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Tena koe
Official Information Act request

Thank you for your information request dated 23 June 2024. You asked for the following
information:

“We are conducting research into the data capability of the New Zealand Public Service.
We intend to conduct annual surveys across a sample of Public Service Organisations,
however at this stage we are forming an initial baseline view from which to build from.

The questions we'd like answered are:

¢ Which role within the organisation is responsible for the overall strategic direction of
data systems and processes, and at which level (e.g., Tier 1, 2, 3) within the
organisation's hierarchy? Please briefly describe the key responsibilities of this
role.

e Does the Organisation have a published Data Strategy? If yes, please provide the
document and briefly describe how it is being implemented.

e Does the organisation make use of, or reference to, the Data Capability Framework
(DCF) published by Statistics New Zealand?”

Which role within the organisation is responsible for the overall strategic direction of data
systems and processes, and at which level (e.g., Tier 1, 2, 3) within the organisation's
hierarchy?

The Deputy Secretary, Strategy is primarily responsible for the overall strategic direction of
data systems and processes at Te Puni Kokiri. This is a Tier 2 position.

The Deputy Secretary ensures that Te Puni Kokiri’s strategy is well understood and executed
across the enterprise. They guide the development and integration of strategic plans, and
performance systems, and maintain organisational focus on priority outcomes through
disciplined planning and portfolio management. This role involves leading the Strategy Puni
to provide insights on organisational performance, advising on strategic decisions and driving
accountability through robust performance metrics and reporting.

The Deputy Secretary also leads the delivery of data, insights and monitoring to ensure its
contribution of the Governments priority on ensuring the adequacy of State Sector Services



to and for Maori, including an explicit focus on improving the availability of data to inform
needs based targeting. They are responsible for producing analytical tools and strategic
insights that underpin informed decision making and operational improvements within Te
Puni Kokiri and across state sector agencies.

Does the Organisation have a published Data Strategy? If yes, please provide the
document and briefly describe how it is being implemented

Yes. Te Puni Kokiri has a data strategy, which was written and approved by the Executive
Leadership team in 2021. The strategy supports phased and sustainable growth in internal
capability, investment in data infrastructure and data management approaches and
practices and implementation of appropriate governance to support effective stewardship
of data held at Te Puni Kokiri

Does the organisation make use of, or reference to, the Data Capability Framework (DCF)
published by Statistics New Zealand?

Te Puni Kokiri used the Data Capability Framework in May 2023 to self-assess and baseline
our analytical maturity across the data lifecycle. The framework, our self-assessment results
and other knowledge and material was referenced to generate a five year roadmap to
improve analytical capability at Te Puni Kokiri. Te Puni Kokiri was also a participating
organisation for the refresh of the Data Capability Framework in August 2023 and received
guidance from Statistics New Zealand on our data capability and opportunities for growth.
These recommendations were included in our five-year analytical roadmap.

Your request has been considered in accordance with the Official Information Act 1982 (the
Act).
The following document has been identified as in scope of your request as Attachment 1.
o Te Puni Kokiri’'s Data and Analytics Strategy — January 2021, which is being released
to you in full
| 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 ocia@tpk.govt.nz.

Nga mihi

Terina Cowan
Hautd, Te Puni Rautaki | Deputy Secretary, Strategy












The PIF report suggests that to build this capability requires development of a data and information
management strategy, building on knowledge and skill in accessing, collating, using and analysing data
already in the agency but currently dispersed across a number of Puni and teams. It also suggests that Te
Puni Kokiri maintain a central platform for engagement, and data collation and collection, analysis.and
insights in relation to the impact of government and other services on Maori outcomes and wellbeing.

A broad review of current state data and analytics capabilities conducted in June 2020 with 30 different
stakeholders across Te Puni Kokiri, indicated that the organisation’s data and analytics is not optimised to
provide and utilise good quality reliable data to support its key strategies, business and operational priorities,
and the decision-making of each Puni.

There are a range of reasons for the existing gap between our current data and analytics capability and the
ideal capability required by the organisation to properly fulfil the expectations of the.government and Maori.

The purpose of this Data and Analytics Strategy is to describe in more‘detail the reasons for and how
Te Puni Kokiri could improve its capability to position itself to meet the objectives agreed by
Cabinet? and the PIF review.

The strategy describes the considerations, capabilities and roles required to establish a centralised
data and analytics capability and how it aligns with the business strategy and objectives of Te Puni
Kokiri to achieve its vision of Thriving Whanau.

The Data and Analytics Strategy recommends:

e The development of an operational playbook that'describes the roles and responsibilities, and
associated skills and experience required to implement world class data and analytics capability at
Te Puni Kokiri

* The design of a comprehensive and fit for purpose data platform, comprising foundation data
services, data ingestion, data storage and'management, data processing and analytics, and data
curation, visualisation and reporting capabilities.

When the operational playbook and data and analytics platform designs are complete, Te Puni Kokiri will be
in a position to move to the next phase of building and operationalising the technology, people, governance
and business capabilities required to sustain a robust data and analytics capability, and commence
prioritised development of information products and services for the organisation.

It is anticipated that the design and specification of the playbook and platform will be completed by the end of
2020, with the implementation of both of these elements of the data and analytic strategy commencing early
in 2021.

2y 2019 Strategic Impact Cabinet paper
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some alignment and consistency, the distinct ways in which Whanau Ora has been realised within the
three Commissioning Agencies should be respected as a strength of approach rather than a problem to
‘solve’.

5. Respectful of data sovereignty

Maori rights and interests in data to be protected as the world moves into an increasingly open data
environment. Data Sovereignty typically refers to the understanding that data is subject to the laws of the
nation within which it is stored. Indigenous Data Sovereignty perceives data as subject to the laws of the
nation from which it is collected. Maori Data Sovereignty recognises that Maori data should be subject to
Maori governance. Maori Data Sovereignty supports tribal sovereignty and the realisation of Maori and
Iwi aspirations.

6. Aligned with the outcomes of the Whanau Ora policy

Whanau Ora is focused on achieving improvements for whanau over.the short, medium and long-term.
The Whanau Ora Development framework, agreed to by the Whanau Ora Partnership Group, made up
of Iwi and Crown representatives, is the principle measurement for.indicating the success of Whanau
Ora. Any process to align data needs to reflect the intentions of the policy. The seven outcomes for
whanau are to:

¢ Be self-managing

e Live healthy lifestyles

e Participate fully in society

e Confidently participate in Te Ao Maori (the.Maori world)

e Be economically secure and successfully involved in wealth creation
e Be cohesive, resilient and nurturing

e Beresponsible stewards to ther living and natural environment.

5.4 Data and analytics use case themes

The following sections describe typical examples of data and analytics use cases within Te Puni Kokiri as
questions are asked of the business in the areas of monitoring statement sector performance and reporting,
strategy and policy development, decision making, and impact evaluation and sharing whanau success
stories. The use cases include a description of the data and analysis needed to respond to questions and a
description of missing datathat inhibits the ability to respond to questions.

9.4.1 Answering questions
Requests for information are commonly required to support reporting activities.
e Answering ministerial questions

A wide variety of ministerial questions are required to be answered by Te Puni Kokiri. These come in
the form of questions from the Minister for Whanau Ora, Parliamentary Questions, Official
Information Act requests and Select Committee questions that require evidence to support
responses.
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Specifically, when considering Ministerial Questions and response within mandated time frames,
access to the appropriate data would allow Te Puni Kokiri to respond in a timely manner, without
having to draw on resources from external sources such as Commissioning Agencies and other

Government agencies, as well as to directly respond to any follow up questions.

Answering Te Puni Kokiri internal questions

Internal queries represent a significant proportion of questions that need to be answered by Te Puni
Kokiri, typically required by people needing to find information in order to fulfil responses to other
requests such as ministerial questions. Currently people who are responding.to-external questions
reach out to other people in the organisation to help provide a response

Examples of internal questions may include information required to understand the effectiveness of
policy and investment decisions for Maori, to identify allocation of resources and identify
opportunities for operational efficiency.

5.4.2 Making decisions

Good decision making for investments and policy requires access to accurate and timely information.

Policy development

As a policy organisation Te Puni Kokiri is fundamentally responsible for making cases and decisions
that help drive better outcomes for Maori. Policy development relies on good, trusted data and
insights to support and evidence policy development and intervention logic to ensure the best
decisions are made to help ensure the intended benefits are achieved.

Due to the broad potential impact to Maoripopulations and communities of policy decisions made by
Te Puni Kokiri, it is critical that policy is developed based having good current state data to inform
policy and data to support the case for change and knowing what has and hasn’t worked in the past.

Informed investments

A broad range of investment and funding related decisions are required to be made to understand
where investment is needed and how effective investments have been in delivering to the intended
outcomes. This requires datato.understand what the starting positions were, what the goals are, and
what progress has been made in achieving those goals for which funding was provided.

Understanding the efficacy of investments, and the funding and types of funding that achieved good
outcomes enables better investment decisions to be made in the future. For example knowing where
and when to use marginal funding because it's been shown to produce proportionally higher
outcomes in the past.

5.4.3 Monitoring

Comprehensive monitoring of the public service’s delivery on outcomes for Maori.

Monitoring State Sector effectiveness

Te Puni Kokiri is the authoritative Government voice on Maori wellbeing and access to accurate
information is required to effectively assess other public sector agencies’ strategies, policies and
services in their ability to support improved wellbeing outcomes for Maori. Also as the authority on
Maori wellbeing other agencies look to Te Puni Kokiri as the trusted advisor because of the
comprehensive and complete data sets held by the organisation.
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Key observations noted during the assessment include:

Manual business processes have evolved over time to overcome the challenges posed by
insufficient or inadequate data or access to data at the right time

Different business processes have been developed and applied within different teams and business
units to suit individual needs

Business processes are generally performed consistently within different teams but are not
necessarily consistent between different groups and projects

Sharing of data and information across the organisation is largely based on'institutional knowledge
and informal networks

Governance policies and standards are not defined for consistent data-andanalytics development

Ownership and responsibility for policies and processes is not defined.

An objective of implementing a strong data and analytics capability is to raise the maturity of data and
analytics for Te Puni Kokiri from ‘ad hoc/reactive’ to ‘defined’ and move towards ‘managed/optimised’ over

time.

6.2 Reporting and insights maturity

The data and analytics review also showed that the low current state data and analytics capability is
reflected in the limited ability of Te Puni Kokiri to examine what has happened in the past to help inform the

future.

In a data driven organisation business analytics capabilities are commonly split into three levels of maturity.

Maturity Level Description

Hindsight Descriptive analytics; the simplest to implement, seeks to address what has

happened in the past and see what is going on right now.

Insight Diagnostic analytics, a step up in business value, supports deeper investigation

into historical data to not only understand what happened but why it happened in
order to help inform the future.

Foresight Predictive analytics, the next step up, seeks to use accrued data, event correlation

and other'data sources to model and predict what might happen. The advantage
of pred ctive analytics is that it allows ideas for change to be tested and validated
before implementation, as opposed to implementing change and seeing what
happens.

Figure 6 (following page) illustrates the evolution of data and analytics as the organisation progresses from
the ability to have hindsight to insight to foresight, based on a solid foundation of enabling capabilities. Data
and analytics-capabilities are explored in more detail in section 8.3.
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government the opportunity to develop an approach to data governance that reflects te ao Maori needs
and interests in data. The four iniatives are to:

1. Examine and develop ways of addressing disproportionate effects for iwi of 2018 Census results.

2. Improve administrative data to ensure a sustainable and diversified flow of relevant wi data for
Maori.

3. Develop a Maori data governance proposal.
4. Develop a scope of work proposal for potential te ao Maori specific datasets.

A Treaty-based co-design process for data governance provides opportunities for Iwi Maori to add value
to the official data system through te ao Maori insights and innovations for the benefit of Iwi Maori and
government agencies. The process serves two purposes:

1. Create a Maori data governance model for the official data system.

2. Address immediate and emerging Maori data challenges across the official system and use the
outcomes for wider use in other sectors.

The Maori data governance initiative is significant consideration-forthe data and analytics capability as
Stats NZ will play an increasingly substantial and important.role as a host and source of data about
Maori.

Further information can be found at https://data.govt.nz/assets/Maori-data-governance/2020-07-22-A3-
co-designing-Maori-data-governance.pdf &

3. New Zealand Data and Information Management Principles (NZDIMP)

The NZDIMP are a set of seven principles for managing data and information to ensure high quality
management of the information the government holds on behalf of the public. The principles state that
data is:

1. Open. Data and information held by government should be open for public access unless
grounds for refusal or limitations exist under the Official Information Act or other government

policy.

2. Protected. Personal confidential and classified data and information are protected (as defined
by the GCSB’s Guidelines for Protection of Official Information).

3. Readily available Open data and information are released proactively and without
discrimination.they are discoverable and accessible and released online.

4. Trusted and authoritative. Data and information support the purposes for which they were
collected and are accurate, relevant, timely, consistent and without bias in that context, where
possible there is an identified authoritative single source.

5. Well managed. Agencies are stewards of government-held data and information and must
provide and require good practices which manage the data and information over their life-cycle,
inc uding catering for technological obsolescence and long-term preservation and access.

5Th s link s bnoken as at 1 Ociober 2020, lhe Cached versson may be found hene

yebea X /M3 e -de
go ance. pdf+&cd 3&h|—en&ct—clnk&g =nz and a copy of the document is recreated in Appendlx E- Co—deﬂgmng Maon Data Govemance
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6. Reasonably priced. Use and re-use of government held data and information is expected tobe
free, charging for access is discouraged.

7. Reusable. Data and information that is released can be discovered, shared, used and re-used
over time and through technology change, copyright works are licensed for re-use and open
access to and re-use of non-copyright materials is enabled.

Te Puni Kokiri will manage data under its stewardship in accordance with these data principles to ensure
that data is open, readily available, well managed, reasonably priced, re-usable and protected and in
accordance with government legislation.

Further information can be found at https://data.govt.nz/manage-data/policies/new-zealand-data-and-
information-management-principles/#n2

4. New Zealand Information Security Manual (NZISM)

The NZISM is the New Zealand Government’s manual on information assurance and information
systems security and is an integral part of the Protective Security Requirements (PSR) framework which
sets out the New Zealand Government's expectations for the management of personnel, information and
physical security as directed by cabinet. It details processes and controls essential for the protection
of information for use by government agencies and additional and recommended controls in
accordance with the security classification assigned to the information being managed by the
agency.

Government agencies are required to use the NZ Government Security Classification System and the
NZISM for the classification, protective marking and handling of information assets. The same set
of controls are used for information marked as UNCLASSIFIED, IN-CONFIDENCE, SENSITIVE or
RESTRICTED, with additional controls required for information marked as CONFIDENTIAL,
SECRET or TOP SECRET. The use or non-use of controls is the responsibility of each agency and
is based on each agency’s assessment and determination of residual risk related to information
security.

Te Puni Kokiri will protect information.in accordance with the information classifications that have been
assigned by the security officer to ensure the appropriate marking and handling of information assets
under the stewardship of Te Puni Kokiri.

Further information about the NZISM and the PSR can be found at https://www.nzism.gcsb.govt.nz/ism-
document/ and https://www.protectivesecurity.govt.nz/about-the-psr/ respectively.

Further information aboutiinformation security classification can be found at
https://www.protectiveseeurity.govt.nz/information-security/classification-system-and-handling-
requirements/classification-system/overview/

5. Artificia Intelligence (Al)

As a signatory to the Algorithm Charter for Aotearoa New Zealand Te Puni Kokiri is one of several
government agencies that intend to use data more effectively to help inform, improve and deliver the
serv ces provided to people in New Zealand. The charter is a commitment by government agencies to
carefully manage how algorithms are used, to minimise unintended bias, and better reflect the principles
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of Te Tiriti o Waitangi whilst maintaining the trust and confidence of New Zealanders in the use of Al
Principles for the use of Al are:

e Transparency. Maintain transparency by clearly explaining how decisions are informed by
algorithms including plain English documentation of the algorithm; making information about the
data and processes available; publishing information about how data is collected, secured and
stored

e Partnership. Deliver clear public benefit through Treaty commitments by embedding a Te Ao
Maori perspective in the development and use of algorithms consistent with the principles of the
Treaty of Waitangi

* People. Focus on people by identifying and actively engaging with people. communities and
groups who have an interest in algorithms, and consulting with those impacted by their use

 Data. Make sure data is fit for purpose by understanding its limitations-and identifying and
managing bias

e Privacy, ethics, and human rights. Ensure that privacy, ethics and human rights are
safeguarded by regularly peer reviewing algorithms to assess for unintended consequences and
act on this information

e Human oversight. Retain human oversight by nominating'a point of contact for public inquiries
about algorithms, providing a channel for challenging or appealing of decisions informed by
algorithms, and clearly explaining the role of humans in decisions informed by algorithms.

Al has a significant role to play at Te Puni Kokiri for the sourcing and cleansing of data prior to storage
and analysis. Al may be used to source data from fast changing and difficult to access environments
such as social media that would otherwise be unfeasible to access, and to extract data from fixed
repositories such as Content Server which holds substantial amounts of relatively unchanging data. Al
will not be used for data analytics initially however as confidence and trust in Al increases the opportunity
to test Al in this capacity may be explored in the future.

Further information can be found at https://data.govt.nz/use-data/data-ethics/government-algorithm-
transparency-and-accountability/

6. Customer Relationship Management (CRM)

Te Puni Kokiri currently lacks the ability to manage and track customer interactions in a consistent and
centralised way across the organisation. Customer interactions are typically conducted on an informal
basis, often with different parts of the organisation through different channels such as phone, email, or
social media and there'is limited ability to generate good data and a ‘joined-up’ view about customer
interactions. Without access to good source data an enterprise data and analytics capability is limited in
its ability to provide erganisation-wide insights relating to how Te Puni Kokiri engages with its customers.

Te Puni Kokiri should therefore consider establishing a well co-ordinated CRM capability providing a
common platform.to improve management of customer interactions and act as a source system for the
data and analytics capability to gain greater customer insights.

Any CRM should be established and maintained as one of the primary sources of quantitative and
qualitative data for the proposed central data platform for Te Puni Kokiri.
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7. Document Management

Content Server provides document management capabilities for Te Puni Kokiri and is widely'used across
the organisation to store document based information received and created by Te Puni Kokiri: Despite
holding the majority of document based information it is very difficult to find and extract useful.data from
Content Server which is largely due to limited metadata tagging and subsequent lack of useful metadata
that would otherwise make searching for data within Content Server easier.

This problem is caused by the optional use of metadata and the perceived difficulty-of entering metadata
which results in people not entering metadata when documents are stored. This problem will be
exacerbated in the future due to an in-flight initiative to repurpose document metadata fields to
exclusively capture document lifecycle management data at the expense of document metadata.

As there is no solution available to retrospectively tag existing or future documents in Content Server the
use of Al should be considered to create metadata, and extract data from Content Server into the data
and analytics platform. This will help to extract value from, and make better use of, information stored in
Content Server and make it available across the organisation.

8. Business Intelligence (BI)

Te Puni Kokiri currently struggles to use data to gain insights and easily and consistently perform
relatively straightforward data related tasks such as operational reporting outside of established patterns.
This is caused by difficulty accessing different sources.of data in different locations across the
organisation and limited access to tools to extract and analyse data from those sources, Excel commonly
being used to perform this function.

This problem may be partially addressed in the short term with introduction of Bl tools while an enterprise
data and analytics capability is established. Bl tools and BI skills will provide the ability to access and
analyse data collated from existing known data sources such as monthly reports from Commissioning
Agencies and present analytical reports, summaries, graphs, charts and maps to provide Te Puni Kokiri
with greater insights than are currently possible. Selection of the right Bl tools and development of Bl
skills will provide short term benefits'now that can be carried forward to be used with future data and
analytics capabilities.

Section 8. .Data & analytics enablement

8.1 Overview.

Being a data driven organisation is about acquiring and analysing data to make better business decisions.
The right combinations of quantitative and qualitative data are critical to help Te Puni Kokiri achieve its
strategic outcomes-and objectives and to be the trusted policy advisor for Maori wellbeing and development
through the use of strong narratives and case studies supported by a strong evidence base. Being data
driven does notmean the organisation is focussed solely on quantitative data outputs, facts, figures and
numbers at the expense of narratives and case studies.

To become data driven organisation requires tools, governance, abilities and an organisational culture that
understands the value of data in day to day activities.
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