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Our Intent THINKPLACE

Our intent is to explore, and take action on, how we might collectively improve
the performance of our policy advice capability across the system.

This was our second working session on this intent. We:

« discussed pressure points

« were updated on activities since our 08 May workshop

» shared a number of our existing policy quality standards

« explored common and emerging themes

» focused briefly on roles and functions for effective policy services

Workshop participants

Helen Wyn Andrea Schollmann Doris Johnston Facilitator
DPMC Ministry of Education Department of )

) Conservation Jim Scully
Clare Ward Katherine Baxter _ ThinkPlace
Families Commission  Ministry for Culture Sally Washington
Nic Blakeley and Heritage DPMC
MSD Paul Stocks Kevin Guerin

. . . Ministry for the
M fB

Michael Papesch inistry of Business, Environment

Customs Innovation and

Employment
Guy Beatson ey

Ministry for the Andrew Jackson
Environment Ministry of Transport
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What's On Top — People Shared Their 'Pressure points'. THINKPLACE

___________________________________________________________________________________________________________________________________________________________________________

Leverage across Responding today and investing . | Leveraging frameworks
the system for tomorrow .

Common Deepening
frameworks understanding
and standards of analytical

to support frameworks —

Balancing and From reaction
linking day to and responsive
day 'must do’ to proactive
with strategic and strategic
medium term

outcomes

Identifying
critical issues/
connection
across agencies

analysis what/when/how

Inspire — to get Reactive, - Incentives for
short gains responsive . success

Invest — in long and building Lo
term capability capability in a
narrow market

Sharing expense
and expertise

to get the most
system value
from any given
project

Incentives do
not support
development of
policy leadership

and a cohesive
policy system

Evidence - :
working across . Sufficient investment

boundaries

Sufficient resources [l Agreeing how
(people, $) for we invest for
evidence (science/ success across
economics) to the system.

support policy
advice (and
implementation)
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What’s on Top - Conversation Points Sparked THINKPLACE

@ We need to rename this initiative to better capture
its true intent. From 'Lifting the Policy Game' to
'The Policy Project: Responsive Today, Shaping Tomorrow

@ We need a common and simple view of the Policy
System. This will enable a shared focus and align
our actions.

9 We are all challenged to respond to today’s policy needs
AND increase our forward thinking/strategic focus.
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Debrief from the Last Session

THINKPACE
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Helen provided an update
on activities and progress
since our last meeting.

Activities included:

« Engaging with a range
of interested leaders and
critical friends.

* Uncovering and sharing
a range of collaborative
initiatives already in
progress eg. MoT aPAD.

* Linking into other system
improvement initiatives eg.
continuous improvement,
PIF upgrade.

« Starting to explore the
demand-side (Ministers)
as well as the supply-side.

» Seeking smaller groups
to actively work with
Helen/Sally.
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THINKPACE

Ministerial expectations and commissioning

Workforce capability
(people)

A high-performing policy
profession — recruit, train
and deploy a professional
policy workforce.

Attract and grow top talent

Common role descriptions
and pathways

Training and development
(joined-up , system
resources)

Develop future policy
leaders

Deploy capability to
where it is most needed

Policy workforce strategies

Agency competencies

Analysis and Advice
(products/services)

Policy is based on evidence
and user-needs, supports
effective decision-making
and is implementable.

The future toolbox —

new tools and filling old
gaps: user-centred design,
big data, research and
evaluation, feedback
loops (frontline), shared
information and resources

Analysis to advice — the
‘craft of policy’ 'What does
great policy advice look
like?’ (from transactional
to transformational)

Agency policy systems
and quality management
processes

Policy leadership
(stewardship)

Cross-government policy
leadership — agencies work
together to achieve results/
collective impact to improve
the lives of New Zealanders.

Generate fresh ideas and
big policy conversations
(innovation, futures), to
identify and meet the next
big policy challenges

Manage cross agency policy
processes - approaches,
exemplars

Prioritise & align policy
across agencies/sectors/
system.

Sustain and continuously
improve the policy system

Stewardship — capability to
provide free and frank advice
to successive governments

Policy unit maturity model

Understand the complexity and changing context

Policy Leaders | 08 May 2014 | For more information contact Sally.Washington@DPMC.govt.nz



Sharing our Policy Standards

THINKPACE

Several people brought along their agency’s collateral on policy advice standards.
We discussed common themes and ideas it ‘sparked’.

Ministry for the Environment — Progress on Improving Regulation

Actions Frameworks

DRAFT 5 May 2014 1574278

Results

Quality Scores for Random Sample of
Papers

CONTEXT

DENCE AR ENGAGEy

% & T
Ministry for the Environment’s Performance Improvement COBRAis an aglel'qcy moldel @""0 1’%
Framework Review in 2012 identified critical success factors of: for professmn_ahsmg po“FV’ @ 2013/13
* Overarching long-term vision, strategy and multi-disciplinary understandirig th-e p0|.ICV ! ~ 2 ° 6.6 outof 10
analytical framework — Ministry and NRS cycle anld generating h'gh 2 * 53% met standard of 7 vs target of 70%
¢ Ready access to capability across core competencies quality'policy anialysts. 8
 Culture that values and fosters thought leadership and policy = £ 7 % 2013/14
entrepreneurship ; g mlement s o ° 6.3 outof10
° Effective monitoring and evaluation regimes £l (B ndfor 0 PPORTUNITIES 3 * 45% met standard
Quality Assessment . S B CHEF/TS 2
Capability Criteria — customer focus, ‘1; 1 : ::fm & 5’? “ Regulatory Impact Statements
problems and 2 =
The Ministry has putin place opportunities, analysis land ke & 5 ° 88% iully or partially meet, vs standard
* COBRA — Costs Opportunity Benefits and Risk Analysis — Policy Guide argumen_t, risks, (Y Pl 5 an30%
* PANDA - Professionalising Policy — A Guide for Developing the Craft of cansyltauon‘and % s 9,
Policy Analysis collaboration, options, ‘»@ = * 53% fully meet, vs standard of 70%
* Quality assessment criteria for policy advice conlusions and i ’ .
i : e N . recommendations, % Best Practice Regulation Assessments
¢ Guidance for commissioning and peer review of advice . r, e e
o . presentation. i W3svons any 39 4
 acohort of Principal Analysts to be deployed across the Ministry but also ’“w% o o Main areas of concern related to:
W

expected to work together as a group, providing peer support and driving
organisational initiatives such as improving thought leadership.

The goal of the Natural Resources Framework is to craft robust and resilient
policy that promotes the effective stewardship and kaitiakitanga of New
Zealand’s natural resources. It has been developed to help improve analysis

and advice across the Natural Resources Sector.

Structure

The operating model adopted in 2013 aims to:

 Bring together all parts of the policy cycle - advice, evidence and
implementation — to give the well-rounded thinking that should
create great policy

Strengthen our stewardship role, with a specific focus on looking at
the medium and longer-term issues and planning.

Establish
drivers of
outcomes

Reveal
environmental and
social systems

A Quality of Advice Community of Practice brings together staff from
across the organisation at multiple levels to support challenge and
debate and drive quality initiatives, with accountability to Directors.

/ Tiers of analysis

Processes
The Ministry runs:
e Up-front quality improvement panels to drive effective
commissioning of advice.
Monthly quality assessment panels to track progress and
provide specific feedback to teams and general guidance
messages for the whole organisation and to continually improve
guidance and processes.
A Regulatory impact assessment panel to support staff
preparing regulatory impact statements, and provide
assessments of non-significant proposals.
¢ Training and development for staff.

f analysis

Assess policy
options

Integrate
analysis

Tiers.of

siskjeue yo s1ar) / siskjeue Jo sialf
Advise

1skjeue 40 s1al]

siskjeue Jo 131

¢ Proportionality
¢ Certainty and predictability
*  Growth compatibility

7 regimes assessed 2011-12 2013-14

Strong indications of material

concern 2 1
Possible areas of material concern 15 17
No significant concerns 31 30

Regulatory Plans 2014

Regulatory regimes currently under review include Resource Management, Climate Change,
Freshwater, Waste, Exclusive Economic Zone, and Hazardous Substances and New Organisms .
Significant implementation work is also underway in most of these areas.

The Ministry is increasingly taking a medium-term approach to its work programme. to provide
enduring solutions to the environmental issues that New Zealand cares for most. The focus
will be to improve the frameworks that guide decision-makers when making decisions about
how New Zealand’s natural and built resources will be used.

In order to ensure that decision-making frameworks driver better performance, the Ministry
must take a stronger leadership role in system design and implementation, along with a
greater emphasis on monitoring and reporting the system’s performance.

Access to robust and trusted information on the performance of the environmental
management system is critical for good decision making and for evaluating the impact of
policies and decisions on natural resources over time. The Environmental Reporting Bill
mandates the provision of comprehensive environmental information in a way that is easy to
understand, relevant and independent from the government of the day.

Ministry for the Environment

*Contact Sally for supporting material.
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THINKPACE

icy Standards

Sharing our Pol

The Treasury
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Sharing our Policy Standards

THINKPACE

Department of Conservation

Drivers of the quality of policy advice : context, culture and inputs

Leadership

Iigh
standards of
leadershi

Policy Context and Culture

High quality inputs

Cleat policy direction, priorities, frameworks:
NZBS, DOC SOI, Policy Group planning

Consi conservation policy story :
»| ° Solution focused
* DOC’s environmental bottom lines

p

v

* Reflects the role of Government in
stewardship of the public conservation estate

& petformance

Energy and resources
are best placed.

Plans to improve  capability

Professional develop-
ment. Staff have space
aside from immediate

MOR, PPR

delivery to develop and
maintain capability

* Position on Treaty issues

Criteria for evaluating policy

What good policy looks like

Grounded in bigger picture

+ Takes a long term view

Problems & opportunities are defined

It cleatly defines the problem, its size, who is affected
(distinguishing between sector and national interests) and how.
Tt explains how current policy contributes to the problem; and
why changes could improve outcomes.

* Take account of the strategic context,
and the national and international
situation.

* Ts not tied to pre-existing silos

Staff
capability
and
develop-

Linkages between staff within and between teams

Policy meetings

T S,
Multidisciplinary skills in strategic thinking:

* Explore patterns and trends

* Anticipate policy challenges, opportunities

* Make connections between events, issues, ideas

* Question assumptions and parameters

> Advice is free and frank
Peer review

ment

A culture of critique and challenge

Robust Analysis. ..

Research and information

backed by high quality info from...

* Forward looking

Proactive research strategy:

* Environmental scanning
* Non-intervention specific

Information
management systems
enabling access, use,
sharing of up-to-date,
accurate and wide-

In touch with up-to-date
scientific research and
ecological understanding

ranging information

A

Leveraging off appropriate
»| tesearch and information:
demonstrated use,
application, and support

Research
and...

Policy research &
information systems

v

Consultation with internal DOC subject experts

Consultation with stake-
Consultation

holders, peers and those N

Consultation

Established relationships with

support and
guidelines

Relationships
& consultation

external stakcholders at all levels
Policy meetings

Awareness of the activities, work, priorities
and perspectives of other related agencies

S,

T

affected by policy proposals and...

Coordination between agencies when
there are common broad outcomes

Pro-active involvement in cross-

Internal DOC relationships:

e Listablish relationships with internal stakeholders at all levels

* Senior DOC managers understand, support, & engage with Policy

MoC, SMT engagement

cutting issues, with advice going
beyond departmental “silos™

Understand needs of customers
(Cab, MoC, DG, SMT, DDG)

Solutions and implementation

Close links, with no gulfs or conflicts, between policy design &:
Implementation, Research, and Evaluation

—+ Implementation issues ate tested & understood |

It provides apptoptiate context

It presents the big picture, including wider matters, strategies and
policies which shape the issue and its resolution. It explains
what has happened up to this point and what will happen next.
It reflects the role of Government in stewardship of the public
conservation estate.

Strong analytical foundation

All key tisks are identified

Tt identifies: the problem’s substantive economic, environmental
and social risks; the risks of failure of the proposed solutions;
different stakeholder views about the level of risk that is
acceptable; and strategies for mitigating the identified risks.

s Te sts, opportunities, benefits, risks

* Questions assumptions

* Tests whether govt intervention is
needed

* Robust, logical, innovative, flexible

* Builds evaluation into advice

Identifies options + preferred option

It includes a range of practical options for meeting the policy
objective. The options are not restricted to a narrow set of
solutions, and the teasoning behind the selection is transparent.
Tt identifies options’ impacts, and considers implementation,
practicality and timing, It evaluates the options using clear
criteria; identifies a preferred option; and explains how
judgements have been weighted to reach it. It sets out how losers
(if any) to an approach might be dealt with.

Evidence based
. Us
2 wide range of sourc

he best available information from

+ Assumptions, uncertaintics and risks
<, implications)

are

|
i

understood (nature,

Analysis is robust & based on evidence & logic

It has a cleat, tested, and appropriate framework for analysing
the issue and options, and the way it is applied makes sense to
the reader. The limitations, assumptions, uncertainties and gaps
in the evidence are made clear. The logic of the paper is clea,
based on evidence, and compelling. The analysis is complete
and accurate. Data is not selective or skewed.

Engages with values
* Tingages with those with expericnce of
the i

ues, or are affected by the policy

* Positive view of engagement as an
opportunity for learning, testing,
designing

Apptoptiate consultation and collaboration

“Thete is evidence of appropriate consultation and collaboration:
with experts within DOC; with other government agencies; with
iwi; and with stakeholders. If time frames prevent consultation,
the risks of not consulting are made clear.

DOC section 4 Treaty obligations
It identifies any issues, costs or benefits of patticular interest to
Maori; and any implications for Treaty claims (+ve or -ve).

Customer focussed

Tiit for purposc. Length & depth of advice
is tailored to the circumstances

i

Paper is customer focused

‘The purpose of the paper is clear. Itis pitched to the needs of
the audience. It specifies what decisions are being sought, by
when, and the risks of delays

Monitored & cvaluated
Systematic evaluation of policy’s

ff is built into the policy-
making process

Concl and d
The paper has a conclusion and suggests a cleat way forward.
Recommendations are action otientated, short, unambiguous,

complete, realistic.
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Sharing our Policy Standards

THINKPACE

Ministry of Transport

Uzt L eadership of the Policy System

i Peoiole
Development

opportunities.

N/

Acting Manager Internal review

panel for policy

2YP quality policy | | Internal debate on
stream of work policy quality

Workshops

Culture

Quarterly surveys

NER uely

Recruitment— ( \ Building consensus
competitive
ssiachiar/ . Comprehensive
assessment Induction
centres =
eee) 000 =
Training Managers to be Coaching Managers to be
N their best as Managers future General Managers
Development of Applied Policy
structured Adviser ia
programme Development =
across all levels Programme
e 000
Secondment
opportunities i
acrots e socior oty =
O . . . . Training Advisers to be Coachmg Advisers to be
) their best as Advisers future Managers
Loc Leadership —— e SEEmEEES
Leadership Link Development Gathsrmg evldanoe Analysmg data Craftlng adea
‘ ol. programme:
g W A I TR b
T W e v R A e 51| e
Chief Executive Gradiale
Leadership Programme
awards N
P —c——
International
aPEP pilot Secondment

Internal RIS panel | | Policy quality blog

—
Tools

Intranet Clear
functionality prioritisation
enhancement system

@) X J L 1 ]

New search Quality policy
engine across intranet page
Ministry systems

cee (C00

Refreshed quality
Wiiting Hub

cee
000

(" N
Environmental
GROW model Scanning

(OX X J [
N J -

polic,
tools/booklets

( N

Systems Map Domain Plan

() @

X A /

Strategy p T
® |/
X o

Research / ® ]

&\: e 2

*Contact Sally

for supporting
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What Our Sharing of Standards 'Sparked’

THINKPACE

The main topics of conversation sparked through sharing our collateral were:

Hrwo miens e Lisoupes s0i's é#e‘cn'w:c7'7 B izt Cooeorrirs forate a
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# ﬂ"‘/"ﬂw}awﬂé &AN;},&») (ﬂo‘l’) *Gwmmwy-/' RS S /
: G Tonpeicir o Cxpeicit

L TRt o fed foremic

There is significant commonality across
the standards shared.

There may be new and useful ways to
express the differences in roles for the
future rather than our standard 'levels'
ie. Manager, Advisor, etc and how
those roles fit together to create a high-
performing policy unit/function. e.g. Deal
maker, Broker, Disrupter, Entrepreneur.

The potential “T” shape of an individual’s
development i.e. broad and deep
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What our Sharing of Standards 'Sparked' THINKPLACE

We discussed the need for people in teams that have both breadth of experience and depth of expertise

T-shaped individuals High performing teams have intentional breadth and depth

Breadth

Depth

A T-shaped individual has
both a breadth of experience,
knowledge and skill, plus
deep topic expertise that is
continually refreshed.
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Emerging Need — Ambidextrous Policy Development THINKPLACE

We started to discuss what it would take to excel in both the Transactional AND Transformational spaces, within a
single agency and across the system to ensure we take care of bread and butter policy work and leave some space for
innovation/transformation to shape our future policy options/advice.

Today Tomorrow

Across the system

Transactional Transformational

Within a single agency
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Next Steps

THINKPACE

We agreed to:

Extend invitations to any relevant policy quality symposia to the group.

Note: DPMC hopes to host a session with David Halpern (Head of UK
Behavioural Insights unit, Chair of “What Works” policy hubs Network Council
and former Chief analyst in the UK PM’s Strategy Unit) on 6 June (TBC)

Let Helen/Sally know about any cross agency groups or activities forming or
any initiatives that could be shared around the policy leaders network and/
or benefit from some central co-ordination. Indicate topics you would like to
discuss with colleagues at future sessions:

- commissioning and ministerial relationship management?
- developing strategic policy capability?
- free and frank advice — pressures and new stewardship expectations?

Next session: 19 June 3:30 — 5pm at Ministry for the Environment.



