14 May 2024

Ref: OIA-2023/24-0682
Dear

Official Information Act request relating to papers and advice around targets and
delivery

Thank you for your Official Information Act 1982 (the Act) request received on 20 March
2024. You requested (numbering added):

1. “The following (previously declined by PMO):
- 6/12/2023 Establishing Targets to Drive Delivery
- 1/12/2023 Strengthening the Government's Delivery Focus
- 13/12/2023 Developing priorities and targets: Letters to Ministers and Cabinet
oral item
- 14/12/2023 Developing priorities and targets DPMC 2023

2. Any further advice provided to the PM regarding targets, delivery and
implementation, including but not exclusive to consideration of a delivery unit.

3.  Any written communication between DPMC staff and external consultants
regarding efforts to manage targets, delivery and implementation, between
December 1, 2023, and the current date.”

On 2 April 2024 you refined parts 2 & 3 of your request to:

2. Any further documents, including briefings, papers, cabinet papers, weekly
bullets and memos provided to the PM regarding targets, delivery, and
implementation, including but not exclusive to consideration of a delivery unit.

3. Any written communication between DPMC tier 1 and tier 2 managers (including,
if not already, Stephen Crombie) with Andrew Grant of McKinsey and any
McKinsey representatives, any representatives of Delivery Associates, and any
representatives of other consultancy firms about DPMC's interest in targets,
delivery and implementation, for the three months after October 14, 2023.

The time frame for responding to your request was extended under section 15A of the Act
by 9 working days because consultation needed to be undertaken before a decision could
be made on the request. Following this extension, | am now in a position to respond.

Information released

| have decided to release the relevant parts of the documents listed below, as Appendix A,
subject to information being withheld as noted.
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e Section 6(b)(i), to protect the entrusting of information to the Government of New
Zealand on a basis of confidence by the Government of any other country or any
agency of such a Government

e section 9(2)(a), to protect the privacy of individuals

e section 9(2)(f)(iv), to maintain the confidentiality of advice tendered by or to Ministers
and officials

e section 9(2)(g)(i), to maintain the effective conduct of public affairs through the free and
frank expression of opinion.

Whilst collating the papers for your request, we have identified that the following 2 papers
(listed in point 1 above) are in fact the same paper as the 13/12/2023 - Developing priorities
and targets: Letters to Ministers and Cabinet oral item.

e 6/12/2023 Establishing Targets to Drive Delivery
e 14/12/2023 Developing priorities and targets DPMC 2023

This was a result of an administrative error.
Information publicly available

Identified as relevant to your request is a Cabinet paper titled “Setting Targets to Deliver for
New Zealanders (SOU-24-SUB-0009)” that was considered by the Cabinet Social Outcomes
Cabinet Committee on 20 March 2024. This paper and associated Cabinet Minute is publicly
available on DPMC’s website at: www.dpmc.govt.nz/publications/proactive-release-sou-24-

sub-0009-setting-targets-deliver-new-zealanders.

Additionally, Attachment B relating to Document 1, Setting up Targets to Drive Delivery, is a
publicly available book titled - Targeting Commitment — Interagency Performance in New
Zealand.

Your request as it relates to this paper and book is therefore refused under section 18(d) of
the Act, on the basis that they are publicly available.

Information withheld

The following 6 papers identified in scope of your request have been withheld in full:

Date ‘ Title of Paper Decision
01/12/2023 Briefing: Strengthening the Government’s delivery | Withheld in full under:
focus 9(2)(f)(iv)
13/12/2023 Attachment B for Document 2 Withheld in full under:
9(2)(f)(ii), 9(2)(9)(i)
31/01/2024 Targets Programme — Meeting with the Prime Withheld in full under:
Minister Agenda and Options for Targets from 9(2)(g)(i)
Ministers A3
15/02/2024 Cover Note for Document 5 Withheld in full under:
9(2)(9)()
06/03/2024 Appendix 1 — Targets Progress Report Example for | Withheld in full under:
Document 6 9(2)(f)(iv)
15/03/2024 Aide Mémoire: Talking points for Cabinet Withheld in full under:
discussion on Targets 9(2)(f)(ii)
9(2)(9)(®)

As noted above, these papers have been withheld in full under the following sections of the
Act:

4877776 3




e section 9(2)(f)(ii), to maintain collective and individual ministerial responsibility

e section 9(2)(f)(iv), to maintain the confidentiality of advice tendered by or to Ministers
and officials

e section 9(2)(g)(i), to maintain the effective conduct of public affairs through the free and
frank expression of opinion.

Also identified as relevant to your request are some briefings provided by DPMC’s Policy
Advisory Group to the Prime Minister. These briefings are provided to the Prime Minister in
confidence to support him in his role as leader of the Government and chair of Cabinet.
These briefings are withheld in their entirety under the following sections of the Act:

e section 9(2)(f)(ii), to maintain collective and individual ministerial responsibility

e section 9(2)(f)(iv), to maintain the confidentiality of advice tendered by or to Ministers
and officials

e section 9(2)(g)(i), to maintain the effective conduct of public affairs through the free
and frank expression of opinion.

In relation to part three of your request, under section 16(1)(e) of the Act | can summarise
that there were three emails on 3/4/2024 between a Tier 2 employee and Delivery
Associates. Delivery Associates forwarded three documents including a publicly available
brochure from the New South Wales Government in 2018, a short document compiling some
metrics and associated targets in the sectors from a range of jurisdictions—across Australia,
Canada and the UK, and a document providing background on the NSW education case
study — NSW Bump It Up. The documents are released to you in full, as Appendix B, and
are listed below:

e NSW Bump It Up — background for NZ DPMC
e NSW Premiers-Priorities-2018 Update
e Targets for DPMC reference.

In making my decision, where section 9 applies | have considered the public interest
considerations in section 9(1) of the Act. No public interest has been identified that would be
sufficient to outweigh the reasons for withholding that information.

You have the right to ask the Ombudsman to investigate and review my decision under
section 28(3) of the Act.

This response will be published on the DPMC website during our regular publication cycle.
Typically, information is released monthly, or as otherwise determined. Your personal
information including name and contact details will be removed for publication.

Yours sincerely

Stephen Crombie
Executive Director
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Briefing

Setting targets to drive delivery

To: Rt Hon Christopher Luxon, Prime Minister

Date 1/12/2023 Security Level iN=CONFIDENCE"

Purpose

1. You have an action in your 100 Day programme to take a paper to Cabinet with a proposal to
develop public service targets in December. These targets need to be set before the end of
the 100 Day programme on 8 March 2024 to help maintain delivery momentum.

2. To do this, we need you to instruct your Ministers to come back with a shortlist of possible
targets. We also need your decision on target areas to get this process underway.

3. This advice should be considered alongside our advice on target areas and on strengthening
the government’s delivery focus.

Recommendations

We recommend you:

1. agree to meet during the week beginning 4 December and provide @~ YES/NO
feedback and direction on your preferred approach to setting targets;

2. direct officials to draft you a paper on target areas and process, for ~ YES/NO
Cabinet’s decision on 18 December,;

3. direct officials to draft.you a letter to send to relevant Ministers after 18 YES / NO
December, requesting they provide you with a shortlist of targets (with a
preferred option) by 5 February 2024;

4. note we do not intend to proactively release this report until final decisions
on targets have been made.

Chris Kerr Rt Hon Christopher Luxon

Director, Strategy Unit Prime Minister

......... Joeariaid e ST S SURR
| Briefing: Setting up targets to drive Government priorities DPMC-2023/24-519
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Attachment A: Setting targets to drive delivery — slide pack

Attachment B: Book: Targeting Commitment — Interagency UNCLASSIFIED
Performance in New Zealand [lessons from the
Better Public Service target approach]
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Briefing

Developing priorities and targets: Letters to
Ministers and Cabinet oral item

To: Rt Hon Christopher Luxon

Prime Minister

Date 13/12/2023 Security Level N oMNEoERNCE

Purpose

1. You have told us that you wish to progress the development of targets by taking an oral item
to Cabinet, followed by engagement with Ministers. This brief provides you talking points
and recommendations to use in Cabinet on 18 December. Your oral item will create the
mandate for developing targets and set expectation, particularly on pace.

2. This brief also indicates likely lead Ministers and departments for possible target areas. It also
provides draft portfolio priority letters for you to send to Ministers.

Recommendations

We recommend you:

1. note the attached talking points for your use in Cabinet on 18 December;

2. agree to tefble the attached recommendations in Cabinet on 18 YES / NO
December;

3. agree to send the attached portfolio priority letters to all Ministers; YES/NO

5::?;?11 — Developing priorities and targets: Letters to Ministers and Cabinet DPMC-2023/24-568
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4. note below the likely lead Ministers and departments for potential target

areas:
Target area Lead Minister (portfolio) Lead department
Rebuilding the Hon Nicola Willis (Finance) The Treasury
economy
Hon Melissa Lee (Economic Ministry of Business, Innovation,
Development) and Employment '
Law and order Hon Paul Goldsmith (Justice) Ministry of Justice Ryl
Health Hon Dr Shane Reti (Health) Ministry of Health o
Education Hon Erica Stanford (Education) Ministry of Education ;
Infrastructure Hon Chris Bishop (Infrastructure) The Treasury ()"
Housing Hon Chris Bishop (Housing) Ministry of Housi_ng_and Urban
Development
Experience of Hon Nicola Willis (Public Service) Public Service Commission
government services ] ] o )
Hon Judith Collins (Digitising Department of Internal Affairs
Government) : (Government Chief Digital Officer)
Environment Hon Penny Simmonds (Environment)_ |_Ministry for the Environment
Social development Hon Louise Upston (Social 762 Ministry of Social Development
and employment Development and Employment)
Chris Kerr Rt Hon Christopher Luxon
Director, Strategy Unit Prime Minister
Policy Advisory Group
......... T SUTUINY St eeeeeend e

, Attachment A Letters to Ministers — Setting our priorities for the
next three years
Attachment B Cabinet oral item — Driving government IN-CONEIDENGE

performance beyond our 100-Day Plan

grr:t:tr;?n — Developing priorities and targets: Letters to Ministers and Cabinet DPMC-2023/24-568
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Attachment A — draft letters to Ministers: Setting our
priorities for the next three years

X December 2023
Hon X

Executive Wing X.X
Parliament Buildings
WELLINGTON

cc: Departmental CE

Dear X
SETTING OUR PRIORITIES FOR THE NEXT THREE YEARS

We have twelve quarters across this Parliamentary term to improve outcomes for New
Zealanders; our 100-Day Plan has set a focus on delivery and results that | want to maintain.

To this end, please write to me by 29 January 2024 outlining your proposed priorities for each of
your portfolios, the impact you expect each to have, and how and when you will achieve them.
Please cover just the key priorities (up to 5) that will be the focus for you and your agencies.

You should engage with your colleagues-on your proposed priorities, to ensure a coherent
approach and to agree on how you will work together on overlapping issues.

[Additional material - only for Ministers specified in the table]

In addition to portfolio priorities, lintend to set targets and other metrics across 8-12 areas to
further focus our Government’s efforts and signal our commitment to achieving better results.

For your X portfolio, please also propose a shortlist of targets, including your preferred one or
two.

siHw A
| have asked the Department of the Prime Minister and Cabinet to facilitate the target
development process, and provide support to agencies where necessary.

Yours sincerely
Rt Hon Christopher Luxon

PRIME MINISTER

Briefing — Developing priorities and targets: Letters to Ministers and Cabinet oral DPMC-2023/24-568
item
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Briefing

Confirming Government Targets

To: Rt Hon Christopher Luxon

Prime Minister

Date 5/02/2024 Security Level HN-CONRIDENGE]

Purpose

1. In this paper we outline potential targets for your Government and seek your agreement to
put them to Cabinet. We also advise you of the trade-offs with these targets and provide some
choices for your consideration.

2. We have accelerated this work. We seek your direction on whether you wish to announce
your Government’s targets on 18 February during your state of the nation speech.

3. In addition to your decision on which targets to include, we particularly seek your direction on
the targets to reduce emergency department (ED) wait times and serious crime.

4. Given the risks associated with these two targets, we seek your direction on whether to:
a) announce them now (along with the package of other targets); or

b) announce your intent to have a target in these areas now and defer announcement of
the target details until you have received delivery plans.

Recommendations

We recommend you:

1. note that, following your feedback, DPMC has refined targets proposed
by your Ministers and developed some new targets (with assistance from
relevant agencies);

2. note that these 10 targets cover your Government’s priorities of health,
education, law and order, and the economy, and will enable you to
measure progress on the environment;

| Briefing: Confirming Government Targets DPMC-2023/24-702
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3. agree to propose the following targets to Cabinet:

3.1. improved coverage of childhood immunisations, YES / NO
3.2. fewer people receiving jobseeker support, YES / NO
3.3. increased student attendance, YES / NO
3.4. increase in students at or above expected curriculum levels, YES / NO
3.5. lowering inflation, YES / NO
3.6. reduced greenhouse gas emissions, and YES/NO
3.7. reduced youth offending; YES / NO
4. agree to
YES /NO

4 1. propose a target for shorter stays in emergency departments now,
OR

4.2. propose a target for shorter stays in emergency departments once a YES / NO
delivery plan is in place (note the intention to set this target could be
announced now)

5. agreeto

YES / NO
5.1. propose a target to reduce violent crime now,

OR

5.2. propose a target to reduce violent crime once a delivery plan (with a YES / NO
measurable and movable indicator) is in place (note the intention to
set this target could be announced now),

OR
YES / NO
5.3. propose a target now for timely access to justice;
6. agreeto

6.1. further develop a target for a reduction in the number of children in YES / NO
benefit dependent households,

OR

6.2. further develop a target for a reduction in the number of children in YES / NO
material hardship;

7. direct that targets for housing and customer experience be further = YES/NO
developed for consideration at a later date;

| Briefing: Confirming Government Targets DPMC-2023/24-702
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8. note central agencies will advise the Reserve Bank of New Zealand
before publication of the inflation target;

9. note DPMC’s advice on the trade-offs associated with each proposed
target and the alternative options (where relevant) provided;

10. direct DPMC to prepare a paper for Cabinet to confirm the final package YES /NO
of targets, providing you with a draft by 9 February 2024,

11. agree for you and your Office to engage with relevant Ministers on your YES /NO
decisions above, ahead of consultation on the Cabinet paper;

12. agree to indicate to Ministers the need to prepare delivery plans for each YES /NO
target;

13. note you are meeting with DPMC officials on 6 February to discuss this
advice;

14. agree to forward this advice to the Minister of Finance and the Public YES /NO
Service,

15. note that the reporting and tracking of targets will be integrated into the
wider reporting on the Government’s work programme;

16. note we do not intend to proactively release this report until final Cabinet
decisions have been made on the targets programme.

s 9(2)(a)
R
Chris Kerr Rt Hon Christopher Luxon
Director, Strategy Unit Prime Minister
05/02/2024 .~ || Joaanns [oeen....
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Background

5.

On 18 December 2023, you wrote to relevant Ministers asking them to provide a shortlist of
targets to support your Government to maintain its momentum and ensuring the focus of
Ministers and agencies is on delivering results across your Government’s priorities.

Targets can drive discipline of delivery by focusing effort, resources, and accountability. Set
and implemented well, targets can simultaneously help lift performance and reduce costs.
Targets can not only reduce fiscal expense by enabling other services and activities to be
stopped or deprioritised, but also return a dividend in the longer term.

Effective targets are moveable, measurable, and meaningful. Indeed, the most effective
targets not only achieve the direct outcomes sought but are foundational to driving
improvements across the system.

On 31 January, you met with DPMC and provided your feedback on the targets proposed by
your Ministers. You indicated comfort with most of the targets proposed but directed us to
refine/develop targets for law and order and health that were more ambitious and salient to
New Zealanders. You also asked us to develop a target to reduce the number-of children living
in benefit dependent households.

You have indicated your preference to set ten targets now

9.

The table below outlines your Government’s potential targets for Cabinet’'s agreement.

Table 1: Potential Government Targets

Improve coverage of 95% of New Zealand children fully

childhood immunised at 24 months of age by 2027

immunisations

Shorter stays in 95% of patients to be admitted, discharged, Not proposed by

emergency department or transferred from an emergency Minister but

(ED) department within six hours by June 2030 consistent with
coalition
agreements

Reduce youth ~15% reduction in the total number of

offending ' children and young people with serious and

" persistent offending behaviour by June
2027
Reduce violent crime 15% reduction in the proportion of people

who were the victim of an assault, robbery,
or sexual assault offence by 2029

Fewer people receiving 20,000 fewer people on a Jobseeker benefit
jobseeker support than in December 2023 by June 2026, and
10,000 fewer by June 2025
. Reduce the number of 1,500 fewer children in benefit dependent Proposed as
. children in benefit households than in December 2023 by June supporting indicator
' dependent households 2025 and 3,000 fewer by June 2026 by Minister
Increase student 75% of students are present for 90% or Not proposed by
attendance more of the term by June 2026 Minister

| Briefing: Confirming Government Targets DPMC-2023/24-702

DPMC: 4846517 Page 5 of 12



Increase students at or 80% of Year 8 students are at or above the
above expected expected curriculum level for their age in
curriculum levels reading, writing, maths, and science by
2030
Lowering inflation Future inflation between 1-3% is achieved Existing statutory
and maintained over the medium term, with target, will consult
a focus on the 2% mid-point with the Reserve
Bank \
Reduce greenhouse Net zero greenhouse gas emissions Existing statutory
gas emissions (excluding biogenic methane) are achieved target
by 2050

10. The table below shows two remaining targets to be further developed and set later.
Table 2: Targets to be developed further and set later

Performance Indicator Note

Ending the use of Reduction in the number of families with . 'Proposed by
emergency housing children who exit emergency housing and Minister, noting
do not return within 12 months further development
needed
Customer experience Improvement in net promoter score /
of Government customer experience

11. These targets prioritise the issues salient to New Zealanders: delivering them will matter and
will mean the public will ‘see and feel’ a difference. They cover your Government’s priorities
of health, education, law and order, the economy, and will show progress on the environment:

12. This package is ambitious; the level of that ambition matters. Targets must be both aspirational
and achievable to create buy in, both for the public and the agencies that serve them.

13. Such ambition may inevitably result in some targets not being met. That failure is acceptable
if that possibility is publicly communicated from the start and meaningful progress is made
towards achieving the target.

14. Following your feedback; we have not advanced other targets developed by your Ministers,
including:

e Timely access to cancer care,

¢ Increasing proportion of school leavers with NCEA Level 2,
¢ Improving digital services,

e Building key infrastructure,

e " Fiscal policy; and

o Reducing waste to landfill.

ED wait times — implications and options

15. In addition to improving childhood immunisation, you expressed a desire to develop a
Government target for ED wait times. Improvements in ED performance will the result of a
wide range of changes across the health system, including primary care, elective surgery,

| Briefing: Confirming Government Targets DPMC-2023/24-702
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productivity, and workforce. While an excellent target for the health system’s performance,
there is a risk that ED wait times do not move in the short term.

16. After a long trend of increase, ED presentations peaked in 2021, stabilised in 2022 (allowing
for periods of lockdown), and then started to grow again in 2023. The average ED
presentation is becoming more acute and complex, with presentations at the lower end of the
urgency scale being fairly stable.

17. The health system is under significant pressure with increasing demand and distribution due
to the approach to health reform implementation. Most ED departments nationwide are at or
over capacity most of the time. September 2023 monthly reporting indicates that 65% of
patients were admitted, discharged, or transferred within six hours (against a target of 95%),
with performance having deteriorated from June to November 2023.

18. ED wait times are affected by resourcing and workflow in ED, but also by:
e people’s access to primary care;
o the availability (and cost to patient) of diagnostic services in the community;
e availability of beds to move people into when need to be admitted;
e availability of community care and aged residential care beds;
e health behaviours such as harmful use of alcohol and other drugs, dangerous driving; and
e seasonal variation, particularly the influenza season.

19. In addition to optimising the flow through the system; sustainably achieving the target for ED
wait times would likely require significant changes in the primary care, aged care and hospital
systems—whether through an expansion of existing models or a shift to new models of care.
The target could also be supported by efforts toreduce demand through social behaviour and
regulatory change. Such efforts would take time:to have an impact on demand.

20. As such, there is significant uncertainty of the fiscal implications of setting a target for ED wait
times. Without a robust delivery plan and strong leadership, the scale of these fiscal
implications means there would be a significant risk that the target is achieved by focusing
resources intensively in ED at the expense of other parts of the health system. This may result
in improved ED wait times in-the short term, but—through reductions in the quality of care
elsewhere—would likely result in worse health outcomes and ultimately higher ED
presentations in the medium to long term.

21.8 9(2)(f)(iv) 66‘

22. These risks would be mitigated through the establishment of a comprehensive health system
performance framework that enables a system-wide understanding and responses to delivery
performance. Following the health reforms, this is still under development and does not yet
provide-an adequate basis to assess the impacts of ED targets.

23. In order to mitigate the risks noted above, DPMC recommends you receive a delivery plan,
with ‘'some degree of independent validation, before setting a target for ED wait times that
includes:

a) completion and integration with the health planning process (The New Zealand Health
Plan) and Budget 24 which would identify key fiscal and operational trade-offs;

b) confirmation of a health system performance framework, including a broader set of
performance indicators, to reduce risk of unintended consequences and/or gaming;
and
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24. Should you wish to set a target for ED wait times now, DPMC recommends you manage
expectation from the start about how ambitious this target will be to meet, noting that
significant progress towards it would be meaningful, even if the target is not met. It will be
important to signal the intention to drive improvements in performance across the health
system.

Law and order — implications and options

Reducing violent crime

25. A target on reducing violent crime is salient for New Zealanders and its achievement would
drive foundational improvements across the system. The Minister of Justice has proposed a
target which is a reduction of the percentage of people who are victims of serious crime (15%
by 2029), with the New Zealand Crime and Victims Survey (the Survey) as the indicator of
performance.

26. The Survey provides an annual view of the victims of crime and includes reported and non-
reported crime. This includes a large proportion of family violence which is often unreported.
The proportion of victims of violent crime is around 4% of New Zealand’'s population and
indications are that it is reducing, but the margin of error of the Survey means that this trend
is difficult to confirm.

27. While meaningful, the indicator is unlikely to be movable (at least by June 2026) and is also
difficult to measure, as:

a) the drivers behind the indicator include a very wide range of factors, and not all are subject
to intervention in the shorter term; and

b) the indicator has a high margin of error and would make assessment of statistically
significant performance difficult in the shorter term.

28. These two issues would make the attribution of interventions to performance changes in the
near term difficult to assess with confidence. The Survey is an appropriate measure of long-
term trends and insights on violent crime but is, therefore, problematic as the basis of a target
in the short term (i.e. to June 2026).

29. The justice sector has an extensive range of other indicators which include the presentation,
response, investigation, and proceedings related to violent crime. The sector also has details
of offenders and victims-as they progress through the justice system. An alternative indicator
for this target could be the number of reported victimisations of serious crimes from Recorded
Crime Victim Statistics (RCVS).

30. RCVS are reported routinely by Police, and there will be a closer and more timely linkage
between interventions and performance. It may be possible to set a target using RCVS, but
this would require more work to ensure it does not create any unintended consequences by
focusing resources on this particular category of crime.

31. Given the meaningfulness of reducing violent crime but noting the limitations of measuring
and moving performance via the Survey, an alternative option could be to announce your
intention to set a target now, and announce the performance indicator and ambition of that
target once a delivery plan has been established. This would enable the development of an
appropriate target, that enables performance to be measured and improved in the near term.

Timely access to justice

32. The Minister of Justice proposed improving timely access to justice as a target. Given the
challenges noted above with establishing a suitable indicator for a serious crime target, you
may wish to set a target for timely access to justice instead in the short term. Such a target
has a range of system and public benefits which include improved outcomes for victims and
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less time for people on remand.’ This target would also resonate with New Zealanders, be
measurable and would be movable in the near term with concerted effort.

33. DPMC recommends you consider setting a target on criminal court timeliness rather than
victims of serious offending. Should you wish to set a target on serious offending, the use of
NZCVS remain an option but requires further work to set.

Reducing children in benefit-dependent households

34. You requested an additional target on reducing the number of children in benefit-dependent
households. Achieving such a target would require reducing the number of parents in receipt
of a range of benefits. Initiatives and levers to achieve reductions in the number of children.in
benefit-dependent households include dedicated case management, suitable employment
programmes, childcare access, financial incentives, and stable housing.

35. People receiving Sole Parent Support account for ~70% of children in benefit dependent
households. They have more limited work preparation or work obligations compared to Job
Seeker Support. This means the scope for movement of a target on reducing children in
benefit-dependent households is small without altering these legislated-obligations (initial
estimates suggest 7,000 (3.2%) out of population of 215,500 by June 2028). Such a shift may
not be material enough to be considered meaningful, given the large number of children in
benefit dependent households. Furthermore, there is a significant cohort of children in low-
income households where the parent/s or caregivers do ‘not receive these benefits and
therefore will not be within the scope of this target.

36. An alternative for this target would be to reduce the number of children in material hardship,
which is currently measured under the Child Poverty Reduction Act. It is a widely recognised
measure, can be communicated, responds to.a wider range of drivers that align with your
Government’s broader priorities (e.g. reducing benefit receipt, growing the economy,
increasing real incomes, and keeping inflation-low) and is strongly linked to child and family
outcomes.

37. An additional welfare target will spread the focus of MSD because the interventions required
to shift receipt of Job Seeker Support and Sole Parent Support are different.

38. Depending on your intent with this target (whether you are focused on reducing benefit
dependency or addressing child poverty) we recommend these two options are considered
further before setting a target.

Options to mitigate the risks of ambitious targets

39. You have indicated you wish to start by setting targets on the issues that matter, and then to
drive delivery by allocating the necessary resourcing, attention, and accountability. This
approach has the potential to lift aspirations and innovation from a focus on ‘how it's done
now’ to‘how it could or should be’ delivered for the betterment of the country. In other words,
setting a target ahead of a delivery plan ensures ambition is not constrained by the status
quo.

40. However, it also presents risks. Setting targets before delivery plans have been developed
means it is difficult to accurately assess the potential risks and fiscal implications of meeting
those targets. It is also challenging to assess the appropriate level of ambition. Setting targets

' For the week ending 2 Feb there were 4162 people on custodial remand, the highest since 28 January 2020, or 45% of the prison
population.
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at the outset to some degree also determines where your Government will, and constrains
where it will not, subsequently invest its time, money, and other resources.

41. These risks are greatest for targets that do not (or may not) meet the three criteria of being
movable, measurable, and meaningful. Should you wish to set targets now, you could mitigate
these risks by first announcing the targets and subsequently announcing the level of ambition
(the performance indicator) for those riskier targets.

42. For example, you could announce a target to ‘reduce ED wait times’ along with other targets
now, and then later announce the target's level (e.g., 73% of patients to be admitted,
discharged, or transferred from an ED within six hours by June 2026), once you have received
a delivery plan from the Minister of Health.

Fiscal implications

43. Achieving targets should result in improved productivity and savings for the Crown. For
example, well-calibrated interventions to reduce youth offending will reduce long-term costs
in the corrections system.

44.

Meeting targets to achieve outcomes

46. Setting highly ambitious targets can create strong incentives to “game” delivery, particularly if
Ministerial or Chief Executive performance is measured against target delivery. This risk may
be exacerbated if target delivery is highly ambitious, as in the case of ED wait times and
violent crime.

47. This risk can be mitigated if each target is subsequently supported by a delivery plan, that
includes a set of underlying indicators showing whether the desired outcome is being
achieved. Such delivery plans can also ensure there is a defined set of interventions planned
that will'lead to target realisation. We recommend seeking indicators and delivery plans from
Ministers and their agencies and signal this expectation in your paper to Cabinet.

Next steps

48. Following your feedback, DPMC will provide you a draft Cabinet paper by Friday 9 February,
seeking your approval to consult with Ministers and agencies simultaneously. Before
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consultation begins, we recommend your Office engages with relevant Ministers to advise on
your views on the targets they proposed and your preferred direction of travel.

49. In parallel, DPMC will also work with agencies to provide assurance over the underlying data
and baselines for your Government’s proposed targets.

Appendix 1 Summary of proposed targets
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Appendix 1: Summary of Proposed Targets
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Briefing

Government targets — advice to finalise

To: Rt Hon Christopher Luxon
Prime Minister

Date 15/02/2024 Security Level .

Purpose

1. This briefing provides supplementary advice on the targets that have been added to the
package since our previous advice [DPMC-2023/24-702 refers]. It also seeks your decision
to finalise the package of targets to be reflected in your Cabinet paper.

Recommendations

We recommend you:

1. note that the package of targets has been revised following direction from
your office and with assistance from relevant -agencies, and has been
reflected in the draft Cabinet paper (provided separately);

2. note the attached overview of the targets package (Attachment A) and
DPMC’s supplementary advice on the new targets for health and housing;

3. note that for these targets to drive performance, robust delivery plans,
active performance management, fiscal discipline, and a communications
strategy (to manage public expectations and workforce buy-in) will be
needed,;

4. note DPMC’s assessment of whether targets are moveable, measurable,
and meaningful has been updated as additional information has become
available (and is reflected in the summary page in Attachment A);

5. agree to provide any feedback on the proposed targets and, subject to YES / NO
reflecting that feedback, to finalise the targets for coalition and ministerial
consultation;

6. agree to forward this briefing to the Minister of Finance and the Minister =~ YES / NO
for the Public Service;
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7. agree to proactively release this report, previous briefings, and the final
Cabinet paper following final decisions and announcements, subject to ~ YES /NO
any appropriate withholding of information that would be justified under
the Official Information Act 1982.

Chris Kerr Rt Hon Christopher Luxon
Director, Strategy Unit Prime Minister
R R N IR U G U
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Health and housing targets have shifted following previous advice

2.

Following our previous advice [DPMC-2023/24-702 refers], your office has provided direction
to update the package of targets by:

- removing the inflation target,
- replacing the vaccination target with one for specialist treatment, and
- adding a housing target for supply and another for emergency housing.

Your office has also directed a range of other adjustments to targets (e.g., creating a
consistent 5-year target date of June 2029).

A summary of the final proposed targets is provided in Attachment A. Our advice on the new
targets is presented below.

Shorter wait times for planned care treatment

5.

In lieu of the vaccination target, the Minister of Health requested the Ministry of Health and Te
Whatu Ora develop a target for shorter planned care treatment (which includes the wait time
to first specialist appointment and subsequent treatment).

With assistance from DPMC, the Ministry of Health and Te Whatu Ora have developed a target
that 90% of patients will be seen by specialists or treated within 6 months. While this could be
perceived as lacking ambition, we consider it will be very challenging to meet as well as the
target to reduce stays in emergency departments. This is due to the current state of the health
system (in the near term wait times could increase) and interdependencies between these
two targets with other elements of the health care system, such as primary and aged care.

Health agencies need to identify how these targets will be achieved in the New Zealand Health
Plan, alongside addressing other demands on the health system. It will also need to make
improvements in planning and performance management to ensure their delivery.

Increase in supply of housing

8.

10.

11.

With assistance from the Ministry for Housing and Urban Development (HUD) and direction
from your office, DPMC has developed a housing supply target: increase the number of
building consents to 55,000 per annum by end of 2029.

The number of consents is a good indicator of the likely future supply of housing. Targeting
consents is critical to. improving affordability. Such a target is both measurable (building
consents is currently monitored by Statistics New Zealand and reported monthly) and salient
to New Zealanders (particularly given the current costs of living).

However, before setting this target, there are several factors worth considering. The Ministry
for Business, Innovation, and Employment currently estimates consents will decline to 30,000
in 2025. While your Government’s interventions (e.g. Going for Housing Growth) can have a
significant impact in arresting and reversing this cyclical decline in the market, they will likely
do so in 3 to 5 years’ time. Consequently, HUD suggests 42,000 consents per annum is a
realistic target given current sector capacity. HUD advises that a target with greater ambition
risks creating inflationary pressure on the market given current constraints. While difficult to
predict how likely this risk is to materialise, it can obviously be mitigated, including by provide
the sector a longer-term signal of the Government’s intent (such as through setting a target).
Furthermore, a more ambitious target is likely required to improve housing affordability.

A target to lift the number of consents per annum could send an important signal of your
Government’s intent to the range of actors who collectively impact housing supply (e.g.
councils, building companies, investors, the workforce, as well as HUD). However, DPMC
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does not consider a target on consents with this level of ambition will be achieved. Should you
wish, you have a number of options to mitigate this delivery risk, including:

- communicating the importance of this target’'s purpose (to improve housing affordability)
and that its ambition may need to be recalibrated during the target period due to factors
outside of your direct control (e.g. interest rates, population changes and/or availability of
labour, infrastructure and/or building supplies);

- ensuring a robust delivery plan is in place; and/or
- altering the level of ambition of the target (e.g. to between 42,000 and 55,000).

Ending dependency on emergency housing

12. The Minister of Housing initially proposed a target on ending emergency housing but noted
the need for further work before setting it. Following direction from your office, we have
developed a target should you wish to set it now: no one stays in emergency housing for a
duration of more than 4 weeks by June 2026.

13. As with other targets, to ensure the objective of the target is achieved, along with the target
itself, we recommend establishing a suite of indicators. This suite should include indicators to
monitor:

- the duration for households specifically with children;
- that people do not return to emergency housing in the following twelve months; and

- where people go when leaving emergency housing (€.g., public housing and transitional
housing).

14. Given the vulnerability of those using emergency housing and the impact that broader
economic factors (e.g., forecast increase in unemployment, and rental affordability) may have
on demand, we recommend close attention is paid to these indicators to ensure that meeting
the target achieves its objective and does not have unintended consequences (e.g.,
increasing homelessness). Meeting the target and its objective will require:

- Increasing supply in affordable rentals, public housing, transitional housing and social
housing;

- Support services for clients with high and complex needs will be required; and
- Tight management-and monitoring of MSD’s levers and gateway.

15. A target to end long term stays will focus the emergency housing system on meeting its core
policy intent: providing a short-term safety net for genuine emergencies, while also creating
incentives to drive the overall demand down (e.g., through increasing supply elsewhere in the
housing market).
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Most targets now have a consistent end date of June 2029

16. As agreed with your office, we have extended the duration of targets from 3 to 5 years and
set a uniform target date of June 2029. Each target will also include intermediate milestones
to monitor and manage performance in the interim. This will allow meaningful change to be
reported by the lead indicators—especially when the data for the headline target is less
frequent or subject to reporting lag.

17. This 5-year target date (and intermediate milestones) will allow a near term focus on stabilising
performance and addressing the root causes of the systemic problems (e.g., through
legislative changes and workforce development), before driving delivery of performance
increases in the latter half of the target period.

18. There are four exceptions to the June 2029 date:

- Increase student attainment: attainment data is reported on an annual basis (according to
the school year). The proposed target will end in December 2030, and the outcome
reported in 2031.

- Increase housing supply: building consent data is reported by calendar year, so the target
will end in December 2029.

- Ending dependence on emergency housing: the target date has been proposed as June
2026.

- Ontrack to meet New Zealand’s 2050 climate change target: this target is reflective of the
existing legislated 2050 target, which includes an.existing milestone for December 2030.

Implications for violent crime target

19. Using a 2029 end date also means the New Zealand Crime and Victims Survey can measure
statistically significant changes in crime over the target period. This survey is preferable to
other available indicators as it includes unreported crime (of which there is a high level of
sexual and family violence) as opposed to only crime that is reported to police.

20. Officials are working to develop nearer term indicators to guide performance and interventions
in the interim.

Using targets to drive performance

21. You have intentionally set a high level of ambition—which means the target level of
performance will be-aspirational, focusing on ‘how it could be’ rather than ‘how it is done
today’. Given this level of ambition, for them to inspire and drive an increase in performance,
the following will be needed:

- Communications to calibrate public expectations—expectations will need to be high
enough to be salient and create performance incentives, yet creating the platform to
recognise progress as a ‘success’ even if some targets are not ultimately met;

—Robust delivery planning from Ministers and their departments;

- Performance frameworks—progress will need to be reflected in chief executive
performance expectations and reviews, as well as broader chief executive and agency
performance frameworks and active performance management by Ministers and central
agencies. One example is the Public Service Commission’s (system and agency)
Capability Review Programme, which may be able to assist with ensuring leadership and
other requisite capabilities are in place to support delivery of targets; and
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- Strong fiscal oversight as delivery plans are developed. This is required to ensure
incentives exist to drive up-side performance opportunities to innovate and simultaneously
mitigate the down-side risk of fiscal pressures. Through the development of these targets,
some agencies have indicated they consider delivery of certain targets will require
significant new funding, including for the new targets discussed above.

22. Finally, given it will be front line staff that implement changes on a day-to-day basis to deliver
these targets (particularly in health and education), Ministers, relevant chief executives and
their agencies will want to think about how to best engage and work with them to do so.

Next steps

23. You will receive a draft Cabinet paper tomorrow. The paper seeks Cabinet’'s agreement to the
package of 10 targets along with establishing your Government’s approach to managing its
broader work programme.

24. In addition to broader Ministerial and Coalition consultation, we recommend you discuss each
target with the relevant Minister/s. DPMC will continue to engage with relevant agencies on
their targets and with the Treasury and the Public Service Commission on the package. We
can reflect any feedback that comes from this consultation in the draft Cabinet paper.

25. The Cabinet paper is currently scheduled for lodgement on Thursday 22 February for
consideration at SOU on 28 February, ahead of the end of your first 100 days.

26. DPMC is progressing the approach to reporting progress towards the targets, including a plan
for regular reporting to you, reporting to Cabinet, and public reporting. We are engaging with
your office and will provide you further advice in due course.

Attachment A: Summary of DPMC advice on target package IN=CONTIDLNCE
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Attachment A: Proposed Targets
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Briefing

Support for delivery of Government Targets and
Work Programme

To: Hon Christopher Luxon

Date 6/03/2024 Security Level IN-CONRBENCE

Purpose

1. This briefing updates you on the work DPMC is undertaking to support the delivery of the
Government’s Targets and Work Programme.

Background

2. We have been working with you and your office tofinalise:

a. your nine Government Targets: five-year targets for performance in key areas of
government service delivery; and

b. the Government's Work Programme: commitments and actions that define what agencies
need to deliver each quarter.

3. Cabinet is due to consider the Work Programme on 11 March 2024 and Targets on 25 March
2024.

4. DPMC has also been working on the ‘architecture’ to ensure progress can be adequately
tracked across government and reported to you and Cabinet.

5. Following discussions on options and in

6. DPMC needs to formally establish the Delivery Unit on 25 March to be in place to provide
reporting on the Work Programme and support delivery planning for Targets.

Planning and monitoring for delivery of Government Targets

7. Delivery of the performance expected by targets will require Lead Ministers and Chief
Executives to focus on planning for delivery, addressing issues and risks as they arise and
reporting transparently on progress. DPMC, with Treasury and PSC, have completed the
design of the processes to enable you and Cabinet to provide oversight of the delivery of
targets.

8. Akey mechanism to ensure progress is the requirement for each target to be supported by a
delivery plan. These will be detailed plans, including a performance trajectory, initiatives that
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will drive performance and key milestones. Plans need to be kept current and will need to
evolve as more is known about the initiatives required to deliver target performance. They will
also need to demonstrate innovation and new approaches to addressing longstanding
performance issues.

9. Agencies will be required to finalise their delivery plans by the end of June 2024. A summary
of those plans will need to be approved by the Lead Minister and provided to the Cabinet
Strategy Committee (STR) for noting. The Delivery Unit will work with agencies and provide
advice to you on whether these plans are sufficient to deliver the performance required by the
target.

10. Delivery of targets will require lead agencies to coordinate work across the public service.
Lead Chief Executives will need to set up arrangements for making decisions, allocating
resources, and addressing delivery issues. We propose using the Officials. Strategy
Committee (OSC), which consists of the Chief Executives of DPMC, The Treasury and the
Public Service Commission, to provide oversight.

11. To provide you with visibility of progress, setting up routines for reporting and follow up of
performance issues and risks is essential. It is proposed that there will be quarterly reports to
the STR Committee. DPMC has developed templates and processes for lead ministers and
agencies so that Cabinet has a robust view on progress (see Appendix 1 for the example
report). The first report on targets progress will be submitted to STR at the end of July 2024.

12. A key feature of the proposed approach is that Lead Ministers will approve the delivery plans
and quarterly reports. This will support lead ministers to be across the detail with their
agencies.

13. The Delivery Unit will provide independent commentary on the status of each target as part
of reporting. You will also receive a report from the Delivery Unit on the overall delivery status,
including advice on what areas you may want to follow up with Lead Ministers. PAG Advisors
will also provide you with immediate advice (i.e. prior to quarterly reports) if we are concerned
that delivery of targets is not progressing as expected.

14. We recommend that you schedule regular target performance meetings with your lead
ministers. For targets where there is significant risk to delivery, this should be every quarter.
For other targets it should be twice per year. DPMC’s Delivery Unit and PAG Advisors can
support you with advice prior.to these meetings.

15. Actions agreed from STR Committee, Cabinet or your individual meetings with Ministers will
be tracked by the Delivery Unit for follow up with agencies.

16. From time to time, you may also wish to have ‘deep dives’ into specific targets which provide
an independent perspective on delivery performance and/or issues. The smaller Delivery Unit
you have agreed to will have limited capacity to undertake these deep dives, but it will be able
to provide advice on the approach and resources needed to conduct these deep dives if and
when they are required.

17. A summary of the key monitoring outputs and responsibilities is provided below:

Key output Oversight (by when) | DPMC support
Target delivery plans STR (through July Delivery Unit: Support to agencies on
2024), supported by plan development; advice to you on
0oSsC their adequacy
Quarterly performance | STR (from July 2024), | Delivery Unit: Support to agencies;
reporting supported by OSC advice to you on delivery status
| Briefing: Support for delivery of Government Targets and Work Programme
DPMC: 48522871 Page 3 of 7



PAG: Advice where target delivery is at
risk at any point

Performance meetings Lead minister with PM | Delivery Unit/PAG: Advice to you on
(quarterly for high-risk | progress with key questions and
targets; twice per year | significant issues

for other targets)

Monitoring progress of the Work Programme

18. The 100 Day Plan has taught us that early insights into where things are off track and-when
to intervene to get back on track has been an important part of its success. Like the 100 Day
Plan, PAG Advisors will work with Ministers and agencies to progress work programme actions
and provide you with advice as required.

19. Routines will be important for ensuring you can see progress on the broader Work
Programme. This will have a rolling quarterly cycle with fortnightly reporting that will go to STR
or to Cabinet.

20. The quarterly cycle starts with the agreement of the Work Programme actions. Cabinet will be
asked to agree the actions on 18 March 2024 for the quarter ending 30 June 2024. Before the
end of the quarter the Work Programme will be reviewed with actions defined and agreed for
the next quarter.

21. The Delivery Unit will develop a consolidated report for STR and Cabinet meetings. We will
also provide you with ongoing advice on the overall status of the Work Programme delivery.

22. The first report on progress of Work Programme actions is due to be considered by Cabinet
on 8 April 2024. (see Appendix 2 for the example report). Reporting to STR/Cabinet will be
approximately fortnightly depending on the timing of STR meetings.

23. A summary of the key monitoring outputs and responsibilities is provided below:

Key output Oversight (by when) | DPMC support
Fortnightly Progress STR/Cabinet from 8 Delivery Unit: Development of Work
Updates April 2024 supported Programme Progress Report

by OSC as needed

PAG: Independent progress advice
and issues management

Quarterly Progress STR (from July 2024), | Delivery Unit: Development of the
Review and Reset supported by OSC Quarterly Work Programme Report
(including agreeing next (includes the next quarter work
quarter priorities) programme)

PAG: Independent advice and drafting
of relevant Cabinet Papers
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Delivery Unit Establishment

24. Following discussions on the role and functions of DMPC - including advice on how other

jurisdictions undertake this function — you agreed that we establish a small (up to six person)
Delivery Unit. This unit would track progress, provide reporting and advice to support delivery
of Government’s Targets and Work Programme.

25

26. The Delivery Unit will be formally established on 25 March 2024 when Cabinet decisions on
the targets are expected to be made. Three current Implementation Unit staff will transition to
the Delivery Unit and three staff are being recruited

Recommendations

| recommend that you:

Note that DPMC, with Treasury and PSC, have completed the design of the
processes to enable you and Cabinet to provide oversight of the delivery
of targets and the work programme;

Note that the Officials Strategy Committee, consisting of the chief executives
of DPMC, The Treasury and the Public Service' Commission, will provide
oversight of the arrangements for delivery of the Government’s Targets
and Work Programme on behalf of the public service;

Note that DPMC intends to establish a small Delivery Unit on March 25 to track
progress and provide reporting and advice to you and Cabinet to support
delivery of the Government’s Targets and Work Programme;

Provide feedback on our proposed approach to tracking and reporting

delivery of the Government’s Targets and Work Programme. YES / NO
Rebecca Kitteridge Hon Christopher Luxon
Chief Executive — Department of Prime Prime Minister
Minister and Cabinet
......... [oveviad e SUUUNY SO SR
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In 2015, the New South Wales Premier set a target to boost the proportion of
students in the top two * bands by 8% by 2019

Target set: Boost the
proportion of students
in top two NAPLAN*
bands by 8% by 2019.

Bump It Up became one of the
Government's key data-driven
strategies for achieving this target:

In the years leading up to 2015,
concerns began to emerge about
NSW educational outcomes:

Delivery Associates

Increased
on declining education
performance relative to comparators

OECD PISA scores particularly reflected a
decade of decline in STEM subjects, with
implications for developing an Australian
workforce fit for the future

NSW was lagging behind other Australian
states and territories in improving
educational performance

Previous governments had invested more
in 2007/08, but this had not yielded
tangible results for students

Target was set in 2015 by
Premier in consultat on with
public service departments.

Target would see an 8%
increase of students in the
top two NAPLAN bands:
from 32.7% to 35.2% overall.

This was ambitious by NSW's
historical standards — higher
than it had ever achieved —
but was also calibrated
against benchmarks from
other states and territories.

Five elements in each eligible school:

Setting an improvement aim: a school-
specific target for NAPLAN outcomes

Upskilling teachers to use data to identify
priorities to improve literacy and numeracy

Tracking and driving student progression in
key skills at a more granular level

Embedding and refining use of evidence-
based practices linked to literacy and
numeracy skills

Investing in teachers’ professional learning

...backed up by an ongoing programme of
fieldwork to identify opportunities to improve.

*The National Assessment Program — Literacy and Numeracy (website) is an annual assessment for Australian students in Years

3, 5, 7 and 9 which helps teachers, schools, communities and government assess literacy and numeracy skill development.
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The Premier’s ambition—and the target set to deliver it—was all about
setting the bar high for standards in education

Agencies had limited resources, and used data to
identify schools with the greatest improvement
potential—and focused Bump It Up support there:

“Value add”:
Data was used to
identify schools that
had track records of
maximising learner
potential

“Third band”:
Data enabled a
focus on schools
with higher
proportions of
students just below
the top two
NAPLAN bands

A total of 137 NSW'public schools were selected and
participated inithe Bump It Up programme. The Premier’s
NAPLAN target was first met ahead of schedule in 2017*

We successfully achieved the 2015 Premier Priority of increasing the number of
students in the top two NAPLAN bands by 8 per cent by 2019 and now we have

set the bar even higher
- NSW Premier Gladys Berejiklian announcing revised NAPLAN targets in 2019

*Other interventions,including the Y9 Minimum Standard for Literacy and Numeracy, contributed towards the target being
Delivery Associates  met early. This Standard was withdrawn in 2018, which also contributed toward the dip in NAPLAN figures that year. © Copyright 2023. All rights reserved






































