice.

New fixed term Senior Advisor role to strengthen
promotion and branding.

e The proposal requires dedicated promotion and
branding expertise for a fixed termyperiod of 12
months. This fixed term position would establish a
promotion and branding strategy,aligned to the
overall Te Puni Kokiri communications strategy and
the needs of the regional.offices. The role would
complete a stocktakesand review of existing
collateral and activity.

e Atthe end of'the\12 months, the nature of ongoing
promotionp‘and, branding expertise would be
assessed,

There was strong support to establish this role. A number of
submissions reinforced the need for Te Puni Kokiri to:

¢ have a recognisable and consistent brand
e clearly communicate its role and services to whanau,
hapt and iwi

e be more visible and better at telling its good news
stories.

Given the demand for work in this area, there was a
question about whether this role should be permanent,
fixed term, or provided via a contract for services.
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New business partnering approach that sees There was strong support for the Communications Team and
communications advisors forming partnership relationships ~ Te Puni to work together closely. Three submissions, while
with key users of communications services. agreeing on the need for the Communications Team and Te

Puni to work together in a new way, suggested an alternative
structure and approach to business partnering.

Feedback on the alternative business partnering approach is
summarised in the following table.

New permanent Analyst role to manage information and Many of the submissions addressed the establishment of this
data to support the effective delivery of communications role with all but one submission acknowledging the need for it.
services Those in support of the role gave mixed comments to the
« This role would be responsible for media monitoring, role’s proposed responsibilities and level of seniority”
developing approaches and supporting use of social One submission suggested the new position would provide
media, and helping to oversee third-party contracts greater professional development opportunity; but the role
(in partnership with the procurement function). should be called Communications Advisor s there is

consistency across titles in the Communications Team.

Another submission noted the proposal.gave the analyst role
responsibility for developing appreaches, to, and supporting
use of, social media; however, thexproposed high-level role
description only referred to monitaring social media. They
expressed a need for thes0le te-have greater responsibility
including analysis of weh statistics and advice on how
particular online strategiesiare working. The submission
suggested this woulchhave implications for the proposed level
of seniority of the role.

Introduction of a clear protocol around engaging external Two submissions supported this proposal and described a set
support. of communications principles and skills framework to define
o The relevant business partner communications the type and level of external resource required.

advisor would be involved in: decisions to engage
external communications support; work with the
business owners to define the need, type and level
of expertise required; and identify suitable external
providers.

e Contractors would be expected to keep in closé
contact with the Communications Team to ensure,
alignment with the Te Puni Kokiri communications
strategy and transfer necessary knowlédge and
expertise before their contract ends:




Table 3:

Proposed business partnering approach set out in
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Summary of alternative business partnering approach

Summary of submission feedback

consultation document

New business partnering approach that sees

communications advisors forming partnership relationships

with key users of communications services.

This new approach would require changes to the current
way of working and is based upon communications
advisors being able to work along the full spectrum of
activity from strategy to implementation.

Three submissions agreed the need for the Communications
Team and Te Puni to work together in a new way, but
suggested an alternative business partnering approach. Each
submission outlined the same approach.

Communications advisors would report to the Manager,

Communications and have dotted line accountability to the

business partner. In some cases, they may be co-located
with their business partner for some or all of the time.

The alternative approach features a team-based model. Three
teams would be led by a Principal Advisor and include a
Senior Advisor and Advisor.

The business partnering relationship is structured around
clear service expectations, varied to fit the needs of each
business partner. The Manager, Communications and
relevant business partner manager would be responsible
for agreeing the specific service expectations required for
the initiative.

Under the alternative approach thé Prineipal Advisors, in
collaboration with the managers-ofitheir Te Puni, would agree
the work streams, objectivesand outcomes.

Communications plans would be developed collaboratively

by the communications advisor and business partner and

align with the Te Puni Kokiri communications strategy. The

communications advisor would help to implement the plan
by supporting the business partner’s activity and
undertaking some activity themselves.

Under the alterpative approach the strategies for Te Puni
Kokiri (socialxinternal, corporate, media, channels) would be
developed, bythe Manager, Communications (with help from
the PrincipahAdvisors if required). Responsibility for
implementation would rest with each of the communication
téamstand their business partner.

Business partners will include Te Puni, regional offices,
specific kaupapa (eg Whanau Ora or Te Ture Whenua)
and one-off, short term projects (eg Budget 2016 or,Nga
Taumata Tiketike).

Reflecting the size of the organisation, communications
advisors would be likely to have more than®ne‘business
partner relationship. Wherever possible, advisors would
support logical groupings of businesspartners and at
times they may be dedicated to a specific'kaupapa for a
period of time.

Under the alternative approach Te Puni would be grouped into
three clusters, each supported by one of the communication
teams. One of the Principal Advisor roles could also have
responsibility for supporting Te Puni Kokiri in its capacity as
lead advisor for Crown and Maori relationships.

Within each team, work would be allocated to different
communications positions to grow capability.

One of the Principal Advisors'would continue to deliver
and maintain oversight of-Ministerial speeches.

As part of the alternative approach the number of speech
writers would be increased from one to three, with each
Principal Advisor assigned speech writing responsibilities
according to the business partner groupings.

The communications advisors will operate the media
phone providing 24/hour, seven day-a-week support for
critical issues:.

Three submissions addressed the proposal to introduce a
media phone and opposed it on the basis there is insufficient
demand for the service.

One of the submissions noted there are normally about five
media requests per week and, over the last two years, none
had been received outside of normal working hours.
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3 Detalled decisions

This section sets out the detailed decisions to strengthen the communications function. It is important
to note the decisions contained in this document represent an early step in this journey of change.
There is still much work to be done to implement and embed this new way of working across Te Puni
Kokiri. A brief discussion on how these changes could work in practice is set out on page 15.

New business partnering approach

We will implement a new business partnering approach to strengthen
the way communications services are delivered

It is clear there is strong support to strengthen the way we work together agross,Te Puni Kokiri to
deliver communications services and engage with our stakeholders.

Some submissions set out variations to how the business partneringzapproach could be structured into
several teams, as opposed to a single team. Significant consideration‘was given to this alternative;
however, on balance, the proposed business partnering approach is preferred for the following
reasons.

The business partnering approach is designed to enable the Communications Team to develop a
stronger understanding of the needs of Te Puni, regionsjkaupapa and the Minister for Maori
Development and Minister for Whanau Ora.

This will enable the Communications Team to.meet the priority needs in a strategic and proactive way,
and to prioritise and tailor services accordingly. Designated business partnerships with key users
across Te Puni Kokiri, including Te Punitand/regional offices, will provide consistent points of contact
and enhance the understanding of the fole of the communications function.

The business partnering approach also ensures the dedicated resource for strategic communications
is protected through the separation of a new Principal Advisor, Strategic Communications role. The
need for greater strategic.eeammpiunications expertise was a key issue identified by the review and is
discussed further on the fellowing page.

Implementing a business partnering approach will require a step-change in how we all operate now.
Communications advisors will develop a strong understanding of the needs of the business partner
and meet those needs in a more strategic and proactive way. This applies to both short term work
and longerterm projects and relationships. The business will also need to change and develop a
better understanding of the communications functions, engage earlier and support a collaborative way
of working.

The business partner relationships will be underpinned by clear expectations, varied to fit the needs of
each business partner and project. There is always the potential for supply to exceed demand and
one of the key principles of this approach is early engagement and clear prioritisation, to respond to
the priority work and engage additional support when needed.

How we expect to approach these changes in practice are discussed on page 15.
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Speech writing

The proposal in the consultation document required one Principal Advisor (within the business
partnering group) to be responsible for the production of material for Ministerial speeches. Feedback
from a number of submissions argued this responsibility should be shared across the Communications
Team (rather than focused within one role) and that sharing the speech writing responsibility grows
capability within the team, reduces key person risk and aligns to kaupapa support.

This feedback makes good sense. Given the demand for Ministerial speech writing services is
stronger than ever, we may need to assign a role with key responsibility for speech writing inthexshort
to medium term, while identifying ways to develop speech writing capability across the
Communications Team so that responsibility for this function is shared over time.

Introducing a 24/7 media phone

An important role of the communications function is to support Te Puni Kokiri t0 provide timely
responses to media queries, including when media requests occur outside ofnarmal working hours.

A number of responses questioned the proposal to operate an all-hours.media phone, particularly
given the small number of after-hours media queries that have occurredyin the past. Notwithstanding
the frequency of these past queries, we plan to introduce some formal'mechanism to manage our
responses to after-hours media queries in a timely and effective\manner. However, in light of the
submission feedback, | will be asking the Manager to explore\alternative options to achieve this with
the team.

Increased capacity and capability

We will create a new Principal Advisor Strategy role (permanent) to
support strategy to delivery

This role is critical to achieving a more proactive, planned, strategic approach to the delivery of
communications services. All submissions agreed with the need for this role.

The role will be responsible*fer developing the Te Puni Kokiri communications strategy. The role will
be proactive and outward, looking, to analyse the environment, and position ourselves to respond to
future issues.

In line with the communications strategy, the new Principal Advisor will be able to maintain
consistency of communications in high pressure situations. A dedicated role will ensure that a
portfolio of¢strategic work is not left to chance.

The communications strategy will provide the anchor to:
¢/ ,enable us to answer ‘what we do’ and ‘how we add value’ questions

o _'frame key messages to whanau, hapd, iwi and other government and non-government
organisations

e develop communications plans in collaboration with our business partners.

Working with the Manager, Communications, this position will deliver high quality strategic advice to
the Chief Executive and Executive Team on both internal and external communications. These two
roles will work closely together to provide leadership, mentoring and coaching to develop strategic
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thinking across the Communications Team. The role will be co-located with the Office of the Chief
Executive and the Communications Team and report to the Manager, Communications.

Table 4 provides further detail about all new roles (page 13).

We will create a fixed term role or contract role (12 months) to
strengthen promotion and branding

There was strong support in submissions to strengthen our brand. The new branding and promotion
role was seen as critical to strengthening our regional presence, becoming more visible andiachieving
a consistent approach to promotional activity and branding.

The role will be responsible for creating and establishing our brand strategy, aligned to the overall Te
Puni Kokiri communications strategy and the needs of regional offices. The role wilkcomplete a
stocktake and review of existing collateral and activity and define what our future branding and
promotional needs will be.

It is critical that we deliver expert, tailored advice to our business partners’to meet their branding and
promotion needs (particularly in the regions). This role will work closely:with members of the
Communications Team that have business partner relationships, so‘that business partners receive the
tailored branding and promotion advice that they need.

The role will be either a 12 month fixed term position or a.contract for services. At the completion of
this work, the need for ongoing promotion and brandingresource will be considered.

Table 4 provides further detail about this role (page,13).

We will create a new Principal Adviserrole (permanent) to support
business partnering

The Principal Advisor role will demghstrate very strong technical expertise and ensure sufficient senior
level capacity is available to suceessfully implement a business partnering approach.

The new role will deliver high quality advice and support to business partners with complex needs, for
example large, high-prioritysand urgent programmes such as Whanau Ora. Communications plans,
fully aligned to the communications strategy, will be developed in collaboration with business partners.

As with the other Principal Advisor roles (and consistent with submission feedback), the role will work
closely with the.Manager, Communications to provide leadership, mentoring and coaching to develop
capability across the communications function. The addition of a new Principal Advisor role
strengthens¢Career development opportunities within the Communications Team.

Table\4"provides further detail about this role (page 13).

We'will create a new Communications Advisor role (permanent)

This role will provide the communications function with much needed capacity to support effective
service delivery.

In response to submission feedback, this role will have an expanded focus on social media. Itis
important the use of social media is strategic and therefore driven by the communications strategy,
rather than being the responsibility of a single position. Accordingly, this role will support the team on

10
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the use of social media through advice on content and publishing, and monitoring and reporting on
web and social media statistics.

The role will also be responsible for: media monitoring; helping to oversee third-party contracts for
external communications support (including maintaining a register of preferred suppliers); and,
supporting the publications process.

In response to submission feedback, the role title will be changed from Analyst to Advisor, to better
align with other titles in the team and reflect the advisory nature of the work. .

Table 4 provides further detail about this role (page 13).

External contracting

We will establish a clear protocol for engaging external suppart

A protocol will establish a clear and simple process to determine, on a ¢ase=by-case basis, whether
external communications support is required or in-house options are available. This will involve
Communications Team members working with business partners (anchthe Manager, Communications
as required) to define the needs, type and level of expertise required.

A register of preferred suppliers will be established and maintained by the new Communications
Advisor role. Contractors will be inducted into the Te Puni Kokiri ‘way of working’ and will work closely
with the Communications Team to ensure alignment/with the Te Puni Kokiri communications strategy.
There will be a structured approach to ensure transfer, of knowledge and expertise at the end of
contracts.

New organisational stricture

We will establish a new structure to support the implementation of the
business partnering approach

The new structure is spegifically designed to address issues identified by the review and will ensure:
o there is sufficient.capacCity and capability to implement the new business partnering approach
o there is early'engagement to plan and prioritise activity

e dedicated, specialist capability is ring fenced, including strategic communications, and branding
and promotion.

Reflecting_the decisions outlined above, Figure 1 sets out the confirmed structure for our
Communications Team.

11



Figure 1:

Confirmed Communications Team structure

Deputy Chief
Executive
Organisational
Support

Manager
Communications

N

[m—————- ‘» =
| y4
Principal Advisor } o
. | Princi sor
Strategic ‘ .
L. i Comm ations
Communications !
! \ ps

Senior Advisor

Branding & Promotion Principal Advisor

Communications
(Fixed term or contract)

Senior Advisor
Communications (2)

Advisor
Communications

Advisor
Communications (2)

Attachment 3



Attachment 3

4 New positions

Below is a confirmed list of the new positions, their reporting relationships and key accountabilities.

Table 4:
Role

Principal Advisor
Strategic
Communications

(Co-located with
the Office of the
Chief Executive
and
Communications
Team)

Reports to

Manager,
Communications

High level role descriptions for confirmed new roles

High-level role description

Lead the development and implementation of the Te Puni Kokiri
communications strategy so that Te Puni Kokiri is able to be preactive
and front-foot its communications.

Actively work to ensure the communication strategy is embedded into
all Te Puni Kokiri communications, including a clear line of sight to all
communication plans and key messages.

Provide high quality advice and strategic suppert tothe Chief Executive
and Executive Team on stakeholder messaging,‘and external and
internal communications.

Support the Manager, Communications'to provide leadership, and
mentor and coach staff across théicommunications function to grow
strategic communications capability.

The role requires strong understanding of Te Ao Maori and technical
expertise.

Principal Advisor
Communications

(Co-located with

business partners
some of the time,

as appropriate)

Manager,
Communications

Deliver communications'services collaboratively with business partners
who have complexineeds (eg large, high-priority, urgent policy and
operational programmes, and regional support).

Collaboratively‘develop communications plans with business partners,
in line with*the communications strategy.

Execute the communications plans through delivery of high quality
advice and support to business partners across the full range of
communications activity (eg key messages, media management,
ministerial speeches, use of online and social media, supporting
external engagements, branding and promotional activity), leveraging
specialist expertise within the Communications Team as required.

As required, ensure external communications contractors are delivering
to business partner’s requirements.

Support the Manager, Communications to provide leadership, and
mentor and coach staff across the communications function to develop
capability.

The role requires strong understanding of Te Ao Maori and technical
expertise.

Senior Advisor
Branding apd
Promotion

(fixed term or
contractfor
seryices 12
manths)

Manager,
Communications

Lead the development and implementation of the Te Puni Kokiri
branding strategy, including a framework for consistent decision-
making on promotional activity.

Undertake stocktake of existing collateral and branding.

Define the future branding and promotional needs and responses for
Te Puni Kokiri and develop a clear pathway to achieve the future state
over time.

Mentor and coach staff across the communications and regional teams
to grow branding and promotion capability.

The role requires strong technical expertise in visual identity, branding
and promotion and an understanding of Te Ao Maori.

13
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Advisor
Communications

Manager,
Communications

Monitor media and social media and regularly report on trends and
highlights; contribute to developing approaches for using social media,
oversight and advice on social media publishing.

Support contract management including maintaining a register of
preferred suppliers, external communications contractors and
photography contractors.

Support the publications process.
Manage the Te Puni Kokiri image library.

Develop and maintain communications calendar (opportunities and
events).

Gather information to assess effectiveness of communications activities
in line with strategies and plans.

Support Manager, Communications to meet reporting requirements.
An understanding of Te Ao Maori would be an advantage:

14
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5 How it will work in practice

This decision document outlines my desired direction of travel for the Communications Team, and
allows us to put key changes in place — however it is just the first stage in an important ongoing
development process.

Recruiting excellent staff to fill the new positions is the next step. As the new communications
positions are filled, the Communications Team will be asked to play a key role in shaping and
developing the details required to bring the changes set out in this document to life. Real ehange will
not be achieved unless it is owned and shaped by the Manager, the wider Communications Team and
business partners across Te Puni KoKkiri.

Submissions outlined five principles for written, oral, visual, non-verbal or electrofiic.cOmmunication
with Maori audiences. We would like to use these principles to achieve this change, in particular, we
envisage that the next steps will be developed:

e kanohi ki te kanohi (face to face, acknowledging that Maori youth ‘dare early adopters of ICT,
however that does not replace the need to engage, be seen and.hear)

e me nga kanohi kitea (building and maintaining relationships that are sustainable and support
two-way dialogue, not one way information provision)

e me he ngakau Maori (the cultural base of our messages ‘M&ori heart’, being clear when using
icons or images to show how they support the message as opposed to just being included)

e me he ngakau humarie (how we tell the stories of success without being boastful and showing
the achievements in a collective way — consider the phrase the kumara does not boast of its own
sweetness).

The Manager, Communications is fundamental to the success of the communications function. Their
priority will be to grow communications eapability and manage internal and external stakeholder
relationships. The Manager, Communications will work collaboratively across Te Puni Kokiri to
understand demand and help set priorities. They will ensure a delicate resource balance is
maintained to deliver specialist,/.dedicated support to business partners while responding quickly to
changing priorities. The"Manager, Communications will also manage and maintain strong
relationships with Ministers’ offices, across government and with lwi communications providers.

External communications contractors will meet specific capability needs and/or peaks in demand,
based on agréed\processes for engaging and managing contractors, and transferring knowledge at
the end ofContracts.

The newly created roles are key to achieving the change required:

o/ ,The Principal Advisor roles will work closely with the Manager, Communications to strengthen
leadership across the communications function. These senior roles will also mentor and coach
staff across the Communications Team (and wider communications function).

- The new Principal Advisor, Strategic Communications will develop and lead implementation
of the communications strategy for Te Puni Kokiri, which will be used to anchor all
communications activity (including framing key messages in accountability documents and
publications).

15
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e The new fixed term or contract Senior Advisor, Promotion and Branding will complete a stocktake
and review of existing collateral and define what our future branding and promotional needs are.
The role will work closely with members of the Communications Team, so that business partners
receive tailored branding and promotion advice that meets business need.

e  The new Advisor, Communications role will work with members of the Communications Team to
support delivery through social media, statistical information and management of communications
tools.

The introduction of a new business partnering approach requires a significant shift across the
organisation and this will take time, commitment and energy to achieve. Once implemented,.it will
strengthen engagement across Te Puni, regions, and major projects to enable meaningful and
consistent engagement on the important issues with whanau, hapa, iwi, and government.and non-
government stakeholders.

Our business partnering approach will be driven by the new communications Strategy.
Communications Team members will work closely with their business partnersto develop kaupapa
communications plans that are aligned to the communications strategy«< The plans will leverage
consistent branding and promotion collateral, and tailor social media.approaches to meet individual
business partner needs.

The Communications Team members will work alongside their business partners to implement the
kaupapa communications plans, drawing on their own technical knowledge and specialist expertise
(eg branding and promotion) across the wider Communications Team. They will provide a tailored
range of communications services which include:

e planning and developing collateral for internal/and external communications
e promotion and branding expertise

e use of online and social media

e media management (eg press/#eleases and responding to media queries)

e  support for ministerial corréspondence

e  speeches.

16
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6 Next steps

Moving to this new way of working will begin immediately with an effective ‘go live’ date of 25 October
2016.

The new permanent roles will be included as part of the overall staff transfer process, described in the
Regions and Investment decision document. Any exceptions to this would be agreed with the Chief
Executive.

Following the release of this decisions document, we will investigate whether to recruit for the
Branding and Promotion role or enter into a contract for services.

If you have any questions about these decisions please contact me or your Deputy Chief Executive.

17
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Foreword

Ehara taku toa i te toa takitahi engari he toa takitini.

It is not my strength alone, but the strength of many that contribi8s
to my success.

Téna koutou katoa

Thank you to those of you who made submissions on the Strengthening Policy proposal document.
They have been most helpful to inform our thinking, although not all aspects could be included in our
final decisions. A summary of the submissions can be found at;Appendix 1 of this document.

As you all know, Strengthening Policy was initiated by Lil Anderson before she went on secondment.
She saw the opportunities for us to be better organised~around policies that affect the wellbeing of
whanau alongside the challenges of our growing workload in this area. Her focus, as is ours, is on how
this might be accommodated within the PolicyPartnerships Te Puni.

In making our decisions, we have reflected on Te Puni Kokiri's vision — Iwi, hapi and whanau succeeding
as Maori. The success of whanau is pivotal'to this vision. We consider that strong leadership on issues
affecting whanau is needed and that'it is'essential to have a base within the Policy Partnerships Te Puni
that has whanau wellbeing at jts, core. In doing so, we must also have and build the capability and
capacity to actively lead, adviseand influence in this sector.

We broadly agree with the_Strengthening Policy proposal, that is, to establish a new Whanau Wellbeing
policy team and to reposition the State Sector Effectiveness function in the Strategy and Organisational
Performance Te Puni.)We are pleased to confirm that there are more roles in the new team than initially
proposed, meaning fewer staff will be affected by these changes.

We havealsosidentified opportunities for strengthening capability and capacity across the Te Puni. This
includes the establishment of two further Principal Analyst positions to provide additional leadership and
mentoring across the Te Puni and the setup of a Quality Assurance Panel to support continuous
imprevement of our policy advice. You will also have the opportunity to contribute to work beyond your
own teams, particularly on key priorities and other proactive work.

We're aware from your submissions and ongoing conversations that a number of you have concerns
about the timing of the change process and connections to other changes underway. We have moved
at pace in order to minimise disruption and maximise opportunities for staff.
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Now that all the changes from the Strengthening programme have been announced, the staff transfer
process will get underway. Te Puni Kokiri is committed to maximising the number of current employees
appointed to new roles in the new structure or other roles within the organisation. In the Policy
Partnerships Te Puni we want to minimise the impact on people and priority work programmes so we
are pleased that the core of the new Whanau Wellbeing Team will be current staff. It is neither possible,
under our agreed process, nor desirable to have a completely open application process for all roles in
the new teams, as suggested in some submissions. However, once the reassignment process\is
completed, all staff will have the opportunity to apply for any vacancies in the new teams or elsewhere
in Te Puni Kokiri.

We look forward to working with you to keep strengthening our ability to make a difference for whanau
across all policy areas.

Kelly Dunn Cath Nesus
Assistant Deputy Chief Executive Assistant-Deputy Chief Executive
Policy Partnerships Policy\Partnerships
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1 Introduction

This year the Te Puni Kokiri Executive Team has been considering how best to strengthen the
organisation to collectively meet new challenges and changes in our external environment.

The independent assessment conducted by MartinJenkins earlier this year included consideration\of
how to:

e strengthen our capacity and capability to provide stewardship of Whanau Ora

e create a specific focus on whanau wellbeing policy advice and support Te Puni“Kokiri to work
proactively with others across the State sector to achieve results for Maori.

The Executive Team has discussed the challenges and opportunities in the socialpolicy space as part
of broader discussions on strengthening Te Puni Kokiri.

In Hongongoi two workshops were held with policy staff involved in social'policy including whanau ora
and skills, learning and education policy. The Acting Deputy Chief ExeCutive Policy Partnerships Lil
Anderson also had a number of discussions with staff.

In Here-turi-koka the Acting Deputy Chief Executive Policy Rartnerships, with the agreement of the
Deputy Chief Executive Strategy and Organisational Policy; putvforward proposals for feedback and
consultation — these were to establish a new Whanau Wellbeing policy team and reposition our State
Sector Effectiveness work in the Strategy and Organisational Performance Te Puni.

Purpose

This document outlines decisions made by,the Assistant Deputy Chief Executives who are sharing the
role of Deputy Chief Executive Policy,Partnerships Te Puni, and the Deputy Chief Executive Strategy
and Organisational Performance. Wehave taken into account feedback from the consultation document,
conversations with staff and diseussions with the Executive Team.

These decisions align with the’Executive Team’s three areas of focus for Strengthening Te Puni Kokiri:

e continuing to strengthen the way we work together across Te Puni and how we engage with
whanau, hap,.iwi-and Maori organisations in a values-based, whanau-centred manner

e strengthening“our stewardship of Whanau Ora across Te Puni Kokiri and with whanau, hapd, iwi
and othef Maori organisations, to achieve longer term success and share the lessons across the
StateSector

e ensuring Te Puni Kokiri is organised and equipped to nimbly respond to an evolving environment.

QOverview of decisions

This document sets out decisions to:
e establish a Whanau Wellbeing policy team with 16 roles (two more than proposed)

e have Principal Policy Analysts actively provide leadership support to the Manager Whanau
Wellbeing
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e put a greater focus on the leadership and mentoring aspects of the Principal Policy Analyst role
across the Te Puni

e establish a State Sector Effectiveness team in the Strategy and Organisational Performance
Te Puni with three roles — Manager, Senior Advisor and Advisor

e establish a Principal Policy Analyst and Analyst role in the Office of the Deputy Chief Executive, to
work across the Te Puni

e establish an additional Principal Policy Analyst role in the Cultural Wealth team
e establish an additional Senior Analyst role in the Economic Wealth team
e have the Maori Land Service Director report directly to the Assistant Deputy. €hief Executive

¢ have policy staff and administration support staff work across the Te Ptni and be deployed to
priority projects as required.

More detail is set out in Section 3.

Transition

The decisions set out in this document take effect from 25 Whiringa-a-nuku, the same date as the
recently announced decisions on Regions and Investments.

In the interim, current work programmes will continue within the SSE and SLE teams.

The process for transferring affected staff,to the“hew structure is the same as for staff affected by the
Regions and Investment decisions.

More information on the staff transfer process is set out in Section 5.

Outline of this document

This document is divided into different sections to help you find the parts that are most relevant to you.
Section 2 gives a,summary of the feedback received on the proposal.

Section 3 sets out the detail behind our decisions.

Section 4"provides detail on the new positions created and the impact on existing roles.

Section 5.0utlines next steps including the staff transfer process.
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2 Summary of feedback

Overview

The consultation document set out proposals for structural change within the Policy Partnerships Te
Puni. The proposals were shaped using input from two workshops with policy staff and information,from
an independent assessment conducted by MartinJenkins earlier this year.

A total of 18 submissions were received. Of these, 12 were individual submissions and ‘6, wefte from
teams or groups.

This section summarises the key themes. A more detailed summary of points made.in feedback is set
out as Appendix 1 on page 20.

Support for Whanau Wellbeing policy team but concern about workload ‘and
size of team

The majority of submissions supported the creation of the Whanau"Wellbeing team, which is seen as
placing greater emphasis on whanau wellbeing policy and serving Whanau interests than the current
structure.

A number of submissions expressed ambitions for the new\team to have a strong reputation, provide
thought leadership, lead and innovate.

Most submissions expressed concern that the proposed scope and workload of the Whanau Wellbeing
team far exceeded the proposed capacity of the-steam.

There was support for the development of.a framework to enable better work prioritisation.

Support for Strategy and Organisational ‘Performance Te Puni taking on
State Sector Effectiveness kaupapa

While only a small number ofé&ubmitters commented specifically on the proposal to establish a new
State Sector Effectiveness{eamvin the Strategy and Organisational Performance Te Puni, there was
more support for than opposition to this proposal. Submitters commented on the importance of this new
team building strong relationships with existing policy teams, and understanding and drawing on existing
experience and knowledge in this area.

Two submitters-identified an alternative to establishing a new team as follows:

e allocatesto the existing Organisational Knowledge team

e retain the current SSE team and return their focus to that set out in 2014, alongside a new Whanau
Wellbeing team.
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Interest in strengthening capacity, capability and prioritisation across the whole of the
Policy Partnerships Te Puni

Some submissions aspired to strengthen the influence and advice of Te Puni Kokiri, not just in whanau
wellbeing but across all policy areas. There was comment on the importance of the strategic direction
and prioritisation across the Policy Te Puni as well as in the whanau wellbeing area, with suggestions
that the whole Te Puni was under-resourced. Resourcing suggestions included establishing a Ministerial
Servicing Unit, reallocating a position in the Cultural Wealth team, and providing across-the-board
support.

Questions about process

Several submissions expressed concern about the timing of the release of the proposals and the
timeframe for responses. Two submissions suggested that positions in the new Whahau Wellbeing team
should be open to all staff, not just those potentially impacted by the proposals.
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3 Our decisions

This section sets out the decisions we have made on the proposals set out in the Strengthening Policy
Proposal for Feedback and subsequent consideration of submissions.

This section includes:
e decisions on the proposed changes in the Strengthening Policy Proposal for Feedback

e decisions on broader issues and opportunities identified through feedback and reprioritisation of
existing funding by the Executive Team.

Decisions on proposals in the StrengtheningsRolicy
Proposal for Feedback

Whanau Wellbeing

Our overall intent

The success of whanau is central to the vision of Te Puni Kokiri. We must provide strong leadership
around issues affecting whanau and to set the agendasWe.want to provide a home for important cross-
agency work programmes that relate to key policy issues, recognising that wellbeing is much broader
than social policy. To assist us to achieve this, we’need to have and build the capacity and capability
within the Policy Partnerships Te Puni to actively, lead, advise and influence key policy issues across
the sectors.

Key themes from feedback

There is support for the concept of a Whanau Wellbeing team but concern about workload and
resourcing. A number of submissions questioned the large span of control for the Manager and the
challenges of providing leadership across a large number of topics and subjects.

Decisions

We have decided to:

e establish'a Whanau Wellbeing policy team

e increase’the size of the Whanau Wellbeing policy team to 16 roles (two more than proposed)

Explanation of decisions

Establish a Whanau Wellbeing team

The increasing demand for Te Puni Kokiri to participate in cross-agency sector initiatives particularly in
the social sector is an opportunity we cannot afford to miss. The establishment of a Whanau Wellbeing



Attachment 4

team will ensure we are able to actively and sustainably contribute to important cross-agency initiatives
now and in the future. The team will be visible externally, and will provide a clear and consistent contact
point. Internally it will provide thought leadership and enable cohesive responses on key whanau
wellbeing policy kaupapa including whanau ora.

To provide resources for this team, S G
———

Ensure sufficient capability within the Whanau Wellbeing team

We considered the feedback on workload, prioritisation and span of control. We believe there are a
number of aspects to ensuring our work programme is well prioritised and sustainable. Thistincludes:

e Strengthening the capacity of the Whanau Wellbeing team — the capacity has been.increased by
two roles in response to submissions. The team structure will now include:

- an additional Senior Analyst (bringing the total number of Senior Analysts to six)
- an additional Analyst (bringing the total number of Analysts to five).

e  Ensuring the composition of the team is weighted towards experienced, senior staff who can lead
and support important, high profile work. In particular:

- the team will be characterised by its seniority, with three Principal Policy Analysts

- itis expected the three Principal Policy Analysts-will provide leadership for particular whanau
wellbeing policy areas or work streams, provide\quality assurance over work, and support staff
development.

e Sharpening the focus of Principal Poliey, Analysts across the Policy Te Puni on project and
programme leadership, coaching and mentoring. This is discussed further on page 12.

e  Further work to finalise and agree enva policy framework for whanau-centred social policy as
a basis for prioritisation.

e Policy Managers and Principal Palicy Analysts across the Policy Te Puni using a formal process to
agree a cross-Te Puni view’of'work priorities and allocating resources in a more agile, networked
way. See the discussion/onleadership and mentoring on page 12.

With this support, it is considered that the size of the team is manageable. However, across Te Puni
Kokiri, the Executive, Team is aware of many large and growing teams and recognises that it may be
necessary to reconsider the span of control issue in future.

Whanau Wellbeing work programme will focus on agreed priority areas

We need.te think about whanau wellbeing initiatives holistically, identifying ways to building capability
and potential of whanau through improved outcomes related to health, housing, education, skills and
employment.

\We confirm that the initial focus of the team will be to:
e develop and drive a framework for whanau-centred policy as a base for the work of Te Puni Kokiri

e provide housing policy advice and engage with other agencies to ensure a more co-ordinated
approach to improving housing outcomes for whanau Maori
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e provide policy advice and support cross-agency work programmes to support key whanau
wellbeing policy initiatives including Investing in Children

e  provide advice to the Minister for Whanau Ora — this includes providing:

- advice on policy-related matters raised by the Whanau Ora Partnership Group (working
closely with the Investment Lead in the Investment Te Puni)

- advice on aligning other social policy work with Whanau Ora

e provide policy advice to the Chief Executive in her role on the Vulnerable Children’s Board and
the Social Sector Chief Executives forum, as well as Deputy Chief Executives on senior,officials
fora and the Minister’s participation in SOC committee and social sector Ministers’.groups

e  build strong relationships with partner agencies and represent Te Puni Kokiri on social sector
cross-agency working groups.

Working across kaupapa in the Policy Partnerships Te Puni

To deliver on this work programme we need to work flexibly, allocating reseurces to the areas of highest
priority, recognising that priorities will change over time. This applies.not enly to the whanau wellbeing
policy work programme but more broadly across our policy kaupapa,On cross-cutting priorities such as
the role of education in Maihi Karauna and improved employment skills as a means to support economic
wealth.

This means we need skilled staff who are able and willing te share insights and knowledge, and apply
their expertise to a range of topics reflecting organisational and Ministerial priorities. All staff will need a
core foundation of good policy skills and the agility'to work on a range of topics, while growing specialist
knowledge where necessary. We expect thatalthough staff will have a home team, from time to time
they may be assigned to other projects acrossiwthe Policy Partnerships Te Puni. We see this approach
working across Policy, with all our staff in€luding Principal Policy Analysts and Administrators.

For staff we believe this will increase the opportunity for professional development and career
development through exposure to a wider range of policy areas.

The new structure of the Policy*Partnerships Te Puni is shown in Figure 1 on page 14.
Whanau Ora programme transition

As part of the transitien-of work from contractors to in-house resource across Te Puni Kokiri, the policy
work currently undertaken by the Whanau Ora Partnership Group Secretariat will transfer to the Whanau
Wellbeing team-

As an interim/measure the Whanau Ora Partnership Group Secretariat will report to the Assistant Deputy
Chief EXecutive Policy Partnerships, until the end of 2016 when current fixed-term contracts expire. The
futureef the administrative support for the secretariat (and other secretariat support) will be reconsidered
by the\Executive Team before the end of this year.
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State Sector Effectiveness in the Strategy and Organisational
Performance Te Puni

Our overall intent

Te Puni Kokiri has a vital role to play in ensuring the services provided to whanau Maori by State
agencies are effective. For iwi, hapld and whanau to succeed as Maori, we have to work with State
sector colleagues to ensure the interests of Maori are a priority across the State sector, and\that
agencies are focused on quality design, delivery and evidence to inform their actions. We“want to
positively and proactively facilitate agencies to do this, rather than occupy a monitoring roleéwith/a focus
on compliance.

Key themes from feedback

A small number of submissions provided feedback on this proposal, with support-for the intent of this
work, and some alternative suggestions around resourcing and location. It was suggested the work
could be part of the Organisational Knowledge team, or remain with the'ctrrent team in Policy.

Decisions
We have decided to:

e establish a State Sector Effectiveness team in the Strategy and Organisational Performance
Te Puni with three roles — Manager, Senior Advisor, and Advisor.

Explanation of decisions

State Sector Effectiveness team in the Strategy and Organisational Performance
Te Puni

Having a focused and visible team‘signals the importance of this role and provides a clear point of
contact for external agencies. There was general support for this team to be located in the Strategy and
Organisational Performance A evPuni in recognition that its role is wider than policy.

An alternative proposal/waswto include the State sector effectiveness mahi in the Organisational
Knowledge team with “a“~Feam Leader to oversee the work. While we expect the State Sector
Effectiveness team ‘to'make good use of the Organisational Knowledge team’s data and insights, the
new team has a wider role. On balance, we decided that this option could reduce the visibility of the
team and thefefore be counter-productive to the engagement and influencing role we want this team to
have.

The team will be established as proposed, with a Manager, Senior Advisor and Advisor. This provides
adequate capacity and capability to set the strategy and drive a work programme to align the State
sector’'s achievement of results for Maori.

The new team will be expected to work closely with other teams and individuals to learn what has gone
before and leverage existing knowledge and expertise. This area of work continues to be a whole-of-
organisation responsibility.

The new structure of the Strategy and Organisational Performance Te Puni is shown in Figure 2 on
page 15.
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Decisions on broader issues and opportunities

Our overall intent

Te Puni Kokiri is an agency that gives strategic policy advice and invests in results for whanau, haptu
and iwi. It is through quality thought leadership and robust, evidence-based advice that we will influence
government decisions in the interests of whanau Maori.

As we have jointly stepped into the leadership of the Policy Partnerships Te Puni we have identified
opportunities for strengthening capacity and capability across the Te Puni.

Reflecting on our experience and the feedback we have received formally and informallys.we have
decided to clarify our expectations of how we will work across policy with the intention of strengthening
our capability to deliver quality policy advice that results in better outcomes for whanau. This is not
dependent on structural changes but the proposed new structure will support the more.agile, networked
approach we are looking for. We want to see:

e more flexible use of capability and capacity, applying a project-based approach

e clear triage and prioritisation process for work allocation to ensuré.afocus on the right things
o effective project management disciplines

e adeliberate focus on capability development, coaching andsméntoring to develop our staff

e adeliberate focus on quality assurance.

Key themes from feedback

While most submissions focused on the specific'proeposals put forward on the Whanau Wellbeing, Skills
Learning and Education and State Sector Effectiveness teams, there was also general comment about
the importance of prioritisation and working together across the whole of the Policy Partnerships Te
Puni. Several submissions questioned/why only two teams in Policy were seen as the focus for
‘strengthening’ and why the wider”Policy Partnerships Te Puni was not being considered, given the
interconnectedness of the work-sand the likelihood that any changes will also impact other teams.

Some submitters commentédrson their aspirations to provide thought leadership and address the big
questions rather than getting lost in short-term reactive work.
Decisions

Drawing on your, feedback, discussions with the Executive Team, and the reprioritisation of some
funding across\le Puni Kokiri, we have decided to:

e put.a-greater focus on the leadership and mentoring aspects of the Principal Policy Analyst role
acress the Te Puni

¢ “_establish a Principal Policy Analyst and Analyst role in the Office of the Deputy Chief Executive to
work across the Te Puni

e establish an additional Principal Policy Analyst role in the Cultural Wealth team

e change the reporting line of the Senior Analyst role in the Office of the Deputy Chief Executive to
the Economic Wealth team

e have the Maori Land Service Director report directly to the Assistant Deputy Chief Executive.

11
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Explanation of decisions

Principal Policy Analyst leadership and mentoring

The craft of developing policy advice can only be learnt over time, by carrying out the role, being exposed
to a variety of issues, and through mentoring by more experienced policy practitioners.

The job description for Principal Policy Analysts sets clear expectations:
e  provision of intellectual vision and leadership

e contribution to a range of activities across the Ministry and Government by having a thorough
understanding of the strategic context

e  provision of technical and analytical leadership on complex issues
e  provision of coaching and mentoring to staff and management
e leadership of analysts across various teams on significant projects.

We are already establishing a Quality Assurance panel of Principal Paoliey“Analysts led by a Chief
Advisor from the Office of the Chief Executive, to support the continued development of staff and
continued improvement of written advice by reviewing and discussing, dtaft papers. This is an opportunity
to build collective leadership among our top tier analysts and to encourage a community of best practice.

We expect all policy staff to reflect on the Department of Prime’Minister and Cabinet’s Policy Capability
Framework, with Policy Managers and Principal Policy Analysts providing guidance to others as required
on how to apply this to our mahi.

We also intend to set up a formal process togethérwith the Policy Managers to plan, prioritise, allocate
and monitor work across the Te Puni.

This will enable cross-Te Puni planning fer strategic priorities and other proactive work (eg longer term
policy analysis and development).

The management team would be résponsible for deploying staff from the Policy teams on to projects, in
consultation with individuals, 10 Jensure the best match to each project (and to contribute to their
development).

The management team would monitor the Policy work programme as part of their regular meetings. We
will explore options te-shift’resources across Policy projects or deprioritise work where new pressures
or priorities cannot be,managed within the team.

Where issues’cannot be resolved at the management team level, the Deputy Chief Executive would
make the final decision.

Principal Policy Analyst and Analyst roles in the Office of the Deputy Chief Executive
towork across the Te Puni

A new Principal Policy Analyst role will be established in the Office of the Deputy Chief Executive with
avspecific focus on ‘triaging’ new work requests; that is, identifying any connections to existing work
programmes, advising on the priority they should be given and where they should be assigned. It is also
expected that this Principal Policy Analyst will do some initial commissioning work to clarify the scope
and priority of new incoming work. This is intended to support prioritisation and work allocation by the
management team referred to above.

This role will also lead specific Policy projects from time to time.

12
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A new Policy Analyst in the Office of the Deputy Chief Executive will focus primarily on supporting the
Principal Policy Analyst and Ministerial servicing across the Te Puni including, where appropriate,
support for the quality assurance review process. This role will provide support such as, for example,
coordinating responses that require input or action from more than one policy team, or where there is
not a clear ‘owner’. All Policy teams will still be expected to prepare Ministerial correspondence given
their level of knowledge of the subject matter.

A Principal Policy Analyst role will be established in the Cultural Wealth team

The creation of a second Principal Policy Analyst in the Cultural Wealth team reflects the lead role that
Te Puni Kokiri has in progressing the extensive work programme relating to the Te Reo kaupapa. This
role will strengthen the capacity and capability of the team to implement Te Ture mo te Reo Maori
especially the development of the Maihi Karauna and work to support Te Rinanga Reo~and Te Papa
Korero, the new partnership model between the Crown and Te Matawai.

To resource this role, the currently vacant role of Senior Advisor — Land Management will be
disestablished. The residual land management work no longer requires afrole and can continue to be
managed on a casual basis.

This means there will be no overall change in numbers in the CulturahWealth team.

A Senior Policy Analyst role will be added to the Economic Wealth team

There is currently a role of Senior Policy Analyst in the Office of the Deputy Chief Executive focused
on supporting the establishment of the Maori Land Serviece./In light of the focus of the work and other
resourcing decisions for the Office of the Deputy Chief Executive, this role will be transferred to the
Economic Wealth team. This role will help to provide policy advice and support to ensure Te Puni
Kokiri delivers on this key kaupapa and ensuré a ‘consistent approach towards our policy advice on Te
Ture Whenua reforms.

Overall the number of FTEs in the Economie Wealth team will increase from 12 to 13.

The locations of new and transferred*oles are shown in Figure 1: Policy Partnerships Te Puni
structure on page 14. Impacts.on'current staff and the staff transfer process are set out in Section 4.
Maori Land Service — clarifying reporting lines

The Maori Land Service Director currently reports directly to the Assistant Deputy Chief Executive. This
change aligns with the intent of this position and work programme. The current Maori Land Service
Programme is fixed term. Resourcing will continue to change and adapt depending on the outcomes of
Te Ture WhenuayReforms and Maori Land Service Programme Business Case.

13
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Figure 2: Strategy and Organisational Performance Te Puni structure
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4 New roles and impact on
current roles

New roles

Below is a list of all the new roles and their reporting relationships.

Table 1:  Policy Partnerships Te Puni new roles

Reports to
: ina boli -
Whanau Wellbeing policy team o
Manager, Whanau Wellbeing Deputy Chief Executive, Policy Partnerships 1
Principal Policy Analyst Manager, Whanau Wellbeing 2
Office of the Deputy Chief Executive N\
Principal Policy Analyst Deputy Chief Executive, Policy Partnerships 1
Analyst Deputy Chief Executive, Policy Partnerships 1
" N
Cultural Wealth policy team \< ,
Principal Policy Analyst ManagerCultural Wealth 1

Table 2: Strategy and Organisational’'Performance Te Puni new roles

Role Reports to Number
of FTE
Manager, State Sector Effectiveness Strategy and Organisational Performance, 1
Deputy Chief Executive
Senior Advisor Manager, State Sector Effectiveness 1
Advisor Manager, State Sector Effectiveness 1
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Impact on current roles

Staff who are affected have been informed about the impact on their position and the next steps.

The process for transferring affected staff to the new structure is the same as for staff affected by the
Regions and Investment decisions.

This means all affected staff will be able to see and express interest in the full range of new positions
and current vacancies across Te Puni Kokiri, including the new positions outlined in the 8 Mahuru
Regions, including Maori Business Facilitation Service, and Investment Decision Document.

See the Next Steps section from page 18 for more information about the staff transfer process.

Disestablished: Roles are disestablished where there is no direct equivalent in the\new structure or
where there are fewer roles in the new structure than the current structure. Staff in_disestablished roles
are affected and will be considered for reassignment to new roles or existing’vacant roles in Te Puni
Kokiri. The assessment of whether there is a directly equivalent role or not is"based on current and new
job descriptions.

Changed: Where a role remains essentially the same but there is a«change in title or reporting line, the
staff member in the role will be reconfirmed.

Table 3: Policy Te Puni impact on current roles

Current role

Skills, Learning and Education policy team

Principal Policy Analyst 1 Change in reporting line to Manager, Whanau Wellbeing
Senior Policy Analyst 3 Change in reporting line to Manager, Whanau Wellbeing
Senior Policy Analyst (vacant) 2 Disestablished
Policy Analyst 3 Change in reporting line to Manager, Whanau Wellbeing.
Administrator 1 Change in reporting line to Manager, Whanau Wellbeing.
State Sector Effectiveness policy-tearm
@@ v |
Senior Policy Analyst 3 Change in reporting line to Manager, Whanau Wellbeing
e ~N-
Policy Analyst 2 Change in reporting line to Manager, Whanau Wellbeing.
Policy Analyst'(vacant) 1 Disestablished
C)Itwlth policy team
Senior Advisor Land Management (vacant) 1 Disestablished
\Office of the Deputy Chief Executive
Senior Policy Analyst 1 Change in reporting line to Manager, Economic Wealth
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5 Next steps

Staff transfer process

This section sets out the process for affected staff as we transition from the current structure to the néw.
structure. This is the same process as applies to staff affected by decisions on Regions, including ‘Maori
Business Facilitation Service, and Investment, announced on 8 Mahuru 2016.

All staff who are impacted will receive a letter detailing whether they are:
e reconfirmed into their role, or

o affected and will go through the reassignment process.

The reassignment process applies to staff roles and does not include placement into any Level 3 roles.

Affected staff

Staff will be affected if their permanent role:

¢ no longer exists in the new structure; or

e s considered as substantially different in the new structure; or

e where there are fewer roles in the new stracture than the current structure (eg where there are
currently four Advisors in a team / location and'the new structure includes three).

Staff who are affected by change will remain/affected unless and until they have been:

e reassigned to a suitable position; or

e  given written notice of redundancy.

Staff will not be affectedrif:
e the only changete-their terms of employment is a change of reporting line and/or position title; or
o they are reconfirmed (where the role is the same or nearly the same); or

e they are'a fixed-term employee.

Recorrmation

Staff will be reconfirmed in their role, where the role has not been substantially changed (a change in
reporting line and/or job title is not a substantial change) and there are enough roles for all people who
hold that role.

Reassignment

Affected staff will be considered for reassignment as outlined in the Regions, including Maori Business
Facilitation Service, and Investment Decision Document dated 8 Mahuru 2016.
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Our aim is to maximise the number of current employees appointed to new roles in the proposed new

structure or other roles within Te Puni Kokiri

We are combining the reassignment process for Strategy & Organisational Performance and Policy

Attachment

roles with the process for roles in Regional Partnerships, Investment and Organisational Support.

Redeployment

4

Affected staff who are not placed following reassignment will have an initial discussion with the-DCE, or
nominee, to explore the options available to them. These include redundancy as set,out in their

employment agreement.

Timeline

The timeline is as follows:

Decision document released

Staff transfer process begins

Rapare 22 Mahuru

Call for Expressions of Interest in roles from affected staff

Rapare 29 Mahuru

Reassignment decisions complete

Mid-late Whiringa-a-
nuku

Roles not filled through reassignment process advertised

Late Whiringa-a-nuku

‘Go live’ — new structure and teams start operating

Ratd 25 Whiringa-a-nuku
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APPENDIX 1: SUMMARY OF
FEEDBACK

Overview

The consultation document set out proposals for structural change within the Policy Partnerships,Te
Puni. The proposals were shaped using input from two workshops with policy staff and infarmation
from an independent assessment conducted by MartinJenkins earlier this year.

A total of 18 submissions were received. Of these, 12 were individual submissions and/6 were from
teams or groups.

Table 4: Submissions received

Number of team or group Number of individual
submissions submissions

Policy Partnerships Te Puni 4 10

Strategy and Organisational Performance Te Puni 2

Regional Partnerships Te Puni 1

PSA 1

The submissions provided valuable input on the préposals, and other useful suggestions, that helped
inform decision-making.

The following tables summarise the submissions:

Table 5 summarises feedback on the proposals outlined in the Strengthening Policy Proposal for
Feedback.

Table 6 summarises feedback on broader issues outside those addressed in the proposals.

Table 5: Summary of feedback on proposals

Proposal Feedback summary

Establish a Whamau Wel being policy The majority of submissions supported the creation of the Whanau Wel being
team team, which is seen as placing greater emphasis on social policy and serving
whanau interests better than the current structure.

A number of submissions expressed ambitions for the new team to have a strong
reputation, provide thought leadership, lead and innovate across Te Puni Kokiri
and across the state sector; and ask the big questions and test solutions rather
than getting lost in short-term reactive work.

One submission disagreed with the name “Whanau Wel being”, citing that all Te
Puni Kokiri work impacts and influences the wel being of whanau, and instead
proposed a name more focused on the most vulnerable/at-risk whanau.

An altemative suggested in one submission was to organise differently across
the wider Policy Partnerships Te Puni; dividing work by workstream as in the
Policy Te Puni plan (whakapapa, oranga, whanaungatanga, whairawa), with a
lead who brings together functional teams of policy staff, with managers who
look after staff wel being, leave etc. state sector
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Feedback summary

Work programme — the Whanau
Wellbeing team would have
responsibility for whanau policy
including social policy portfolios
that are vital to improving the
livelihoods and the wellbeing
experienced by whanau Maori in
their immediate environment. This
includes health, vulnerable
whanau, housing, education, skills
and employment.

Most submissions expressed concern that the proposed scope and workload of
the Whanau Wellbeing team far exceeded the allotted FTEs. Some also
questioned whether it was possible to decide on the number of FTEs before the
full extent of the workload was known.

Respondents noted that the proposed work programme appears to encompass

both existing and new mahi, and will place considerable pressure on personnel.

Altermnative suggestions for managing the work included

* Creating two Whanau Wellbeing teams

« Establishing a team leader position

« Establishing ‘lead’ roles for larger kaupapa (eg housing and Whanau\QOra)
with one or two specialists and a pool of generalists under a team leader.

There was support for the development of a framework to enable.better work

prioritisation.

There was support for the new team to lead the developmént of the draft

whanau-centred approach to social policy into an agreéed Te*Puni Kokiri

position. Alternatively, one submission felt that work-sheuld shift to the Strategy
team.

One submission suggested the Economic Weéalth team could take on more
work related to whanau wellbeing such as.employment, child poverty and
income.

One submission noted the overlapping issues involved in tamariki care and
protection and the importance of invelving experienced permanent staff with
expertise in addressing violence within whanau in this mahi.

Whanau Ora — the Whanau
Wellbeing team would be
responsible for stewardship of
whanau ora as an approach across
Te Puni Kokiri and across
Govemment and for policy advice
relating to Whanau Ora
programmes and investments.

There was a balance of support and opposition to this proposal.

One submission noted'that Whanau Ora is the flagship initiative for Te Puni
Kokiri and agreed that.the Whanau Wellbeing team should lead the future
policy direction and assist Ministers and other agencies to understand Whanau
Ora and its relationships with other social sector activities.

However one submission proposed that this responsibility should instead shift
to Strategy.-and Organisational Performance.

It was Seen‘as the responsibility of all policy teams to apply and advocate for a
whanau-centred approach, which involves promoting Whanau Ora results and
the Jatest literature on whanau development.

Establish a State Sector
Effectiveness team in the Strategy
and Organisational Performance
Te Puni.

Three submissions endorsed placing this team and mahi in the Strategy and
Organisational Performance Te Puni. It was envisaged that this team will
influence the way other agencies work at a higher level than normal policy
analysis and development processes.

Two submissions disagreed with the proposal to establish a new State Sector
Effectiveness team.

One submission suggested the work be allocated to the existing Organisational
Knowledge team, with a Team Leader and Senior Advisor added to that team.

One submission agreed with the need to build State sector effectiveness but
questioned whether a separate team was the best approach, given resourcing
pressures across Te Puni Kokir. This submission suggested considering
whether this goal could be better achieved through policy and investment
leadership.

Three submissions proposed adding one or more Principal Advisors to the
team.
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Proposal Feedback summary

Work programme — the State Responses regarding the scope of work were mixed. Some respondents

Sector Effectiveness team would agreed with the proposed work programme, while others were unclear as to the
be responsible for setting the scope and function of the new SSE team.

strategy and driving a work Two submissions identified the importance of clarifying the relationship the SSE
programme aimed at aligning the team is expected to have with policy teams, especially the Crown - Iwi, Hapa,
State Sector’s service design and Whanau Maori Relations team given existing relationships with other Crown
delivery, including resources and agencies.

evidence, to achieve results for

One submission spoke to the importance of the new team drawing on previous
work and institutional knowledge, to be able to build and implement a fresh
approach.

It was noted that there is extemal interest in this mahi and the teamvwill need a
focused and visible approach and strong backing from senior management.

One submission proposed providing scope to increase FTE numbers when the

Maori.

Table 6: Summary of feedback on broader issues

Issues raised Feedback summary

Strengthening the Policy Partnerships Several submissions questioned why only two teams in Policy were seen as the
Te Puni as a whole focus for ‘strengthening’ and why the wider policy Te Puni was not being
considered, given the interconnectedness of the work and the likelihood that any
changes will also impact other teams.
There was support for a more cross-Te Puni approach, with some noting this was
happening already in some areas.

The view that Te Puni Kokiri should be ambitious in its influence and advice was
not limited to the whanau wellbeing area.

There was comment on the importance of strategic direction and prioritisation
across the Policy Te Puni as well as in the whanau wellbeing area, with
suggestions that the whole Te Puni was under-resourced. It was suggested to use
government-wide targets and upcoming legislation to prioritise.

There was a call for additional support resource across Policy (including data
analytics, research capability, IT support and ministerial servicing).

There was a proposal to actively search out relevant skills and experience and
connect with other organisations such as research institutes, iwi organisations, and
the private sector.

One submission suggested basing policy staff in each Regional office.
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Strengthening the Cultural Wealth
team

It was suggested that a focus on whanau wellbeing could impact on the mahi of
the Cultural Wealth team given the importance of whanau in the revitalisation of
the language and culture. This submission proposed creating an additional
Principal Analyst position in the Cultural Wealth team with a focus on te reo me
nga tikanga Maori.

Ministerial servicing

Two submissions suggested establishing a Ministerial servicing unit in Policy to
take care of day to day requirements that do not require in-depth policy knowledge,
consulting analysts as required.

Process

There was support expressed for the staff who were potentially impacted by the
proposals and a reminder to Te Puni Kokiri to show regard for the wellbeingofits
own whanau (its staff).

Several submissions expressed concern about the timing of the release of'the
proposals and the timeframe for responses. There were suggestions,to commit to
further consultation with the affected areas, and open a dialogiewith the wider Te
Puni.

There was also a request to minimise the period of uncertainty, by implementing
change as soon as decisions were finalised.

Two submissions suggested that positions in the newi\WWhanau Wellbeing team
should be open to all staff, not just those potentially impacted by the proposals.
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This document sets out the final decisions that have been made in relation to the Finance Function
proposal for change that was released on 3 April 2017.

Change can be very unsettling, so firstly, | would like to thank you all for engaging in this process in
such a constructive manner. | have also appreciated the way in which the work of the Finance Team
has continued in such a seamless way over the consultation period.

As was mentioned in the change proposal, Te Puni Kokiri has changed a lot over recent years. Fhese
changes have included:

e astronger focus on investment and regional activities across a more diverse pextfolio,

e anactive policy/legislative work programme that supports the government’s.economic and
cultural development objectives, and

e the subsequent organisational growth that is required to support the-Ministry’s enlarged
and more diverse operating model.

As the Ministry changes and evolves, it is important that the supportfunctions within the Ministry
also change and evolve to meet the greater demand for partnering anchadvice across the Ministry.

The changes being finalised in this decision document will ensurésthat the Finance Function is
structured in a way that supports the Ministry, in its currentfofm, as best as possible.

Following consideration of the submissions the following.décisions have been made:

four new roles will be established. These are a Strategic Finance Project Advisor (staffed on
contract/fixed term basis); a8ystems and Financial Accountant, a Senior Management
Accountant, and a Manageément Accountant.

e the Property Administrator role will be retitled Property & Finance Administrator and its
focus will be broédened to provide support across the entire Finance Function.

By making these changes, the Finance Function will be better positioned to address the Ministry’s
desire for more strategic financial advice and support. The new management accountant roles will
be able to provide more day-to-day support to the Te Puni, while the Strategic Finance Project
Advisor will provide targeted support, depending on the Ministry’s specific needs at the time.

To addwessthe Ministry’s desire to have procurement procedures and practices streamlined and
simplifigd the initial focus of the Strategic Finance Project Advisor will be to support the Procurement
Mafager to do this.

Jrealise there are a number of acting roles within the team so am pleased these changes will bring
greater stability to the team and enable us to focus on the future opportunities and challenges
ahead.

Once again, | would like to thank you for your patience and the contribution you have made to this
change process.

Fiona McBeath
Deputy Chief Executive — Organisational Support
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This document should be read in conjunction with the Te Puni Kokiri Finance Function — A Proposal for
Change April 2017 document that was released on 3 April 2017. It responds to the feedback received
following your consideration of this document and details the decisions made. This document will
also set out the process for filling vacant roles and the options available to affected team members.

This section provides a general summary of the feedback received and the response to that feedback.
It covers any significant issues that were raised or any issues that were raiséd by number of you.
Feedback on specific issued raised is addressed in an Appendix attached %o this document.

There are multiple organisational reviews occurring within TPK. A lack of cohesiveness across
these reviews may lead to inconsistency.

Response: Itis important that the support functiéns'within TPK are structured in a way that is able to
provide the wider Ministry with the support that itjneeds. The decisions in this document are a
response to the recent changes that have beeniMiplemented across the wider Ministry, particularly
the Strengthening proposal. Thereforepthere’is an unavoidable need for change proposals within
support functions to follow, rather tharlead, the changes being made elsewhere.

The changes proposed within the Finance Team were also consistent with the changes that have
recently been made within the'Communications and the Human Resource & Capability functions.

There was a lack of€ngagement with the Finance Team during the development of the changes
that were eventyally proposed. Discussions with the team could have better informed some of
the issues jdéntified in the proposal.

Response?lt,was never intended to exclude the Finance Team from discussions on how it can better
supportthe wider Ministry. The initial discussions were intended to gauge stakeholder perceptions
on\how well the Finance Function is currently supporting the Ministry. This feedback formed the
Basis of the proposals that were put to the Finance Team for consideration. It was always intended
that the consultation period following the release of the change proposal was to ensure that the
Finance Team had an opportunity to inform final decisions.
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Itis acknowledged that the current team does not have sufficient scope to implement improved
policies and procedures or to provide large projects with the support that they need. To address the
need for procurement policies and processes to be improved, the initial focus of the Strategic Finance
Project Advisor will be to assist the Procurement Team to do this. Improved policies and procedtres
should then create the efficiencies needed for the team to be able to engage with and suppeft the
Ministry better. It must also be acknowledged that when large projects require a lot of procirement
support, additional resources should be brought in to TPK.

More detail is required about the Procurement Review that is mentioned/in the proposal.
Further to this, it is not ideal to have a concurrent review of the Procufement Team and the
Finance Function underway at once.

Response: The Procurement Review mentioned in the proposal is the'\Review of Effectiveness and
Efficiency of Departmental Procurement that was completed by the Ministry’s Risk and Assurance
Team on 30 September 2016. Its focus is the improvement'ef'policies and procedures, not to
restructure the existing Procurement Team. The Chief Financial Officer and Procurement Manager
wee involved in this and developed the implementation'plan. Both have a copy of the Review of
Effectiveness and Efficiency of Departmental ProgUrement document available for anyone who wants
toreadit.

Ideally, the Procurement Review and the’proposed changes being made to the Finance Function
would have been run concurrently, however, delaying the review of the Finance Function until the
Procurement audit implementatiof is'completed would have extended the period of uncertainty that
exists in the wider Finance Fupction.

If the Property Administrator role is extended to provide administrative support for the entire
Finance’Function it will be stretched too thin.

Response: The main focus of this role will be to support the Property Manager with property related
admifiistrative tasks. However, in certain instances it will be required to provide administrative or
data loading support beyond property. It isimportant that this is made explicit so that the wider
team is aware that help is available, in a considered and managed way, with workload peaks when
they occur. Concerns that the role could be spread too thin are valid if demands from outside the
Property Team are not managed carefully, so this will need to be a key responsibility of the Property
Manager in conjunction with the Chief Financial Officer.
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The Property Administrator role is affected by the change proposal but there is no discussion in
the document about why these changes are necessary.

The current job description for the Property Administrator role does state that this roles
responsibilities extend beyond property. The purpose of reiterating this in the change proposal is to
ensure that in the future it is very clear that this is the case.

The name of the proposed Property Administrator role should be changed to Property & Finance
Administrator.

Agreed. This change will be made and implemented.

\ DY L\ SESQ,

The proposal states that the new TechnologyOne general ledger system, which isused to
process invoice payments, has freed up time within the AP Team, but it actually-creates a lot of
queries and training requests from users within the wider Ministry.

Response: It is acknowledged that whenever a new system is implemented, such as the
TechnologyOne general ledger system, it will create a spike in training reqUests and queries.
However, over time these issues should reduce. If necessary, the team tan be assisted to address
training requests or repetitive queries should they persist at a ¢olumé that is unmanageable.

The AP Team is responsible for a lot of tasks beyoddthe processing of invoices. This work takes
up a lot of the AP Team’s time.

Response: It is acknowledged that the team dg work beyond invoice processing. The intention is
that this work will remain with the AP Tedrprand that the work volume will be manageable despite
the proposal to reduce the size of this teag

N . < contra to the Ministry’s desire to

reduce its reliance on ceontractors. It will risk important expertise walking out the door whenever
and-it reduces development opportunities for existing staff.

Response: While'the use of contractors receives a lot of negative attention it remains a suitable
mechanispiforgetting the specific expertise that you need for a short period of time.

_s ensuring that the Finance Teams permanent team
members work with and learn from (I s i

enslre that existing staff are given an opportunity to lear and it will help to ensure
thét expertise are retained within the Ministry

Y - /ish ment its nature and focus may change

over time.

The proposal speaks of the need to increase the strategic financial performance of the tea

BBl ill increase the strategic financial performance of the team.

response: [

Strategic Finance Project Advisor role.
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By increasing the number of management accountants the aim will be to give them more scope to
work in a more collaborative way with the business. Their support will be able to extend beyond
mere compliance to include the provision of pro-active, strategic advice.

Itis not clear what the difference will be between a Management Accountant and a Senior
Management Accountant. &

Response: It is intended that the Senior Management Accountant will support the more financiaily
complex puni within the Ministry. It is also intended that this role will support the Finance Manager. Q
with the oversight and coaching of the Management Accountants. %

The objective of establishing a Senior Management Accountant role is not necessarily to h @
role do significantly different tasks to a Management Accountant. The main purpose of &II hing
a more senior role is to allow us to attract a more experienced person and to create %ssion
opportunity within the team. &
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New roles

A new Financial and Systems Accountant role will be created.

The reduced need for such a high level of focus on systems accounting, combined with a need for a &
more focused approach to financial accounting, creates an opportunity for a role that combines C :
responsibility for these tasks. This role will have combined responsibility for the financial accounting ?\

and systems requirements of the Ministry.
_— ,\\oe'

A new Senior Management Accountant role will be created.

accounting resource and depth that the Ministry needs. A key focus of this role to support
budget managers in the more financially complex parts of the Ministry wit t dgeting,
%n an

The creation of a Senior Management Accountant role will provide the additional E@mem
.

forecasting, and month end procedures. Having a senior management t will also allow this
role to be banded at a level that will attract a more experienced pers ill be able to support
the Finance Manager with oversight and coaching of the ManagementyA¢countants.

This role may also provide additional support around Crown@ﬁ)nitoring.
A new Management Accountant role will be d.

The current arrangement whereby the Procurement Officer role is being used to create a
Management Accountant role will be f ised. To address the Ministry’s desire for more day-to-
day support in the management of thei ds it is necessary to formalise the retention of this role in
ROpU POtea. This will also support’t&'mplementation of the business partnering approach.

A new Strategic Fi ;roject Advisor role will be established that will be staffed by someone

on either a fixed tetnt or contract basis based on the skills required by the team at the time.

Having aro <® ailable at this level that can be staffed on a temporary basis will help in instances
where a@ evel of targeted resourcing is required to complete specific tasks.
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This section outlines the process for transitioning toward and implementing the new structure.

Our obligations to affected staff

As a result of this review a number of staff are affected by the changes that will be implemented. As

part of the transition we have an obligation, where practical, to reconfirm andjor reassign affected ?\
employees into new or currently vacant roles. Where this is not possible, the redeployment

provisions of the affected staff member's employment agreement, including redundancy, will

Affected employees will have preferential treatment for reconfirmation or reassignmenti}Q\

positions where the following principles apply: ?\

In accordance with the reconfirmation and reassignment principles outli w, final decisions
have been made by the Chief Financial Officer and the Principle Advis uman Resources &
Capability about who can be reconfirmed or reassigned into availab&& e.

Reconfirmation:

\Y%

a) The job description of the new role is the same Y:early the same) as what the
employee currently does,

b) The new position’s salary is the same, Q

¢) The new position’s terms and conditioQ ployment, including career prospects, are no
less favourable, and

d) The location of the new position,is t@me or similar and within reasonable commuting
distance.

Reassignment: /&

a) Therole has similan@gpnsibility levels (and the staff member can adequately perform the
duties with their€urrent skills and knowledge),

b) The offered ent is within a reasonable commuting distance from their home,

¢) Thesalary nditions are no less favourable, and

d) Thedu % responsibilities are comparable.

Forem to be reconfirmed into a position they must have been undertaking the duties of the
role considerable amount of time and have had satisfactory performance reviews while doing
th%‘ i

1es.

@ Affected staff who have not been placed following the reconfirmation or reassignment process will
Q‘ have an initial conversation with the Deputy Chief Executive — Organisational Support (or her
nominee) to explore the options available to them. This include redundancy as set out in their
employment agreement.

10
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Vacantroles within the new structure
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Next steps in implementing the new structure will be:

1. Affected employees that have been reconfirmed or reassigned into a position will be provided
with a letter of offer from the Chief Financial Officer.

3. Where practical, affected employees that are not placed into a position within the Finantce
Team will be considered for reassignment for other comparable vacant positions either within
the Finance Team or across Te Puni Kokiri.

4.  Affected staff who have not been placed following the reconfirmation or reassignment
process will have an initial conversation with the Deputy Chief Executive~Organisational
Support (or her nominee) to explore the options available to them. This ifclude redundancy
as set out in their employment agreement.

5. Any roles unfilled through the reconfirmation or reassignmentprocéss will be advertised
internally and externally.

6. The new Strategic Finance Project Advisor position will be-Sourced, when required, based on

the needs identified by the Chief Financial Officer™ This position can be filled by an external
contractor, a fixed term employee, or throughanintérnal secondment.

Please note that the EAP counselling service is-avajlable to any member of the team throughout this
change proposal.

We will move as quickly as we can to finalisé the new structure and will make sure that everyone is
treated as fairly as possible throughout the reassignment and, if necessary, the redundancy process.

If you have any questions or{coheerns please speak to the Chief Financial Officer or the Principle
Advisor — Human Resour€es & ‘Capability in the first instance.

12
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The following responses do not respond to feedback that either agreed with the changes that were
being proposed or where the feedback has been responded to in the main body of this report.
Therefore, it only responds to feedback that challenged the proposed changes or where additional

information was being sought.

Query/lIssue

Response

The stakeholders interviewed as
part of the review did not
sufficiently represent the users of
the procurement function.

The Ministry’s Business Manager (BMs) weretongulted
during the development of this change proposals. The
BMs can be considered high users of the precurement
function.

There are a number of additional
contract management tasks spread
across the procurement and
property teams. A role should bé
established to perform thesetasks.

It is aeknowledged that the current split of contract
tnahagement tasks between the Procurement and
Rroperty teams is not ideal. These tasks will be reviewed,
rationalised and allocated in a more logical way in the
future. However, the management of these contracts will
need to be done within the existing resource limits of the
Finance Function.

Query/lssue

Response

If the-Propérty Administrator has
respansibilities beyond the
propérty team should it be an
advisor role rather than an
administration role.

While the responsibilities of this roles will extend beyond
property they will remain administrative in nature.
Therefore, it remains appropriate that the role remains as
an administrator rather than an advisor.

Query/Issue

Response

A senior position should be
established in the AP team
beneath the Team Leader.

1 do not believe that the tasks completed by the Accounts
Officers are varied enough to warrant the creation of a
Senior Accounts Officer role.

15
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The proposal does not address It is not possible to fully address back-up issues in a team
back up issues within the AP team, | assmall as the Finance team. A degree of flexibility is
the Systems and Financial required within the team to ensure that tasks continue to
Accountant role. be done by assigning them to someone else whenever

people are away. This will also create an opportunity for
people to gain experience outside of theirimmediate

roles.
The new Investment Puni will The new Investment Puni affects how we work as a
create more invoices which will Ministry, not the amount of work that we do. Further to \ Q
impact on the AP team. this, an assessment of invoice volumes since the new VL

TechOne system was introduced has demonstrated

despite significant increases in the Ministry’s fundi
levels over recent years, invoice volumes have not

increased.
A N\
Do we want to give the Job titles are important for a number gf feasons. They
management accounting roles a need to indicate to the business w| role is
different title? A suggestedtitleis | responsible for. They also nee o@eneral enough so
Strategic Finance Advisor. that when we are recruiting %e understand the type of
person we are seeking. ent Accountant is a clear

and recognised title for this type of role.

\/
Additional controls and system Additional controﬁ?ﬁe introduced in the lead-up to the
checks will be required if the recruitment o@ e.

systems and financial accounting \

responsibilities are combined in to Q
asingle role. Q

Any new appointment shouldbe  }[/The intention will be to appoint from the top down so that
made from the top down so that ly appointed people can be involved in the recruitment
newly appointed people can b of their team members.

involved in the appointment of

roles within their teamsi.@Q~

16
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He Kupu Whakatuki

Téna koutou katoa

He whakatakoto ténei tuhinga i nga tono e pa ana te whakapakaritanga ake o te taumahi matauranga
whakahaere kia pai ake ai tana tautoko i nga whainga o Te Puni Kokiri, tae atu ra ki nga whanau, ki
nga hapl me nga iwi, ara, te take e whakapau kaha nei tatou, otira ki étahi atu patahi, hinenga
kawanatanga hoki, 0 tatou hoa mahi tahi.

Me te tautoko mai o te Kahui Matua, i te pito whakamutunga o 2017 i puta taku tone Kia
whakahaeretia he arotakenga o nga taumabhi, nga tutukinga me nga tirohanga o figa\tima katoa i roto i
te Whakatutukinga Rautaki, Whakahaere Te Puni tae atu ki te katoa o Te Puni..Na te arotakenga i
puta étahi kdwhiringa panoni, kua tohaina, kua korerohia kétia hoki €nei i waenga i 0 tatou tima.

Ko te mahi whai muri i te arotakenga me nga korerorero o muri ko ténei'tono mo te tima Matauranga
Whakahaere.

A whakahaere nei, ka tutakitaki tatou ki te tini tangata, whanausmai, hapd mai, iwi mai me étahi atu
whakahaere kdwanatanga, kawanatanga ké hoki e hiahia ana“ki.te tautoko i te eke panuku a ngai
Maori. | tua atu i a tatou mahi i nga rohe me te pltea haumiykei te whakahaere, kei te tautoko hoki a
Te Puni Kokiri i nga tini kokiri kaupapahere e hiahia ana‘ki.nga raraunga, ki nga taunakitanga me nga
tirohanga e pa ana ki nga kaupapa e whai take ana‘kite Maori. Me marama, me korero hoki ta tatou
papatanga mo te wa-poto me te wa-waenga hoki:

He awhina te arotakenga ki a matou kia marama.ai he péhea te tirohanga o nga kaitautoko, otira 6
ratou hiahia, tdmanako mo te taumahi matauranga whakahaere. Pirangiaho nei te korero a te Minita
Whanaketanga Maori moé te ti ngatahi, tinpakari me nga hononga whai kounga i waenga i te
Kawanatanga, i nga pakihi Maori, ilfnga whanau me nga hapori hei poipoi i te whairawa me te oranga
o te Maori. Ko te aronga tonu ote Kawanatanga ko te hiahia kia whai taunakitanga whai take hei
tautoko i te kaupapahere timatanui me tona whakatinanatanga.

Me whakawhaiti nei a tatou'noho tahi, kia matau ake tatou ki nga taumahatanga kei runga i 0 tatou
hoamahi i Te Puni Kokiri, ina koa ko te Kahui Matua, tae atu ra ki nga hoa kawanatanga, ki te hapori
rangahau whanui, otirai te taha o ngad whanau, nga hapu me nga iwi ka waihanga puna matauranga o
nga hiahia me nga‘wawata o te Maori, kia whai hoa hoki hei taituara mo te whanaketanga a-Maori, ka
mutu ko te in€.i te papatanga a te kawanatanga i ana mahi hapai i te oranga o te whanau.

Mo te taha Ki t€ taumahi matauranga whakahaere, ko te whakapiki i te kounga o nga tirohanga hei
tautoko i'te/whakatakotoranga whakaaro ki nga whainga matua, ki te haumi me nga ara whai kiko hei
tautoko i te hunga Maori. Me piki ake hoki a tatou maramatanga ki nga papatanga wa poto, wa
waénga hoki o Te Puni Kokiri i ana mahi tautoko, mahi whakatinana hoki i te whanaketanga a-Maori
hei’hoa, hei kaiwhakarite, hei kaituku ratonga hoki.

Ko te tikanga o nga tono kua whakatakotoria ki ténei tuhinga hei whakawhanui me te whakapakari ake
i nga painga o te taumahi matauranga whakahaere, he whakapakari ano i te whakahaeretanga, i te
matauranga hangarau me te aronga kia whakapiki ake i te whakatutukinga o nga mahi hei nga tau e
td mai nei.

Nei taku powhiri ki a koutou kia ata whakaarohia nga tono. Taria te wa, whakahokia mai 6 whakaaro
hei whakaarotanga maku.



Nga mihi, na

Guy Beatson

Kaiwhakahaere Matua Tuarua, Whakatutukinga Rautaki, Whakahaere
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Téna koutou katoa

This document sets out proposals for strengthening our organisational knowledge function so it is
better placed to support the objectives of Te Puni Kokiri, as well as the whanau, hapad and iwi we are
working for, and other government agencies and entities we work with in our mahi.

In the final few months of 2017, with the support of the Executive Team, | commissioned a stocktake
of the functions, achievements and perspectives on all teams within the Strategy and Organisatienal
Performance Te Puni and the Te Puni as a whole. This stocktake provided several options for ¢hange
which have been shared and discussed amongst our teams.

This proposal for the Organisational Knowledge team is a next step following the stocktake and
subsequent discussions.

As an organisation, we engage with large numbers of whanau, hapa, iwi and ¢ther government and
non-government organisations with an interest in Maori success. In addition te our work in the regions
and investment portfolio, Te Puni Kokiri leads and contributes to many policy-initiatives that rely on
data, evidence and insight about what works for Maori. We also need te understand and
communicate the impact that we are having in the short and medium_term.

The stocktake has helped us to understand how the organisationalknowledge function is perceived by
stakeholders, and the needs and expectations they have of.it\/The Minister for Maori Development
has also been clear about the need for strong partnerships and quality relationships between
Government, Maori business, whanau and communities\io"grow Maori prosperity and well-being. The
Government continues to focus on the need for robust evidence to support development and
implementation of public policy initiatives.

We need to work more closely and better understand the pressures on our colleagues in Te Puni
Kokiri, particularly in the Executive Team. ‘Alohg with government partners, the wider research
community and with whanau, hapt anddwi, we can build collective knowledge about Maori needs and
aspirations, create opportunities for partnership to empower Maori-led development, and measure the
government’s collective impact(in‘enabling whanau to thrive.

For our organisational knowledge function, this means further lifting the quality of insights to influence
decision-making about priorities, investment and effective ways to support Maori. We also need to
better understand thetshort and medium term impact of Te Puni Kokiri in supporting and catalysing
Maori-led development as a partner, facilitator and service provider.

The proposals outlined in this document are intended to build on existing strengths of the
organisatianal knowledge function, and further strengthen the leadership, technical expertise and
focus of the mahi to achieve more in the coming years.

| invitesyou to consider the proposals and | look forward to receiving and considering your views.

Ngasmihi, na

Guy Beatson
Deputy Chief Executive, Strategy & Organisational Performance
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Introduction

This document sets out proposals to change the way the analytical insights, strategic and programme
evaluation activity, and library services are organised within Te Puni Kokiri.

The objective of these proposals is to better equip the Strategy and Organisational Performance
(S&OP) Te Puni to deliver the quality of evidence and insight needed to support:

e  Te Puni Kokiri, particularly the Executive Team in leading and setting the direction for the
organisation

e the rest of the public service to invest and partner wisely to enable Maori to maké-their own
choices about how to lift economic growth and well-being outcomes.

Several different inputs have contributed to the development of the proposed€hanges to the
Organisational Knowledge team outlined in this document. These include:

e the 3 Year Stocktake Report of the Strategy and Organisational Rerxformance Te Puni. The
Report considered views from managers and staff within the Te®Puni and some external
stakeholders, as well as feedback from other Te Puni Kokiri managers and staff that work with the
Organisational Knowledge team. The stocktake report considered:

- the purpose of the S&OP Te Puni and individuakteams within that, including Organisational
Knowledge

- the changing operating environment at Je Runi Kokiri and what this means for the
Organisational Knowledge team

- the work programme and priorities forthe Organisational Knowledge team
- stakeholder feedback on strengths/and challenges of the Organisational Knowledge team
- improvement suggestions for the Organisational Knowledge team
e an analysis of the work programme within Organisational Knowledge team, including ad hoc mabhi

e engagement with the-Chief’Executive and discussions about the way forward following the
Stocktake Report

e engagement with the Executive Team including the role of the Te Puni, expectations of the Te
Puni and options'for delivering the new direction.

The Executive\Team at Te Puni Kokiri has had a number of discussions about the 3 Year Stocktake,
their needs;‘and the needs of the organisational that should be met by the Organisational Knowledge
function.”_The Chief Executive supports the direction outlined in this consultation document as a basis
toinform discussion and seek feedback on a proposed way forward. The Executive Team has
endorsed this direction.

Your input is an important part of the process in arriving at the right outcome.

| encourage you to read the full document through, talk about the proposal with your colleagues and
provide feedback.

Your feedback will be carefully considered before any final decisions are made. At this stage no
decisions have been taken, and nothing will be finalised until feedback and submissions on this
consultation document have been received and considered.
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How to make a submission

You are invited to provide feedback on the proposed changes by Friday, 11 Haratua 2018.
Written submissions can be emailed to

Submissions sent through the review email address will be monitored by Tony Gardiner, Te Puni
Business Manager.

Submissions will be analysed by MartinJenkins and a summary of feedback will be presented_inian
anonymous summarised format. As part of the process, copies of your submissions will be provided
to the Deputy Chief Executive, Strategy & Organisational Performance and may be copied to,the
Executive Team along with the submissions analysis.

No direct reports to the Deputy Chief Executive, Strategy & Organisational Performance or other staff
within Te Puni Kokiri will have access.

You may elect to have your name removed from the submission before it iS provided.

Consultation period

The consultation period starts on Thursday, 12 Paenga Whawha 2018 and closes at 5 pm on Friday,
11 Haratua 2018.

Support available

Staff are welcome to discuss the proposals with athers, including their union representatives. Staff
also have access to the Employee Assistance Pragramme (EAP) at all times. You may contact this
service directly (including outside work hours), Via your manager, or via Vanessa Mackay

in the HR team.

Questions

If you have any questions regarding the submissions process, please contact the Deputy Chief
Executive, Strategy & Organisational Performance.

If you have any questions.about the indicative staff transfer process, please contact Vanessa Mackay

“

IndicatweNdmeline

Consultation document on communications function released to

staff.and their unions 12 Paenga Whawha 2018

Consultation period closes 5 pm, 11 Haratua 2018

Submissions analysed and considered by the Deputy Chief

; From 10 — 30 Haratua 2018
Executive

Decisions determined and communicated to staff by the Deputy

Chief Executive, Strategy & Organisational Performance By 13 Piripi 2018
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Context and current arrangements

Context

The S&OP Te Puni was established in 2014 to provide a strong line of sight across the Te Puni Kokiti
so that all are clear about what they are trying to achieve and what they are responsible for — as an
organisation, within and between teams, and individually.

The Organisational Knowledge team was formed as a new team to enhance the Ministry’s“ability to
collect, analyse and distribute knowledge and information both inside and outside the organisation.
The team is responsible for:

e being a centre of knowledge regarding Maori
e developing and leading the Ministry’s research programme
e evaluating Te Puni Kokiri projects and programmes.

Since 2014, the operating environment within Te Puni Kokiri has changed. Key shifts which have had
implications for the Organisational Knowledge team include:

e significant year on year increases in the size of the investment portfolio, moving away from the
largely policy focus for Te Puni Kokiri that was envisaged'in 2013/14

e increased expectations and scrutiny for reporting and evaluation of Whanau Ora.

There has also been significant organisational change within Te Puni Kokiri, partly in response to a
shift in focus to regional partnerships, service(delivery and investment programmes. These changes
were made as part of the strengthening Te"Puni Kokiri decisions implemented in late 2016.

These changes have had a considerable impact on the work and expectations of the Organisational
Knowledge team. The demand for“evaluation support has increased significantly, both helping with
the design of evaluation plans fery,new initiatives with the Policy Partnerships Te Puni, and ensuring
delivery of programme evaluations for the Investment Te Puni. The changes also created the need to
build new relationships and,re-form connections with other parts of Te Puni Kokiri.

In 2016, the Organisational’lKnowledge team was restructured into two teams to reduce the span of
control for the Managerand Team Leader, and introduce a new work management model. These
teams were cross-functional and designed to support a project based approach, bringing a mix of
technical skills (as required).

As well as changes within Te Puni Kokiri, there are also changes across the wider public sector that
are creating new opportunities for research and analytical insight on Maori development. Across
goverpment, there is growing capability and demand to use available data in a more integrated, joined
updway to inform policy development and strategic decision-making. There is also increasing pressure
en‘agencies to be more responsive to Maori, given commitments by the Government in the 2017
Speech from the Throne, the Prime Minister's commitments to Maori at Waitangi in February 2018 and
the direction being set by the Government in Crown-Ma&ori relations. In this context, there is an
opportunity for Te Puni Kokiri to further build partnerships with other government agencies and the
wider research community, and leverage capability and resources to build collective knowledge about
the opportunities and barriers to supporting Maori development.

10
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Current arrangements

The Organisational Knowledge team employs 19 FTEs across two core teams, each reporting to a
Team Leader. A Librarian, Principal Advisor and Administrator support those teams and report directly
to the Manager, Organisational Knowledge.

The Organisational Knowledge team currently operates with a matrix style structure and account
management approach, with the two core teams made up of people with a mix of skillsets and internal
customers. There is no division of skills between the teams based on function. This is intended\to
allow for agility and flexible allocation of people to projects over time as demands change.

The Organisational Knowledge team provides services for a wide range of stakeholders, including:

e other Puni within Te Puni Kokiri (for example to support investment decisions and policy
development, developing regional profiles)

e other government agencies (for example State Services Commission, Ministry of Social
Development, Ministry of Health, Ministry of Justice, Statistics NZ)

e other government entities (for example Te Taura Whiri, and Te Mangai Paho)

e iwi and Maori organisations (for example, the Whanau Ora, lwi Leaders Technical Data Group, the
Whanau Ora Commissioning agencies and Te Matawai):

A broad range of tasks and services are provided for these stakeholders. These broadly cover
evaluation and impact assessment, and research and ‘analysis to develop insight. Key tasks and
services include:

e producing reports and evaluations aligned/torgevernment objectives (for example Maori Success
Factors, Future Trends for Maori and Whanau Ora Summary Reports)

e contributing information and analysis,for,government wide objectives and initiatives (for example
Better Public Service result for Maori, Justice Sector Investment Initiatives, Electoral participation
data and evaluation, indicators and measures for the Maori Development Fund)

e supporting New Zealand’s rele on the international stage (for example, the Asia New Zealand
Foundation)

e contributing information’and analysis for policy development (for example the Maihi Karauna,
housing, welfarexpolicy and the development of services to provide advice to Maori land owners)

e supporting-ether Te Puni with expertise in survey design, survey interpretation and analysis, and
managing ‘statistical information, methodology and approaches for research and evaluation.

11
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Challenges and opportunities

In September 2018, a three Year Stocktake Report of the S&OP Te Puni was commissioned to ensure
it is best placed to meet expectations, respond to challenges and add maximum value to the work of
Te Puni Kokiri in the coming years. This report, and subsequent discussions with the Executive Team
and Chief Executive, identified a core set of challenges and opportunities facing the Organisational
Knowledge team, along with opportunities to enhance the offering from other teams in the Te Punixto
the organisation.

The stocktake and subsequent discussions with the Executive Team have highlighted a.gap\between
the expectations of the organisational knowledge function for the next three years and-current
practice, along with other functions in the Te Puni which are being addressed in different ways. There
are a number of factors which have contributed to this in relation to the organisational knowledge
function:

e increased demand for services delivered by the team
e aneed for clear role, purpose and strategic alignment
e demand to lift cultural and technical capability.

Each factor is explored in further detail below.

Increased demands on the team

The stocktake found that the Organisational Khowledge team had experienced an increase in the
demand for services. The stocktake found-thatthe work programme of the team had doubled in the
last year. This is in part due to the team, providing a large amount of unanticipated support to both
internal and external stakeholders. ThesSerequests for support impact the team’s ability to deliver the
scheduled work programme.

There has also been an increasetd-demand for core work, including programme evaluation and
requests to provide data insights and analysis to inform strategic decision-making for a range of
internal customers. TheSe functions are relatively discrete, require different skill sets, and tend to
serve different customers,

Need fafclear role, purpose and strategic
alignment

Feedback from stakeholders across a range of areas provided a different lens on a common issue —
theresds a fundamental lack of clarity about what the team should be delivering, what it is able to
deliver, and how work is prioritised. Related to this, it was observed that there are opportunities to:

e  provide greater visibility across Te Puni Kokiri of the priorities, services and work programme for
organisational knowledge and its alignment to strategic objectives

e strengthen relationships and the ways of working between Organisational Knowledge and other
Te Puni. This requires more timely, clear commissioning by other Te Puni and a stronger
emphasis on customer service by the Organisational Knowledge team

12
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e demonstrably lift the team’s understanding of the policy, investment and overall operational
context of the organisation

e make it easier for people to know ‘who does what’

e strengthen the work prioritisation and allocation mechanisms for the team.

Lift cultural and technical capability

There is demand for greater specialisation, and an increase in the ability of Te Puni Kokiri ta:

e support the Executive Team and organisation’s understanding of the context for Maori
development, and influence wider government decision-making through analyticallinsights. This
includes influencing the quality of data available to understand Maori achievement

e  better understand the short- and medium-term impact of policy, investment‘and services
delivered by Te Puni Kokiri to whanau, hapi and iwi, both at a programme and strategic level.

To help drive a step change in each of these areas, there is a perceived'need for more focused,
technical leadership, combined with a deep and applied understanding of Te Ao Maori in a research
and evaluation context.

A sharper focus in the work programme and strong technical\leadérship of each of these areas is
important to deliver on the expectations of stakeholders within*Te Puni Kokiri. This will also enable Te
Puni Kokiri to provide influence and gravitas across government agencies, and support the Maori
whanau and communities we work with.

Opportunities

As well as addressing challenges identified through the stocktake, there is an opportunity for
Organisational Knowledge to furtheriincrease its current value and contribution by deliberately
leveraging wider partnerships ta"produce compelling insights and evidence that challenge and
influence policy makers and.Service providers. Opportunities for the Organisational Knowledge team
include:

e  better leveraging.external partnerships
e developing a‘pipeline of insights

e  Dbetter understanding our impact and what works.

Bet{eeteverage external partnerships

Lifting ‘performance of functions is not just about the internal team capability and capacity. Strong
system thinking and an ability to build relationships and partnerships with the wider research
community and other Government agencies is also important.

Te Puni Kokiri can do more to foster partnerships with a range of government agencies and the wider
research community to access and share data which generates insights about Maori well-being and
development. Beyond sharing information, there are opportunities to become familiar with, and
influence, the work programmes of research groups in other agencies to grow the body of collective
knowledge on Maori development.

13
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Develop an ‘insights pipeline’

Insights from evidence and data, updated as new information is available, is essential to challenge
thinking and ensure that the organisation’s strategy remains focused and relevant. This includes
having a picture of the current state of Maori development and key issues.

Developing and delivering an insights pipeline will support us to:

¢ influence and help to improve the range and quality of Maori information that is collected,
produced and used

e ensure that available information and insights about Maori development is easy to acéess.and
widely shared.

Better understand our impact and what works

Te Puni Kokiri is responsible for the oversight and delivery of $265 million in-investment funding in
2017/18. The 2016/17 Annual Report noted:

“In response to efforts to more directly address challenges facing Maori,. T'e Puni Kokiri has increased
its emphasis on innovative trials and investments that promote better results for whanau. Whanau Ora
is perhaps the best known example of this, however, Budgets 2015 and 2016 saw a step-change in
funding focused on direct delivery and investments in Maori dévelopment, for example, additional
funding to improve housing outcomes for Maori. This increase,in direct investment has continued
through Budget 2017 and will shape the year ahead.”

One of the roles of Te Puni Kokiri is Auahatanga - developing and implementing innovative trials and
investments to test policy and programme modelsithat promote better results for Maori.

The ability of Te Puni Kokiri to influence and toshelp improve the ways in which government agencies
work with whanau, hapt and iwi depends\on the level of understanding of the impact and
effectiveness of our current services and investment.

We also need to understand how effective we are at supporting whanau, hapa and iwi to self-
determine the best ways to lift prosperity and well-being, and facilitate access to opportunities and
partnerships.

This requires us to not-only understand the effectiveness and impact of individual programmes, but to
also look across the work*delivered by the organisation and with partners to understand our collective
impact for whanat,and communities.

14
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Detailed proposals

This section sets out the proposed structural changes for the Organisational Knowledge team. It also
describes the roles, responsibilities and structure for the proposed approach.

Overview of proposed structural changes

It is proposed to adjust the structure and operating model of the Organisational Knowledge team to
provide more technical expertise and senior leadership for a more focussed work programmye that
more directly supports the Executive Team in leading Te Puni Kokiri.

The proposed structure is designed to:

e improve the focus on generating analytical insights and understanding ourdmpact by establishing
two separate teams within the S&OP Te Puni. These teams are propased to be called:

- Insights team (drawing predominantly on research and data analysis skills, as well as the
ability to understand context, policy making and implementation)

- Impact Analysis team (drawing predominantly on evaluation skill sets, as well as the ability to
understand context, policy making and implementation)/

e strengthen functional leadership by creating two, third tier manager positions and a principal
advisor position in both teams

e create a dedicated Impacts Analysis team_of\? FTE, including a Manager

e create a dedicated Insights team of 9 FTEs.including a Manager and 1.5 FTE providing library and
information services

e transfer the Administrator position'to be part of the Deputy Chief Executive’s office, reporting to
the Business Manager and providing administrative support to both teams as well as the wider Te
Puni.

New positions
The proposal, if confirfited, will create the following new positions within the S&OP Te Puni.

e  Manager, Insights — this role will provide senior leadership over the work programme, skill sets
and priorities for developing Insights that create change.

e  Managers/Impact Analysis — this role will provide senior leadership over the development of the
evaluation strategy for Te Puni Kokiri, and embed changes required to bring this to life.

o{ sPrincipal Advisor — a senior role for a technical specialist to provide technical leadership for the
Impact Analysis work programme.

Potential impact on current roles

A detailed summary of the potential impact on current roles based on these proposals is set out on
page 23. Overall

to the current Organisational Knowledge team. Following decisions, we would aim to maximise the
number of current employees appointed to new roles in the proposed new structure or other roles
within Te Puni Kokiri.

15
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Figure 1 and Figure 2 show the current and proposed organisational structures respectively.
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Rationale

Looking ahead over the next three years, a number of challenges and opportunities for Organisational
Knowledge have been identified in this document and the 3 year Stocktake Report for the S&OP Te
Puni. Challenges and opportunities include:

e having a better defined role that is well understood by internal stakeholders and aligned to
strategic priorities for Te Puni KoKkiri

e developing stronger relationships with internal customers and stakeholders seeking res€arch. and
data analysis, or seeking support to design and undertake evaluation plans

e developing more specific, strategically driven and priority focused outputs that are.focused on a
specific audience (primarily the Executive Team)

e strengthening the leadership of core functions delivered by the team, and‘in particular, stronger
cultural and technical leadership in data analysis, research, and strategic\impact evaluation

e  creating opportunities to leverage wider partnerships and influence.collective knowledge and
information about Maori development available to government,;NGOs, researchers and Maori
communities and organisations

e being clear about the specific whanau, hapi and iwi wellbeing contribution and impact that Te
Puni Kokiri has and using this to inform our strategic.and'operational decision-making.

For these reasons, it is proposed to create two tier thrée management positions focused on Insights
and Impact Analysis. This will allow each team to,strengthen its technical capability, and quality of
advice and service provided to internal customers¢lt will also allow teams to build a strong community
of practice and tailor professional development to)specific team needs.

The specific proposals for each team (outlined below) allow for more senior and technical expertise in
evaluation and impact analysis. This isimportant to enable the organisation to design and
commission complex evaluations, and support evaluation framework design for new policy and
investment initiatives. The team’is also expected to support Te Puni Kokiri and government to
understand the potential impact‘ef whanau-centred and community-led approaches to delivering
services and support to whanau, hapd and iwi.

Specific ptoposals for each team

Insight§é Aeé&m

Roléand functions

The Insights team would be responsible for overseeing the Ministry’s research and monitoring
programme. This would include:

e leading the development of a ‘Data and Insights Plan’ (the insights pipeline) aligned to the Maori
Development and Organisational Strategy. This would be prepared jointly with the strategy
function and endorsed by the Executive Team

e delivering monthly ‘Insights and Analysis’ papers to the Executive Team and wider organisation
that provide insights on key aspects of the Maori Development Strategy and align with agreed
pipeline topics. The pipeline would have an 18 month focus, but be flexible enough (with
sufficient notice) to respond to emerging issues
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e leveraging work for the insights pipeline, and facilitating access to research and data on specific
topics to support policy and strategic planning (nationally and for regions)

e having greater external influence on the collection, production and use of Maori information,
based on the needs of the insights pipeline. This includes building partnerships across
government and in the wider research community, and commissioning work to meet this objective
(where appropriate).

The balance within the work programme needs to shift to more proactive, planned projects which
support the leadership and decision-making needs of the Executive Team, with less reactive work in
response to ad-hoc demands for support or information from within Te Puni Kokiri. The majority/of the
team’s work programme should be determined through a strategic planning process which
incorporates input from the Executive Team and other senior managers, and from othéppartner
agencies where relevant. The programme should be prioritised based on the fit with\the strategic
objectives of Te Puni Kokiri, and be visible to and approved by, the Executive Team.

The Executive Team is a primary stakeholder for the Insights team.

Team name and composition

It is proposed to name this team the Insights team. This is intended to place an emphasis on the ‘so
what’ and influence of the team’s work, rather than the inputs.(data; research and analysis). The
team’s purpose is to produce better quality insights (in parthership with others), that lead to better
quality decisions and ultimately outcomes for whanau, haptand iwi.

It is proposed to establish a team of 9 FTE, including.the Manager, Insights and 1.5 FTE of Librarian
services. Figure 3 shows the proposed team composition.

Figure 3: Proposed Insights team structure

Manager
Insights (1)

— |

Principal
— Advisor

(1)

H O
~X/

4
| Wr Advisor
r (3)

Advisor
(3)

This structure aims to balance the need for senior capability and thought leadership, with need for a
high volume of data analysis (at times). It also enables senior capacity to support professional support
for less experienced members of the team and offers the opportunity for career progression.

18



Attachment 7

Manager

The Manager would be responsible for defining the work programme, allocating work and managing
people. The Manager would also have a strong outward facing, customer and partner focus.

In particular, to successfully lead this team, the Manager would require:
e people leadership experience and demonstrated ability to motivate and develop successful teams

e  strong experience working across an organisation and with leaders in other organisations to
foster collaboration and galvanise effort and resource towards common priorities

e  strong strategic and political acumen — the ability to understand the wider strategic context'within
which Te Puni Kokiri operates, both Te Ao Maori and the public service, and the agility to adjust
the work programme in response to changing organisational needs and priorities

e technical expertise in data management and analysis, with a focus on translating data into
insights and advice for decision-makers.

Principal Advisor

The Principal Advisor would support the Insights Manager with the prioritisation, work allocation,
professional development and quality assurance for the team. The Principal would be expected to
lead significant projects, such as the development of the Insights,pipeline, and be able to make strong
and durable connections with senior data specialists and résearchers in other organisations in
government, academia, iwi/hapi organisation and non-governmental organisations.

Senior Advisors and Advisors

The Insights team would include 3 Senior Advisorsand 3 Advisors. SiEiE GGG
I focused on Insights.edrrently, reflecting the increased dedicated
management and Principal Advisor capactity within the team.

Librarian Services

The team is proposed to include a Librarian and 0.5 FTE of one of the Advisors to support the
provision of Library Services] in line with current resourcing. While operating the library function, the
focus for this role would alse be on actively supporting the information requirements for generating
insights and analysis forthe‘/insights pipeline, understanding those needs and sourcing material for
this function.

Impact ARalysis

Role anthfunctions
The, mpact Analysis team would be responsible for:
e , overseeing an impact analysis programme for Te Puni Kokiri. This includes:

- developing an impact analysis approach, strategy and work programme for the next three
years that will generate insights and advice on the effectiveness of policy, investment and
regional activities. To achieve this objective, it is expected the work programme will include a
mix of strategic and programme evaluations and wider analysis.

This programme is intended to answer a key question: what impact is Te Puni Kokiri having
for whanau, hapda, iwi and Maori? This would be developed in partnership with the planning
and reporting function within the Strategy and Planning and Team, with input from the Policy
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Partnerships, Investment and Regional Partnerships Te Puni. The programme would be
agreed by the Executive Team.

- ensuring the impact analysis programme is designed and delivered to align with the Data
and Insights Plan. This would mostly be commissioned work with some delivered in-house,
particularly the overall analysis of the impacts.

communicating the overall impact analysis strategy to make the focus and priorities of the team
visible to the Executive Team, as well as the rest of Te Puni Kokiri, and demonstrate alignment
with the strategic priorities for Te Puni Kokiri

develop and communicate a common approach for internal commissioning and partneringwith
other Te Puni to deliver evaluations and wider impact analysis activities that meet time, budget
and quality expectations

providing regular advice to the Executive team on the effectiveness of investment and service
delivery led by Te Puni Kokiri and how this is aligned, or could be betteraligned, to the mission of
Te Puni Kokiri, Government priorities and wider government initiatives._ This would include
working with others in the organisation to develop advice on opportunities to strengthen the
impact of Te Puni Kokiri. This is expected to include both programme- and kaupapa-level
analysis. An example of kaupapa level impact analysis would besto review our collective
organisational efforts to support capability building with whanau, iwi organisations and other
Maori organisations.

assisting with the publication and sharing of shortand.medium term impact analysis findings
(once completed), including in 90-day plans and.Annual Reporting.

Team name and composition

It is proposed to name this team the Impact’/Analysis team. The team is intended to place an
emphasis on the ‘so what’ and team’s\contribution to understanding impact and lifting organisational
performance. The team’s purpose-isito:

help Te Puni Kokiri understand the impact of its own frontline services, programmes and
relationships, to understand'which initiatives and combinations of initiatives are most effective,
and why they have madevthe biggest difference

identify where initiatives and groups of initiatives are not working as intended, and may need to
change or step

support Te Buni Kokiri and government to understand the potential and impact of whanau-centred
and commuity-led approaches to delivering services and support to Maori.

It is propOsed to establish a team of 7 FTE, including the Manager, Impact Analysis. Figure 4 shows
the'proposed team composition.
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Figure 4: Proposed Impact Analysis team structure

Manager
Impact Analysis (1)

—

Principal
— Advisor
(1)

Senior Advisor
(2)

Advisor
(3)

This structure aims to balance the need for senior advisory capability and thought leadership, with the
work involved in commissioning and managing projects being delivered by external providers. It also
provides senior capacity to support professional development of.l€ss experienced members of the
team, and offers the opportunity for career progression.

Manager

The Manager would be responsible for defining.the"work programme, allocating work and managing
people. The Manager would also have a strong outward facing, customer and partner focus.

In particular, to successfully lead this team/the Manager would require:
e people leadership experience anddemonstrated ability to motivate and develop successful teams

e strong strategic and politicahacumen — the ability to understand the wider strategic context within
which Te Puni Kokiri operates, both Te Ao Maori and the public service, and the agility to adjust
the work programme.in response to changing organisational needs and priorities

e technical expertise‘in'developing and executing an evaluation and impact analysis framework in
partnership with\senior executives

e ability to engagé with internal teams and leaders, understand their operational context and
provide practical, implementable advice on changes required.

Principal‘Advisor

The Principal Advisor would support the Impact Analysis Manager with the prioritisation, work
allecation, professional development and quality assurance for the team. The Principal would be
expected to lead significant projects such as the development of the impact analysis approach,
strategy and work programme.

While the Principal would lead the work and contribute thought leadership, the work undertaken must
be collaborative and part of an iterative process with the Manager, Executive Team and senior
managers across the organisation. The Principal Advisor is likely to draw on external expertise in
strategic and impact analysis in a Te Ao Maori context.
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Senior Advisors and Advisors
2@ ]

I '<flecting the creation of a Principal Advisor position within the team and a
dedicated manager who contributes specific skills and expertise.
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Potential impact of proposals on
current roles

This section sets out the preliminary analysis of the impact on positions, if the change proposals
outlined above are approved.

The initial assessment of impact on positions in the Organisational Knowledge team are set out,in
Table 1 on the following page.

It should be noted that:

e this table is indicative only as the actual impact cannot be confirmed until the final'design and
position descriptions have been approved

e even if your current position shows as disestablished, you may still be'reassigned or appointed to
a position in the proposed structure through the staff transfer process applied after decisions are
made

e the assessments are based on job description content — not on the individual, or job titles.
This preliminary assessment is based on consideration of:

e job content — whether there is a position in the proposed*new structure that is the same or very
nearly the same. A position in the proposed structure-is considered to be different if it has some
significant additional, different, or reduced functions or accountabilities

e resourcing requirements — whether there(is a reduction in the number of roles required to perform
an existing function. For example, moving from 8 Senior Advisors to 5 Senior Advisors

Support for staff

Even though this is a proposal, €hange can be a challenging time for staff and the organisation will
provide support during this.time? Support will vary by individual needs, however this may include:
e access to Employee Assistance Programme (EAP)

e managing change and uncertainty workshops.

More informationywill be made available through the HR team or direct manager. The proposed staff
transfer process’is summarised on page 22.

The tablebelow shows the implications of proposals on current roles in the Organisational Knowledge
team.
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Table 1: Indicative impact on current positions in the Organisational Knowledge team

Role(s) FTE Proposal potential impact
Principal Advisor 1 No substantive changes under this proposal, but therelis a

proposed change in reporting line and/or minor changes+te’the
role.

Advisor 5 No substantive changes under this proposal, but there is a
proposed change in reperting line and/or minor changes to the
role.

Librarian 1 No substantive €hanges under this proposal, but there is a

proposed change/in reporting line to the Insights Manager.

Administrator 1 No substantive changes under this proposal, but there is a
propeSedichange in reporting line to the Business Manager in
the Office of the Deputy Chief Executive.
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Staff transfer process

At the publication of the final decision, affected staff will be notified of the impact on their position and
next steps.

Reconfirmation

Following decisions, where there are minor changes to a role, such as a title change, change.in
reporting line or some change to the functions and responsibilities of the role (assessed as not greater
than twenty percent), staff will be reconfirmed into the new role and notified of the change. This will
happen in parallel with notification to affected staff.

Reassignment

Following reconfirmation, affected staff unplaced are considered forfeassignment. Staff who are
unaffected or have been reconfirmed will not be considered.

Where there is a significant change in role, a change of teanmer.afeduction in role type, an
exploratory conversation will be held with each affected staffimember (and PSA delegate if
requested). These discussions will cover the nature of the impact and any specific circumstances for
each staff member. These discussions will be helddby'Human Resources and Capability, and may
include the Deputy Chief Executive.

The discussions are not intended as decision ‘'sessions. The purpose of these discussions is to
explore any questions individuals may have; understand any specific requests and seek any general
views on roles of interest. Individuals,may also wish to express an interest in voluntary redundancy
(this will be done on a no commitmentsbasis).

Following these discussions the Expression of Interest process will apply, where staff will be asked to
express their role preference, and include a self-assessment, for each role they are interested in.

Reassignment decisions.will\be made by the Deputy Chief Executive considering one or more of the
following factors:

e staff preference
e management preference
e review of‘available evaluative material, including performance reviews.

To maximise employment opportunities for permanent staff, management may deem a staff member
to.have expressed an interest in a role if they have elected not to. All reassignment decisions are
subject to review in line with the terms set out in the Collective Agreement.
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Redeployment

Where a staff member is not reassigned, management will work with them one-on-one in accordance
with the provision of their employment agreement, including identification of other opportunities within
Te Puni Kokiri or the wider Public Sector.

Fixed term staff

Fixed term staff will be considered for any roles that remain unfilled at the completion of reassignment.
Unfilled roles

At the completion of the reassignment process all unfilled roles will be the responsibility of the Deputy
Chief Executive and relevant leadership team to consider how and when to fill
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Te Puni Kokiri
Organisational Knowledge Team

Final decisions

29 Pipiri 2018
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Kei aku kaihoe e kokiritia nei to tatou waka o Te Puni Kokiri ki uta, nei ra te mihi
ki a koutou katoa.

A 2019 Cabinet Paper (referred to in this document as the Strategic Impact
paper) outlines the strategic direction we need to take for Te Puni Kokiri to be a
stronger system leader, improving Maori wellbeing, with greater influence and
impact.

| want us to be a credible, highly regarded Ministry that can sustain mana. To
achieve this, we need to keep a clear focus on the issues that mattermostto

Maori, prioritising work that will materially promote wellbeing anddevelopment.

And as | mentioned last week, part of the unique value Te Punj,KoKirircan add is
to bring a te ao Maori lens to this mahi. This means applyind strong Maori and
Treaty-based frameworks, and having strong cultural capability.

To deliver on the change required, our structure mustdefitfor purpose. This
consultation document outlines some changes | am’considering, to align our
roles and structure with our revised operating modelywhich you saw last week.

In doing so, my aim is to provide a foundation for the other shifts we need to
make as an organisation. The proposed structural realignment is only one
element of wider changes we are implementing to accept the challenge that
has been laid. Structure alone will not.get. us there, but it provides a solid base,
ensuring that roles and accountabilities ‘are clear, and that our people and
responsibilities are well-organisedytodeliver our mahi and enable us to work
together effectively.

Attachment 9

Beyond looking at the way we organise ourselves and our work, we will
also be looking at what we need to do to align our ways of working,
capabilities and behaviours to the direction outlined in the operating
model. At the same time, we are clarifying and strengthening our
governance and accountability arrangements. All these adjustments are
required for us to successfully achieve Cabinet’s expectations.

| want to be clear that no matter how we organise ourselves, we will
need to work more closely together across our teams and puni. Our
experience in the COVID-19 response phase showed us all what we can
achieve when we bring our skills and experience together to achieve a
common goal.

We need to maintain this momentum and approach as we go forward. |
am expecting that we will be exercising stronger collective leadership
across the Executive team and the SLT to ensure we are joined up on
cross-Ministry kaupapa.

| am seeking your feedback on this proposal before making any decisions
on the way forward. | value your views and ideas. No decision will be
made until you have all had the opportunity to provide feedback.

| look forward to understanding your views and ideas around how we can
best position Te Puni Kokiri to have the strategic impact the government
is looking for us to have.

NO reira e mihi ana ki a koutou e whakaaro nui mai ki ténei kaupapa a
tatou.

Dave Samuels, Toihautu
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This section sets out:

* An overview of the strategic context for change and the shifts we
need to make as an organisation to achieve the Government's
expectations of us and strengthen our strategic impact.

» A summary of how our functions are currently organised'nto puni.

» A summary of the proposals outlined in this document:
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Strategic context

............................................................................................................................................................................................................................

Kua takoto te manuka — the challenge has been laid

The Government has prioritised wellbeing outcomes for all New Zealanders,
including a stronger focus on lifting wellbeing outcomes for Maori, and
increasing the public sector’s responsiveness to Maori.

In 2019 the Minister for Maori Development identified a number of
expectations for Te Puni Kokiri to strengthen its strategic impact. The seven
expectations outlined in the Strategic Impact paper are:

1. Commencing a formal monitoring programme to monitor the
effectiveness of public sector agencies’ strategies, policies and services
in uplifting Maori wellbeing outcomes.

2. Leading policy advice on issues of specific importance to Maori.

3. Providing targeted inter-departmental advice on matters most likely,to
have a direct impact on wellbeing outcomes for whanau, hapda, iwitand
Maori.

4. Co-creating strategic advice on system levers and frameworks that will
lift the quality of the wider sector system performange for Maori.

5. Brokering opportunities with whanau, hapu, iwi and\Maori through our
regional footprint in areas that are specific priorities/for government and
providing core hub support for government agencies.

6. Investing in innovative initiatives that build the capacity and readiness of
whanau and Maori communities todchieve their aspirations leading to
intergenerational transformations

7. Considering the impact of existing specialist advice and services and
providing advice on the feasibility of transferring them to the appropriate
agencies.

How we are rising to\this challenge

Achieving these strategic directions is about what we do and how we do it.
There are several'strands to this, including work beyond the proposals
outlined in this'decument:

*  Wethave refreshed our organisational purpose and strategic direction
for Te*Puni Kokiri. The Senior Leadership Team collectively designed the
shifts we need to make and what success will look like. This direction
provided a guide for development of the operating model.

»  We have refreshed our operating model. To deliver on the
Government'’s expectations we need to shift the way we work, our
focus and the mix of capabilities in some areas. The operating model
has been developed collaboratively with managers and staff primarily
responsible for the areas where we need to focus our efforts to meet
the Government’s expectations. It has informed our understanding of
the shifts we need to make overall and in particular areas of our work,
and the building blocks we need to put in place to achieve them.

*  We are implementing clearer and more robust governance and
leadership arrangements. At the same time as developing the operating
model, we have been looking closely at how we need to adapt our
governance arrangements, including being clear about the roles of the
Executive Team, Senior Leadership Team and other governance and
decision-making forums that sit outside our formal structure.

* We are considering the findings of the PIF review, including the need
for effective and inspirational governance and leadership, a clear and
compelling strategy, a re-aligned operating model, and a strengthened
organisational culture.

These elements have provided the backdrop for the proposals in this
document; the way we organise ourselves needs to support the work we
do, and the ways we work.
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Policy Partnerships New Strategy, Gevernance & Public Sector Performance puni
1. Create two new Policy Director positions, each with strategic 1. Cre_ate a néw Strategy, Governance & Public Sector_Per_formance puni,
influence and leadership responsibilities and oversight of three which would+lead a strengthened approach to organisational strategy,

support.governance requirements, and lead Te Puni Kokiri's approach to

policy teams. X L
external agency and public sector performance monitoring.

2. Create an additional policy team, with the focus of this team to be

determined (based on reallocating some projects and staff from 2. \Move the Statutory Entity Monitoring team and functions into the
current teams). Strategy, Governance & Public Sector Performance puni, and extend the
responsibilities of this team to include all nominations and appointments

3. Move responsibility for operational policy functions* into the Policy functions Te Puni Kakiri is responsible for

Partnerships puni. Create a new team in the Policy Partnerships

puni focusing on operational policy and implementation support. 3. Move the public sectoring monitoring functions and team (Monitoring

* the current Operational Policy and Design team would become the Stat(_e Sector Effectiveness) intq the proposed Strategy, Governance &
Investment Support team and stay in the Regional Partnerships and Public Sector Performance puni.

Operations puni, focusing on fund management.
Insights functions

1. Move the Impact, Analysis and Evaluation team and functions into
the Policy Partnerships puni.

2. Create a new Insights Director position in the Policy Partnerships
puni, with accountability for research, evaluation,/data and analytics.
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Regional Partnerships & Operations puni 5. Create three new.Pertfolio Manager positions, with responsibility for
managing sub-pertfelios of funds, grouped by kaupapa (eg housing,
Regional strategy and engagement functions business growth). These roles would report to the Director, Investment.
1. Change the title of the Regional Manager role to Regional Director. 6. Create InveStment Advisor positions to be co-located in each region,

N _ _ reportinig=hto the Funds Management team.
2. Create new Manager positions in each region, to address spans of control

in relation to people management, and support Regional Directors to Organisational Support puni
manage senior level stakeholder relationships across their regions.
1.5\, Change the model for delivery of Ministerial services to a more

3. Create new Principal Advisor positions in regions, to provide greater centralised model, with an expanded central team in Organisational

opportunities for career progression and reflect seniority.

Support.
Operations functions 2. Create a new Team Leader position for planning and reporting functions
4. Create a new Operations Directorate, responsible for DCE support, in the Finance team.
operations and programme-related functions. This directorate would e
led by a proposed new Director, Operations position. DCE offices

Each DCE would have a small office of support functions. The roles in these

Investment functions offices would be aligned with a common model across Te Puni Kokiri.

5. Create an Investment Directorate, responsible for centralised investment
functions, and led by a proposed new Director, Investmentftole.

6. Make some changes to titles, accountabilities, and.some reporting lines
of teams with responsibility for particular investmeéent functions, reporting
to the proposed Director, Investment — and each.ded by a Manager and
including staff from the previous Investméntipuni:

* Investment Portfolio and Planning
* Investment Support

*  Funds Management
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Proposals described in this section relate to the following functions:

Leadership and management of the Policy\Partnerships puni
Policy

Operational policy

Insights and research

Evaluation

Attachment 9
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Proposals

1. Evaluation and insights. Move the Impact, Analysis and Evaluation team and
functions into the Policy Partnerships puni.

2. Director positions

a) Create two new Policy Director positions, each with oversight of three
policy teams, and strategic influence and leadership responsibilities.

b) Create a new Insights Director position, with responsibility for
research, evaluation, data, and analytics.

3. Number of policy teams. Create an additional policy team, with the focus<f
this team to be determined (based on reallocating some projects and staff
from current teams).

4, Increased flexibility - put in place non-structural mechanisms to€nsure staff
and managers can be deployed flexibly across the work of the punis

5. Operational policy - move responsibility for operational policy,functions (but
not the current Operational Policy and Design team) into'the Policy
Partnerships puni. Create a new team focusing on_@perational policy and
implementation support. The current OP&D teapwould remained focused
on investment support functions in the RegionahPartnerships & Operations
puni, and would be renamed Investment Support,

6. Whanau Ora policy — clarify that accountability for development of policy and
advice to the Minister for Whanau Ora sits with the Policy Partnerships DCE.
This will ensure that accountabilities’and relationships for core policy advice
are not fragmented across Te Puni, Kokiri.
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What the proposals would mean and rationale for change

1. Impact, Evaluation & Analysis team and functions

Proposal

It is proposed to move the Impact, Evaluation & Analysis team and
functions into the Policy Partnerships puni, from its current location in the
Investment puni.

What this would mean
The Impact, Evaluation & Analysis team currently:

* commissions evaluation of investments, which are mostly contracted
out to independent Maori evaluators for the delivery of the evaluation
itself

» produces analysis and insights in relation to investments — eg fact&heets
on investments for the public, Ministers, agencies and Te Puni Kakiri.

The functions and team would be combined with the researchiand insights
functions currently in the Policy Partnerships puni, to creaté,two teams —
one with a focus on evaluation; the other with a focus,0n data, analytics and
research.

The teams would work closely together to support.each other on specific
projects.

Rationale for. proposed change

The evaluation functions were moved to the new Investment puni when it
was‘established in 2016, to focus on understanding the impact and
beneéfits of TPK's various investment streams.

This focus remains important, but with the creation of the new Regional

Partnerships and Operations puni it is desirable to create some structural
separation between the delivery of funding (in RP&QO) and the evaluation
of these investments.

There is also potential for stronger synergies in relation to production of
insights and fact sheets about investment by combining these functions
with wider insights and analytics functions.
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What the proposals would mean and rationale for change

............................................................................................................................................................................................................................

2. New Director positions

Proposal Rationale for.proposed change

The proposal aims to increase senior level strategic capability and focus.
. . N . . This is important at a time when TPK is seeking to become more influential
1. Create two new Policy Director positions, each with oversight of three externally,"and more strategically focused in its work programme.

policy teams, and strategic influence and leadership responsibilities.

It is proposed to:

_ _ N _ o M ‘addition, the inclusion of director roles in the structure would:
2. Create a new Insights Director position, with responsibility for research,
evaluation, insights and analytics. ¢ create a stronger career path and opportunities for development of
policy, monitoring and insights professionals within TPK

What this would mean
* reduce/limit the number of direct reports to the DCE, which would

The proposed Director roles would: otherwise be quite large.

* have a more dedicated strategic focus than the Manager roles”~\eading
specific strategic policy projects and holding different strategic policy
‘portfolios’ allocated by the DCE, including system level infldencing
activities with key stakeholders

» provide a link between the strategically-focused DEEwole and the more
delivery-focused Managers

* Provide peer review, quality assurance and professional development
support and capability building.



3. Number of policy teams

Proposal

It is proposed to create an additional policy team.

What this would mean

An additional Policy Manager position would be created, with a team of
analysts at different levels. The kaupapa focus of this team would be
decided by the DCE Policy Partnerships, as part of a collaborative
process involving the Policy Partnerships leadership team. It would
involve redistributing some existing project and kaupapa domain
responsibilities, and staff, across policy teams with a re-allocation
process to be run as part of implementation if the proposals proceed.

Rationale for proposed change

The proposal would reduce the spans of control for Policy Mahagers to
around 8-9 direct reports, and provide additional career opportunities for
policy staff (with a new Manager position).

Attachment 9

What the proposals would mean and rationale for change

4. Ensuring flexikility

Non-structural méchanisms would be put in place to ensure staff and
managers can‘eldeployed flexibly across the work of the Policy
Partnerships‘puni. These include:

1.

Anhual consideration of the allocation of kaupapa domain portfolios
across policy teams, to ensure the way work is clustered reflects the
strategy and priorities for policy.

Periodic movement of managers across teams and kaupapa portfolios,
to provide ‘fresh eyes’ and development opportunities.

More movement of policy staff across teams over time to support
broader development of knowledge and policy skills and experience.

The use of project teams that span policy teams or even puni — to bring
in people with the best knowledge and experience, and to support
development opportunities.

This will be supported by clear prioritisation and planning across the puni,
and by a visible work programme for policy mahi.
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5. Operational policy

Proposal

It is proposed to move responsibility for operational policy and
implementation functions (but not the current team in the Investment puni)
into the Policy Partnerships puni.

What this would mean

The Operational Policy and Design team is currently located in the
Investment puni. In practice, most of the team’s time and effort is spent
on various aspects of investment fund management and support.

This team would continue to focus on fund support activities, and would/be
renamed as an Investment Support team in the Regional Partnerships ‘and
Operations puni. This is described in Section 4 of this document.

Primary responsibility for translating policy and legislation into eperational
reality would sit with the Policy Partnerships puni.

The Policy Partnerships puni would deliver on its operationalp0licy
requirements by maintaining a small operational policy,capability/team as
part of the puni, with the ability to contract in additionaleperational policy
capability for a specific project as required.

The team composition would be:
* One Manager

* One Principal Analyst

* One Senior Analyst

* Two Analysts.
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What the proposals would mean and rationale for change

...............................................................................................................

This team would be.responsible for providing operational policy and service
design suppoft 6n policy projects — ensuring effective end-to-end
implementation of the policy intent. This includes:

 facilitating the co-design of policy solutions
+ _leading policy implementation (including detailed design)

<" |eading design, configuration, testing and deployment of services arising
from policy.

The team would work closely with policy teams, and would also support
programmes being managed from the proposed Operations Directorate in
the Regional Partnerships and Operations puni.

Rationale for proposed change

The proposal would shift this responsibility to be more strongly aligned with
the policy functions. Close integration of policy design and implementation
with wider policy development functions would support:

» application of practical design and implementation thinking from the
beginning of the policy process

» policy intent being well understood throughout the implementation
process

» clearer accountability and responsibilities for policy implementation. At
the moment these are unclear and ‘operational policy’ is carried out in
multiple parts of Te Puni Kokiri. The current Operational Policy and
Design team is primarily involved in fund management, which needs to
continue.
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Proposals described in this section relate to Te PuniKokiri's:
« Strategy and performance functions

» Public sector effectiveness monitoringdunctions

« Statutory entity monitoring functions
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Proposals

New Strategy, Governance & Public Sector Performance
puni

1. Create a new Strategy, Governance & Public Sector Performance
puni, which would lead a strengthened approach to organisational
strategy, support governance requirements, and lead Te Puni Kokiri's
approach to external agency and public sector performance
monitoring and support.

2. Create a new Strategy and Performance team within the Strategy,
Governance & Public Sector Performance puni, responsible for a
range of organisational strategy, performance insights, and
governance support functions. Move the vacant Principal Advisor
Performance position (currently in OS) into this team.

3. Move the Statutory Entity Monitoring team and functions intesthe
Strategy, Governance & Public Sector Performance puni, and/extend
the responsibilities of this team to include all nominationsénd
appointments functions Te Puni Kokiri is responsible for.

4. Move the public sectoring monitoring functions andteam (Monitoring
State Sector Effectiveness) into the proposed Strategy, Governance
& Public Sector Performance puni, and remame the team to be Public
Sector Performance.
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What the proposals would mean and rationale for change

1. New Strategy, Governance & Public Sector Performance puni

Proposal Rationale for proposed change

It is proposed to create a new Strategy, Governance & Public Sector The proposal to,Create a new puni is intended to:

Performance puni, with accountability for the following functions: _ _ _ _ _
» deliver stronger, more dedicated attention to strategic functions at a

* Organisational strategy, planning, and performance time“when Te Puni Kokiri is seeking to become more proactive and

* Governance support foetsed in its mahi, and placing more attention on its governance.

» Public sector monitoring

» Statutory entity monitoring s..provide a strong hub within Te Puni Kokiri for a strengthened external

monitoring role, which is one of Cabinet’s key expectations.
The purpose of this puni would be to provide strategic direction, and
monitor organisational and public sector performance (TPK and externally)

What this would mean

This proposal would mean moving the following functions, teams/and
roles into the new Strategy, Governance & Public Sector Performance
puni:

* Monitoring State Sector Effectiveness (from Inyestineht) —
renamed Public Sector Performance

» Statutory Entity Monitoring (from Investment).
» Chief Advisor (currently reporting to Chief Executive)
A new team would be created to supporterganisational strategy and

performance, including a vacant Principal®Advisor position from
Organisational Support.
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What the proposals would mean and rationale for change

2. Statutory entity monitoring and appointments functions

Proposal

It is proposed to:

* move the Statutory Entity Monitoring team and functions into the
Strategy, Governance & Public Sector Performance puni from their
current location in the Investment puni

» extend the scope of the Statutory Entity Monitoring team’s role to
include all nominations and appointments that Te Puni Kokiri is
responsible for.

What this would mean

The Statutory Entity Monitoring manager and team would report/to the
proposed new DCE Strategy, Governance & Public Sector Performance .
Responsibility and roles involved in nominations and appointments

functions would be consolidated into the Statutory EntityéMonitoring team.

Current responsibilities are spread across various roleg andteams as
follows:

» Statutory Entity Monitoring - appointments fer monitored entities

»  Policy Partnerships - appointments for,Maon Land Court judges,
Waitangi Tribunal members; responds to réquests from other agencies
for nominations

» Legal team - Maori Trust Boards,under the Maori Trust Boards Act 1955,

Maori Soldiers Trust, the Blédisloe Park Board.

A vacant Principal Advisopposition would be moved into the Statutory
Entity Monitoring team«te support this

Rationale forfproposed change

Bringing alhneminations and appointments processes and responsibilities
into the same team would create a single point of accountability across
the nomihations system, tools and processes.

It would also create a single centre of expertise for nominations and
appointments, which would be more efficient, joined up and consistent
than the current fragmented arrangements.

Moving the Statutory Entity Monitoring functions and team to the
proposed Strategy, Governance & Public Sector Performance puni would
create a stronger focus on external monitoring, alongside the public
sector effectiveness monitoring functions. The Statutory Entity
Monitoring team has little connection in practice with other functions in
the Investment puni.

Consideration was given to moving the statutory entity monitoring
functions to Policy Partnerships, because of the relationship with policy
functions and the need to understand the policy context to carry out
monitoring effectively. However, on balance the creation of a single hub
for external monitoring is preferred. Many functions will need to work
across puni, so these functions will need to maintain a strong connection
to the policy context.
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What the proposals would mean and rationale for change

3. Public sector effectiveness

Proposal

It is proposed to move the functions and team responsible for public
sector monitoring (the Monitoring State Sector Effectiveness team) to
the proposed Strategy, Governance & Monitoring puni.

The team and manager position would be renamed to become 'Public
Sector Performance’.

Rationale for proposed change

This function is a significant component of Te Puni Kokiri’s future
direction and public sector leadership role, as outlined by the
Government in the Strategic Impact paper.

There is no strong connection between the public sector monitoring
functions and their current location in the Investment puni.

Moving these functions to the proposed Strategy, Governancé &
Public Sector Performance puni would:

» support a perception of more independence from, Te Puni Kokiri's
policy and operations

» support the external influence that monitoring functions need to have
- through the Executive Team, the CE,"and with Ministers

* support a stronger connection between lessons learned from
external reviews, and Te PuniKoKiri's strategy and prioritisation

» create a single external monitoring hub within one puni.
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Proposals described in this section relate to Te PuniKokiri’s regional, operations and
investment functions.
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Proposals

............................................................................................................................................................................................................................

Regional strategy and engagement functions

1.
2.

3.

Re-title Regional Manager role as ‘Regional Director’.

Create new Manager positions in each region, to manage spans of
control in relation to people management, and support Regional
Directors to manage senior level stakeholder relationships.

Create new Principal Advisor positions in regions.

Operations functions

Create a new Operations Directorate, responsible for DCE support,
operations and programme-related functions, and led by a proposed new
Director, Operations position.

Attachment 9

Investment functions

1.

Create a neywnlnvestment Directorate, responsible for centralised
investment functions, and led by a proposed new Director,
Investment position.

Make“some changes to titles, accountabilities, and some reporting
lines of investment teams, reporting to the proposed Director,
Investment — and each led by a Manager and including staff from the
previous Investment puni:

* Investment Portfolio and Planning
* Investment Support
* Funds Management

Create three new Portfolio Manager positions, with responsibility for
managing sub-portfolios of funds, grouped by kaupapa (eg housing,
business growth). These roles would report to the Director,
Investment.

Create Investment Advisor positions to be co-located in each region,
reporting into the proposed Funds Management team.

Moving the contracts management roles from Investment Planning
and Performance into the Funds Management under a new team
lead role
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Regional strategy and engagement functions

Proposal
It is proposed to:

1. Change the title of the Regional Manager positions to ‘Regional
Director’.

2. Create new Manager position in each region to manage spans of
control for leaders in relation to people management, and support
Regional Directors to manage senior stakeholder relationships in the
regions.

3. Create new Principal Advisor positions in the regions.

What this would mean

The impact these proposals would have on structure and roles in€ach
region is illustrated in more detail on the following pages.

Each region would have a slightly different configuration of management
and support roles, depending on size and other characteristics.

To accommodate the proposed new Manager and Pringipal Advisor
positions, the number of Senior Advisor positionswwould be reduced

Attachment 9

What the proposals would mean and rationale for change

Rationale for proposed change
The expected benefits of these proposals are:

* Manageryositions (a model currently being piloted in some
regions — as Team Leaders) would address the current problems
experienced by Regional Managers around numbers of direct
reports.

« Manager positions would also help Regional Directors manage
stakeholder relationships in a geographically dispersed region. In
particular this would enable a senior level role to be present at key
hui, with the authority to make decisions.

» Creating a Principal Advisor role would provide additional career
pathway options for staff in regions, and supportive effective
engagement with external stakeholders in regions. These roles
would also provide strong thought leadership and personal
leadership in their region.
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slightly. Where possible this would use vacant'positions, but this proposal
may impact on Senior Advisors in some regions. Under the proposed staff
transfer process we would look to appoint impacted staff to the new
positions where appropriate. If affected staff were not appointed to these
new positions and there were no othef suitable redeployment
opportunities, these staff wouldsemain in their current positions, with a
decrease in team size to be manéaged by attrition over time.
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What the proposals would mean and rationale for change

............................................................................................................................................................................................................................

Operations functions

Proposal

It is proposed to create a new Operations Directorate, responsible for DCE
support, operations and programme-related functions, and led by a
proposed new Director, Operations role.

What this would mean

Several teams and programmes of work would be moved into this new
directorate:

» Office of the DCE, RP&OQ. The business support roles for the DCE
would be located in this directorate — an Executive Assistant, and@
Business Manager would report to the Operations Director. The
Operations Director would also provide puni-level managemeént support
to the DCE on specific issues when required.

» Maori Wardens project. This includes an ongoing prografome of policy
work relating to Maori Wardens (supported by thepalicy/puni), as well
as operational coordination of the relationship with,wardens at a regional
level.

*  Whenua programme. This programme is nearing completion and would
transition into business as usual over time, potentially with permanent
resource remaining in the Operations DirgCtorate.

*  Whanau Ora and Paiheretia. Thésefunctions and teams would move
into the new directorate. Policy ' work for these functions would become
the responsibility of the Palicy Rartnerships and Insights puni.

» Marae Ora programme. ‘Supporting the physical and cultural
revitalisation of marae{as centres of Maori identity and matauranga.

The Operations'Bifectorate would play a key role in the transition of
programmes‘and services out of Te Puni Kokiri, as appropriate —
managingthe ‘standing up’ and implementation phases, and
supporting the transfer and/or closing down of programmes. The
priorities and direction for transferring programmes out of Te Puni
Kakiri would be determined by the Executive team on advice from the
Strategy & Performance team.

Rationale for proposed change

This proposal would create a single point of oversight and expertise
for centralised operational activities and programmes of work.

The directorate would serve as Te Puni Kokiri's centre of expertise for
standing up, running and transitioning operational programmes.
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Investment functions

Proposals

3. Create three new Portfolio Manager positions, with responsibility for
managing sub-portfolios of funds, grouped by kaupapa (eg housing,
business growth). These positions would report to the Director,
Investment.

What this would mean

Each kaupapa portfolio would have a portfolio manager assigned. This
may cover one or several funds relating to that kaupapa. One portfolio
manager may cover several portfolios. The portfolio manager focuses on
ensuring investment is aligned with the outcomes, and drives monitoring
of investment performance, including:

* Ensuring funds are targeted to areas of high impact, aligned to
strategy and outcomes.

* Ensuring consistent use of funds nationally.

* Supporting regions to apply funding in line with strategy;/objective
assessment support.

* Linking with product owners for similar products imother agencies.
* Responsible for several funds (e.g. with a common/similar outcome).

* Advises portfolio team on ways to optimise fuhnds and when changes
to strategy are needed.

Rationale for proposed change

The creation of a Portfolio Managder fole would ensure clear
accountability for a focus on impactand performance in relation to the
key kaupapa in Te Puni Kokiri's,overall investment strategy and
portfolio.

Attachment 9

What the proposals would mean and rationale for change

............................................................................................................................................................................................................................

Proposals

4. Create InveStment Advisor positions to be co-located in each
regiong=reporting into the Funds Management team.

5. Moving the contracts management roles from Investment
Planning and Performance into the Funds Management under a
new team lead role

What this would mean

Regionally located Investment Advisors would support regional
decision-making, but with a reporting line into the national team. They
would:

* Support a region to advise applicants and make decisions aligned to
portfolio strategy and regional plan, across all investment products.

¢ Build regional capability in investment.

* Form a national network of investment advisors to support
consistency in investment approaches nationally, while recognising
differences in each regional investment plan.

Rationale for proposed change

The intent of this proposal is to provide more dedicated, specialist
advice on investment to support regional decision-making, while
creating a network of similar roles nationally to strengthen
consistent investment practice across regions.

Moving the contract management roles into the Funds
Management team provides a connection between fund
management and associated contract management.
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Organisational Support puni DCE support
Ministerial services Each DCE wouldthave a small office of support functions. The roles in
. , . , these offices\would be aligned with a common model across Te Puni
It is proposed to change the model for delivery of Ministerial services to a Kokiri,

more centralised model, with an expanded central team (in the
Organisational Support puni), including adding a Senior Advisor position.

Finance team

It is proposed to create a new team leader position in the Finance team
to manage planning and reporting functions. This is required to manage
the span of control for the CFO.

Programme Lead role in DCE's office

It is proposed to move the Programme Lead position in the DCE's 6ffice
to report to the Manager, Human Resources — to align with theroposed
DCE support arrangements, and reduce spans of control for the BCE.
The Programme Lead works on a range of organisational development
projects, including health and safety, and so is aligned with. some of the
HR team’s work.

The Planning and Reporting team in Organisational Stipport will need to
work closely with the Strategy and Performance team in the
development of accountability documents,
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Ministerial services

Proposal

It is proposed to change the model for delivery of Ministerial services to a
more centralised model, with an expanded central team (in the
Organisational Support puni).

What this would mean
The current model for Ministerial services is largely distributed.

In this model, a small central function in the OS puni is the hub for
Ministerial correspondence and other public-facing requests (eg OlAs),
ensuring that requests are managed in a timely way, that they are
allocated to the appropriate part of Te Puni Kokiri for a response, and
providing quality assurance.

In practice, the Policy Partnerships puni is currently tasked with
developing many of the responses (around as many as all otherpuni
combined).

The proposed model would involve a more centralised‘approach.
More/most correspondence and requests would beshandled directly by a
small Ministerial Services team (slightly increased in size from the current
team), including the development of responses. Subject matter experts
from other puni would be consulted or involvedionly where required,
rather than by default.

The function/team would be staffed with/a combination of permanent
roles, and staff (eg policy analysts orsstaff new to Te Puni Kokiri) who
could be rotated in and out of thig’function.

A new Senior Advisor position'would be added to this team.
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What the proposals would mean and rationale for change

Rationale forproposed change

Moving to. &meore centralised model would support:

* amore consistent approach and timeliness of responses across Te Puni
Kokiri

*~ DPetter economies of scale and scope in the preparation of responses, eg

through precedents, standardisation of common content, and
repeatability

» better focus of other puni on mahi (such as delivering on policy priorities)
that will make a bigger impact for Maori.
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What the proposals would mean and rationale for change

............................................................................................................................................................................................................................

DCE support

Proposals

Each DCE would have a small office of support functions. The roles in these
offices would be aligned with a common model across Te Puni Kokiri.

What this would mean
All DCE offices would be realigned with a proposed new model that has
two positions in it:

» Business Manager - supports puni planning, budgeting, reporting,
capability development, improvement projects, and working with, e
Puni Kokiri's corporate functions on corporate requirements

» Executive Assistant - provides EA support to the DCE.

Rationale for proposed change

The intent is to set up a common model for DCEsupport, to manage
business support and a small level of advisory functions. In general,
DCE's would rely on leaders in their puni formore substantive
support and delegation of tasks.



This section outlines proposed new
positions and the potential impacts of
change on individual positions, if the
proposals were implemented as set out
in this document. It also includes a
description of proposed new roles.

Attachment 9
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Role summaries for proposed new roles

............................................................................................................................................................................................................................

Strategy, Governance & Public Sector Performance

DCE Strategy, Governance &
Public Sector Performance

Purpose of role

Lead a puni responsible for providing
strategic and governance support to the
Chief Executive and leadership team, and
delivering Te Puni Kokiri's external
monitoring functions and responsibilities.

Key accountabilities

Lead and manage a team of managers to
deliver the following functions:

Designing and managing integrated
strategy, planning and performance
system for Te Puni Kokiri, including
managing the Budget initiatives
strategy and prioritisation process

Providing strategic decision and
governance support to the CE and
Executive team

monitoring organisational performance
and using performance insights to
influence strategy and planning

Development of strategy and
accountability products, including Te
Puni Kokiri's organisational strategy
(with support from planning and
performance in Finance)

Statutory entity monitoring
Public sector performance monitoring

Manager, Strategy &
Performance

Purpose of role

Lead a team responsible for providing
strategic decision support to the Chief
Executive and leadership team on
strategy, planning, and performance
monitoring.

Key accountabilities

Lead and manage a team to deliverthe
following functions:

* Designing and managing/integrated
strategy, planning ahdyerformance
system for Te Punj Kokiri, including
managing the/Budget initiatives
strategy and.ptiofitisation process

» Providing,strategic decision support
to the EE"and Executive team

* Monitoring organisational
performance and using performance
msights to influence strategy and
planning

* Development of strategy and
accountability products, including Te
Puni Kokiri's organisational strategy
(with support from planning and
performance in Finance)

Strategy & Perfermance -
Principal, Senier and Advisor roles

Purpose of roles

Provide 'strategic decision support to the
Chief\Exécutive and leadership team on
§trategy, planning, and performance
menitoring.

Key accountabilities

Lead and support key strategy projects
and delivery of the following functions:

Designing and managing integrated
strategy, planning and performance
system for Te Puni Kokiri, including
managing the Budget initiatives
strategy and prioritisation process

Providing strategic decision support to
the CE and Executive team

Monitoring organisational performance
and using performance insights to
influence strategy and planning

Development of strategy and
accountability products, including Te
Puni Kokiri's organisational strategy
(with support from planning and
performance in Finance)
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Principal Analyst, Performance

Purpose of role

Provide data and analytics support for
organisational strategy, planning, and
performance monitoring.

Key accountabilities

Use data and analytics skills and tools to:

Develop performance information, and
provide insights and advice to drive Te
Puni Kokiri performance improvement
and adjustments to strategy

Develop performance dashboards and
other monitoring products to support
the CE and Executive team, working
with Insights and Finance teams

Support organisation level prioritisation
Support monitoring of key programmes
Support business case analysis

Support Te Puni Kokiri's input into
government Budget processes



Role summaries for proposed new roles

............................................................................................................................................................................................................................

Policy Partnerships

Director, Policy

Purpose of role

Provide strategic leadership and management of a
portfolio of policy teams, projects and policy kaupapa.

Key accountabilities

Manage Policy Managers

Lead specific strategic policy projects and hold
different strategic policy ‘portfolios’ allocated by the
DCE

Support the DCE on system-level influence and
engagement with stakeholders

Provide peer review, quality assurance and
professional development support and capability
building

Contribute to strategic leadership of the Policy
Partnerships puni as a member of the puni leadership
team

Together with the Policy Partnerships DCE, other
Policy Directors and Managers, support‘management
of the puni. This includes planning and“prioritising
policy work across the Policy Partherships puni,
monitoring workflow and epsuring effective utilisation
of staff across teams.

Director, Insights

Purpose of role

Provide strategic leadership and management of Te
Puni Kokiri's research, evaluation_ and‘insights
functions, and oversee delivery af insights services
across Te Puni Kokiri.

Key accountabilities

Manage Manéagersvof Evaluation and Insights &
Research teams

SupportyDEEs and teams across Te Puni Kokiri to
effectively commission and use a variety of insights

tools and productions

Provide peer review, quality assurance and
professional development support and capability
building

Contribute to strategic leadership of the Policy
Partnerships puni as a member of the puni
leadership team

Together with the Policy Partnerships DCE,
Evaluation and Insights & Research Managers,

support planning and prioritising of insights work,

monitoring workflow and ensuring effective
utilisation of staff across teams.
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Manager, Operational Policy

Purpose of role

Manage a team responsible for providing
operational policy and service design support on
policy projects to ensure effective end-to-end
design and implementation.

Key accountabilities
Manage a team of staff with responsibility for:

» Facilitating the co-design and testing of policy
solutions

* Analysing and advising on policy feasibility and
high level impact on users, business processes
and systems, so policy options and advice are
well considered Leading policy implementation,
including detailed design

» Supporting design, configuration, testing and
deployment of new or changed operations and
services.

* Designing and managing approaches to
monitoring effectiveness of implementation in
real-time and making adjustments.

* Leading post-implementation reviews.
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Role summaries for proposed new roles

Policy Partnerships

Operational Policy — Principal Analyst, Senior
Analyst, and Analyst roles

Purpose of roles

Responsible for providing operational policy and service
design support on policy projects to ensure effective
end-to-end design and implementation.

Key accountabilities

» Facilitating the co-design and testing of policy
solutions

* Analysing and advising on policy feasibility and high
level impact on users, business processes and
systems, so policy options and advice are well
considered Leading policy implementation, including
detailed design

» Supporting design, configuration, testing and
deployment of new or changed operations and
services.

* Designing and managing approaches to monitoring
effectiveness of implementation in geal-time and
making adjustments.

* Leading post-implementationwreviews.



Role summaries for proposed new roles

Regional Partnerships and Operations

Director Operations

Purpose of role

Provide strategic leadership to the delivery of
operational programmes and DCE support.

Key accountabilities

Overseeing the delivery of programmes assigned to
the directorate by the DCE Regional Partnerships &
Operations, currently:

Maori Wardens Project — building relationships
with local agencies and community groups in order
to promote the services provided by Maori
Wardens

Whenua — supporting Maori landowners to explore
different uses of land and ways to boost its
productivity

Whanau Ora — putting whanau and families in
control of the services they need to work together.
Build on their strengths and achieve their
aspirations

Paiheretia — drawing on the WhanauQravapproach
to improving outcomes for Maori@and-their whanau
engaged in the Corrections system

Marae Ora — Supporting the physical and cultural
revitalisation of marae, as gentres of Maori identity
and matauranga

Providing line management support to the Office of
the DCE Regional Partnerships and Operations.

Director Investments

Purpose of role

Provide strategic leadership an@*maragement
across Te Puni Kokiri's investment portfolio and
funds management.

Key accountabilities

Strategic leadership,of the teams responsible for:

+ Translating Te"Puni Kokiri's strategy into
investment priorities

* Ensuring the overall mix and size of
investments/ funds achieves the strategy
«{_Monitoring and reporting on overall portfolio
performance

¢ Designing the investment delivery processes
with a focus on the experience of the end
users

» Overseeing the effective use and
administration of national and regional funds.
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Regional Investments Advisor

Purpose of role

Provide support to regional teams to manage the
integrity of regional funding activities. Co-located
in regions, but report to central fund
management team.

Key accountabilities

* Ensuring the integrity and coherence of funds
management regionally from the perspective
of investment products, outcomes and
regional needs

* Support a region to advise applicants and
make decisions aligned to portfolio strategy
and regional plan, across all investment
products.

* Build regional capability on investment.

* Form a national network of investment
advisors to support consistency.



Role summaries for proposed new roles

Regional Partnerships and Operations

Portfolio Manager

Purpose of role

Monitoring individual portfolio/s and fund performance
and ensuring alignment with strategy.

Key accountabilities

* Ensuring funds are targeted to areas of high impact,
aligned to strategy and outcomes.

* Ensuring consistent use of funds nationally.

¢ Supporting regions to apply funding in line with
strategy; objective assessment support.

* Linking with product owners for similar products in
other agencies.

* Responsible for several funds (e.g. with a
common/similar outcome).

* Advises portfolio team on ways to optimise funds
and when changes to strategy are needed.

¢ Connecting virtual cross functional (policy,
investment and regional) teams across kaupapa to
ensure shared objectives and understanding of
priorities and impacts

Manager, Regions

Purpose of role

Provide people leadership to,teams responsible for
supporting iwi, hapd and whanau engagement and
implementation of regiohal-plans.

Key accountabilities
Managing kaimahi in the regions responsible for:

» Brokerihgrengagement and co-design of solutions
between ‘dovernment agencies, non government
organisations and iwi, hapld and whanau

+~Gathering community level intelligence on needs,
iISsues and opportunities

¢ Administering regionally-applied funds.

Supporting Regional Directors to:

» develop region specific strategies to improve Maori
wellbeing and support development in line with
whanau aspirations

* manage stakeholder relationships including being
present at key hui, with the delegated authority to
make decisions.
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Principal Advisor, Regions

Purpose of role

Provide thought leadership across priority kaupapa
in regions and support effective engagement with
external stakeholders.

Key accountabilities:

* Provide expert technical advice to management,
colleagues, other government agencies, private
industry, Maori and the wider public regarding
achieving Maori wellbeing and engagement with
Maori in regions

* Lead Ministry engagement with other
government agencies and external stakeholders.
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Role summaries for proposed new roles

Regional Partnerships and Operations

Team Leader, Contracts Team Leader, Funds Management

Purpose of role

Providing team leadership ofthe.Funds
management team.

Purpose of role

Providing team leadership of the Contracts
management team.

Key accountabilities

Supporting the Funds Management Manager to
manage the team responsible for:

* Promotifg effective use of existing funds.

* Managing funding delivery processes at national

and regional level (e.g. application rounds,
deecision making processes).

Key accountabilities

Supporting the Funds Management Manager to
manage the team responsible for:

* Contract development and management.

* Managing funding accountability
requirements.

o/ Developing and reviewing fund administration
policies and guidance (e.g. for regional decision-
makers and advisors).

* Supporting and processing funding applications
(includes national and regional accountabilities).
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Role summaries for proposed new roles

Organisational Support

Team Leader, Planning & Reporting

Purpose of role

Providing team leadership of planning and reporting functions in the Finance
group.

Key accountabilities

Managing the team responsible for supporting Te Puni Kokiri's external
accountability requirements, including:

» supporting the Strategy & Performance team with development of Te Puni
Kokiri’s strategic documents, planning and performance mechanisms

* managing the Ministry’s external reporting, including quarterly reporting and
the annual report to Parliament

» developing Te Puni Kokiri's strategic planning and accountability frameworks
and documents, such as the Four Year Plan and Strategic Intertions, in
collaboration with the Strategy & Performance team

» oversight and preparation of the Te Puni Kokiri Output'Rlan for sign-off
between the Minister and the Chief Executive

+ assisting with the development of the Estimates ofyAppropriations and
output class information

* ensuring accountability (including legislatiVe and Treasury) timelines are
adhered to

» providing backup on the oversight ef.the/Estimates and any financial
reviews, including co-ordinating/sheTe Puni Kokiri responses to written
guestions to the Finance and Expenditure Committee, and the Maori Affairs
Select Committee.



Attachment 9



Attachment 9



Attachment 9



Attachment 9



Attachment 9



Attachment 9



Attachment 9



Attachment 9



Q Attachment 9

This section outlines the processes that
would be applied to manage the impact

&
of change on individuals, including how C)\
AN

new roles would be filled.
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Staff transfer process

Our guiding principles

As noted earlier, the leadership team wants to
reassure you that we will do our best to minimise
disruption to kaimahi throughout this process. If
we decide to make changes that will impact on
staff roles, we will apply the following principles
when working through the changes:

*  We will maximise employment opportunities
for permanently employed staff

*  We will adhere to the terms and conditions of
the Collective Employment Agreement
between Te Puni Kokiri and the Public Service
Association and Individual Agreements

* We will seek to minimise uncertainty for staff

* We will maintain operational delivery.

Staff transfer process

Once we have considered your views and come to
a final decision, we will announce the agreed
changes to all staff, and tell any affected staff how
the changes will impact on their position. We will
also outline the next steps in the process. This
may include reconfirmation, reassignment or
redeployment, as outlined below.

Where there is any inconsistency or confusion
between this staff transfer process and the
Collective Employment Agreement, the Clauseés in
the PSA Collective Employment Agreement will
prevail.

Reconfirmation

Reconfirmation occurs if there are minor changes
to a role, such as a title change, change in
reporting line, or minor changes to the functions
and responsibilities of a role. The specific criteria
for reconfirmation of an affected staff membertis
that:

* The job descriptions are the same (or very
nearly the same)

* The salary is the same

* Terms and conditions of employment are the
same including career prospects

* The location is the samer

+ If an affected staff meémber meets the criteria,
then they will be reconfirmed into their new
roles and petified of the change.

Reassignment

After’staff have been reconfirmed in their roles,
someéistaff members may be unplaced, and they
will be considered for reassignment. The process
and’placement for reassignment to staff level roles
are detailed in the PSA Collective Employment
Agreement.

If a staff member’s role has significantly changed
or if there is a reduction in the number of people
performing a certain role, then staff members will
be asked to express their role preferences via an
Expression of Interest process. We will ask
Managers or their nominated representative to
work through this process with the PSA and
affected staff members, on an individual basis.

Attachment 9

Finally){all reassignment decisions are subject to
review, in line with the terms set out in the
Collective Agreement.

Redeployment

If a staff member is not reconfirmed or reassigned
—and in this process, we expect very few staff
members to be affected in this way — then our
management team will work one-on-one to
support the affected staff member and to uphold
the employer requirements set out in their
employment agreement. This will include
identifying any other opportunities within Te Puni
Kokiri, or the wider Public Sector.

Fixed-term staff

Fixed-term staff will be considered for any roles
that remain unfilled, after the reassignment
process is complete.

Unfilled roles

After the reassignment process is complete, the
Deputy Chief Executive and relevant leadership
team will be responsible for considering how and
when to fill any unfilled roles.

Director and Manager roles

If we decide to proceed and establish new
Director and Manager positions, we will then
determine how these roles will be filled.
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Kei aku kaihoe e kokiritia nei to tatou waka o Te Puni Kokiri ki uta, nei ra te mihi
ki a koutou katoa.

| want to thank you for your feedback on the proposals that | put out for
consultation on how we are organised. In total there were 65 submissions,
encompassing individual and group submissions. The feedback was varied,
constructive and reflected a significant amount of thought by those who
contributed to it. Overall, it was clear that you are supportive of the broad
direction we are heading in with the operating model and these changes to ‘eur,
structure and roles.

This document outlines my decisions, which take into account this, feedback. In
some areas there is little change to what was proposed. In othef areas | have
made some changes to reflect the ideas that were submitted:

As | said at the time of consultation, | want to be clear that no‘matter how we
organise ourselves, we will need to work more closelystogether and in different
ways across our teams and puni if we are to achieve'greater strategic impact.

The Executive team has already begun to plan what we need to do to align our
ways of working, capabilities and behaviours_to the‘direction outlined in the
operating model. These plans will be develéped in detail over the coming month
and will be communicated with you.

NO reira e mihi ana ki a koutou e whakaaro nui mai ki ténei kaupapa a tatou.

Dave Samuels, Tojpauit
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Feedback themes common across all puni

A summary of general feedback themes across all
puni is set out below. Each section of this
document sets out feedback on specific
puni/proposals

Levels of administration support — feedback on the need to ensure there is
adequate administration support available for teams and that this is
consistent across puni. Feedback also provided on the different options for
where administrators could sit within the structure.

Capability uplift — a significant number of feedback submissions related to
the need to not just change the structure but to ensure that team members
have the capabilities needed to deliver on the strategic priorities and the new
operating model. Staff want to feel supported to develop new capabilities
and mindsets needed of them and for opportunities to work across funetions
to broaden their skills and experience. In addition to people capability/is the
need to have the right systems in place to ensure that the voice ofwvhanau
can be heard across Te Puni Kokiri and shared with other agengies? Tikanga
and te reo capability uplift needs to be a focus for all staff andithere was
support for the introduction of more senior roles to create<areer
progression opportunities.

Capacity in teams — there was concern raised about'the/need to ensure
teams have the capacity to deliver against the stfategic priorities and the
resulting work programme and some felt that'the,gonversion of some Senior
Advisor roles in Regions into Principal andAvliahager / team leader roles
would be detrimental to this. There is also"Comment about reliance on the
use of contractors to cover vacancies and the feedback was that it was
important to recognise the true capagity needed to deliver functions.

Impact of Birector roles on current Manager positions — some people
expressedeconcern that the introduction of Director level roles will have the
impact of making the current Managers roles smaller and less desirable.

(Qrganisational Strategy — there was general support for the development of
aTe Puni Kokiri strategy and a set of priorities for all puni to align their work
programmes to. Some raised questions regarding the framework that will be
used to design this and whether it would be based on the Living Standards
Framework or an indigenous model. There was feedback on the need to set
Maori wellbeing indicators that are not deficit measures.

Te Ao Maori Lens — the focus on a Te Ao Maori lens as part of the operating
model was supported and feedback was received on the need to ensure we
can deliver to this through the structural decisions being made and in other
ways. Included in this was support for reintroducing the Pouwhakahaere role
in National Office and back into regions and the suggestion to hardwire
capacity to implement the Te Ahikaaroa strategy.

Ways of working — there was significant feedback on the need to focus on
the ways of working outlined in the Operating Model. This includes nurturing
relationships across puni and putting systems in place for national and
regional offices to advise and inform each other, and to ensure that puni
project leads have clear delegations from the onset.
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Summary of decisions

............................................................................................................................................................................................................................

DCE offices and Office of the CE New Strategy, Goevernance & Public Sector Performance puni

1. Each DCE will have a small office of support functions. The roles in
these offices would be aligned with a common model across Te
Puni Kokiri.

2. A new permanent Principal Advisor position will be created in the
CE's office

1.

Create a néw Strategy, Governance & Public Sector Performance puni,
which willlead a strengthened approach to organisational strategy,
support,governance requirements, and lead Te Puni Kokiri's approach to
external agency and public sector performance monitoring.

2. \Move the Statutory Entity Monitoring team and functions into the
) _ Strategy, Governance & Public Sector Performance puni, and extend the
Policy Partnerships responsibilities of this team to include all nominations and appointments
) ) o ) ) functions Te Puni Kokiri is responsible for.
1. Create two new Policy Director positions, each with strategic
influence and leadership responsibilities and oversight of three 3. Move the public sector effectiveness monitoring functions and team

policy teams.

2. Create an additional policy team, with the focus of this team to be
determined (based on reallocating some projects and staff from
current teams).

3. Move responsibility for operational policy functions andéthe current
Operational Policy and Design team, into the Policy Partnefships
puni.

Insights functions

(Monitoring State Sector Effectiveness) into the Strategy, Governance &
Public Sector Performance puni, and rename the team ‘Monitoring Public
Sector Effectiveness’.

Organisational Support puni

1.

Change the model for delivery of Ministerial services to a more
centralised model, with an expanded central team in Organisational
Support.

, _ , , 2. Move the planning and reporting functions and positions in the Finance
1. Move the Impact, Analysis and Evaluatiof,team and functions into team, to be located in the Strategy & Performance team in the Strategy,
the Policy Partnerships puni. Governance and Public Sector Performance puni.
2. Create a new Insights Director position’in the Policy Partnerships
puni, with accountability for research, evaluation, data and analytics. 3. Rename the Programme Support Office to be Programme Management

Office.



Summary of decisions continued

Regional Partnerships & Operations

Regional strategy and engagement functions

1.
2.

Change the title of the Regional Manager role to Regional Director.

Create new Team Leader positions in each region, to address spans of
control in relation to people management, and support Regional Directors
to manage senior level stakeholder relationships across their regions.

Operations functions

3. Create a new Operations Directorate, responsible for operations and

programme-related functions, and DCE support. This directorate will be
led by a new Director, Operations position.

Move the Maori Wardens team from Policy Partnerships into the
Operations Directorate.

Move the reporting line for the regional Maori Business Growth advisors,
into the Operations Directorate, under a new Manager position.

Attachment 10

Investment functions

6.

Create an,/nvestment Directorate, responsible for centralised
investmentifunctions, and led by a new Director, Investment role.

Make some changes to titles, accountabilities, and some reporting lines
of,teams with responsibility for particular investment functions,
reporting to a Director, Investment — and each led by a Manager and
including staff from the previous Investment puni:

* Investment planning and support, reporting to a Manager
Investment Planning & Support

» Portfolio Management teams (organised by kaupapa), led by
new Portfolio manager positions, with responsibility for
managing sub-portfolios of funds, grouped by kaupapa (eg
kainga, employment).

Create six Investment Advisor positions to be co-located in each region,
reporting to a new Team Leader in the Investment Planning and Support
team.
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Decisions described in this section relate to the following functions:

Leadership and management of the Policy\Partnerships puni
Policy

Operational policy

Insights and research

Evaluation

Attachment 10
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Summary of feedback

............................................................................................................................................................................................................................

Feedback in relation to the policy functions and Policy Partnerships puni proposals
was largely not related to the proposed structure itself but the implications for current
roles.

Implications of introducing Director roles

» Concerns that the introduction of Director roles will impact the desirability, mana
and comparability of manager roles with colleagues across the sector — which may
lead to recruitment and retention issues

» Concerns about inconsistency in the perception of manager roles in puni with
Directors and those without.

Allocation of staff into teams

There were questions about the process for allocating policy staff into teams, and
about project-based ways of working.

Operational Policy and Design

On the proposed team structure and movements, there was a suggestion that the
current Operational Policy and Design team in Investments moevet6the Policy
Partnerships puni.

Team focus

There was a suggestion as to how the teams should bé recognised with the
suggestion that rather than focussed around kaupapa and mabhi they align to Te Puni
Kokiri's values as kaitiaki.

Location of insights functions

There was some feedback that insights{functions could be located in the new
Strategy, Governance and Public Sector Performance puni instead of Policy
Partnerships.
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Decisions described in this section relate to Te PuaiKokiri's:
« Strategy and performance functions

» Public sector effectiveness monitoringdunctions

« Statutory entity monitoring functions
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Overview of feedback

Feedback in relation to the new Strategy Governance and Public Sector
performance puni was mostly related to which teams should be included
in this puni.

This included suggestions that:

* Insights functions may better sit in Strategy, Governance and Public
Sector Performance to ensure they can contribute to a strengthened
approach to organisational strategy

* the Whenua team move to Strategy, Governance and Public Sector
Performance prior to being transitioned

* Planning and reporting functions in Organisational Strategy move to
Strategy, Governance and Public Sector Performance to create an
end-to-end function in one team

* aname change for the proposed Public Sector Performance feam to
become the Monitoring Public Sector Effectiveness team



C)& Attachment 10



C)& Attachment 10



C)& Attachment 10



Attachment 10

Decisions described in this section relate to Te PuniKokiri’s regional, operations and
investment functions.

20



Overview of feedback

There was significant feedback regarding location and scope of roles in
this puni and some suggested structural changes as result of this. This
included the following themes.

Regional Partnerships

» Concern that the title of Manager in the Regions may set the
expectations of external stakeholders too high, due to confusion with
the previous Regional Manager role, and could be retitled Team
Leaders to reflect the actual proposed scope of their role.

* Reallocation of proposed roles in regional teams to having more
managers to address span of control issues.

» Have Maori Business Growth advisors situated in the regions but
reporting through to a national office role. Concern that Maori
Business Growth roles in regions have not lived up to expectations
due to the dispersed leadership approach and may better sit in Funds
management or as a separate team in Operations.

Region specific feedback included suggestions to:
» Split Ikaroa Rawhiti into two regions again (Takitifmu=and Tairawhiti)

» Add a second Regional Manager role into Te Waipounamu in Dunedin
or Invercargill

» Establish a satellite office in West Auckland to service North West,
with a second manager, and increase fesources available in this region

» Adding a second manager rolg’in Te Tai Tokerau to address span of
control issues

*  Split Waikato-Waiariki so that'\Waikato becomes a region on its own.

Attachment 10

Operations

» Support both/for'and against separating out Paiheretia from Whanau
Ora: supportfor- to manage the complexity and volume of work
across the'two work programmes; and against - fear that they will
become disconnected from one another

Ipvestments

*% Suggestion to shift the focus of regionally-based Investment Advisors
to an account management role to better support regional teams.

* Having the Investment Advisors report to Regional teams to increase
capacity of Regional teams.

» Aligning the Portfolio Managers to the strategic shifts to ensure they
are outcome and not output focussed.

» Possibility of introducing investment clusters (eg Te Ao, Pakihi Ora,
Kaiarahi mo a popo, Kainga) to make the managing of individual funds
easier, allowing for smoother transition of initiatives across TPK.

» Consider integrating Director Investments and Operations into one
role to give greater alignment across work programmes.

» Consider splitting the Investment Director role in two — Director
Investment Planning and Portfolio and Director Funds Management.

* Merge the Investment Support and Investments Portfolio and
Planning teams into one.
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Overview of feedback — Organisational Support

............................................................................................................................................................................................................................

Key feedback themes were:

* A suggestion the Ministerial team take a stronger QA role for material going to
Ministers’ office.

» Concern that many Ministerial letters will still require subject matter input from
puni even if a more centralised approach is adopted and limits to the workability of
this model.

* Moving planning and reporting roles and functions into the new Strategy,
Governance and Public Sector Performance puni.

» Support to signal a stronger focus of the procurement team on strategic
commercial and procurement good practice across Te Puni Kokiri, and a
suggestion to reflect this in the team name.

» Support for signalling the intent for the current Programme Suppeort Office to
become a Programme Management office with more focus on,being a strong
centre of expertise for programmme management practice, piethoeds, and tools.

» A suggestion to move Programme lead from ODCE to Riskiand Assurance rather
than Human Resources.



Decisions — Organisational Support

............................................................................................................................................................................................................................

Ministerial services

The model for delivery of Ministerial services will become more
centralised as proposed. This will be supported by an expanded central
team (in the Organisational Support puni), including adding a Senior
Advisor position, and seconding 1-2 policy analysts who will be rotated in
and out of this function.

This means more of the drafting of OIA responses and Ministerial letters
will be handled directly by the Ministerial Services team, although the
model will not be completely centralised. Subject matter experts from
other puni will be consulted or involved where required, rather than by
default.

Programme Lead role in DCE's office

The Programme Lead position in the DCE's office will report to the

Manager, Risk and Assurance instead of the DCE Organisational Stpport.

This reflects a change to the proposal that was consulted on, and
recognises the synergies between the work of the Programme’[Léad and
the risk and assurance functions.

Attachment 10

Planning and reporting

Responding to feedback, the planning and reporting team in Finance will
move to report tosthe new Strategy & Performance Manager in the
Strategy, Goverhahce and Public Sector Performance puni.

Programme Support Office

Théwname of the Programme Support Office will change to Programme
Management Office to recognise the intent that these functions move to
become a more strategic centre of expertise for programme
management in Te Puni Kokiri, with a stronger focus on providing
guidance and advice on methods, providing tools and resources, building
capabilities, and monitoring and reporting on significant programmes
across Te Puni Kokiri.

Procurement team

The name of the Procurement team in Finance will change to
Commercial and Procurement, to reflect the need to take a stronger
strategic view of managing commercial relationships and partnerships, as
well as managing procurement systems and processes, and carrying out
value for money and spend analysis and improvement.
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In total:
* 45 new positions are being created

» 12 positions are being disestablished
» 47 policy staff (in Principal, Senior, and Advisor roles) arefeconfirmed but will have their team placements worked

out by an EQOI process
» 30 Senior Advisor positions will be subject to reconfirmation after appointments to 10 new Team Leader roles in

regions are made

There are a number of potential reassignmentepportunities available for staff whose positions have been
disestablished
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This section outlines the high level processes that will
be applied to manage the impact of change on
individuals, including how new roles will be filled.

A more detailed reassignment process will be
communicated to staff on 29 July.



Staff transfer process

Our guiding principles

As noted earlier, the leadership team wants to
reassure you that we will do our best to minimise
disruption to kaimahi throughout this process. If
we decide to make changes that will impact on
staff roles, we will apply the following principles
when working through the changes:

*  We will maximise employment opportunities
for permanently employed staff

*  We will adhere to the terms and conditions of
the Collective Employment Agreement
between Te Puni Kokiri and the Public Service
Association and Individual Agreements

* We will seek to minimise uncertainty for staff

* We will maintain operational delivery.

Staff transfer process

Once we have considered your views and come to
a final decision, we will announce the agreed
changes to all staff, and tell any affected staff how
the changes will impact on their position. We will
also outline the next steps in the process. This
may include reconfirmation, reassignment or
redeployment, as outlined below.

Where there is any inconsistency or confusion
between this staff transfer process and the
Collective Employment Agreement, the Clauseés in
the PSA Collective Employment Agreement will
prevail.

Reconfirmation

Reconfirmation occurs if there are minor changes
to a role, such as a title change, change in
reporting line, or minor changes to the functions
and responsibilities of a role. The specific criteria
for reconfirmation of an affected staff membertis
that:

* The job descriptions are the same (or very
nearly the same)

* The salary is the same

* Terms and conditions of employment are the
same including career prospects

* The location is the samer

+ If an affected staff meémber meets the criteria,
then they will be reconfirmed into their new
roles and petified of the change.

Reassignment

After’staff have been reconfirmed in their roles,
someéistaff members may be unplaced, and they
will be considered for reassignment. The process
and’placement for reassignment to staff level roles
are detailed in the PSA Collective Employment
Agreement.

If a staff member’s role has significantly changed
or if there is a reduction in the number of people
performing a certain role, then staff members will
be asked to express their role preferences via an
Expression of Interest process. We will ask
Managers or their nominated representative to
work through this process with the PSA and
affected staff members, on an individual basis.

Attachment 10

Finally(all reassignment decisions are subject to
review, in line with the terms set out in the
Collective Agreement.

Redeployment

If a staff member is not reconfirmed or reassigned
—and in this process, we expect very few staff
members to be affected in this way — then our
management team will work one-on-one to
support the affected staff member and to uphold
the employer requirements set out in their
employment agreement. This will include
identifying any other opportunities within Te Puni
Kokiri, or the wider Public Sector.

Fixed-term staff

Fixed-term staff will be considered for any roles
that remain unfilled, after the reassignment
process is complete.

Unfilled roles

After the reassignment process is complete, the
Deputy Chief Executive and relevant leadership
team will be responsible for considering how and
when to fill any unfilled roles.

Director and Manager roles

The process for making appointments into new
and vacant Director and Manager roles will be
decided and communicated to staff following the
announcements of decisions.
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Te Puni KoKiri

MINISTRY OF MAORI DEVELOPMENT

Introduction

Tena koutou e te whanau kaupapap o Whenua Maori. Nga mihi nui ki a koutou katoa i runga i te ahuatanga o te wa.

Thank you for your feedback on the proposal to transition the Whenua Maori Programme to the Whenua Maori Service,
distributed for your consultation on 25 May 2021. The feedback raceived was constructive, well thought through and
showed a commitment to getting this right for whanau, hapd, iwi and Maori communities.

This document outlines my decisions regarding the structure for the Whenua Maori Service. The structure is designed to
support the Operating Model and create a more integrated and targeted Ministry approach to whanau development
through whenua. It is also designed to meet the increased demand for facilitation and brokerage support, particularly for
landowners in the early stages of their development journey.

Pages 4 and 5 of this document summarise the feedback received. Where appropriate, | have taken this feedback into
account and you will see this reflected in my decisions. In other areas, | have decided to proceed as proposed as | consider

this is the best approach at this time. However, | will continue to review the structure and approach to ensure it reflects
the needs of Maori communities.

No reira, he mihi maioha ki a koutou moé o koutou whakaaro nui ki tenei kaupapa whakahirahira.

Jesse Roth
Director, Operations, Regional Partnerships and Operations

Te Puni Kokiri
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Timeline for Implementation

3

This document confirms the final structure for the Whenua Maori \K/ice. Next steps to implement this structure as
a permanent fixture within Te Puni Kokiri are set out below. Thedates are indicative and while we will endeavour to
work within this timelinge, timing of some steps may vary% \Wi” be updated on any significant changes.

Activity Anticipated dates
Decision Document Distributed 18 June 2021
Information on the recruitment process will be pr@ 21 - 25 June 2021
D
All fixed-term staff are notified regarding th@ycoming contract end-date 31 August 2021
AN
All fixed-term roles end Q 30 September 2021
VP
New permanent roles start (antic@é) 1 August 2021 onwards

%3
N/
Qg’
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Feedback and Changes

OVERVIEW OF FEEDBACK

Like all programmes within the Operations
Directorate, | am committed to regularly reviewing
the structural settings and adjusting resource
requirements to match realities. This will ensure
we remain responsive to emerging needs and that
Te Puni Kokiri can capitalise on new whenua
opportunities.

A total of 5 submissions were received from staff.
These submissions were constructive, well
thought through and showed a commitment to
getting this right for whanau. The key themes of
the feedback included national office roles, the
role and location of Principal Advisors, the role of
the Team Leader, regional workloads and pairing,
and the number of staff allocated to the expansion
regions. These key themes are addressed in the
following sections.

PRINCIPLE ADVISORS

Role responsibilities

Clarification was requested regarding,the Principal
Advisor roles. Full role descriptions will be
provided once recruitment is underway.

| can confirm the intent is for.the Whenua

Principal Advisor roles to be more in line with the
current Principal Advisor roles in Te Puni Kokiri

National Office. That means that while they, Will
not have line management responsibility for the
other advisory team members in their regions,
they will be expected to:

« Qversee the work of theseteams,

* Manage the regional work programmes within
the context of a natignal\work programme and
priorities

* Provide thought leadership including supporting
the policy development process

 l|dentifying regional insights, key learnings and
opportunities

» \WorkKacross the two regions they are
responsible for including managing the
workload of all team members to ensure it is
equally shared

* Work with the Regional Directors and regional
team members to ensure regional priorities are
reflected in their work programmes.

Location and number

| received submissions noting the number of
Principal Advisors dedicated to regions as
insufficient compared with the sizeable
workloads, and suggesting that Principal Advisors
are situated across different regions from those
originally proposed.

Te Kawanatanga o Aotearoa

In the proposal there were three new Principal
Advisors proposed with oversight of work
programmes in two regions each. The number of
Principal Advisors across regions has remained
the same. | appreciate the arguments presented
to increase the number of Principal Advisors
across the regions, however, | consider we should
test and refine the model in the future based on
the needs of whanau.

Although | have not increased the number of
Principal Advisors allocated to each region, | have
adopted an alternative solution proposed in the
feedback to introduce a Tuakana-Teina approach
to pairing regions together. This approach will be
tested by partnering a pilot region with a new
region to enable the sharing of experience and
expertise. As a result, Te Tai Tokerau will be
paired with Tamaki Makaurau with one Principal
Advisor sitting across both regions. This structure
is further replicated by pairing Waikato-Waiariki
with Te Tai Hauauru and lkaroa-Rawhiti with Te
Waipounamu. To maintain oversight and sound
advice on the ongoing resourcing requirements of
each region, the Principal Advisors will be situated
in the Tuakana regions, while maintaining
responsibility for support to the Teina regions.
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Feedback and Changes Continued

TEAM LEADER
Role and Location

One submission raised the need for a Team
Leader role whilst another noted the absence of
one. There was also a suggestion that the
Advisory Service reports directly to the Whenua
Manager. This has been carefully considered.
Given the large number of direct reports this
would create for the Manager, and the need for
them to play a role in setting the strategic
direction for the Whenua Maori work

programme, it is crucial that the people
management responsibilities across the team be
further broken down. Therefore, | have continued
with the plan to have the advisory teams report to
a Team Leader. This Team Leader will be based in
National Office.

As with other feedback areas, if over time odr,
assumptions do not match reality, | am
committed to reviewing and adjusting the
structure as appropriate.

CAPACITY IN NEW REGIONS

Feedback was received on the ndmber and
seniority of advisory kaimahi required in each of
the three new regions. In particular, feedback
suggested that some of tHese.new regions may
require less resource fof a number of reasons, but
primarily focussed oprthe quantum of Maori land
in each region.

| have consideredithese arguments carefully. |
note therearewmnany potential features of each
region, and ways of measuring service
requiréments, that could impact staffing levels.
For€&xample, in areas where there may be less
Maarifreehold land, there may in fact be more
whanau who approach Te Puni Kokiri for support
10 connect with their whenua, and geographic
reach is another important consideration. The
Service resourcing across regions should be
based on the actual number of whanau who are
seeking support to reconnect with their whenua,
the complexity of issues being raised, and their
location. This will not be known until we test the
Service across the country. On this basis | have

Te Kawanatanga o Aotearoa

maintained the same number of advisory kaimahi
across regions as outlined in the original proposal.

Furthermore, | feel that the complexity of the
work is such that each new region warrants two
Senior Advisors supported by the Principal
Advisor across their region, and in the case of Te
Tai Hauauru, two Senior Advisors and an Advisor.
| am committed to reviewing the distribution of
these roles every 12 months.

NOTE

To help clarify role responsibilities, brief role
profiles for the Whenua Manager, Team Leader
and Principal Advisors is provided toward the end
of this document.
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Final Confirmed Structure — Whenua Maori Service

Deputy Secretary
RP&O

Director Director
Investments Operations

Regional Directors

Whenua Maori

Administrator
Manager

National Team

Principal Advisor
Senior Analyst
L Principal Advisor Principal Advisor Principal Advisor
Existing roles

Regional Advisory Team

Team Leader

BHEED Te Tai Tokerau Tamaki Makaurau Waikato Waiariki Te Tai Hauauru lkaroa Rawhiti Te Waipounamu

Lead
Business Analyst
Developer
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Impacts on Current Arrangements

Fixed Term Arrangements » \A\/fenua Advisory Service Lead

« Except for the Whenua Maori Programme Lead which is a * Regional Whenua Lead (x3)
permanent role, all other roles in the Whenua Méori * /Principal Advisors (Regions) (x2)
Programme are employed on a fixed-term basis. * Regional Business Analysts (x3)

» Staff in roles on a fixed-term basis within the existing structure
will remain employed on a fixed-term basis until the conclusion
of their current employment agreements.

* We are aiming to conclude the recruitment process by 30
September 2021 and have permanent staff in place from,
August 2021 onwards.

New Roles and National Expansion

* 1 new Team Leader role is established. This role will have
people management responsibilities for the Whenua Advisory
Team.

* 1 new Advisor role is established in the National Team.

* 3 new Senior Advisor roles will be established to support
expansion of the programme in the three existing regions.

* 6 new Senior Advisor roles and 1 new Advisor role will be
established to service expansion in the three new regions.

» All other permanently established roles in the final structure are
formally established or modified versions of positions
previously existing in the programme team.

Secondment Arrangements

+ Staff seconded to roles within the WhenuaMaori Programme
will remain employed until the conclusion ©f their current
secondment agreements.

» Advice about arrangements for the future of your secondment
should be discussed with your Substantive managers.

Recruitment for New Roles
* Information regarding the recruitment process will be provided
next week.

Roles Disestablished
» The following vacapt reles will be disestablished and will no
longer be required invthe proposed structure:
* Programme Manager
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Role Profiles

Whenua Maori Manager

The purpose of the Kaiarahi Ratonga Whenua — Manager, Whenua Maori
Services role is to lead and manage Whenua Maori Services to stimulate
cultural, economic, environmental and social development of whanau by
focusing on:

. increasing the knowledge and skills of Maori freehold land owners

o supporting opportunities for wealth generation

o improving the connection between whanau and their whenua

o assisting whanau (including trusts and incorporations) tov/move

ungoverned and vacant whenua into some form of produgctive“use or
formal governance and management structure;

o support small to medium sized trusts and incorporations to manage
and expand assets more effectively to increasé ,productivity and
returns; and

o support governance entities to achieve morespreductive and active
investments on their whenua.

Key deliverables include:

o manage a whenua information website that is a ‘one stop shop’ for
trusted and up to date land information’to support whenua investment
planning;

) grow a network of regional adyisors with the skillsets and know-how to
support Maori freehold landowners to navigate whenua opportunities
and undertake whenuadplanning;

) develop regional capahility to provide advice, processes and systems
with a focus on building and maturing Maori freehold landowners’
capabilities and pathways for whenua aspiration
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Team Leadér

The purpose of the Team Leader is to provide people leadership of the
network of regional advisors and their programmes of work.

The role coordinates and manages administrative processes for the regional

network. They will do this by supporting the regional network to:

+ Socialise and facilitate the regional advisory services work programme.

» Gather approvals and ensure the requirements of those in the regions are
met.

* Assist in the development of nationwide strategic partnerships with other
agencies.

 |dentify and manage programme risk.

The Whenua Maori Team Leader will also contribute to the strategic
discussion and dialogue relating to Whenua Maori Services. This will involve
participating in organisational leadership fora relating to whenua Maori
issues and opportunities as required and as appropriate.
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Role Profiles Continued

Whenua Maori Regional Principal Advisor

The Principal Advisor, Regions will provide thought
leadership of Whenua Maori Services. As a senior member
of the team, the Principal Advisor will work effectively
across two regions and provide guidance, direction, adyicg,
support, and mentorship for a team of Senior Advisors<éand
Advisors including working with Seniors and Advisors to
development, implement, and monitor a programme of
work in their regions.

The Principal Advisor will have a key/Tele in driving the
Ministry’s priorities and will build relationships with other
senior officials to ensure visibility 6frégional initiatives and
efforts and, to ensure Te Puni Kakiri“s focus is aligned with
that of other Ministries.

The role reports to the’ Feam Leader and is expected to
provide a strategic lens‘t@” the work of regional teams and
ensure learning frem«fegional activities is captured in a
timely way, reparted accurately to key internal stakeholders,
and identify opportunities for enhancements.
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