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Phase One Report – Positive Workplace Outcomes 

We care about each staff member at MSD. We want everyone who works for MSD to 
experience a positive and safe place to work. We have around 7,500 people working at MSD 
across 160 sites doing a wide range of work with over a million New Zealanders who need 
income, employment, and other support. Providing our clients with mana manaaki - a 
positive experience every time – is at the centre of the work our people do. For our people 
to provide a caring service, they also need to experience a supportive workplace 
environment where they are cared for. 

In 2017/2018 there was growing public awareness and concern about the impacts of 
inappropriate behaviour, particularly sexual harassment, for example through the #metoo 
movement. The MSD Positive Workplace initiative was commenced proactively in 2018 to 
refresh our approach (including policy and procedures) to ensure that we had effective and 
relevant mechanisms to prevent and respond to workplace bullying and harassment. Our 
aim was to grow a culture in which employees have the courage to speak up and the 
confidence that the appropriate action will be taken when they do.   

The Positive Workplace initiative took a holistic view to preventing and addressing 
inappropriate behaviours by emphasising the importance of building a strong, inclusive 
culture where people, teams and managers have the confidence to discuss behavioural 
norms and ensure inappropriate behaviours are not ignored.  

This included looking at our policies, systems and processes for employees to be able to 
raise issues if they experience inappropriate behaviour, such as bullying or harassment. It is 
important that our people feel safe, and that appropriate action is taken when they raise 
concerns.  

In developing our approach, we looked outside our organisation and reviewed policy and 
practice (international and local), in other organisations and in the relevant regulatory 
space, including guidance from Worksafe. We also commissioned an external agency 
(Humankind) to provide us with independent insights as an input into our refreshed 
approach towards workplace harassment and bullying (page 49 onwards). They completed 
an independent analysis of our (then) current state in relation to bullying and harassment 
and made recommendations for improvement to further strengthen our policy, processes 
and culture to prevent and respond to bullying and harassment. Recommendations were 
grouped into the areas of prevention, response and support. A summary of the 2018 
review’s recommendations and the relevant initiatives and intervention responses are 
included in the following section (page 7-11).  

Substantive progress has been made and key milestones achieved in setting the foundations 
and expectations to prevent and respond to inappropriate behaviour, including harassment 
and bullying, affirming MSD’s commitment as an employer that does not tolerate harmful 
behaviour towards employees.  

We completely revised our bullying and harassment policy and guidelines with a modern 
approach which focuses on positive workplace behaviours. We want our people to feel 
empowered and to know that they can raise concerns where they see or experience 
behaviour that is not appropriate. Our focus is on building strong team cultures where 
everyone feels valued, giving guidelines to help people resolve issues early and informally if 
they can and where appropriate. 

We’re talking more openly about what’s appropriate and what’s not in our workplace and 
New Zealand society. We don’t want anyone to experience the negative impacts of bullying, 
harassment or discrimination.  
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To help our leaders support their teams and grow their positive team culture, we introduced 
a series of team culture building activities (Brief Bites – e.g. wellbeing, developing self-
worth, mental and physical health, close up with conflict, underlying anger). Specific 
Leadership conversations (page 43-44) introduced a series of three discussion modules for 
leaders to consider the current social environment and shift in tolerance towards 
inappropriate behaviours. They have helped our leaders consider their role in building the 
right culture and provided them with confidence to address issues with their teams. 

Our Wellbeing resources have been enhanced and promoted with an updated intranet page 
and access to comprehensive wellbeing resources (e.g. self-care and work-life balance) 
through our Employee Assistance Programme (EAP) provider, Benestar (page 37). We 
doubled the number of EAP sessions that employees can access (from three to six), with 
more provided if required. Additional specialist assistance is available for managers and 
teams to address specific needs.  

For our people to have options for raising concerns, we have invested in a new IT system for 
reporting health, safety and security issues, Safety, Threats, Accidents and Risks (STAR). 
We’ve included a sensitive events module in STAR for raising concerns confidentially 
including bullying, harassment, family violence and discrimination. These sensitive events 
are managed by designated Senior HR advisors who assist employees with support options 
(including EAP), triage and escalate issues for appropriate resolution. 

So that all of our people know what’s expected of them and what to do if things aren’t going 
well, in October 2019 we introduced new online training for all managers and employees 
(page 45). This scenario-based training explores our new Positive Workplace policy, 
procedures, reporting channels and supports available. We have reinforced our commitment 
by including a positive workplace scenario in our annual Code of Conduct training (November 
2019 page 46-48).  

Our relationship with our employees and their union representatives is really important to 
us. We have developed a High Performance High Engagement (HPHE) partnership between 
MSD and the Public Service Association. Our goal is that our people are valued and can 
participate constructively to improve their working life quality and their wellbeing. One of our 
first initiatives under our HPHE partnership is to support and enhance the contributions of 
our Health and Safety Representatives.  

In 2019 the State Sector Leadership Team made a commitment to developing and 
implementing a system wide programme of work to develop positive and safe workplace 
cultures to counteract inappropriate behaviour. The first key milestone, ‘Positive and Safe 
Workplaces Model Standards’ (August 2019) identified three key areas - providing strong 
leadership, fostering good working relationships, and having trusted policies and procedures. 
MSD is compliant with these model standards - we have the key elements in place including 
clear expectations of behaviour, policies, guidelines and different ways for people to raise 
issues.  A summary of our work programme responses has been referenced against the 
model standards (page 7-11).  

In 2020 we will launch MSD’s organisational principles. This will be a key milestone that will 
support the Positive Workplace work already completed and provides a foundational guide 
on what good looks like for MSD now and in the future. 

A positive workplace matters to our leaders, our staff and our clients. Phase one, the 
establishment of the core building blocks of a Positive Workplace is now complete.   
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We are now moving into our next phase, where we focus on the broader cultural elements, 
commencing with the launch of our organisational principles. Our next phase will include a 
focus on: 

• broadening and ‘lifting’ the Positive Workplace approach to include alignment 
with wider cultural contributors (such as diversity, inclusion, gender pay, 
flexible work) 

• supporting leaders, teams and individuals to build a positive and inclusive 
workplace, based on the application and embedding of our policies, 
procedures, systems and supports 

• reinforcement of this priority through communication, leadership messages 
and leadership conversations 

• reviewing progress and our growing maturity overtime. 

We are committed to continuing to build a positive workplace at MSD so that each of our 
staff members experience a workplace where everyone feels safe.   

 

  



6 
 

2019 Work Programme and Linkages 
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Positive Workplace Initiatives and Interventions Summary 
 

Providing Strong Leadership: SSC Positive 
and Safe 
Workplaces 
Model Standards 

2018 Review 
Recommendations 

Expectations from senior leaders have regularly been communicated 
across MSD reminding people about their responsibilities to treat each other 
with respect, encouraging them to raise concerns and to use the policies and 
tools available.  

Senior leaders regularly host / attend staff forums and conduct site 
visits where these expectations and behaviours are reinforced / role 
modelled. 

SSC Positive and Safe Workplaces collateral has been promoted to MSD 
leaders through communications and links on our intranet (Doogle). 

Organisational values / principles that reinforce appropriate workplace 
behaviours have been extensively consulted across MSD and are scheduled 
for launch in the first quarter of 2020.    

 
Leaders provide 
regular and clear 
statements about 
their commitment 
to creating and 
maintaining a safe 
and respectful 
work environment 
and their 
expectations of 
people’s 
behaviour at 
work. 
 

 

Ensure clear 
articulation of the 
Ministry’s purpose, 
culture and 
behaviours so that 
all employees have 
a clear vision of the 
standard that is 
expected of them. 

Leadership Conversations were released to people leaders May 2019 to 
raise awareness and to engage leadership teams on these matters, including 
providing the global and New Zealand context. There are three workshop 
sessions that include video and other collateral covering the following topics: 

• creating psychological safety in the workplace 
• talking about bullying and harassment 
• reacting and responding. 

  
Training for people leaders included an introduction to STAR, the Ministry’s 
health, safety and security event reporting (mid-2019) to provide a working 
knowledge of the tools being used to report incidents. In October 2019, online 
learning focused on the use of early and open conversations to create a 
positive and safe workplace.   
 
Strengths assessments, coaching and support has been provided to the 
majority of people leaders, supporting them to build deeper more effective 
relationships with their direct reports and peers (remaining National Office 
people leaders scheduled for 2020). 

 
Leadership development continues to focus on building deeper coaching 
capabilities and better support for our new people leaders e.g. the 
deployment of Leader as Coach and a range of leadership core programmes. 

 
Mental health capability, including suicide awareness, has been provided 
to our people leaders for several years, and enhanced through several 
learning programmes for our people and leaders. This directly supports a 
deeper understanding of these complex issues and develops empathy at all 
levels of MSD. Mental health training was provided to all National Office 
Managers in 2019. 
 
The Leadership Success Profile (LSP) used across the Public Sector is 
promoted and used to underpin the focus of learning for new and existing 
people leaders, to build the broader capabilities for our leaders to be 
effective.  
 
New manager learning resources (using materials from the Leadership 
Development Centre [LDC]) were released late 2019 and are being used to 
support people new to leadership roles (alongside existing induction and 
skills / capability programmes). 
 

 
Professional 
development 
processes 
support leaders to 
develop the skills 
and capabilities 
associated with 
behaviours. 
 
Leaders role 
model positive 
and productive 
behaviours at 
work. 
 
 

 

Provide further 
manager 
development 
focused specifically 
on managing 
behaviours, conflict 
and difficult 
conversations, 
managing wellness 
and bullying and 
harassment 
awareness. 

Recruitment training, focusing on core best practices, commenced late 2019 
to provide the building blocks for effective recruitment techniques.  A deeper 
focus on recruitment capabilities, including looking at diversity, inclusion, 
unconscious bias and wider behavioural considerations is being assessed (to 

 
Recruitment and 
promotion 
processes reward 

 

Incorporate desired 
behaviours and 
organisational 
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follow the core practice work) to support further people leader training in 
2020.  Organisational values / principles that reinforce appropriate workplace 
behaviours will be added once finalised and released. 

role modelling of 
positive and 
productive 
behaviours at 
work and 
recognise the 
benefits of a 
diverse workforce. 
 

values into staff 
selection 
processes. 

Fostering Good Working Relationships SSC Positive 
and Safe 
Workplaces 
Model Standards 

2018 Review 
Recommendations 

Positive Workplace Guidelines and Policy were refreshed and released to 
all staff in September 2019, providing clear guidelines and examples of 
appropriate workplace behaviours, setting out what to do about inappropriate 
behaviour at work and how to access support.  This policy sets out key 
principles, how to raise concerns, responsibilities, definitions, and other 
related policies and additional information.  
 
A refreshed intranet page was published (reflecting the policy and guide) 
that directs people to related supports and policies such as Wellbeing, 
WorkSafe tools and resources and the SSC Positive and Safe Workplaces 
Model Standards. 
 
Manager and all staff training using video-based MSD people scenarios 
was released in November 2019.  These described appropriate behaviours, 
remind our people of the policies and supports, and promote the use of 
appropriate escalation channels. 
 
Organisational values / principles are planned to be launched in 2020, 
based on extensive input of MSD employees and leaders. These will be 
incorporated into Position Descriptions and other relevant communications, 
systems and processes. 
 
Brief Bites create opportunities for teams to build their relationships and 
enhance the culture of the workplace.  Brief Bites are a series of 15-minute 
team-based activities developed for use in the Weekly Brief staff sessions 
that focus on how we make a difference in our clients’ lives, celebrating 
working together as a great team, and dedicating time to our own wellbeing.  
There are three sets of these activities covering; Our Clients, Ourselves, Our 
Team. 
 
Our Wellbeing work programme includes sessions with leaders and people, 
on topics such as stress and workload and supports individuals to take self-
responsibility and provides a substantial set of resources, supports and tools 
for all MSD people. 

 
Organisational 
policies set out 
what is, and is 
not, appropriate 
work place 
behaviour, 
including 
definitions of: 
discrimination, 
racial harassment 
and sexual 
harassment from 
the Human Rights 
Act 1993 and the 
Employment 
Relations Act 
2000; and bullying 
from WorkSafe’s 
Preventing and  
Responding to 
Workplace 
Bullying 
Guidelines. 
 

 

Embed 
organisational 
values into day to 
day operations 
including induction, 
performance 
reviews and 
Wednesday 
meetings. 

Within the policies and guides, self-help is an underpinning theme, where 
we encourage people to take a non-adversarial position to resolve lower level 
issues as early as possible before they grow or escalate (reinforced in 
communications, policy, guidelines and training).  

 
Induction processes set out expectations of appropriate behaviours (for 
people leaders and all staff) and are being refreshed on a regular basis to 
reflect positive and inclusive workplace behaviours (organisational values / 
principles will be added once finalised and released). 
 
Code of conduct refresher training (including a section on workplace 
behaviours) was released to all staff in November 2019, reinforcing 
appropriate behaviours at work.   
 
Our Client Commitments, released in June 2019, are about recognising the 
relationships we have with New Zealanders and showing that we understand 
what is important for us and our clients. They give us benchmarks to deliver 
to and communicate what people expect from us. We are committed to 
strengthening our client-facing service culture and improving our clients' 
experiences. 

 
Everyone is 
aware of their 
roles and 
responsibilities, in 
relation to 
appropriate 
behaviour at 
work. This should 
be discussed with 
new people 
during their 
induction process 
and, as 
appropriate, made 
clear to members 
of the public 
interacting with 
staff at work. 
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In Service Delivery Mahi Tahi is underpinning a focus on positive and 
cooperative performance and development expectations.  This is a 
strengths-based performance and development approach that focuses on 
building strong relationships between employees and people leaders 
(released May 2019).   
 
A refreshed performance and development system for Ministry staff is 
under development (release planned for late 2020), which will further 
reinforce open and positive performance and development expectations of 
employees and leaders. 
 
Conversations between people leaders and employees are changing.  We 
are emphasising an authentic and personalised conversation model, where 
leaders are ‘coach like’ in their approach to performance and development 
discussions.  Our focus on Strengths and coaching training is supporting 
people leaders with this change.  
 

 
Performance 
expectations and 
policies are 
clearly 
documented and 
well understood 
by everyone at 
work. 
 

 

Peer Support networks across MSD are being reinforced and are to be 
extended into National Office areas (2020). The programme offers assistance 
on any personal matter affecting staff (in addition to operational matters).   
 
The High Performance High Engagement (HPHE) partnership with PSA 
is a new way of working with increased employee participation to improve 
organisational performance through genuine engagement. An objective for 
HPHE is to enhance the quality of working life for all our people so MSD is a 
positive place to work. This approach commenced in late 2019 and is seen as 
an important supporting function for MSD moving forward.   
 
Diversity and Inclusion thinking is increasingly informing the way we work, 
to support higher levels of trust and wellbeing / informing design work for 
related initiatives: 

• Diversity and Inclusion (D&I) steering group established 
• early D&I learning programmes (client focused) were released in 

late 2019 
• the Positive Workplace work programme focus has expanded 

towards a ‘Positive and Inclusive workplace culture’ – which includes 
safe and inclusive priorities. 

 

 
 

Review peer 
support networks to 
ensure both 
National Office and 
Regions have 
access to a network 
of skilled individuals 
who are not a 
manager or peer 
within their direct 
team. 

Access options provided include STAR (Safety, Threats, Accidents and 
Risks).   STAR (Risk Manager) is MSD’s health, safety and security event 
reporting and management system that was released mid-2019.  STAR 
includes the following features: 

• reporting of incidents or suspected events of a sensitive nature 
(sensitive events module) such as stress, bullying, family violence or 
harassment 

• a data repository and management tool for health, safety and 
security events 

• provides visibility of identified hazards/risks 
• provides trend analysis reporting and supports management 

decision-making 
• is integrated with other MSD systems such as corporate directory, 

data warehouse and CMS 
• assists in compliance responsibilities, e.g. Health and Safety at 

Work Act 2015. 
 
Training was provided on STAR when it was released mid-2019.   When a 
sensitive event is lodged (e.g. bullying or harassment), the details for the 
event are secure and go to a designated Senior Advisor in HR. The  advisor 
will contact the person who logged the event to provide initial support.   
Employees have the option to choose whether or not their manager will be 
notified. 
 
Other options to formally or informally raise these issues include:  

• manager or one up manager (reinforced through policy and 
communications), 

• the AskHR helpdesk, 
• a colleague, peer support, or Union delegate. 

 

 
Organisations 
have a range of 
informal and 
formal ways in 
which they can 
receive and 
respond to 
concerns about 
inappropriate 
behaviour at 
work. People are 
aware of these 
options, and of 
how to access 
them. 

 

Review the current 
complaints process, 
including the 
avenues through 
which a complaint 
can be raised. 
Consider 
anonymous 
reporting, for 
example through a 
third party. 
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MSD’s intranet (doogle) provides detailed guidance on access, formal and 
informal supports for employees and managers.  
 
When a sensitive event is lodged in STAR, the details for the event are 
secure and go to a designated Senior Advisor in HR. The designated 
Senior Advisor will contact the person who logged the event to provide initial 
support. 
 
Sensitive events management includes a triage and escalation process, 
providing a complexity and impact lens across situations to ensure that the 
appropriate level of expertise and support is accessed and provided. A range 
of supports, including EAP are offered. 
 
The Positive Workplace Steering Group maintain an active view across the 
nature and frequency of reported concerns and are assessing the Ministry’s 
response and supports, ensuring that our approach and supports are fit for 
purpose. 
 

 
Once a concern is 
raised, 
organisations give 
consideration as 
to whether they 
have the skills 
required to 
respond 
appropriately or 
whether it is 
necessary to seek 
external specialist 
support, for 
example from 
sexual abuse 
support 
organisations. 

 

 

Assign neutral 
people to support 
both the respondent 
and complainant, 
throughout the 
complaint 
investigation 
process in addition 
to the EAP support 
employees can 
access. 

HR policies and practices ensure that proportionate disciplinary 
consequences are used in these cases.  The Group General Manager People 
has accountability to monitor practices and outcomes. The Positive 
Workplace Behaviours policy and guidelines were approved September 
2019. 
 
Natural justice concepts are incorporated into our policies and guidelines. 
 
Mediation and restorative processes are embedded within HR practices 
where appropriate. 

 
There are 
proportionate 
disciplinary 
consequences 
when 
inappropriate 
behaviour at work 
is confirmed. 
 
Natural justice is 
respected in all 
instances.  
 
Mediation and 
restorative 
processes are 
available for use 
in appropriate 
cases. 

 

Having trusted policies and procedures SSC Positive 
and Safe 
Workplaces 
Model Standards 

2018 Review 
Recommendations 

Positive Workplace Behaviours Policy and Guidelines were refreshed in 
2019 from the previous Workplace Harassment / Bullying policy. The review 
has included consideration of external guidelines and collateral (e.g. MSD’s 
2018 review, SSC guidelines, WorkSafe criteria, policies and guideline from 
other Government agencies). The Policy and Guidelines have been tested 
with Simpson Grierson (specialists in employment law), PSA and a range 
MSD employees and managers. 

 
The STAR Sensitive Events tool and process released in 2019 provides 
all MSD people with the ability to notify incidents of inappropriate workplace 
behaviour confidentially if they wish (e.g. harassment, bullying, or 
discrimination). This includes racial or sexual harassment, intimidation, 
offensive behaviour and aggression from people in our work environment.  
 
Alternative reporting mechanisms include managers, peers, AskHR, and 
union delegates, which have been actively promoted through 
communications and other supporting resourcing. 

 
Wellbeing is a responsibility for everyone.  MSD is committed to the 
wellbeing of all of our people and delivers this through our Wellbeing 

 
Organisations 
have clear and 
easy to 
understand 
policies and 
procedures on 
appropriate 
behaviour at 
work. These 
contain 
descriptions of 
what behaviour is 
expected. They 
also explain how 
to raise concerns 
and the range of 
options for 
resolution that are 
available. 
Together the 

 
Refresh the 
Workplace 
Harassment / 
Bullying policy to 
ensure it is easy to 
understand and 
provides a clear 
stance on these 
behaviours and 
then promote on an 
on-going basis. 
 

Review the 
Workplace 
Harassment / 
Bullying policy to 
ensure roles and 
expectations for all 
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approach, provision of information, supports and other specific interventions 
on Doogle and in the workplace.  

 
EAP / WellNZ contracts have expanded initial numbers of EAP sessions 
from three to six as well as an enhanced support available on our intranet 
(Doogle). The Health, Safety and Security team can arrange support for 
managers and staff from Benestar and WellNZ when teams are facing 
significant challenges. 
 
Human Resources Senior Advisors have undergone training to support 
the introduction of the policy, practices and other collateral, to ensure they 
are well equipped to support those within the organisation who require 
additional support. 

policies and 
procedures 
provide a logical 
and consistent 
framework. 
 

parties involved 
with formal 
complaints is clearly 
identified. 

Ensure all HR staff 
are clear on the 
Workplace 
Harassment / 
Bullying policy and 
the role they have 
in supporting 
managers / 
employees with 
prevention, 
complaints, 
response and 
support. 

The Positive Workplace Behaviours Policy is planned to be reviewed in 
the final quarter of 2020 (12 months after the initial launch) to assess its 
effectiveness and to take into consideration other external developments. 
 
MSD Risk Framework includes organisational risk Psychosocial Harm to 
Staff, which is one of the Ministry’s three critical Health Safety and Security 
risks – this has high visibility through Governance structures.  Improving our 
performance in this area is one of the key controls to mitigate this risk and will 
contribute to the wellbeing of our people. 

 
Positive Workplace Steering and Reference Groups (that includes the 
PSA) are establishing a cross organisational view of priorities and 
implications which will direct our efforts and focus for the 2020/21 workplan 
and are ensuring that we effectively embed new practices. 
 
Human Resources Senior Advisors undertaking investigations are qualified 
and experienced. 
 
Progress review (including assessment against SSC Positive and Safe 
Workplaces Model Standards) is planned for mid-2020  
 

 
An appropriate 
mechanism is put 
in place to ensure 
that policies are 
developed and 
periodically 
reviewed in a 
collaborative way 
with staff. 
 

 

Build confidence 
with employees in 
the investigation 
process, through 
consistent 
management of 
complaints / 
investigations. 

Select investigators 
based on skills, 
experience and 
expertise. 

Control Measures to understand the progress MSD is making towards a 
positive and safe workplace are under development. These will help us 
understand how effective our policies, processes and culture are, and what 
further work is needed to maintain them as fit for purpose (e.g. notifications 
and outcomes via STAR sensitive events).  
 
MSD monitors risk through Governance processes.  Organisational risk 
Psychosocial Harm to Staff includes focus on bullying and harassment, which 
will continue to be regularly reviewed and oversight provided through our 
Governance structures. 

 
Organisations 
regularly evaluate 
their own 
performance in 
preventing 
inappropriate 
behaviour and 
responding to 
complaints. This 
may involve 
gathering data 
and consulting 
with people who 
are particularly 
affected. 
 

 

Review the 
reporting and 
monitoring 
mechanisms 
currently in place to 
enable HR and the 
Ministry’s 
Leadership Team to 
identify areas of 
concern and 
evaluate 
organisational 
effectiveness. 
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Positive Workplace messaging / expectations from leaders 
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Positive Workplace Behaviours Policy 
– Addressing Harassment and 
Bullying 

Last Review Date: 21 August 2019 
Next Review 
Date: 

21 August 2020 

Approved by: 
Owner: 

[Governance Committee; month; year] 
Human Resources 

 

Purpose   

MSD’s aim is for our people to work in a positive environment free from bullying, 
discrimination and all forms of harassment. This policy outlines the workplace 
behaviours, expectations and responsibilities for our people, as well as the support 
and options available for dealing with inappropriate behaviour. 

Scope 

This policy applies to all employees who work in the business of MSD, whether they 
experience inappropriate behaviour by another employee, contractor, visitor, 
volunteer or member of the public. 

This policy applies to workplace behaviours at work and all work-related events, 
including social activities and those not held on MSD premises. It also applies to 
inappropriate behaviour towards a colleague or client on social media channels 
(Facebook, Twitter, text, etc). 

Inappropriate workplace behaviour includes any form of harassment, bullying, or 
discrimination.  It includes racial or sexual harassment, intimidation, offensive 
behaviour or aggression from people in our work environment. 

Building a safe and supportive work environment 

We expect all people working at MSD to treat each other with respect and courtesy, 
and behave consistently with MSD values and our Code of Conduct. 

All of our people should feel safe and supported at work, and everyone should feel 
comfortable being themselves.   
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We encourage all our people to: 

• Show mana manaaki and look after the dignity of people  
• Speak up if you notice inappropriate behaviour, bullying, harassment or 

discrimination 
• Speak out if someone does something that makes you feel uncomfortable, or 

that is inconsistent with our Code of Conduct 
• Be open and honest with each other 
• Look out for and take care of each other 
• Check in if something doesn’t seem right. 

Our psychological wellbeing is as important as our physical safety.  We have 
resources available through the Wellbeing page.  

Supporting positive workplace behaviours 

The following examples show some of the behaviours which contribute to (or inhibit) 
a positive work environment.   

 Contribute 
(appropriate) 

Inhibit (inappropriate) 

Diversity Embracing and valuing 
differences in each other; 
people sharing their 
cultures, being 
comfortable in doing this  

Making fun/telling jokes 
relating to different 
cultures, beliefs, gender, 
physical abilities or 
perspectives 

Value Opinions Listening; reflecting; 
providing constructive 
feedback 

Ignoring; not 
acknowledging;  belittling 
ideas; taking credit for 
others ideas 

Respect Being polite and 
considerate; treating 
others as you want to be 
treated 

Ridiculing; talking over 
someone; condescending; 
breaking promises  

Individuals Valuing diversity; 
encouraging individualism 
of thought; listening to 
ideas 

Excluding individuals from 
group 
discussions/activities; 
ridiculing ideas; not 
allowing individual 
opinion; misuse of power; 
not acknowledging others; 
favouritism 

Teams Celebrating joint work 
achievements; 
acknowledging 

Being disrespectful about 
other work groups; 
undermining others; 
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contributions across 
business groups; 
supporting ministry goals 

blaming other work 
groups 

Organisational Initiatives Engaging constructively 
and with an open mind to 
change 

Making derogatory or 
undermining remarks; 
refusing to engage in 
implementing approved 
plans 

Code of Conduct Setting expected 
behaviours, practices and 
responsibilities; 
reinforcing standards 
through role modelling 

Not addressing behaviours 
that are contradictory (or 
breach) the Code of 
Conduct 

 

Key Principles: Acceptable Behaviour 

We need to be considerate in all of our dealings with colleagues and clients to 
ensure our behaviour is acceptable and appropriate.  What is perceived acceptable 
behaviour to one person may not be viewed the same way to someone else.  What 
is acceptable behaviour can be different for people due to our different 
backgrounds, experiences, or beliefs.   

Additional details on appropriate behaviour can be found in MSD’s Code of Conduct, 
which reflects the State Services Standards of Integrity and Conduct: fair, impartial, 
responsible and trustworthy. 

Key Principles: Inappropriate Behaviour 

What people consider inappropriate behaviour may also differ from one person to 
another. Unreasonable behaviour is defined by WorkSafe as actions that a 
reasonable person in the same circumstances would see as unreasonable.  

MSD values provide guidance on how we should behave with our clients and 
colleagues.  We are expected to be considerate and caring, to work with integrity 
and show respect for all people in our work environment.   

How to raise concerns about inappropriate workplace 
behaviour 

If you feel you have experienced or observed inappropriate workplace behaviour 
there are a number of ways for you to raise your concerns. How you do this will 
depend on how you feel, the circumstances and how serious the behaviour is.  
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• If you have observed general inappropriate behaviour (e.g. behaviour that is 
not as serious as harassment, bullying or discrimination but still impacts 
people in a negative way) you can raise this directly with the person, through 
a peer or support person, your manager or another manager (see Resolving 
issues - General inappropriate behaviour below) 

• If you feel harassed, bullied or discriminated against, speak with your 
immediate manager.  

• If you feel unable to raise your concerns with your immediate manager, talk 
to another manager. 

• If these options aren’t suitable, contact AskHR.  They will listen to your 
concerns and refer you to appropriate support and a manager for follow up. 
AskHR can be reached via extension  

• You can use STAR (Health & Safety reporting tool) which contains a module 
for sensitive events to report harassment, bullying or discrimination. A HR 
Advisor will then contact you, discuss your concerns and refer you to 
appropriate support and a manager for follow up. 

• You can seek support from a peer, support person or a union delegate. 

Resolving issues 

General inappropriate behaviour 

People may not be aware that their behaviour is considered inappropriate by others, 
or the impact it has. This can include individual or team behaviour. Providing 
feedback on how you perceive the behaviour, how it impacts you or others, listening 
and clarifying understanding can lead to finding constructive ways to resolve issues. 
It is better to address issues early in a constructive way than for things to escalate 
and become more significant.  

• If you feel safe doing so, you can raise the issue in an appropriate way 
directly with the other person (e.g. a private conversation)  

• You can seek support from a peer, support person or a union delegate to help 
raise the issue 

• You can talk to your manager   

Harassment, bullying or discrimination 

MSD encourages people who experience harassment, bullying or discrimination to 
take action to try to stop the behaviour and prevent it happening again.   

 

There are a number of ways to resolve an issue or instance of inappropriate 
behaviour.  Informal approaches are generally preferable because they help 
maintain a positive working relationship. 

Ways to resolve issues include: 

• Resolve it yourself – for example, where you speak directly to the person 
involved and request they stop the behaviour that is viewed as inappropriate 

S 9(2)(k)
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• Informal intervention – for example, if you ask a colleague, union delegate or 
manager to raise the matter with the person involved 

• Facilitated discussion (e.g. mediation)  - having an independent third party act 
as facilitator in either an informal or formal setting to discuss and resolve the 
issue 

• Formal complaint and investigation – an HR Consultant or external investigator 
works with the manager to investigate the complaint 

• External processes (such as lodging a complaint with the Human Rights 
Commission, seeking resolution through an external mediator, or lodging a 
personal grievance). 

Additional information on what to do about inappropriate behaviour at work can be 
found in MSD’s Positive Workplace Behaviour Guide (link). 

The Outcome(s) 

The outcome(s) depends on the seriousness, circumstances and impact of the 
behaviour.  Potential outcomes may include: 

• An apology (in person or written) to the person who was subjected to the 
inappropriate behaviour or wider team 

• Coaching or training to address certain behaviour 
• Counselling 
• Agreement to work or behave in a different manner 
• An investigation that could result in formal disciplinary action such as a warning 

or dismissal in the case of serious misconduct. 
• Other outcomes that are appropriate in the circumstances.   

Where allegations are not substantiated, it may still be appropriate to undertake 
some action, for example communications training.   

Malicious or vexatious complaints 

If an employee makes a complaint, it will be assumed that they genuinely believe 
they have witnessed or been subject to inappropriate behaviour.   

MSD cares about the wellbeing of all our people which means we will support all 
employees involved in an allegation of inappropriate behaviour.  Where, through an 
investigation, it is found that a complaint has been made with a malicious or 
vexatious intent, this will be treated seriously and could lead to disciplinary action.  
However, just because a complaint is not upheld does not mean that it is vexatious 
or malicious. 
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Responsibilities 

Person/Party Responsibilities 

MSD 
MSD is committed to being a good employer and providing a 
safe working environment where all staff are treated fairly and 
with respect. 

MSD will: 

• monitor workplace behaviour as outlined in the 
Monitoring and Reporting section of this policy 

• provide our people with guidance to comply with the 
policy 

• promote the policy including posting it on Doogle 
• not tolerate any form of workplace harassment, bullying 

or discrimination  
• treat all concerns raised seriously and sensitively  
• take all reasonable steps to prevent workplace 

harassment, bullying or discrimination 
• provide a range of methods to resolve issues raised 
• promote informal solutions before formal actions, where 

appropriate 
• ensure any real or perceived risk of retaliation or harm is 

assessed and steps taken to prevent or reduce the risk 
• manage concerns raised promptly and fairly, taking into 

account the nature of the concern and all relevant 
circumstances 

• provide information and support to all employees 
involved in a formal complaint investigation. 

Managers 
It is the responsibility of all our people to promote and maintain 
a work environment free of inappropriate behaviour and to 
behave in a manner that is respectful of others. 

Managers will: 

• ensure they are familiar with the policies and guidelines 
and guide their people on their use 

• ensure the wider organisational responsibilities as outlined 
above are met 

• take time to listen to their people and understand the 
impact language and behaviour has on people   

• listen and empower people to support engagement and 
improve team dynamics 

• be responsible for intervening early to call out and address 
inappropriate behaviour before it escalates   

• seek support from HR Consultants on how to record, 
process and investigate concerns and complaints 

• make sure issues raised are managed sensitively, 
promptly, fairly and without discrimination   

• support the wellbeing of their team 
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Person/Party Responsibilities 

• meet our good employer and health and safety
responsibilities

• make appropriate decisions within their delegations or
recommendations to the appropriate delegated person

• consult their ‘one up’ manager for more serious issues.

Mental Health Condition: 
It is important that where a mental health condition may be a 
factor, managers reference to MSD’s guidance on managing 
performance issues that may result from the mental health 
condition. 

Prior to any action being taken, such as talking to, meeting with 
or writing to an employee, managers must seek advice from the 
HR Consultancy team. 

All employees 
All employees are responsible for ensuring that they become 
familiar with the terms of this policy and expectations for 
behaviour.   

Employees are also responsible for ensuring that they behave 
appropriately and do not breach this policy. 

Employee raising 
concerns that they 
have been subject 
to inappropriate 
behaviour  

Speak out – speaking out is about having courage to raise an 
issue but also about seeking help. 

Employees are responsible for: 

• telling their manager (or another manager) if you
experience or see inappropriate behaviour

• documenting the details of any incidents, detailing when,
where, what occurred, and witnesses (if any)

• being prepared to try informal solutions and follow MSD’s
informal and formal processes.

Employee/s who 
witness 
inappropriate 
behaviour 

Speak up, look out for and take care of each other.  All 
employees play a part in ensuring MSD maintains a safe work 
environment for all its people.  If you see a colleague behaving 
inappropriately or undermining positive workplace behaviours, 
take action by either saying something to that person or 
promptly raising it with a manager.     

Employee subject 
to allegation of 
inappropriate 
behaviour 

Listen to what is being said. Reflect and consider how another 
person may have interpreted your action or words. Try not to 
be defensive.   Seek support.  This can help address any 
behaviour that needs to change, or help get past an allegation 
that isn’t substantiated.   
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Person/Party Responsibilities 

Take responsibility for any behaviour that is seen as 
inappropriate. Make genuine efforts to change that behaviour. 

Health and Safety / 
HR 

The type of behaviour considered inappropriate will determine 
which part of MSD provides support to help managers address 
concerns.  This may fall into the responsibility of the Health 
Safety and Security team and/or HR.  The relevant group will: 

• provide advice on process 
• help resolve the issue 
• work with agencies such as Worksafe, Mediation 

Services, Employment Relations Authority. 

The support will be professional, fair and courteous to all 
involved. 

Human Resources 
(HR) 

If people feel unable to raise their concerns with their 
immediate manager or ‘one up’ manager, they can contact 
AskHR who will listen to the concern and refer to: 

• appropriate support 
• an appropriate manager and/or HR Consultant for follow-

up. 

HR Consultants are available to support and provide advice to 
managers to work through concerns. 

Definitions 

Inappropriate  
Behaviour 

Definition and Examples 

Workplace 
Harassment  

Workplace harassment is unwanted and unprovoked behaviour 
that is offensive, intimidating or humiliating to another person. 
It is either repetitive or of such a significant nature that it has a 
detrimental effect on a person’s dignity, safety or sense of 
wellbeing. 

Workplace harassment may be unwelcome and offensive 
behaviour towards an employee by: 

• another employee(s), 
• a contractor or consultant with MSD, 
• a client or volunteer of MSD. 
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 Examples of workplace harassment or bullying could include: 

• repeated, unfounded criticism in front of colleagues  
• the use of offensive language 
• isolating an employee (e.g. not including someone in 

workplace activities that all employees in a similar 
position can expect to be involved in) 

• withholding information to ensure an employee fails to 
achieve a given task 

• making derogatory and frequent inappropriate comments 
about an employee’s appearance or dress 

• spreading malicious rumours or insulting an employee by 
word or action 

• overbearing supervision 
• misuse of power or position. 

Note: the above list is not complete. Workplace harassment 
and bullying can take many forms. 

Bullying 
Bullying is characterised by repeated and persistent, offensive, 
abusive, intimidating, malicious or insulting behaviour.  It is 
repeated, intentional and unreasonable behaviour towards an 
employee or a group of employees that can lead to physical or 
psychological harm. 

• Repeated behaviour is persistent (occurs more than once 
and can involve a range of actions over time) 

• Unreasonable behaviour as defined by WorkSafe means 
actions that a reasonable person in the same 
circumstances would see as unreasonable.  It includes 
victimising, humiliating, intimidating and threatening a 
person 

• Bullying may also include harassment, discrimination or 
violence. 

Bullying can be physical, verbal or social (e.g. excluding 
someone from a peer group or spreading rumours) 

Common bullying behaviours fit in two main categories: 

• direct and personal or 
• indirect and task-related. 

Discrimination When a person is disadvantaged on the grounds of gender, 
marital status, religious or ethical beliefs, ethnic or national 
origins, disability, age, political opinion, employment status, 
family status or sexual orientation. 

Sexual Harassment 
Sexual harassment is unwelcome or offensive verbal or physical 
behaviour of a sexual nature that is repeated or is significant 
enough to have a harmful effect on an individual’s employment, 
job performance or job satisfaction.   

Unwelcome means behaviours that are unwanted, and are 
regarded by a person on the receiving end as undesirable or 
offensive at the time. 
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Behaviour includes the use of language (written or spoken), 
visual material, or physical behaviour, and includes requests of 
a sexual nature to an employee (directly or indirectly) that 
contain an implied or overt promise of preferential treatment or 
threat of detrimental treatment 

Examples of sexual harassment may include: 

• offensive gestures or verbal comments 
• unwanted and deliberate physical contact 
• unwelcome comments, questions about an employee’s 

sexual activities, orientation or private life 
• sexual propositions or requests for dates, especially after 

prior refusal 
• continued unwelcome social invitations, phone calls or 

texts from a work colleague or a client 
• display of pictures, screensavers or other material of a 

sexual nature 
• sexual behaviour such as leering or staring at an 

employee’s body 
• unwelcome sexual or smutty jokes 
• offensive email messages or texts 
• suggestions for preferential treatment at work in return 

for sexual favours 
• threats or suggestions of a negative impact on an 

employee’s position if favours are not granted. 

Note: the above list is not complete. Sexual harassment can 
take many forms. 

Racial Harassment 
Racial harassment includes the use of language (written or 
spoken), visual material, or physical behaviour that directly or 
indirectly: 

• expresses hostility against, or ridicules any employee on 
the grounds of their colour, race, ethnic or national 
origins 

• either by its nature or through repetition is hurtful, 
humiliating, intimidating or offensive to an employee 

• has a negative impact on an employee. 

Examples of racial harassment include: 

• making offensive remarks or jokes about a person’s race 
• mimicking the way a person speaks 
• calling people racist names 
• deliberately pronouncing people’s names incorrectly. 

Note: the above list is not complete. Racial harassment can 
take many forms. 
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What is NOT harassment/bullying/discrimination? 

The following examples are not considered to be workplace harassment or bullying: 

• one-off instances of forgetfulness, rudeness or tactlessness 
• a single incident of unreasonable behaviour (unless of such significant nature 

to have a detrimental effect on dignity, safety or wellbeing) 
• mutually acceptable friendly banter, light-hearted exchanges, jokes and 

compliments 
• friendships, sexual or otherwise, where both people consent to the 

relationship 
• requiring lawful and reasonable work instructions to be carried out 
• warning or disciplining someone in line with MSD policy 
• setting reasonable and fair standards of performance in terms of quality, 

safety and team cooperation 
• giving legitimate constructive feedback, including in a performance appraisal, 

and requiring justified performance improvement 
• differences in opinion or personality clashes that do not escalate into bullying 

or harassment  
• assertively expressing opinions different from others. 

Just because an incident or behaviour would not be classified as bullying, 
harassment or discrimination doesn’t mean that it shouldn’t be addressed.  It may 
still be appropriate to raise and have something which is considered a one-off 
inappropriate behaviour/event addressed.   
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Monitoring and Reporting 

MSD will monitor and review indicators of positive working environments and 
inappropriate behaviours such as workplace harassment and bullying complaints, 
exit interviews, staff engagement and culture surveys.   

Confidentiality 

Information will be kept confidential where possible. Respecting privacy and 
confidentiality helps resolve matters effectively and ensures we are demonstrating 
mana manaaki.  

If you want to make a complaint, then the person who is accused of inappropriate 
behaviour has the right to know what the concerns are and to respond to them.  

Information may need to be disclosed to other parties if there is a risk of harm to a 
person or to uphold the maintenance of the law.   

Related policies / additional information 

Further guidance is available for employees who believe they have been harassed or 
bullied and for managers involved in carrying out a formal investigation of a 
complaint of harassment or bullying. 

• Positive Workplace Behaviour Guide - What to do about inappropriate 
behaviour at work  

• Positive Workplace Behaviour - guide for formally investigating a complaint of 
workplace harassment or bullying  

 

Other information that may be useful: 

• MSD Code of Conduct 
• Work and Income – Professional supervision services  
• Wellbeing page on Doogle  
• Safe to Talk helpline 
• Managers Toolkit: Leading after Traumatic or Critical Incidents  
• Preventing and Responding to Workplace Bullying guidance by WorkSafe NZ 
• Bullying prevention toolbox by WorkSafe NZ 
• Acting in the Spirit of Service – Positive and Safe Workplaces Model Standards 

– State Services Commission – August 2019 
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Inappropriate behaviour at work (including 
harassment or bullying) 

At MSD we want to work in a place free from bullying, discrimination and all forms of 
harassment. That’s why we don’t put up with inappropriate behaviour.  We don’t put up 
with it from each other. We don’t put up with it from managers. We don’t put up with it 
from clients. It’s hard to show mana manaaki and look after the dignity of people with 
warmth, respect, compassion, openness and fairness if you don’t feel looked after and 
respected yourself. Unfortunately, inappropriate behaviour does sometimes happen and 
when it does, we’re there to support our people.  

We’ll work with our people to resolve issues and make sure they feel safe and supported 
at work. We want to be part of an organisation where people are open, honest and non-
judgmental; where we treat each other with respect, consideration and civility; and 
where if an issue comes up, it’s managed effectively and fairly.  

To maintain a positive and supportive workplace environment, we’ll make sure: 

• our people are supported and able to raise issues  
• our people are confident issues are taken seriously and will be managed in a 

sensitive and timely way 
• we create a safe work environment where people can express themselves 

without judgement 
• our people aren’t at risk of retaliation or disadvantaged by raising a concern. We’ll 

assess each situation and take steps to prevent or reduce any risks 
• our people can get independent and confidential assistance through EAP or other 

employee support and a variety of internal wellbeing resources 
• our managers lead by example as role models of positive workplace behaviour 
• we encourage resolution that supports and maintains working relationships 

wherever possible 

What is inappropriate workplace behaviour? 
Inappropriate workplace behaviour includes any form of harassment, bullying, or 
discrimination. It includes racial or sexual harassment, intimidation, offensive behaviour 
and aggression from people in our work environment.  

For a full description of harassment and bullying, including examples, see MSD’s 
Positive Workplace Behaviour Policy. 

People have different ideas about what is and isn’t appropriate behaviour at work. 
However, if someone or a group of people at work are acting in a way that is having a 
negative impact on your wellbeing, or work, it should be addressed.  
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What to do  
Regardless of whether it is you directly involved, or if you have seen someone acting 
inappropriately to another person, tell your manager as soon as possible. If that is not 
appropriate, feel free to approach your manager’s manager, colleague or a peer support 
person.  

Write down your concerns, including details of what happened and when. Include times, 
dates, places and what was said or done. Keep any emails, voicemails or other 
examples that support the complaint. 

At MSD, we’ll work with our people to address inappropriate behaviour whenever it is 
reported. What action happens depends on the situation, what outcome you are wanting 
and the individual circumstances.  

Options may include: 

• resolving it yourself 
• informal intervention 
• facilitated discussion 
• support for all parties1 
• referral to appropriate support services 
• formal complaint and investigation 
• external complaint process 
• risk assessment of your workplace, with suggestions for improvement 

Where possible, we’ll work with you to resolve the issue informally. You can seek 
independent advice at any stage. 

The Employee Assistance Programme (EAP) is also available at any stage to provide 
confidential counseling and additional support – www.benestar.com  They can help you 
by livechat, on the phone, email or face to face.  

Wellbeing at MSD   

Resolve it yourself 
Sometimes people may not realise their behaviour is inappropriate. If you feel 
comfortable dealing with this yourself you can let the person know their behaviour is 
unwelcome or offensive and needs to stop.  This allows the problem to be kept informal 
and for them to change their behaviour.  You can: 

• Talk to the person to let them know their behaviour is inappropriate or how it 
makes you feel. Let them know you would like it to stop. You can have a support 
person with you. 

                                           
1 Both physical and psychosocial support 
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• Write a private letter or email asking the person to stop behaving in the way you 
find inappropriate.  

You should not approach someone directly about their behaviour if by doing so you 
would feel unsafe or threatened in any way. 

Principles of how to talk to a person whose behaviour has a negative impact on you 

• Ask to speak with them in private 
• Make sure you feel calm before the meeting 
• Avoid being judgemental, aggressive or critical 
• Talk about the behaviour that bothers you (not the person) and explain how this 

makes you feel  
• Ask if there is anything you can do to help this behaviour to stop and listen to their 

side of the story 

If you feel you need some coaching prior to having this difficult conversation, feel free to 
phone a Benestar coach  – you can explain the situation 
in detail and they can guide you through the process as well as debriefing you 
afterwards.  

  

S 9(2)(k)
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Informal Intervention 

You may prefer to ask someone else to intervene on your behalf informally, either 
through a manager or support person.  A manager working to resolve an issue can seek 
support from an HR Consultant. They’ll make sure your complaint is taken seriously, 
managed with impartiality and resolved in as timely a manner as possible. They’ll listen 
to your needs and handle the matter in a sensitive way. 

You will be given an opportunity to describe the events, the impact they have had and 
how you would like the issue resolved.   

The other person/group involved will also have the opportunity to present their 
perspective.   

If you and the other person/group agree about what will resolve the issue, you can 
arrange this between you and those involved, making sure the outcome is approved by 
the appropriate delegated person where necessary.  

Informal intervention: 

• allows you to be heard 
• helps clarify what you would like to happen (including no further action if that’s 

what you want) 
• provides advice and additional support, as well as different approaches that might 

be effective 
• is less intimidating for both the person raising the concern and the person the 

complaint is about 
• allows for informal and confidential discussions with those directly involved 
• can resolve issues faster and informally, reducing the pressure of more formal 

processes 
• gives more local input into the outcomes 

Facilitated Discussion 

In some circumstances, a facilitated discussion may be an option. A facilitated 
discussion is where an independent person helps resolve an issue in a semi-formal and 
confidential environment.  The aim is for both the person raising the concern and the 
person the complaint is about to reach an agreement to resolve the issue.   

Facilitated discussions are appropriate if other forms of informal intervention have failed 
to resolve the issue. HR Consultants can give advice and assistance about the process.  
Both parties need to agree to attend a facilitated discussion.  

Formal Complaint and Investigation 

If things can’t be resolved by talking to the other person directly, informally or through 
facilitated discussion, you can make a formal complaint. This may be because the 
allegations are very serious or the working relationship has broken down.  
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You’ll need to make a written complaint that details: 

• Who the complaint is about 
• What has happened 
• When and where the inappropriate behaviour has happened 
• Whether anyone else witnessed the behaviour; and  
• What you would like to see happen as a result of the complaint. 

You’ll need to give enough detail so the person accused of inappropriate behaviour can 
respond to the complaint. 

After making the formal complaint, the manager you went to with your concerns will 
decide if a formal investigation is needed after speaking to an HR Consultant. They’ll 
consider all information and take all reasonable steps to address inappropriate 
behaviour and prevent harassment and bullying reoccurring. 

In the event that a formal investigation is needed, the investigator will gather the facts 
and determine whether inappropriate behaviour has occurred.  You can refer to the 
guide to formally investigate a complaint for an outline of that process. 

For more information on the formal investigation process go to MSD’s Positive 
Workplace Behaviour - guide for formally investigating a complaint of workplace 
harassment or bullying.   

External complaint process 

Your safety is our primary concern. If you believe you’ve been the victim of a criminal 
offence or it’s an allegation of assault or serious intimidation, you should seek 
independent legal advice and also consider reporting this to the police. 

You may be able to seek outside assistance by: 

• lodging a complaint with the Human Rights Commission under the Human Rights 
Act 1993; or  

• raising a personal grievance under the Employment Relations Act 2000 within 90 
days of the incident occurring. 

• lodging a complaint through the protected disclosures regime (see MSD’s 
Protected Disclosure policy for more information) 

• referring the problem to WorkSafe New Zealand 
• referring the problem to an external mediator for resolution 

 

Support  
There’s a variety of support for you and managers to assist throughout the process, 
within MSD and externally:  

Internal resources:  

http://www.hrc.co.nz/
http://www.legislation.govt.nz/act/public/1993/0082/latest/DLM304212.html
http://www.legislation.govt.nz/act/public/1993/0082/latest/DLM304212.html
http://www.legislation.govt.nz/act/public/2000/0024/latest/DLM58317.html
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• Your manager, another manager or a colleague you trust 

• EAP (Benestar – www.benestar.com) – counselling, coaching, support 

• Peer support person   

• Wellbeing Doogle page  

• Local union delegate 

• HR Consultant (support for managers) 

 

External resources: 

• Need to talk (Free call or text 1737) 

• The Depression Helpline (0800 111 757) 

• Lifeline (0800 543 354) 

• www.depression.org.nz (free text 4202) 

• www.skylight.org.nz (grief, loss and trauma support) 

• www.griefcentre.org.nz (support, advice and counselling) 

• Alcohol and drug helpline (0800 787 797 or free text 8681) 

• OUTLine (sexuality and gender; 0800 688 5463) 

• www.mentalhealth.org.nz 

• Safe to Talk (Sexual harm/violence, 0800 044 334, text 4334) 

• Suicide Crisis Helpline (0508 828 865) 

• Healthline 0800 61 11 16 

• SHINE (Domestic abuse helpline 0508 74 46 33) 

• Netsafe – www.netsafe.org.nz (online bullying help)  

• Mensline (0800 63 67 54) 

• Parent Helpline 0800 56 88 56 

Other useful resources: 
Positive Workplace Behaviour Policy 
Positive Workplace Behaviour – guide to formally investigate a complaint of workplace 
harassment or bullying  
Personal Grievance Policy  
Traumatic Incident Management Guidelines for Managers  

 
 
  

http://www.benestar.com/
http://www.depression.org.nz/
http://www.skylight.org.nz/
http://www.griefcentre.org.nz/
http://www.mentalhealth.org.nz/
http://www.netsafe.org.nz/
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Code of Conduct  
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Wellbeing@MSD 
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Wellbeing External Support 
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Equality and Diversity Commitment  
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Diversity and Inclusion 
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Safe to talk helpline 
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Peer Support Programme 
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Training Programmes (overview) – Manager Conversations: 
 
The ‘Creating a positive and safe workplace’ managers discussion groups provided an 
opportunity to initiate open and thought-provoking conversations about building a positive 
workplace where inappropriate behaviours do not thrive and preventing workplace bullying 
and harassment. They were designed to be run by people leaders, for people leaders - to 
explore and generate new thinking. 
 
There are three conversations: 
 
• Conversation one - Creating psychological safety.  Content / focus includes: 

o To bring life to these behaviours, we need to hear from our people. To speak 
up, people need to feel psychologically safe. This is critical in creating a 
successful and safe workplace. 

o Use the video of Dr Amy Edmondson from Harvard University discussing 
recent research that highlights the importance of psychological safety at work. 
The video explains what psychological safety is and why it is something we 
need in our teams if we are to be successful. 

o Ask the group to work in pairs and discuss a specific time when you or 
someone else didn’t speak up, what do you think contributed to the not 
speaking up, what impact did this have?  Invite people to share general 
themes with the group if they wish. 

o What are the specific behaviours of a people leader that create this kind of 
psychological safety?  Write up on flip chart and keep for next session. 

o Explain that these workshops aim to start a conversation about creating a 
positive workplace. Look at a recent social media advertisement that had the 
same aim – to start a conversation.  Use the Gillette advertisements. 

 
• Conversation two - Talking about bullying and harassment.  Content / focus 

includes: 
o Remind people of the discussions from the last session about psychological 

safety and behaviours which support psychological safety. Refer to the flip 
chart from last session, ask people to have a quick read back over this. 
Remind participants that team performance is less to do with who is in the 
team and more to do with how team members interact and treat each other - 
that is why this is important. 

o Share facts and international research provided.  Discuss and assess reaction. 
o Share and discuss definition of workplace bullying: 

 Bullying may also include harassment, discrimination or violence 
o Emphasise – it is important to remember that these things are often not black 

and white. It can be helpful to think and talk about inappropriate behaviours, 
rather than focussing on what the label might be. If a behaviour is 
inappropriate then it should be addressed irrespective of whether someone is 
or isn’t labelling it as bullying / harassment. 

o Ask:  What are some examples of inappropriate behaviours that could be 
considered bullying behaviours?  Write responses up on flip chart and keep for 
the next session 

o Ask What are some examples of behaviours which are inappropriate but might 
not be bullying? 

o Summarise by emphasising the importance of addressing inappropriate 
behaviours early, rather than leaving them to cause harm. Looking after 
people’s wellbeing includes addressing behaviours that are causing distress or 
harm. 

o Ask individuals to think about the discussions over the past few weeks / 
months regarding creating positive workplaces which are free from 
inappropriate behaviours, bullying and harassment and the phrase “The 
behaviour you walk past is the behaviour you accept.” 

o Ask What do we as a leadership team see as appropriate and inappropriate 
behaviours in our workplaces? 
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o Ask What do we as a leadership team need to do within our team(s) to build 
awareness of appropriate / inappropriate behaviours and build psychological 
safety? 

o Write comments / thoughts on a white board / flip chart and ask for leadership 
commitment to these. 

 
• Conversation three - Reacting and responding.  Content / focus includes: 

o Ask What can make it hard for people to speak up about inappropriate 
workplace behaviours, including bullying or harassment? 

o Emily’s Story is an activity that involves listening to a true account of 
harassment and of speaking out against it.  Ask: What does this video raise 
for you in terms of: 

 the environment you want to create to enable people to speak up 
safely? 

 the way you want to support people who do raise a concern? 
o Explain part of building a positive workplace, where we talk about these issues 

and we care about people’s wellbeing, is responding to concerns that are 
raised. It is important we think about how we will feel and respond if these 
things come up within our own teams. It can be confronting and difficult to 
deal with, but we do need to think about how we will respond.   

o Mana Manaaki 
 What is important for people who raise a concern about inappropriate 

behaviours, bullying or harassment? 
 What might you feel if one your team members or your colleagues 

raise a concern of feeling bullied or harassed by you? 
 How would this be the same or different if it was an issue of bullying or 

harassment by another team member? 
 How might you manage these feelings? 

o Kotahitanga 
 What other supports are available for people experiencing these 

issues? 
 What support and advice would you seek from your manager and your 

HR Consultant? 
 How might you partner with people to address an issue / concern they 

raise? 
o Kia takatū tātou 

 How will you help create an environment where people feel safe to talk 
and speak up about inappropriate behaviours, bullying and 
harassment? 

 How will you take care of your own wellbeing if these issues are raised 
in your team? 

 How will an increased awareness and speaking up about inappropriate 
behaviours affect our team(s) culture long term? 
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Training Programme: Positive Workplaces - Addressing Inappropriate Behaviour 
 
This is a 30-minute online course for all staff (related programmes for all staff and also for 
people leaders) to help recognise and address inappropriate workplace behaviour.  A series 
of video scenarios are provided where participants need to reflect on what they have seen, 
note their thoughts and respond on next steps.  Several screen shots follow: 
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Code of Conduct 2019 refresher -Positive behaviour module 

Code of Conduct Training – Positive Workplace Behaviour 

3.1 Positive 1 

3.2 Positive 2 
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3.3 Positive 3 

3.4 Positive 4 
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3.5 Positive 5 

3.6 Positive 6 
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Bullying & Harassment Discovery

1

Thank you for inviting Humankind to complete a Bullying & Harassment 
Discovery with the Ministry of Social Development. 

Workplace bullying and harassment is widely recognised as a serious 
workplace health and safety issue. The impacts and consequences for 
individuals involved, as well as employers, are significant. 

Individual consequences can include physical and psychological harm; 
heightened anger and anxiety; high stress levels; low self confidence; poor 
concentration; feelings of isolation and sadness; higher absenteeism and 
intentions to resign; and lower performance and job satisfaction.

As we’ve seen highlighted in the media, these factors can also result in 
increased costs and have damaging impacts on organisational culture and 
reputation.

The Ministry is looking to proactively refresh its approach to harassment, 
both in terms of the Workplace Harassment/Bullying policy, but also the 
systems and processes that surround the policy, to create a culture in which 
employees have the courage to speak up and the confidence that action 
will be taken when they do.  

We undertook a Discovery which was an independent diagnostic to 
understand the current state of the Ministry’s  leadership, environment, 
tools and operations in relation to workplace bullying and harassment.  



The
Employee Experience Model
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We know that things shouldn’t be left to chance.  Our model of employee experience highlights 
the four areas that need deliberate attention and effort.

• First and most important is leadership that encompasses having a clearly defined strategy 
which is communicated often and aligned to operational performance. Employees need to 
know that there is a purpose to what they do and that they can follow leaders who are 
authentic in their approach.  When it comes to preventing bullying and harassment, leaders 
must have the skills and capabilities required to inspire and motivate through authentic human 
connections.

• The environment in which employees spend so much of their working days is critical to their 
daily experience. It is critical that your workplace is physically, emotionally and psychologically 
safe, that it creates a sense of belonging and allows employees to bring their best selves to 
work. 

• The tools employees use day to day are becoming increasingly important to their experiences 
in the workplace. This includes mechanisms for raising issues such as bullying and harassment, 
ensuring that they are raised at the right level so they can be dealt with effectively.  Employee 
data can also give great insight into issues that are otherwise below the surface.

• Lastly, every touchpoint, process, way of doing things, the operations within a business, has to 
act as an enabler for employees.  An anti-bullying and harassment policy is just the start.  
Training, for example, will ensure employees and managers can identify harassment and know 
what to do if they see it, empowering them to act and change what is tolerated in your 
workplace.

Above all else, what an employer says it does, has to be what it actually does.  It is crucial to 
ensure the expectations that are set, such as zero tolerance to bullying and harassment, are 
aligned to what is done in practice, the workplace reality.



Overview 
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It was initially agreed with the Ministry that the key components of the 
Discovery would be: reviewing of associated policies and processes; 
interviewing key stakeholders at National Office; and surveying a sample of 
Ministry employees. It was later agreed that due to the sensitivity of the topic 
and the large number of staff that needed to be surveyed to get a 
representative sample, we would instead hold five face-to-face focus groups. 
Focus groups included employees across six regions: Auckland, Bay of Plenty, 
Taranaki, Central, Wellington, and Canterbury. In total, we met with 12 
stakeholders at National Office (including two members of the Union) as well 
as 40 frontline employees of the following positions:

• Customer Services Officer Processing Services
• Centralised Processing Officer
• Case Manager
• Customer Services Representative
• Work Broker
• Administration Officer
• Service Manager
• Support Officer
• Collections Officer

While there were some limitations of not being able to survey a larger sample 
size, speaking with employees in person allowed greater depth of 
understanding. It also allowed us the opportunity to acquire an understanding 
of potential solutions and recommendations that would truly resonate with 
employees. With the consistent themes that emerged, we are confident that 
this methodology provided an accurate diagnostic. 

Themes

First, anecdotally, members of the stakeholder group appeared to feel that 
there is not an overarching culture of bullying or harassment at the Ministry, 

though a number of stakeholders suggested that bullying may exist in specific 
pockets.

Frontline employees did, however, describe behaviours that have occurred 
that do constitute bullying; this appears to mostly consist of managers bullying 
employees.  They did not appear to have a strong understanding of what is or 
is not bullying, and did not label the behaviour as such.

By and large, employees and stakeholders were not aware of instances of 
sexual harassment, other than one member of the stakeholder group who 
stated that they were aware of an incident whereby employees sent sexual 
text messages to other employees and that they had reported this to HR.

Second, the overall organisational culture is not conducive to people feeling 
confident to speak up or raise concerns. There were multiple examples shared 
that depicted a punitive culture where employees do not trust managers, 
feeling that raising concerns of any type, would result in negative 
repercussions. There does not appear to be an environment where the giving 
and receiving of constructive feedback is encouraged or valued.

Stakeholders and employees described a strong imbalance of power and a 
hierarchical culture. Employees consistently described three distinct layers:

• Leadership/National Head Office
• Managers
• Frontline Employees

Leadership was described as setting the vision, but disconnected from the 
reality of the stress and pressure this puts on frontline employees (for 
example, increased targets for getting people into paid employment).



Overview - continued
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It was consistently stated by employees that managers are not viewed positively;
not acting as the conduit between Leadership and frontline employees, not 
advocating for employees or representing their needs, and not supporting 
employees in day-to-day work. 

The stakeholder group and employees described the Leadership as being 
“focussed on numbers and not employees”, resulting in people prioritising the 
need to appear favourably to National Office over doing the right thing. 

Employees described themselves as motivated by the Ministry’s purpose, and 
very good at supporting each other within their immediate teams. All five 
regions described environments where employees insulate themselves from 
managers and other teams. This appears to have led to an “us and them” 
culture where employees are loyal to colleagues, but not their managers. 

Third, the stakeholder group and employees appeared to be unclear on the 
Ministry’s organisational values, with most questioning if there were any. Values 
did not appear to be actively lived by Ministry employees or incorporated into 
regular processes or work routines. While the Ministry's Code of Conduct clearly 
includes respecting others and specifically refers to bullying, the feeling 
amongst employees is that the Code is not lived by. Employees described the 
six month review of the Code of Conduct as “merely another box that needs to 
be ticked.” 

Fourth, there was inconsistent feedback on managers’ general abilities as 
people leaders. While many employees confirmed feeling that their managers 
do model appropriate behaviours and hold others accountable to do the same, 
multiple examples were shared of managers ignoring employees, isolating them, 
“picking favourites” and not dealing with interpersonal conflicts. 

The view across the stakeholder group and employees appeared to be that 

people are promoted into leadership positions based on their technical skills, 
not their leadership abilities. Feedback from various managers and members of 
the HR team suggested that there is room to review how management skills, 
values and behaviours are incorporated into the recruitment, promotion, 
training and review programmes, as well as daily routines.

Fifth, we have recommended strengthening the Ministry’s overall position on 
bullying and harassment, explicitly including this as a part of the Ministry’s 
Wellbeing Approach, supported by robust processes. There is a strong 
opportunity to ensure all people of influence are clear on the Ministry’s stance, 
have a unified voice and are clear on the roles they place in upholding this. 

The remainder of this report sets out:

• An overview of the methodology used;
• Insights; and
• Recommendations



Methodology
Discovery Process
The purpose of the Ministry of Social Development’s Discovery was to understand the current state of 
leadership, environment, tools and operations in order to identify any areas for improvement. From here, you 
will be able to decide what changes will make the most effective impact from a strategic perspective. The 
Discovery process involved three distinct streams:

Reviewing current processes, policies, 
systems and frameworks across 
associated aspects of Bullying & 
Harassment:

• Workplace Harassment/Bullying 
Policy

• Code of Conduct
• Organisational Structure
• MSD Wellbeing Approach
• Disciplinary procedures policy
• Conflicts of interest, values and 

politics policy
• Protected Disclosures policy

Process, System and 
Framework Review 
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Employee Focus Groups

Ethnographic interviews with 12 key 
stakeholders across the Ministry:

• 2 mid-level Managers across two 
regions

• 1 General Manager
• 1 Deputy Chief Executive
• 3 Members of the HR team
• 1 Member of the Health, Safety and 

Security team
• 1 Member of the Learning & 

Development team
• 1 Senior Solicitor
• 2 Union Representatives

·

Stakeholder Interviews

Focus group workshops designed to 
capture insights on the current state of 
bullying and harassment as well as 
potential solutions:

• 40 employees
• Six regions: Auckland, Bay of 

Plenty, Taranaki, Central, 
Wellington and Canterbury

While three Managers were 
interviewed in the stakeholder group, 
this group was not represented in the 
focus groups.  
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Defining the Focus Groups

To get a valid sample of employees, we held five focus groups across six 
regions:

• Auckland
• Bay of Plenty
• Central
• Wellington
• Canterbury
• Taranaki

Frontline employees of the following positions participated:

• Customer Services Officer Processing Services
• Centralised Processing Officer
• Case Manager
• Customer Services Representative
• Work Broker
• Administration Officer
• Service Manager
• Support Officer
• Collections Officer

We requested that 10 employees attend each focus group to enable rich 
discussion. Actual attendees ranged from 5-12 participants. Employees in each 
group came from a variety of teams, as opposed to being all from the same 
team, to reduce inhibition. The length of each focus group was 2.5 hours, 
allowing enough time to have detailed discussions.

Participants were deliberately not provided with any questions in advance, but 
were provided with the objectives of the sessions and information on what to 
expect. Managers whose employees attended the sessions were also provided 
with additional information to support with any questions that could arise as the 
result of an employee’s participation. 

Design

The objective of the focus groups was to gather insights from employees on 
their experience working at the Ministry, specifically in relation to bullying and 
harassment.  The focus groups were structured as workshops of deliberately 
defined questions and activities, designed to gather insights across the four 
areas of employee experience (leadership, environment, operations and tools) 
as well as best practice in the areas of bullying and harassment (awareness, 
prevention, response and support). Questions and activities were designed to 
test themes that surfaced from the stakeholder interviews, and also allow for 
new information to surface.

Focus groups included a combination of group discussions and individual 
exercises. Some group discussion began with individual reflection followed by 
sharing with the wider group. Employees were also asked to fill out individual 
workbooks that were anonymous and collected at the end of each session. 
Group discussions were designed to allow for rich dialogue and detailed 
information, and individual activities and workbook questions were designed to 
encourage honest responses to more sensitive questions.  

Methodology
Employee Focus Group Design
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Facilitation

Each focus group was facilitated by two experienced facilitators from 
Humankind. This allowed for rich discussion as well as accurate recording of 
insights. 

Employees were informed of ground rules at the beginning of session and were 
told that insights would remain anonymous but would be reported back in key 
themes to National Office in September. 

All feedback and information was compiled by facilitators immediately after 
each focus group. Insights were further analysed following the completion of 
the final focus group.

Methodology
Employee Focus Group Design continued



Insights Leadership & Environment

Key themes – improvement areas
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The following findings relate to areas of improvement, and as such, recommendations have been made based 
on these findings at the end of this report. 

Feedback from all five focus groups and four of the 12 stakeholders suggests that bullying is taking place at 
the Ministry, mostly managers to employees. Overall what we heard about the culture at the Ministry suggests 
that people are more focused on “looking good” rather than calling out or addressing poor behavior.  This 
creates an environment where employees are not comfortable speaking up or providing feedback, whether it 
be about bullying or other concerns, as they don’t trust their managers and fear repercussions. 

Leadership is arguably the most important aspect of employee experience, providing direction for all employees. The 
purpose, vision and strategy are just the beginning; also important here is leadership style, level of authenticity and trust
in the organisation, and how effectively leadership communicates progress and performance to motivate and inspire.

Research shows that work-related enabling factors of bullying and harassment include high levels of emotionally taxing 
work; high levels of conflict; limited job autonomy; organisational culture where bullying behaviours are normalised and 
where there is little support for prevention and awareness initiatives; where there are perceived low costs to bullying; and 
where there is perceived strong imbalance of power. Higher rates of change and high levels of media scrutiny have also 
been shown to result in higher levels of workplace bullying and/or harassment. 
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Imbalance of Power

Employees and members of National Office described the three distinct levels 
within the Ministry:

•Leadership/National Office
•Managers
•Frontline Employees

There was a clear view that Leadership, including the Minister, have a clear 
vision but are disconnected from the frontline and often prioritise the needs of 
clients over employees. The view was that they set initiatives but do not 
understand or attempt to help manage the pressure this puts on employees.  
Examples included increasing placement targets without providing additional 
resourcing or support for employees; gathering feedback from clients on their 
experiences with the Ministry but not from employees on theirs; and the 
Minister’s recent criticism of frontline employees in the media.

There were also a number of examples cited that described National Office 
rolling out internal programmes that do not meet the needs of employees, such 
as the stars programme. 

Managers were described as the layer in between that is “stuck in their box” 
and does not act as the conduit between employees and Leadership. Managers 
were described as “being focused on numbers” or “looking good” instead of 
focusing on the needs of employees. One of many examples shared included 
managers who continually walked past long lines of clients without providing 
additional resourcing “because they were so focused on their administrative 
work”. Employees in one focus group provided an example of National Office 
rolling out a new system for the Contact Centre without speaking to the 
frontline to assess the needs. While managers knew this system was not fit for 

purpose, they did not raise the feedback and the system was implemented. To 
further complicate things, two separate departments rolled out different 
systems for the same purpose. Employees felt this highlighted that there was a 
disconnect between the office and the frontline, and managers were not 
speaking up, even when they knew it was the right thing for the organisation. 
Another example included an employee raising a piece of feedback about air 
conditioning in the “Goss with the Boss” forum. When the manager saw that this 
had been raised, they immediately approached the employee, reprimanding 
them for raising the issue publicly and asked the employee to remove it. We 
have included further examples of this in following sections.

Frontline Employees appeared to be passionate about the purpose of the 
Ministry and saw the connection that their roles had to the bigger picture. 
Employees largely described their teams and colleagues as supportive of one 
another. 

Overall, there was clear feedback from the stakeholder group and employees 
that the culture at the Ministry is hierarchical, leading to an “us and them” 
mentality.

Through the focus groups, we were left with the clear impression that this 
imbalance of power has resulted in a deep rooted sense of mistrust between 
employees and managers.  Employees do not feel comfortable or confident to 
raise issues with their managers as they feel they won’t be dealt with properly 
and they fear repercussions.  As a result, employees are left with the impression 
that serious issues are brushed under the carpet rather than being escalated.

Leadership & Environment 
Key themes – improvement areas continued
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Culture

People described the bureaucratic nature of the Ministry, where there are 
systems and processes for checking everything. The outcome of this was 
described as a punitive or blame culture, where employees are scared of 
getting things wrong and therefore avoid taking responsibility as that then risks 
them being held accountable. They do not feel their managers have their back, 
and therefore fear making mistakes or putting their head above the parapet in 
any way. Managers and frontline employees described the culture as one where 
people want to “look good but not do good”. An example was shared where at 
a PSA meeting, the Regional Director reported that 100% of PDA discussions 
had been reported by managers as having been completed. There were six 
people in the meeting that confirmed that they had not had their PDA 
completed. 

A very clear theme came through from the stakeholder group and frontline 
employees that the Ministry does not have an environment that supports the 
giving and receiving of feedback and people do not speak up about concerns in 
general. Employees in one focus group explained that they feel that feedback is 
often misconstrued as complaining. This point was highlighted by members in 
all five focus groups that confirmed that in general, they do no not speak up 
due to fear of repercussions. Employees described reporting or suggesting 
anything that could shed an unfavourable light on their manager as “a career 
limiting move”.  There was a general feeling that if employees raise concerns, 
they will be labelled as “problem children” with “black marks” on their files. 

Numerous employees cited feeling that they, or colleagues, had been treated 
differently or passed up for promotions because they had raised concerns with 
managers. One focus group described a particular manager that appeared to 
be well known in the region. Two people had raised complaints about this 
manager’s behaviour. The manager remained in the same position with the 

same team, but following the complaint, the manager scrutinised the work of 
the employees, providing negative performance reviews and overlooking those 
employees for opportunities such as moving to new teams or trying new roles. 

Other repercussions cited included being physically isolated from the team; 
being given less favourable work; being pulled out of a course; or being 
humiliated in front of other employees. 

Two focus groups raised the specific concern that raising a complaint about 
bullying or harassment would result in a note on their files and could affect the 
career opportunities they had at the Ministry. One group raised the concern 
that a bullying complaint would result in someone being removed from the 
team, which meant an increased workload for those left behind. 

Values and Code of Conduct

There does not appear to be a consistent set of values that drives behaviours 
and decision making at the Ministry. Multiple stakeholders and employees were 
uncertain if a set of Ministry values exists. Managers spoke of creating their own 
values in their region to address this gap, potentially resulting in different 
regions operating by different value sets. 

The Ministry’s Code of Conduct includes the expectations for Ministry 
employees to respect each other and explicitly sets out that bullying is 
unacceptable. Whilst this is a good start, the Code does not appear to be 
embedded in the organisation.  

Whilst employees advised us that they are required to read it every six months 
for online training, they described this as  another “box ticking exercise” 
meaning the Code is not a meaningful document to them and they do not 
identify ways in which they can apply to it their daily working lives. 

Leadership & Environment 
Key themes – improvement areas continued
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Management

Overall, managers were described by employees and the stakeholder group as 
ineffective people leaders. While many employees did suggest that managers 
demonstrate appropriate behaviours themselves, there were multiple 
examples shared where managers were in fact demonstrating bullying 
behaviour. In majority of the examples, the employees did not realise that the 
behaviour they described could amount to bullying. Examples were included 
from the stakeholder group and employees across all regions where managers 
clearly “picked favourites”; would say ”good morning” to some employees 
every day and ignore others; would yell at employees in front of others; would 
repeatedly make humiliating and sarcastic comments in front of others; or 
would send rude remarks in a group email. Two senior employees from the 
stakeholder group provided examples of managers completely ignoring 
employees on their teams. This indicates that significant education is required 
to upskill managers in the standards of behavior expected of them, and their 
role in representing the Ministry as the employer during these interactions.  
Overall, the interviews and focus groups indicated that there was widespread 
misunderstanding of what constitutes bullying and harassment.

There was mixed feedback when asked if managers consistently upheld 
appropriate behaviours within their teams. Both employees and members of 
the stakeholder group appear to have the view that managers are appointed 
based on their technical skills, not leadership attributes or abilities. Four of the 
five focus groups and eight of the twelve stakeholders, raised this concern 
without prompt. 

From our interviews, it appeared that learning and development for managers 
is focused on new managers, with little to no ongoing development for 
existing managers, many of whom have been in their roles for a number of 
years. New management training appears to involve building high performing 
teams; direction and delegation; coaching and change. Managing difficult 
conversations; providing constructive feedback; managing wellbeing or 
responding to bullying or harassment do not appear to be covered. One 
frontline employee shared that they had been working on a secondment in a 
management role for six years and had never received training because it was 
not a permanent position. 

Managers do not appear to be evaluated on their efficacy as managers, with 
evaluations focused on technical skills and KPIs, as opposed to leadership 
competencies or values. It also appears that employees are not provided 
feedback on values or behaviours in the PDA process. Managers and the 
Learning & Development department described a lack of resources for 
managers, stating that “the Ministry does not make it easy for managers to 
lead”.

Leadership & Environment 
Key themes – improvement areas continued
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The following findings relate to areas of improvement, and as such, recommendations have been made based 
on these findings at the end of this report. 

The Ministry’s Workplace Harassment/Bullying policy needs to be refreshed, with clarified reporting processes, 
channels, roles and responsibilities. The experience of being part of a formal complaint should be carefully 
considered – each interaction has ‘weight’ and is important to the people most affected. These policies and 
processes need to be promoted and people’s roles and responsibilities around bullying and harassment 
clarified. Reporting should be set up and monitored to test the efficacy of the policy and initiatives in place, 
and changes made if it is clear that any parts of the process are not working as expected.

Operations is a foundation of employee experience, and encompasses many of the moments that matter for employees; 
it’s about empowering, engaging and enabling employees to succeed. 

The Operations component of employee experience includes the key stages of the employee lifecycle (onboarding, 
performance, development, remuneration, for example), as well as the enabling policies of the organisation to deliver on 
the strategy. 

Robust interventions are critical aspects of preventing and addressing workplace bullying and harassment. Focus should 
be on prevention and early resolutions to reduce the risk of bullying or harassment escalating in the workplace. 
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Policy

The Ministry’s policy sets out a zero tolerance policy on bullying and 
harassment along with definitions of what constitutes bullying and harassment. 
The process cites the following avenues for raising complaints:

• Raise with your managers; or
• manager’s manager; or
• Ask HR

The Ministry’s guide to investigating a formal complaint also includes the 
General Manager Human Resources as an escalation point.

Employees, managers and members of the stakeholder group had varying 
levels of understanding around the definitions of bullying and harassment and 
most were unaware of the Ministry’s stance on bullying and harassment. While 
most people stated that this policy could likely be found on Doogle, many 
cited having never seen the policy. 

The policy includes a detailed explanation of procedures for investigating a 
complaint but does not include a clear timeline for complaint investigation 
and includes little practical information on informal processes for resolving 
issues early. 

Awareness and Prevention

There appeared to be little in place by way of awareness and prevention of 
bullying and harassment at the Ministry. The Wellbeing Approach does not 
explicitly include bullying or harassment as a part of the health, safety and 
security strategy. There appears to be no training in place for HR, managers or 

employees regarding bullying or harassment and the Workplace 
Harassment/Bullying policy does not appear to be socialised (with majority of 
people interviewed stating that they had never seen it). 

Pink Shirt day was the only awareness initiative cited. 

Complaints Process

People were mostly unaware of the process for raising a complaint, including 
managers and members of the HR team. When the process was shared with 
them, the vast majority of employees stated that they would feel comfortable 
raising an issue informally with the person affected, but would not raise a 
complaint formally due to the fear of repercussions. Only two stakeholders 
were aware that Ask HR was an escalation point. All five focus groups stated 
that they were unaware of how to contact Ask HR and see this as a resource 
for managers, but not employees. 

The majority of people felt that the process for raising a complaint was to log 
the issue in SOSHI. There were varying levels of awareness that these 
incidents get flagged to employees’ managers and there appeared to be no 
way of making anonymous complaints. 

The current process is not aligned to the reality of the culture at the Ministry. 
With a clear fear of speaking up or providing feedback, employees are 
unlikely to raise concerns with their manager or manager’s manager. Equally, 
with a culture where people are more aligned with peers than managers, 
though many said they would be comfortable addressing issues informally, 
people may struggle to raise difficult issues with their colleagues. 

Operations & Tools
Key themes – improvement areas continued



14

Key themes – improvement areas continued

Response 

The Workplace Harassment/Bullying policy sets out that if managers are 
notified of a complaint, they are to work with an HR Consultant to discuss how 
the investigation should proceed. Stakeholders explained that sometimes 
investigations are led by managers and sometimes by HR Consultants. Of the 
four managers and three members of the HR team interviewed, only one 
person was able to explain investigation procedures that included keeping the 
complainants informed and providing them with adequate support. 

Two employees jointly described one situation where they were aware of a 
manager who had two separate complaints laid against them. The perception 
of these employees was that after each complaint, the manager was simply 
moved to another team but the behaviours continued.  

Support

When asked what support is available to employees, the majority of people 
provided EAP and the Union as responses. Employees in one focus group 
commented that there is sometimes a two week wait time to get an 
appointment with EAP. 

Some frontline employees mentioned each region having 1-2 peer support 
people in place. Many people confirmed not knowing who the peer support 
people were or how they could contact them. One region described their peer 
support person as being untrustworthy, often reporting issues back to 
managers. 

Managers are seen to have the support of HR through processes surrounding 

bullying or harassment, but frontline employees (complainants or respondents) 
do not appear to be assigned a dedicated support person. 

The role of Human Resources 

The three members of the HR team that we interviewed (not including the 
member of the Learning & Development team) had varying attitudes toward 
bullying and harassment. Only one of the HR people interviewed was clear on 
the process for raising complaints, as well as support available. One member of 
the HR team raised concerns about the Ministry doing initiatives like Pink Shirt 
day for fear of “the influx of complaints that we are not resourced for”.

The HR team should be the source of expertise on matters such as bullying and 
harassment and the processes to be followed. Their role is to support and 
enable managers to understand what bullying and harassment is and prevent it 
or respond to instances of it when they arise. It is also critical that HR is able to 
influence managers to support initiatives like Pink Shirt Day.

Employees in focus groups did not see HR as relevant in any way in their day-
to-day life. One employee described HR as “a myth” that does not have a role 
in supporting employees.

Reporting

From the stakeholders we spoke with, it appeared that bullying and 
harassment complaints that are logged in SOSHI get reported on but 
complaints that go to managers do not. Effective monitoring should include
measuring and reporting on complaints made as well as staff perceptions. 

Operations & Tools
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The Ministry has the opportunity to promote a clear organisational
position and unified voice on bullying and harassment. The focus 
should be on prevention and early resolution, equipping people to 
identify and address issues early before they escalate. The formal 
complaints process should be accessible and free from repercussions.

These recommendations are based on the insights gathered as well as 
best practice. 

Prevention

Purpose – The Ministry is a purpose driven organisation with employees who have 
a strong and positive alignment with its purpose. This creates the opportunity to 
work with managers and employees to develop a common understanding of what 
culture and behaviours will enable all employees to deliver on that purpose.  By 
clearly articulating what that culture looks and feels like in a meaningful way to 
Ministry employees, they will have a clear vision of the standard that can be 
expected. 

Values – Consideration should be given to developing and embedding strong 
organisational values as a foundation of culture and behaviours. Employees 
commented that online compliance training does not resonate with them. Ideally 
Values, the Code of Conduct and Bullying & Harassment awareness should be 
incorporated into employees’ regular operating rhythm to bring these important 
focuses to life. Induction; PDA reviews; Wednesday meetings; and in the moment 
opportunities via managers were all cited by employees as effective methods.  

Policy – It is recommended the Workplace Harassment/Bullying policy is 
refreshed to be concise, easy for all users to understand and it should provide a 
clear stance on bullying and harassment. The policy should clearly set out 
people’s roles and responsibilities and should be developed in consultation with 
managers, employees and the Union. The policy should also include:

• A clear definition of bullying and harassment

• Informal and formal processes for making a complaint

• A detailed description of the formal complaint making and investigation 
process, including a timeframe for complaint investigation

• An explanation of how findings will be reported

• An explanation of the appeals process

• Reference to other related polices

• Clear manager’s guidelines

• A description of where more detailed information can be located

The feedback indicates that more could be done to promote the policy and a 
broader awareness of bullying and harassment on an ongoing basis. This could be 
on Doogle, Wednesday team meetings, inductions and training sessions. 
Employees and stakeholders suggested that messages best resonate when they 
are led regionally by Regional Directors and Senior Leadership. The Wednesday 
meetings were also consistently raised as a good opportunity to translate 
messages to the team. The Ministry’s stance on bullying and harassment and it’s 
associated policy should be led from the top and built into a regular operating 
rhythm for senior leaders and managers. 

Recruitment and Selection – The opportunity exists to implement staff selection 
processes to screen out applicants with undesirable behaviours and use 
organisational values as a consistent benchmark to recruit people who possess 
them. This could include confirming the attributes and selection criteria for 
management positions that incorporate values and people leadership skills to 
ensure the right people are being appointed into these critical roles.

Recommendations
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Training – Consideration should be given to providing managers further 
training on effective management and people leadership, including regular 
refresher training and development. Management development programmes
should include: managing behaviours; managing conflict and difficult 
conversations; managing their own wellness and that of their employees; and 
specific training on bullying and harassment awareness, response and support. 

It is recommended all employees receive information or training on bullying 
and harassment. This should focus on developing people’s confidence within 
identification, complaints process, and support. Training should include 
bystander training, designed to raise awareness of bystander apathy and equip 
and empower employees with the skills to challenge inappropriate behaviour, 
raise complaints and speak up. 

With employees emphasising that their preferred method of raising a 
complaint was through informal or self-help approaches, versus raising a formal 
complaint, everyone at the Ministry should be equipped with the skills to  
identify poor behaviours early and address them quickly, before they escalate 
into more serious concerns. 

HR – Once there is a clear and unified position, it is critical to ensure all 
members of the HR team are clear and on board with the position and the 
application of the policy. Members of the HR team need to be aware of 
initiatives and have a strong understanding of why they are in place to increase 
their engagement. HR should be trained so they have absolute clarity on roles 
and responsibilities within prevention, complaints, response and support. They 
need to understand their role and also the role they play in influencing and 
supporting managers. Further consideration should be given to the role that 
HR plays in supporting Ministry employees. 

Reporting and Monitoring – Consideration should be given to the bullying and 
harassment reporting and monitoring mechanisms that should be in place. This 

will enable HR and the Ministry Leadership to identify and address areas of 
concern within the organisation and evaluate the policy’s efficacy. Exit 
interview data should also include insights on bullying and harassment and 
should be reported on to HR and senior leadership. Excessive turnover, 
absenteeism and staff perceptions should be reviewed and reported on 
regularly. 

Employee Files – It is recommended to further investigate the strong concern 
that frontline employees have regarding the repercussions associated with 
raising concerns. We suggest specifically clarifying concerns employees have 
regarding which information is noted on their employee files and what the 
implications of file notes are. 

Response

Complaints Process – It is recommended that the complaints process and the 
avenues for raising complaints are reviewed and steps taken to alleviate the 
confusion regarding which avenues are open to employees. With the apparent 
fear of repercussions for raising concerns, and the close relationships 
employees appear to have with their teams, avenues for raising complaints 
should include options that do not involve managers or team members. Similar 
systems are currently in place in other government departments and can be 
administered through Crime Stoppers or Deloitte. Anonymous reporting may 
be considered and tested as a part of the development of the policy. This 
could be tested with employees to determine if this is something that would 
be seen as a suitable option. 

Recommendations - continued



17

To compliment anonymous reporting, having a mechanism to communicate 
with complainants in an anonymous way will significantly increase the likelihood 
of reaching a resolution to a matter that has been reported anonymously. For 
example, being able to exchange messages through a third party provider or 
online seeking more information from the complainant whilst maintaining their 
anonymity. However, building trust and confidence in all reporting mechanisms 
will be crucial for encouraging employees to raise matters. To achieve this it is 
important that there is transparency regarding who will receive complaint 
information and who will be responsible for acting on it.

Response Process – As previously stated, the policy should set out clear roles 
and expectations for responding to formal complaints. This should include a 
timeframe for response; timeframe for complaint investigations; an explanation 
of how findings will be reported; what information will be available to the 
parties and the support available to those involved.

Investigators – Consideration should be given to who undertakes investigations 
of allegations of bullying and harassment and the skillset required to do this.  
Members of the HR team and managers should be selected for this task based 
on their skills, experience and expertise.

Adherence to process – At present employees have low trust in management, 
and this will be exacerbated if managers or HR don’t adhere to the processes 
set out in the policy. Steps must be taken to:

1. Reassure employees that their complaints will be acted on in an 
appropriate way without fear of repercussion

2. Ensure the policy is followed in every case
3. Deal with any negative repercussions swiftly and effectively.

To achieve this, one option is to centralise the complaint and response process 
to enable it to be rolled out effectively, ensuring each case is managed in 

accordance with the policy.

Support

Peer Support – It is recommended the peer support networks are reviewed to 
ensure that stakeholders and each region have access to a network of people 
who can support employees and provide guidance if people have concerns 
regarding bullying or harassment. The aim should be to provide employees 
access to skilled individuals who are not a manager or peer within their direct 
team. 

These people should be trained and understand what to do and say. Their 
roles are not to advise employees on what to do, but rather to provide clear 
definitions and avenues for more specific advice and support. It is crucial that 
the right people are selected for this role, by identifying the attributes you 
want in these people. In terms of selection, considerations should be given to 
having them nominated by their peers (with the ability to opt out if they do not 
wish to undertake the role). The Ministry should provide training for these 
people with periodic refresher training, for example, every two years.

Support during complaints or investigations – Most stakeholders and 
employees appear to be aware of EAP and this should continue to be 
promoted. If a complaint is made, managers should assign a suitable 
dedicated support person to both the respondent and complainant. These 
people should be individuals that are seen as neutral to both parties and 
confident in the policy, the process and support mechanism available.

Recommendations - continued
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