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About NZIER

NZIER is a specialist consulting firm that uses applied economic research and analysis to
provide a wide range of strategic advice to clients in the public and private sectors,
throughout New Zealand and Australia, and further afield.

NZIER has been reviewing the quality of policy advice for central and local government for
more than 15 years, using an evolving framework. This year we’ve moved completely to the
new Policy Quality Framework for those reviews. '

These reviews are the basis of NZIER’s wider offerings supporting central and local
government agencies seeking to improve the quality of their-advice. Our capability-extends
from deep dives reviewing individual projects, to group or individual training and
mentoring.

Our aim is to be the premier centre of applied economic research in New Zealand. We pride
ourselves on our reputation for independence and delivering quality analysis in the right
form, and at the right time, for our clients. We'ensure quality-through teamwork on
individual projects, critical review-at internal seminars; and by peer review at various stages
through a project by a senior staff member otherwise nbt involved in the project.

Each year NZIER devotes resources to undertake and make freely available economic
research and thinking aimed at promoting a-betterunderstanding of New Zealand’s
important economic challenges.

NZIER-was eStab_Iished in 1958.
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Key points

Your score fell very slightly
Your score fell slightly this year from 3.73 to 3.69. However, the mean score of 3.75
remained the same. N

But more than 90% of papers met the PQF standard >\~ :
The proportion of your papers which met the PQF standard* remamed hlgh thls year lt
was 93%. The proportion of papers scoring 4 and above remalned the same. However

of these, fewer got to the very high scores.

Consistency remains a problem T ;

The number and range of high quality papers show that even under pressure as you
have been this year, it is possible to produce papers that are amongst the best we’ve
seen. However, the quality is patchy Last year we suggested you focus on improving
consistency by spreading best practn:e and developlng capablllty across the whole policy
group. We suggest that this remams anarea of focus T

Figure 1 How well are 'you faring?
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Source: NZIER

The standard is to score 3 or above.




We recommend that you

We know it’s been a difficult year. With COVID-19 continuing, you’ve had to put
significant resources into this area of business. Remote working has also made things
harder. No doubt this has impacted on your ability to implement quality improvement
initiatives.

But your results show that you can produce excellent pieces of work — even under
pressure. The challenge is now to improve consistency — so you meet these high
standards much more often. This is about embedding quality-into your-practice:

e Make sure that it is front and centre for authors, peer reviewers and managers.

e  Spread simple best practice tips and tricks more widely; so they are incorporated
into your advice as a matter of course.

e Innovate to find new ways of undertaking, then presenting-information and
analysis.

Earlier in the year, we produced a Masterclass on this. It.is-attached to this report in
Appendix E.

Keep working. ondiimproving consistency.

Last year we'suggested a'number of simple; practical ways of improving quality. These
were:

e _ Settingsomeclear agency expectations consistent with the standards in the Policy
Quality Framework: These:might be the use of plain English (although this will no
doubtbe covered in"your own style guides), active headings/subheadings, always
having a clear-Treaty.and te ao Maori analysis, gender analysis and disability
analysis; including a risk analysis etc.

e  Sharing examples of best practice — in particular, those papers which scoreda 5 in
this'sample: This is best done in an active way — so that these papers are analysed,
best-practices identified and thought given to how to apply some of these to other
work. See our Masterclass on ‘Learning from things that go well’ .2

e Strengthening cross organisation peer review — getting people from outside your
team/group to peer review papers, or as some agencies have done — set up a peer
review panel which all papers should go through. A fresh set of eyes can make a
real difference.

e Increasing coaching of new or more junior staff by Principals and Seniors in writing
papers.

Renew your efforts on these things.

Masterclass no 30 Learning from things that go well: capturing good practice
https://nzier.org.nz/static/media/filer public/ff/28/ff28ab80-0130-440f-acf6-
6e8c1d5c0c51/brief 30 learning from things that go well.pdf




2.2

Make the first-page count

One quick and easy win you could take to significantly improve the quality and impact of
your papers is to streamline and tighten the front end of your papers. By this, we mean
the Executive Summary (or better still Key Points) and the recommendations.

Not only is this the first part decision-makers read (first impressions count), but if
pushed, it may be the only part of your paper they read. This particular applies'to papers
going to a range of Ministers for whom your paper might only be a side issue:

A handful of your papers did this well.
But all too many fell into the old traps of:

e  Using the recommendations (lots of noting recommendations) to give a'summary <
this doesn’t work well. The drafting tends to-be stilted and more difficult to read
due to the form it has to be in. Also, Ministers-skip aver noting.recommendations.

e  Repeating the summary in lots of noting recommendations —don’t do it! It makes
the front end longer than necessary (as.well as the overall paper);-and differences
in language become confusing. As-well, the actual- decision-making
recommendations can be hidden:

e  Executive summaries which are long and-poorly. structured — try to keep them tight
and use active.subheadings-if they are getting longer than about half a page.

Summaries of any kind-need to be tightly written, clear and hit all the major issues. They
shouldn’t be'structured.in the same way.as the paper; they should focus first on the
Minister's decision-and then explain why.

You might want to consider. moving to Key Points rather than a traditional Executive
Summary.-We’ve seen-this used-to great effect by a number of other agencies in recent
years: Actually, somehave based this technique on your highly structured short aides-
mémoires to Ministers ahead of Cabinet or other meetings. So we know you have this in
your repertoire. Now use this technique on your standard briefings.

Writing.in-key. points allows for shorter sentences and paragraphs and a more ‘effective’
writing style. This makes them easier to read and absorb at pace. Something that any
busy Minister should appreciate. We’ve recently produced a Masterclass on Key Points.
Thisis-attached in Appendix E.



Results

3.1

The picture

There has been a slight shift back in scores. In particular, the high scoring papers. The

same proportion scored a 4 and above, but more scored at the lower end»éfff\at range s g

this year. It's worth you considering why that is. It could be deadline pragsul'e»andnot

making adequate time for a robust peer review — which gives the Q‘pgoftun\ty toadd ,
[

that final polish. /..- <, ¥ £ %D

N AN N
There were similarly few low scoring papers. This means your QA @nd S|gn-out processgs b
are stopping those leaving the building. /* ) N _(__"

LD
]
Ve ra £l

< ;
To improve your score. You now need to focus on tﬁrmng those 3s and 3(\55 mt&hs

more. This can be done by using good practlcetecﬁnlqués,more frequen{lmand éklng
this a focus in your peer review. ; : LN |

Unacceptable Poor Acceptable Good Outstanding



Table 1 Policy paper quality scores®

Number Mean Median Min Max St Dev

2020 40 3.73 3.75 2.5 5 0.76

2021 40 3.69 3.75 2.5 / / /,{) .68 A

Source: NZIER \\J B i ek
2 @
D \
In the main, the differences between scores for different typérofxgap rare small. Tﬁe\a\\i\j;/x
exception being Cabinet papers, although the sample si ans sm\al\BWe know it cah\ .
hard with Cabinet papers — as they are the Mlnlster’gpap . / At times you ha e\%‘e:e‘d(

control over the content and find the things tha R‘G\I quality pﬁ\l

edited out. But they still need to contain appr ﬁ,a( n\a\ is and b(\keéi
evidence for Ministers to make a well- mjio’,me\ ﬁand u e‘is a::)h)e

consequences of that decision. %
i N\Q\/ Av‘\ \‘>
Figure 3 Score by paper {pgz\\\\\ . ,> \\/
(\\\\ \\\5
~ \\‘\)}) 2020 m 2021

V
7
/;,

F\\\/Aldes mémoires Reports Cabinet papers

%Jrce NZIER

The key statistics in the table summarise our overall impressions:
- The median reflects what the reader can commonly expect.
-The mean includes the impact of the extremes that make lasting impressions.

- The standard deviation indicates the consistency of the papers.

There were only 4 Cabinet papers in the sample, so these results need to be treated with some caution. The balance of the
sample was 27 reports and 9 aides-mémoires.

P



3.2 Historical comparisons

2020 established a new baseline, so, as noted, we have limited context for these results.

Figure 4 Proportion of papers which scored 3 and over®
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Figure 5 Pr \@}persﬁ\c{%{z@nd over®
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@ Source: NZIER
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These graphs show you have maintained the high proportion of papers scoring over 3,
and meeting the PQF standard, and maintained the levels of higher scoring papers.

B

Proportion of papers

B Under the new system this is papers scoring a 3 or more, and under the previous NZIER system papers scoring a 7 and above.
Note the comments in Section 1 that these aren’t directly comparable.

6 Under the new system this is papers scoring a 4 or more, and under the previous NZIER system papers scoring an 8 and above.
Note the comments in Section 1 that these aren’t directly comparable.



3.3

7

Further advice

We are continuing with the series of Policy Advice Masterclasses in 2021 focused on tips
and tricks to help you improve the quality of your advice. You will have no doubt
received some of these Masterclasses by now.

Our earlier Masterclasses, developed over the past four years, are publishedan our
website’ so that you can access them easily.

In November/December, we will be holding our annual event to discuss.emerging
trends, plusses and minuses of papers overall, performance against'the new-criteria, and
other issues we see in the reviews. We will also award prizes for the best papers.

https://nzier.org.nz/quality-of-policy-advice/central-government-masterclasses/




4

Strengths and weaknesses

4.1

Positives

m
@

Context

Analysis

Seamless joint reports — these are hard to do They

often show that they’ve been wrltten by dtfferent _
agencies and don’t stitch together welf Paper 15 did it
really well. T

Informative — some, great briefs for mcomlng Mmlsters -
These were mformatlve and hlghllghted thlngsthey d”
have to deal Wlth soon 7N

Techmcal know how there were many technical
'papers Your techmcal expertlse shone through.

] ‘What do othersdo"— some good use of international
‘experlence e.g. Papers 3 and 12. This is always helpful.

Remem_bel: ot only to describe what's been done
elsewhere but also to provide some evaluative

A ihfprmétfph:’Explain whether it works or not!

Advice

Active headings are largely house style — |ots of great
examples of using active headings and subheadings.
This was in nearly all papers and stood out when it
wasn’t there. Good stuff — it makes papers easier to
read at pace.

Who are they? — bios and photos are always good for
Ministers for a meeting.

A picture paints 1000 words — nice use of graphics, e.g.
Papers 6 and 15. Do this more often. They have an
impact.

Tables — good use of tables to present information and
analysis, e.g. Papers 29 and 32.

Meeting brief — the template is great when used. It
helps to frame the key things which need to be
covered. But it wasn’t used in all cases.



* Action
e How is it working? — monitoring a
strategy was set out in Paper 1
it’s a key requirement of th



4.2 Areas to work on

Context

e Tighten the Executive Summary — this is one of the
most important parts of the paper. Spend extra time
on it. Make sure it boils down the i issues, As, succmct
and leads into the recommendatlons '

£ Analysis

v, e  Maori impacts — some useful analysns of the effects on ‘

Maori (e.g. Paper 31), plus some work on te ao Maori ¢
analysis. But |t is not done often enough. ’

e Full opt|ons anhlys:s - good practlce is to assess
options agalnst a set of crltena, Thls also mvolves
explalmng why you are usmg these criteria (and

re{atmg ‘them to the problem ar opportumty) and
' epralmng why these are the optrons you are analysing.
__See our Masterclass on optlons

e.,® Advice

e Nixthe noting recommendations — they unnecessarily
. repeat the Executive Summary and the paper. We've

{_%said this‘often. But there were good examples, e.g.

< Paper4.

e ‘Shorter, shorter — some papers were getting pretty
long. The author and those doing QA and peer review
should look for opportunities to shorten them. Easy
options are reducing repetition, putting detailed
information in the Appendix, and doing a tight
Executive Summary or Key points section.

e  Watch the jargon — your Minister may be OK (but even
she might struggle if tired or overworked), but new
Ministers and other Ministers will find it hard going.

e Spoken voice — talking points were presented in a
ready to use manner in some papers, e.g. Paper 5. This
is good practice. But all too often, they were framed as
suggestions — this leaves the Minister with unnecessary
work to do in the meeting.

8 https://nzier.org.nz/static/media/filer public/3b/fa/3bfab3a9-1d34-4810-bbdd-a4536883cdb8/brief 27 options analysis.pdf




* Action
e  How is this going to be implemented? — you are an

implementation agency (as well as a provider of policy
advice) and have plenty of expertise at your fingertips.
Explain what is going to be done and when; Sl %

whether there are any major issues, e.g. st pmg,
IT, commun ications etc. N N \%
X
\ ¢

11



Appendix A The Policy Quality Framework

Figure 6 Policy Quality Framework: standards for quality policy advice

Context
Explains why the

decision-maker is
getting this and
where it fits

Purpose, context,
priorities, and
connections across

government are clear

Outlines previous Ana lyS!S
advice and history % c!.ear, iogicai pportun'
of the issue and mformed by EgLC LT

eviderice

Is informed by
relevant research
and evidence

Reveals diverse
views, experiences
Engages the W and insights
decision-maker and and enagement
telis the full story 4 approaches

/

Makes any
limitations of the
analysis and advice
clear

Anticipates decision- ACtiOl'\
maker’s needs, next o "
Identifies who is

steps and timin,
B . doing what next

Enables effective
implementation

Explains how the
solution will be
monitored and

evaluated

Source: Department of Prime Minister and Cabinet

The full framework can be found at https://dpmc.govt.nz/sites/default/files/2019-
06/policy-quality-framework-full.pdf

12



Appendix B Policy Quality Framework scoring definitions

Score Meaning Description
Does not meet the relevant quality standards in fundamental ways

e Lacks basic information and analysis
1 Unacceptable e Creates serious risk of poor decision-making 4
e Should not have been signed out \
e Needed fundamental rework
Does not meet the relevant quality standards i |n | wi /
e Explains the basic issue but seriously lacking in se‘%xllm rtant area b /
2 Poor e Creates risk of poor decision- makmg i’ \

¢ Should not have been signed out & \/\
e Needed substantial improven)e@\ )?rqcf(t reas
Meets the relevant quality standa s-overall, but with so
i i ation n @
3 Acceptable e Could be used for i ing
e Was sufficient!

e Could have beert| ed iff several rg\

v
Meets all th &\@ty standa \\>
e Represen k@ practice

4 Good
@éve been signed out dence
j \N\ anges w/auiﬁ%v’g,ax olish
péts all the re ndards and adds something extra

p actice
vides a sound basis for confident decision-making

13



Appendix C One-page assessments

C.1 Disability Support System Transformation: Machinery of Government
Scope and Options

Overall assessment
The paper does a good job explaining the problems with the current s
community perspective. It lays down some markers for Mini to de

work. w
@ened in a number ofke

idence, and holste

It would have been a better paper if tightened and
particular, the Executive Summary, adding data a
options analysis.

References previous Cabinet de éhs
Good practice Explains the fit with the Mo %

Outlines the role of the Qoglﬁ w /
N\

Areas for
improvement

Analysis: Is clear, logical and informed by evidence

of the QG-ep\ﬁbns. This is clearly set out in some good tables.

di
ation on sqb/mv -
tio

pses ited Nati CB(\ n i/nL)n the Rights of Persons with a Disability as part of the
u

nger inning fr. K S
'<cu§\ Tiriti analysis.
v

X
n d using pros and cons. This is a pity, given you’ve developed several sets of

Options
principles 28) that could have been applied to consider the options.

ts of assert without the evidential back-up, e.g. para 22 2" dot point; and 5% dot point.
gives-the paper more of an advocacy feel than a piece of analysis.

Some good active headings.

<‘ X Indicates the risks of change.
‘(iood practice

Provides free and frank advice — it’s very clear about the Working Group’s views of the

@ situation.
O Lengthy Executive Summary — it was out of balance for the length of the paper. It needed to be
A
R
.

edited down and have active subheadings. An Executive summary always needs to be a quick
summary of the main points and be easy to read at pace.

Too many noting recommendations. Focus on recommendations where the Minister needs to
Areas for make a decision — leave the rest of the content to the summary.

improvement Recs aren’t self-contained, e.g. rec 2, which refers to several sets of principles, but they aren’t

listed or referenced.
No information on costs.
Consider using a diagram to show the differences in scope.

Long sentences, e.g. para 32.

14



Action: Identifies who is doing what next

Good practice

Areas for
improvement

Worth trying to set out the next stages of the review and reporting to Ministers in more detail.
As it is, the Next Steps section doesn’t seem to be consistent with the recommendations.

15




C.2

Update on Accelerating Accessibility

‘ Overall assessment

Good practice

Context: Explains why the decision-maker is getting this and where it fits

A wide-ranging update on the work and the thinking to date.

Firm up the recommendations so they focus on the decisions the Minister has to make and the
next steps in the process.

Notes the connections between this work and the NZ Disability Stra

Action Plan.
it sets up for a wide-ranging upd

Good Purpose statement —

Areas for
improvement

Good practice

Analysis: Is clear, logical and informed by evidence

Does not mention earlier briefings on this matter. Is this
update on the work there may have been. Be clea

Includes an appendix outlining the

Areas for
improvement

Good practl e

i ini Tre
Uses the UN Convention on the ngl\ f Persans
i \%‘j?dénce tos
barrier

nets of the paper —it

It is always worth adding a
will strengthen the argume

Cess.

is on track to meet
itle of this section in the paper. This

engagement with stakeholders.

Briefly out ext steps in the process.

ommendaxt&igns could be refined to be more specific. Noting recommendations aren’t
n t rec 2 should be more specific about the elements of the work programme the
% is being asked to endorse.
Even through your footnote definitions, the use of technical jargon makes it a hard read. This is
particularly the case in the Executive Summary — where terms are used before they are defined
in the body of the paper.

How are you going to assess the success of the legislation and other measures? It’s good

|mprovement

practice to think about monitoring and evaluation in the policy design phase.

16



Cc.3 Supporting disabled people to have equal access to art, culture and
sports events

‘ Overall assessment

A well-written paper that systematically goes through the issues and assesses a range of
options. It uses international and local examples to inform the analysis.

Worth explaining why you used this set of criteria to analyse the options, as
criteria mentioned in the paper.

Context: Explains why the decision-maker is getting this and where it fits

Notes the Minister’s request for advice on this matter.
Good practice Puts the issue in the wider concept of accessibility. b
Explains the links to the UN tion. & x (\
xplains the links to the convention O - .
Areas for &\
improvement

Analysis: Is clear, logical and informed by evidence

Good practice

%nes, as well as descriptive information. It’s important

A f
feastor e critéria for analysmg the optlons come from and why they are

" 1 wr
P
GAEIINA RN

Para 7 needs an edit —a repeated phrase.

Avoid the noting recommendations — they just repeat what's in the Executive Summary.

Could do more to explain the implementation issues.

improvement Limited discussion of the costs of the different schemes.

17



c.4

Accommodation Supplement for community partners

‘ Overall assessment

Good practice

Context: Explains why the decision-maker is getting this and where it fits

A succinct clear paper that does a good job of explaining a complex technical problem, the
current practice, and how to solve the issue. It had an action-orientated set of
recommendations — this is good practice.

It would be helpful to pull together the next steps in the process for both sugg
into a simple table.

Areas for
improvement

Analysis: Is clear, logi

Good practice

system.

Good use of examples to help e

-
ed. Thi Xd can be a compelling

his is an u derus
argument.

Areas for
improvement

tice | >

Good

=

Might be helpful to so

possible changes.

potentlally impacted by these

Gave free

>

P l\: :‘ g
Ligh discussion of risks.
i

Explains the links to the current legislative process.

g to pull together the next steps on both sets of issues into a simple table.

18



C5

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Clear about the purpose of the meeting from both the Minister’ s

Meeting with Access Alliance

‘ Overall assessment

Some great background information to support the Minister in the meeting. It's clear some
research has been done into the issues that are likely to be raised and wider issues for the
organisation.

The material would be easier to use in a meeting setting if you had integrated

questions raised by Access Alliance).

SN

perspectives. This is good practice.
Notes the linkages to the wider government work @w\

Areas for
improvement

Analysis: Is clear, logi

Good practice

Excellent background in
Minister to be well [(ﬂgear

ation-en the issues that Access Alliance will raise. This helps the
.t also means tha(t/bckte c%?t icky issues can be headed off.

Areas for

improvement

Is any follow-up necessary?

19
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C.6

Update on Disability System Transformation

‘ Overall assessment

3.5

Context: Explains why the decision-maker is getting this and where it fits

Good practice

Areas for
improvement

Good practice

An A3 with several elements of best practice from our Masterclass brief. The A3 is essentially a
plan on a page, telegraphing what is to come in September 2021.

The paper could be improved with tighter editing and more visuals.

Purpose statement captured succinctly in the title.

Concise context provided on the recent Cabinet decisions, incl

Analysis: Is clear, logical and informed by evidence

opportunity and future decisions ponwﬁ\

Areas for
improvement

e s for

(o
? @:\;9 has somepoi
\?7 Itis ok to use

|
ez For the A3, it
ike compared to the

ao Ma A\hd/-rlrltl as
) what utilisa

is potentia

For examp

Vith the transformation of DSS, there is an opportunity to look at how we can achieve positive
nge for.a larger cohort of disabled people than those currently receiving DSS, and ensure all

os are responsive to the needs of disabled people.

>
provem /&i be halved:
DSS transformation is an opportunity to reach more than current recipients and to improve

cross-portfolio responsiveness.
The box headed DSS is the starting point, but not the full picture could be a picture.

The A3 could be improved with a few points on the risks you will be looking out for in the
transformation.

More white space is needed to improve the look and readability.

Action: Identifies who is doing what next

Good practice

Good indication of what to expect in the September Cabinet paper.

Areas for
improvement

If this is about transformation, you need to provide more on implementation. Key steps and
timeline would work as a graphic.

https://nzier.org.nz/static/media/filer public/ba/dc/badc980c-bc85-4bb9-a026-

c86b9c5fad11/brief 19 getting the best from a3s.pdf
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C.7 Establishing the amended COVID-19 New Zealanders Stranded Overseas
Support Programme

‘ Overall assessment

4.5

Good practice

Areas for
improvement

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Analysis: Is clear, logical and informed by evidence

A process paper that deals very efficiently with extending payments for New Zealanders stuck
offshore. The brevity and readability of this paper is an exemplar for similar proeéss papers.
Good background recap.

A word on how you will implement and communicate the extension wo
end-to-end.

A clear and specific Purpose statement.

The paper sets out the prior decision to extend the<p/w t prog&ne.
The paper establishes the Ministerial legal authority-to-amend the programn

A process paper but a remind
will stop otherwise.

The growing magnit of tl

Areas for
improvement

G : :
ES;O ; tightly e ntences.

}asy to f(o\ W rec

tions that cover every step of the government machinery.

aging the

A risk secti |mprove the paper. Are you expecting any hiccups going forward? Possibly
another ext s' ? This is the time to say if there are risks and how you will anticipate

is domg what next

Nice clear next steps in the process.

The paper deals with the machinery of government steps but could be improved with a few
sentences on implementation and communication to the affected clients stuck around the
world.

For thoroughness, how will you be monitoring the amended programme?
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c.8 Superannuation reform: amendments to Ministerial directions

‘ Overall assessment

A succinct procedural to sign an instrument enacting prior decisions. Shows good command of
1 the detail.

Coverage of implementation or other risks would complete this paper.

Context: Explains why the decision-maker is getting this and where it fits

. Good coverage of the context in which these decisions sit.
Good practice

Previous decisions are referenced.

Areas for Even if covered in previous papers, this note should state th
improvement decisions sought.

Analysis: Is clear, logical and informed by evidence

Good practice The rationale for the agreed amendments is recappe ompleten s

%)yre\s% they know

Areas for

improvement a word on the Maori

Good practice

or other aspects of the changes?

Qe\ar next stefor the machinery of government steps.

"y

meplementation and monitoring would round this paper off for completeness. For
%1 e, the mobile home inclusion is something new, so you may want to keep an eye on it
a

nd report back on implementation.

C s for
mprovemﬁ%
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< impro t

c.9 Legislative Programme 2021 - Final Bids

Overall assessment

Good practice

Context: Explains why the decision-maker is getting this and where it fits

A paper focused on a portfolio bid for Seniors.

With a new Minister, the paper could be improved by explaining how the bid process works in
practice.,

Some reassurance is needed on how you expect to have Cabinet policy decision
March 2021, given the amount of policy work remaining.

Good context provided on the Cabinet Office requirements.

Areas for
improvement

Analysis: Is clear, logi

Good practice

Some context on how the bid process works in theory 2
Minister.

LS
d reality \}o@ be helpr an »

cal and informed by evidence

Areas for
improvement

%i' sby th
b

The LEG bid paper nee - 3 i nition to compel the paper. Citing a
= ] icis;needed if a Commissioner is a solution.
tioned in para 4, lead back to the need

et Office Legislative Coordinator.

Good practi . i i
S ets'the Cabinet Office requirements for formatting.
Avg
N What a ines for completion of the policy work — 8 weeks to go.
re. r

ood practice

Parliament'is busy."PCO is resource-constrained. What is your assessment on this Bill

have a new Minister who does not have past experience.

immediate next steps provided and made easy with cover letter and draft LEG paper.

7
.

Thinking ahead, what engagements should the Minister undertake to get this Bill on the
legislative programme and through the House given all the contenders and all the congestion.
Give her confidence that you can make this happen if she backs it.

o\
Area :J \X\/
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C.10 Introducing a $350 COVID-19 Short-Term Absence Payment

‘ Overall assessment

An exceptional paper for exceptional times.

A seamless three-agency briefing paper seeking agreement to Cabinet paper insertions.

COVID-19 at home pending test results. Risks are well set out.

As we are not the first country with COVID policy responses, some discu
other countries are handling this specific issue could improve the pa
<

Context: Explains why the decision-maker is getting this and where it fits

Clear proposal.
Good practice Good background on other related payments.

Clear statement of why this paper is in front o

Areas for
improvement

Analysis: Is clear, logi

The logic, eligibility and
Good practice Other design choices'summarise ‘
Cost analysis is set &:k\arl under threepu\ml\siénanos

erienc
\mmnerable groups could improve the

Areas for
improvement

£ \vf“
o just seek approval for inserts for another (in this case, much larger and urgent)

actice
> et paper, but these are unusual times. The approach works because of the trust and

confidence instilled in the quality of this briefing.
Next steps are well set out, including the material to be forwarded for the Cabinet paper.
Good use of tables to organise material.

/\

Short paragraphs.
| “é as for Some discussion of the overarching risk — infected workers spreading COVID-19 could help
complete the risk assessment, e.g. one infected café worker would be expected to infect x

improvement
P number of people.

Action: Identifies who is doing what next

Offers a rescheduling option for the next scheduled train if Ministers elect for more work to be

Good practice
P undertaken.

Areas for

. What monitoring and feedback are planned?
improvement
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C.11  Expansion of Flexi-Wage to support 40,000 New Zealanders into work or
to start their own business

Overall assessment

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Cabinet Committee paper looks to gain authorisation for a large scale boost in employment

support by expanding an existing scheme. It is putting this proposal forward be the details
are ready to combat predictions of growing unemployment. The broad outline )M/r, lear, and

the type of approach it will mean is already established —and a commitme i
But best practice supports the view it would still be sensible to havea Osal for
i he'best.

s

Purpose clear and timing relates to the likely incr
forecast and the commitment the Government

eases i employment that h been
m nlarge the sc X
m Widest?‘kgq\ how.that
Wt

Paper is proposing building on the previous
works.

Areas for
improvement

Good practice

Analysis: Is clear, logi

Wider implications and strategic i
what is a largely discretionary sul s

LN
\rt/o/:/ —even tho \th\iiyl‘?lstic expansion of

The approach is pu

ic.policy style. ted.
of unemployed. Bu:tﬁg\;@h i sé{ﬁdiary issue is the groups that are
disadvanta he la l\lLy)Z’ i re unemployed are given and show

(C#{G;ﬁ little detail is included.
xamines pange\ isks — though the analysis is light and does not deal with

f ma%g{ task ? !fl g the subsidy to the situation.

pac

S

S
Areas r \
im?rg@f
N

Advice: Engages the decision-maker and tells the full story

(2
N

% -'/. . . . . .
tothe fine details being completed, making the bid for funding
reisein risk.

—This)proposal is still.s
QG hat of an%e
En serious omission is the lack of discussion of options. While the
there are different versions of Flexi-Wage proposed (to deal with

e issue), a formal comparison of alternatives is best practice.

hespite o
proposalis sti i
various as|
<V\\hile there arehigh-level mentions of the disadvantaged, there is no Maori analysis. This is a

vea n this type of work.

Executive Summary pulls out the key details

Good subheadings
Helpful listing of detail on Flexi-Wage's six varieties in Appendix.
Two helpful tables.

Good detailed financial information shows what is sought and where it will go.

Areas for
improvement

Good practice

But some bolding could help break up the text and guide the reader’s eye (e.g. in the Appendix,
pick out the key features of each variety).

Action: Identifies who is doing what next

Explicit discussion of monitoring and evaluation — including seeking resources to complete the
task.

Areas for
improvement
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C.12 Initial advice on Flexi-Wage Self-Employment

Overall assessment

Information paper to bring Minister up to speed with Flexi-Wage Self Employment (FWSE) as it
stands and indicates where it is going. Solid piece with useful data, a thoughtful appendix
4 summarising international experience, and a promise of a more detailed briefing soon.

he use of %

Would have been souped up by an enabling edit to make the reading easier
some graphics to colour in the picture.

Context: Explains why the decision-maker is getting this and where it fits

to massively expand it (from $2m to $30m). \
Good practice Purpose clearly explained. ‘ S

Links are made with existing schemes run by ot
ide the various policies. al
' d% s}a.gciall )\elpf

other MSD policies.

Would have been good to see this scheme
field — to show where it fits and what it
could draw on the stocktake me

Areas for
improvement

Analysis: Is clear, logi

Good practice

\;; possible enh hat evidence there is for results. The

d interestin,

Areas for
improvement

A stand-alone risk discussion would be worthwhile, even at this design stage, as it could be
addressed in the next round.

N Signals clearly the follow-up report (which will be joint with Treasury) to joint Ministers and
Rod practice outlines the content.
Flags that the next round of advice will include arrangements for monitoring and evaluation.

Areas for All the expansion is going to be difficult for MSD. What is planned? How are demands for more
improvement staff — especially skilled mentors, assessors and support people being handled?
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e
Y

C.13 Enhanci

ng the New Zealand Seasonal Work Scheme and Seasonal Work

Assistance Programme

Overall assessment

Good practice

Context: Explains why the decision-maker is getting this and where it fits

The report focuses on a well-defined issue: how to improve the deployment of MSD clients
(and others) to make up for the shortfall of seasonal workers in horticulture andviticulture.
Positive and has suggestions based on expert knowledge with an air of pra .Provides the

Minister with a ‘go’ button to push — this is a model for action. <' é
But the lack of a solid framework and data context creates risks tha% E i

d
section and a sensible discussion. 1 ‘L

Purpose stated early.

Mentions other policies to explain why some u
area.

Areas for
improvement

Good practice

Analysis: Is clear, logical and informed by evidence

Placing these ideas in a wider picture of the I
would allow the Minister to see w m

Problem is described wei:
future unemployed

Approach is based on @f

throws up ide. W hich actical.

employers.

Areas for

2N

Draw. i <§rr?a iAp from MSD staff; clai ;\g
wsopigharmay & cpifnanty
of propes that understands the diversity of situations among

ut there |§m amework such as market segmentation used to

exgt roposals all seem ‘ad hoc’ — why set the increased
r e rate at $6 or $12 an hour depending on a family

easonal Work

improvemew)ﬁ/}

situation?

subheadings through the report.

> Lo \)‘d/atto support the story.

Great work to provide a complete package that the Minister only has to approve for it to be
launched! This is a cracking service. And the follow up is also clear.

f

‘t{pprove ment

Good practice

But even an experienced and keen Minister may struggle to put the suggestions here in
context. For instance, the figures in the Appendix are cited without any comparators to make
them readily understandable.

There is no risk section. This is important as the brief makes it clear that there have been earlier
attempts to create similar schemes effective in the past — this one may have its difficulties.

Action: Identifies who is doing what next

Good to see a comms strategy mentioned.

Areas for
improvement

But no discussion of implementation. While these are schemes, they still demand good staff.
And what about monitoring and evaluation. These are important when the proposals are risky.
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C.14 Meeting with Horticulture New Zealand — Seasonal labour submission

Overall assessment

3.5

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Aide-mémoire for meeting with horticulture industry representatives lobbying for seasonal

labour from the Pacific. Has a good picture of the situation and the way it is developing. Having
decided on an approach, it backs this up with descriptive material. But arguing about numbers

needs data which is lacking.

A better meeting brief would be formally structured for use and contain ta

Purpose of briefing is clearly stated.

Areas for
improvement

Analysis: Is clear, logi

Good practice

/

)
But including a few words the Minister could
Government’s general approach to entry

Lacks a clear steer for the Minister’s i = ent on the

blg issue, but what might the MInIS

The shape of the arngent isb
® The looming labour'sh

Id do rpdf'\’he\
ai'\/ba/ ked up W (ﬁeicnpt e'm

ough, e.g. wages and working conditions.

rial plus MPI estimates.

5]

img; ent

N
R

’\$@}

Qwod pract% %\&

_ Despi \I(s, being eté W}e/ over (estimated) numbers, there are no figures associated

is makes the debate one that is unlikely to make much progress —

s as far apart as they started.

ith only a couple of very minor slips.

Useful active subheadings.

>Q \&:D A%

reas

\\l\h}provement

Good practice

Ongoing work and further advice promised.

Assuming the Minister is well acquainted with the industry people and their organisation, best

practice meeting briefs are structured to support the session. This means, for instance:
* Key material summarised on one page — accessible during the meeting.
» Talking points drafted in spoken word — able to be read out as written.

» Suggested conclusion — even in the form of ‘agree to differ’ but possibly more positive.

Action: Identifies who is doing what next

Areas for

improvement

But no suggestions about monitoring — will this be regularly reported? How will the Minister
keep on top of the developments?
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C.15

Overall assessment

Skills Match Report process

Context: Explains why the decision-maker is getting this and where it fits

Good practice

Thoughtful joint report to joint Ministers follows an earlier piece on COVID changes by

Once the Ministers agree, it's all on.

suggesting a streamlining of processing Skills Match Reports (SMRs). Great Wtained piece.

n
?ﬁ/é d staff

But it would be improved by discussing what is actually at stake, what
resourcing) will occur, and how much will processing be sped up?

.

Announces the Purpose in the first paragraph.

N
P \S
Report fills in the complicated backdrop of policie?ﬁ?o esses as it' develops its-argume
prove

Main strategic stand positions these changes ichir ove tt efficiency‘of o ional
processes) as temporary, driven by COVID ({l‘ /e/clo é\gorder. /”\

Short-term immigration policy changes: Report back on streamlining the

Areas for
improvement

Analysis: Is clear, logi

Good practice

cal and informed by evidence

Most of this work is resource-saving

longer-lasting — perhaps after a reyfe\

considering the ext%\to ::

A sound practical apprb{ i e

‘streamlini (g’/-lh escription of thi/s,is‘wg nd often cites previous practice.
5

e
ion the poteQ 'a%ﬁﬁr&e changes

Framework is process engin g. [te o MRs fit into the decisions and

Areas for
improvement

No data‘is i :I\\dé it would be§\e
ential to spee pproc&)ﬁ’_\
X

(@& idea of the resources freed up and/or the

driven, this is a gap.

ss change needing only Minister’s approval — this is good stuff.

\‘@,bod practice

élix/{ Id tighten things up — it seems to take a lot of paper and some occasional long
es to get to the point.

One or two minor slips of which misuse (or non-use) of an apostrophe stands out.

Timing of implementation of changes once they are signed off would be helpful.

Says that this is going to be considered for termination in early 2021. This clear indication is
helpful.

It is also awash with noting recommendations. These take up space in a brief for your Minister.

Areas for
improvement

But more on how this ending will happen would be better.

As a process change, good practice is to include a facility for monitoring and reporting and a
simple evaluation structure. If the idea is to use existing mechanisms — say so.

29



C.16

Instrument amending the Employment and Work Readiness Assistance

Programme for Ministerial Approval.

‘ Overall assessment

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Tidy short operational policy paper that provides the drafting required for the legal, operational
instrument to give effect previous policy decisions.

Look to shorten and sharpen the recommendations as they were often repeate
the supporting paper.

Clear Purpose statement.

Areas for

improvement

Good practice

Analysis: Is clear, logical and informed by evidence

Includes references to the previous decisions that are))ei%g imple>re\
instrument. ( (/‘)
N Q

Areas for
improvement

Good practice

Advice: Engages the decision-maker and tells the full story

™
\A

.
@eas for
imprO}em%g\\
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C.17

Overall assessment

Context: Explains why the decision-maker is getting this and where it fits

. Clearly sets out the purpose of the report. N
Good practice X X o Q . .
Provides references to previous decisions and % tl points fro: e.
g“‘

Areas for

improvement l

Analysis: Is clear, logical and informed by evidence

Good practice

Advice: Engages the decision-maker and tells the full story

N
ell-structured with good use of active headings.

x Not always an easy read with some long, dense paragraphs.
wa Nice use of graphics and tables to O(2)(F) (V) OTANI

?reas for

improvement

Action: Identifies who is doing what next

Good practice

Areas for
improvement
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c.18

Overall assessment

Straightforward, short process paper to

3.5
are then repeated mainly in the body of the report.
Context: Explains why the decision-maker is getting this and where it fits

. Clear Purpose statement.
Good practice . .
Background section succinctly sets out the context. AN

Areas for
improvement

Analysis: Is clear, logical and informed by evidence

Sets out the criteria for
Good practice

Areas for
improvement
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C.19 Amendments to the Housing Support Allowance Programme

‘ Overall assessment

Good practice

Areas for
improvement

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Analysis: Is clear, logical and informed by evidence

Short process paper to support the legal instrument that gives effect to some recent policy
decisions.

dations that

Would be better with a few key messages rather than a series of noting recom
are then largely repeated in the body of the report. /

Clear summary of the purpose of the report.

S NN TR T ey B
Legal analysis that sets out the rationale fo es proposed in the'inst ne
o

(@

Areas for
improvement

Good practice

Areas for
improvement

ort process paper with four action
ommendations down to few key messages
would remove the duplication between the

he report —which generally adds little to the content
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c2o s@@mWOA
—

Overall assessment

Short, well-witten briefing paper that Q(2)(F)(iV)IOTATI

Good practice

Areas for
improvement

Analysis: Is clear, logical and informed by evidence

Good practice

Areas for
improvement

Advice: Engages the decision-maker and tells the fuil story

Good practice

Areas for
improvement
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C.21 Update on the United Nations Convention on the Rights of the Child

‘ Overall assessment

An admirably succinct introductory briefing on the UN Convention of the Rights of the Child
(UNCROC) following the election. It gives the new Minister a concise summary of the current
state of the convention regarding New Zealand, the work programme underway, and the

implementation of the Convention. This would help give Ministers a sense
and importance of the issues; and therefore the work programme is.i

Good practice

Areas for
improvement

Analysis: Is clear, logi

Explains how UNCROC is managed.i nd and the rolea
nts. C}g}
Areas for

. i . As it is;-it’swuhclear. in para 21.1 whether this will be a
improvement i 5 e

Good practice

Advice: Engages the decision-maker and teils the full stcry

- ( tive headin e the paper an easier and quicker read for busy
Good practiv

ings ;

ters. |

- Succi and well wri ea \

@Te/ explainsghg rk’'underway, the commitments made, and the following pieces of work

G
:;hat will ¢ ister. Just what we’d expect in an introductory briefing for a new
(\ MinisteQ\
A

\W Noting rec&@j&ations are not necessary for a paper to the Minister (5/7 are noting in this
eas f ou

er). It w e better to have a few key messages or a short Executive summary.
ment

s ction: identifies who is doing what next

chment — are there particular sections of it you want to draw the Minister’s
to? See our Masterclass!® on getting better value from attachments.

Be clear about why you suggest referring this briefing to a Ministerial colleague. In this case, it
is for information.

10

https://nzier.org.nz/static/media/filer public/8a/04/8a049652-5a53-432¢c-9367-
64c5448df546/brief 25 dealing with attachments 1.pdf
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C.22

Options to establish new arrangements for the long-term home of the

Independent Children’s Monitor

Overall assessment

3.5

Context: Explains why

Good practice

Areas for
improvement

Analysis: Is clear, logi

Good practice

A well-structured paper that clearly outlines the issues and provides advice on options to
address them for the Minister to consider.

It could have done more to explain why these options were chosen to asse
and done a more sophisticated analysis of the options using criteria — ra
cons. Costings of the different options would also be a useful addltl o the a

the decision-maker is getting this and where it fits

is cou ta n further as there are

Presents high level work inanc
likely to be differenc/e\s b%{e

Areas for
improvement

for analysis. Are there others? (e.g.

Needs an explanatlo
i dependent Crown Entlty’) It's

putting the fu

e view of other agencies.

Good practice

Action: Identifies who is doing what next

Consider using tables to present a detailed description of the options so they are easily able to
be compared and contrasted. Tables could also be used for the options analysis.

Outline the next steps in more detail. What consultation and engagement will be necessary?
What role should the Minister play in this? What further information do you need to gather
(e.g. costings; legal analysis) to develop a paper for Cabinet?

Outlines some of the implementation issues associated with options.

Areas for
improvement
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C.23 New Zealand’s Sixth Periodic Report to the United Nations Committee on
the Rights of the Child

‘ Overall assessment

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Decent short Cabinet paper that does what it needs to do. It’s written so all Ministers, not just
those in the know, can understand the requirements and the process. It explai
may attract adverse public comments and explains that there is a communicati
manage these matters. This is good practice.

the paper or not.

Outlines the requirements for NZ to report to the lgf @- ittee.
Explains the fit to wider government policies. \

Areas for

improvement

Analysis: Is clear, logi

Good practice

cal and informed by evidence

S
Clear Purpose statement. /'\ x /’*\

Outlines the key themes of the
Fad

Areas for
improvement

Advice: Engages the decision-maker and teils the full story

3 ’ i
Go the extra mile. Gi

po
\X\ﬁbﬁes\é pages, tion numbeér in the main report for each of the
1

items listed i as 1 0 Ministers ar interest can easily find the relevant
sections 'hed Report. A
\ Q P P S

oA
outlines the issues in t
inplace to

‘,7 ich may attract adverse comment. Explains the
es as they arise. This is good practice.

es agood job of explaining both the process requirements and
p of Ministers. It's always hard to write for all Ministers as their level

(&
@
2

vement ‘\\

| Action ntifias who is doing what next

Outlines the engagement strategy.

Notes that there will be ongoing monitoring of take-up and the communications strategy will
be adjusted in response if required.

74 B
reas for
improvement
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C.24

Joined-up Government in the Regions report-back: strengthening a

regional system leadership model for the public service

Overall assessment

2.5

Good practice

Context: Explains why the decision-maker is getting this and where it fits

The paper proposes a new regional coordination and leadership system for the public service
based on a high-level discussion of the problem and the opportunities to do bettéer.

It doesn’t, however, have any of the usual robustness of a piece of policy a Iyﬁz}e‘? having

paper (and as such, the Minister’s paper). But it should still ere and.i
of the PQF. Without this, it doesn’t provide well-informed advice
robust decisions knowing the potential benefits and ce "’s‘équences. :

in requireme
inisters to

some type of underpinning framework, considering alternative options e surethatthe best =
one is being chosen and using evidence to support these conclusions:We kn W ;—\\/
sometimes be tricky to make sure this analytical content is in th pr%w/ it abinet

-

|

References previous decisions.
Explains the links to the public sectoyf/
Clear Purpose statement. ™\

P %N J )

Areas for
improvement

| Gooﬁa_;aée N\ 7

Analysis: Is clear, logical and informed by evidance

Outlines the bene
Very.bri t\/t,h’é links t
Good practice " Doe agg}&f of explaining the
{ poor an d\r iorBJI vel coordination, e.g. some case studies.
S I .
./\\ gyélisausefu T
\ ¥ ene, resolvé;g? a
3

< "No evidence'th “@%ﬁ of underlying framework was used — and limited intervention logic.
Area}\(oe 4 No discuss tions. Why is this the best way to go? What else was considered?
\improv € <ba{king evidence to support the proposals.
b Are there any relevant international models that could be applied in the New Zealand setting?

Could have done more to explai
coordination, and the exte

Wthis is}sqg\and revi
they have worked (or othenwise).

Covers po’pdr—%n\impac ina brief t . \\ \
t% of the mod a@i}%o
wa’ﬂc\e&’v obligations.

but only at a high level. Consider adding some more

ork for thi king about how these Commissioners will operate, i.e.
(para 32).

Active subheadings to guide the way.

K
o
N>

Areas for
improvement

N
N %

Jargon heavy. It sounded like bureaucrat speak, rather than plain English.
Some long sentences, e.g. para 43.
Light on next steps — how is this going to be put in place? And by when?

Lists many agencies that have been consulted in the preparation of the paper but does not
indicate whether they support it or not.

No discussion of risk.

No discussion of stakeholder views — in particular engagement with iwi to ascertain their view
on these proposals. A bit light on local government perspectives, too —a lot is going on in this
space that could be relevant, e.g. Three waters.

Provides assurance that costs are manageable, although no indication is given of the likely costs

of these changes in role and mandate. Given it seems like there will be an additional 11
Regional Commissions and support staff (para 22) — this seems odd.
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Action: Identifies who is doing what next

Good practice

Notes that an implementation plan will be drafted. But no discussion was included as to
whether there are any issues or challenges with the implementation or the timing of
implementation.

Areas for
improvement

Explain how the success (or otherwise) of this proposal will be monitored and evaluated.
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C.25 Regional Strategic Partnership Fund: Further implementation decisions

‘ Overall assessment

A simple heads-up for the Minister on a paper going to Cabinet. It is clear about MSD’s views
and provides advice to the Minister on issues he should raise at the Cabinet Committee.

All the information is there to make it a great note. But the material for the Minister to use

Good practice

Areas for
improvement

Good practice Gives a sense of the scale of the issu€ i

:Areas for More could be done to outline the
improvement “ s

Advice: Engages the decision-maker and tells the full story

Good practice Clear about MSD’s viev

o

y érgnyms at times in here! This makes it
riericed Minister who knows the topic (not to

Areas for i i e Minister to raise. These would be better framed as ready
improvement i

ive an idea hat needs to be done once the paper is agreed, and the role your Minister has

t Y/iuylis process.
N

TP o
e NP
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C.26  Funding for Social Inclusion Initiatives

‘ Overall assessment

Good practice

Areas for
improvement

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Short aide-mémoire briefs Minister on a proposal before the Cabinet Business Committee.
Gives reasons for supporting the proposal. But these are all in terms of alignment with aims and
what the six initiatives (which are a bit vague) are said to be doing.

An edit could have tidied the drafting in places, and evidence would bolster

Clear the paper is driven by the Cabinet Committee agenda.

It links to the report of the Royal Commission of Inqui
Christchurch Mosques (RCOI). (

Analysis: Is clear, logi

cal and informed by evidence

s diverse p \{a\ the lines of the RCOI report.

Areas for
improvement

@%als\%}r’%unding is being approved. But these
stilt being designed and so hard to judge.

listic.to look for in-depth analysis, but it would be helpful
ate for the money in each case.

nce and or data — perhaps overseas experience?

Clear about* commended.

Appendix sun pthe proposal‘s six practical funding areas in a table. This is very helpful.

a~a

ndixwould be more valuable if formatted to fit all the content onto one side of a sheet.
overcome the lack of heading carry over.

~Th
b

e appendix and the rest of the aide-mémoire needed an edit to remedy the lapses in

drafting. (This would include avoiding the phrase ‘implications on’.)

Action: Identifies who is doing what next

Advises the Minister to support the proposal.

ﬁe N
An eas for

I
\%provement

Hints at MSD involvement in the follow-on work, but would be better with a sketch of what is
expected.

41




C.27  Social Workers Registration Act 2003: Review 2020

‘ Overall assessment

Crisp report gives the Minister a heads-up on the Social Workers Registration Board’s review of
the Social Workers Registration Act 2003, which will soon be sent to the Minister. It focuses on
proposed legislative changes and whether and how they might proceed.

3.5 .
néans it needs

The point of the briefing coming ahead of the report is to avoid surprises. This

N
. Setting is well canvassed — including MSD’s intent to }i e regulation of social w
Good practice . . L.
with the processes in the Health Practitioner Compe surance Act 200

Areas for
improvement

Analysis: Is clear, logi

Framework here is to c
Good practice found broadly acce
they might be imple

Areas for i - t to a principled view of what the regulator should be
improvement 4 i e “While the idea of alignment with the HPCAA is a
i ‘ s being pursued and whether the Minister has endorsed

D

:Goqd t air prevails and drives the paper ahead smoothly.

/C}r’\/all the work and advice be completed within the tight deadlines suggested?

No mention of risks.

Various actions are mentioned as following this.

ood practice
N MSD is assigned a significant share.

Areas for
Q improvement
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C.28 Family Violence and Sexual Violence (FVSV) in Ethnic Communities

Overall assessment

Demanding piece of work reacts to a question easy to ask and difficult to analyse. The problems
are issues with definitions and the availability of data — lots of material about the setting and
ongoing work, particularly by NGOs.

It just didn’t come together properly.

AV N
. Paper stems from Ministerial request. Turned around inside a month
Good practice

It includes references to earlier and ongoing work i cies and N

Areas for The strategic aspect is undermined as there are ata points to identify the
improvement

Analysis: Is clear, logi

A
The analytical approach is built ;\'\

FVSV) and creates a ‘factor
Good practice

jéwhat ight be dene.
rway
u d cites it. <\

But the scal e violenc (o) }déd In fact, the distribution of the
strangely onIy n €s 6-10 places in size. How big is the
. ' to.other population segments?
dp/\(t\~a nt for participants but not central to trying to do
f ition de ntervention logic would suggest the best approach is
\mw ) ffects that matter. So, the causal mechanisms discussion
aracteristics that define relevant ethnic groupings. (For

e pushed
ce if Iackg&n ish was a key causal factor, those groups with the least English

Useful material on the w

Makes good use of e\no

e (<
S
< & \

/
/aOd pract q Appendix on Next Steps is a useful attempt to pull some ideas together as the basis of a
\\ discussion with the Minister.

<
Q \\_D - This is not an easy read. It is full of jargon and references to technical terms.
4 . It also needed a careful edit and check to eliminate a high incidence of unfortunate drafting and

definition (size); causes and intervention logic; possible actions; criteria; and suggested action.
This can be used to engage with the Minister about open options.

< slips (starting at the base of page 1).
\reas for It starts to tell a story but runs out of steam. This leaves the reader looking to weave the facts
> provement into a tale and not helped by the paper. A better shape is the classical policy report: problem

An annexe could discuss the technical matter relating to definitions and data.

Action: Identifies who is doing what next

Good practice Clear about wanting to discuss the issue with the Minister.

Areas for X .
. Somewhat unclear about who will be involved.
improvement
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C.29  Mahi Aroha: Carers’ Strategy Action Plan 2019 — 2023: 2021 work
programme

Overall assessment

Disappointing report to ready the Minister for a meeting. It had a framework with a useful
overview of Mahi Aroha — in the attached tabular Appendix. The report zerog/d{;?n the
ith t

priorities of the Carers Alliance and showed consultation between agencies ir words
2.5 included. <b N A
But no overview was easily accessible. Drafting was opaque and without o vions ( %
2 orkéd, but it

. This is said to be to “inform” a meeting. \ LX
Good practice It takes the form of rt ?:& \c\%\?‘m tion plan,
akes the form of a report on progress ag aspects of a larger ac an.
None of the trappings of a meeting br r t. practice is to remi d \}}e}hmster
Areas for . 5 e \x
about the key organisations and playe ly their aims a by horses), suggest an

improvement

Analysis: Is clear, logi

ISig it would be a sound report.
ittle has happened for various reasons.

framev
Good practice Thereisa )at’<—Qh(Qrmat be?l-m\w\h{
It nea é’ﬁ es &l}\\ﬁreas where i\ﬁévr}rzA

Tl ér@alx\a‘)\éfy&ell witha go atpara 10 but quickly becomes turgid, hard to follow
CZ@;\ nWely difficult {t@i t progress has been made.
(P : . \t
Areas for |
improveme /E\ j

h
< - (\\zdditio

headings make sense,

isa pro g:f sithe A dix shows. It would be better if that structure were to be
sum up the meénts: Sections there could be highlighted to flag the overlaps of
i rs Alliance priorities.

d by a timeline for the stages proposed this year. With this

ing could take the familiar shape of an update against expectations.

The attached Appendix (assuming it is an A3 to make it easy to read) is helpful. It is brief and
uses dot points. It sets out the achievements and says what is coming this year.

/

)
&
s

7

In places, the drafting leaves the reader wondering what has happened. The main report is
worse; full of jargon that does not easily translate into results. Does moving to the ‘early stages

P

\ of scoping’” mean any progress?
\:) The main report seems in crucial places to have originated as separate information from
reas for different agencies using diverse approaches. There is limited drafting to unite the material into
improvement a whole (e.g. paras 32—35). It leaves the Minister to process this unintegrated data. This is not
Y. good practice; the idea is to save the Minister time and effort.
S Trying to sum up the situation for the Minister would be far easier if the table at para 10 were

duplicated later with a further column summing up in simple language what had happened and
what was coming. If this was on one page, it could support the Minister at the meeting.

Action: Identifies who is doing what next

There is a lot of material here that looks ahead. Much of this is tied to individual agency’s
Good practice initiatives. Other policies are being pushed ahead more collectively.

The Appendix has a series of individual actions.

Areas for A sensible outlook would give the Minister a picture of the whole Plan and how it is going.

improvement When will the resource shortages allow progress?
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C.30 Support for Foreign Nationals in Hardship from 1 December 2020

‘ Overall assessment

3.5

Good practice

Areas for
improvement

Analysis: Is clear, logi

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Challenging Cabinet paper deals with a difficult issue that has not gone away. Considers options
and presents full implications of the situation and the choice recommended.

But it takes a long way round and would be better for a strong edit. The options would be
improved by a clearer assessment of a wider set of alternatives. /

Reasons for paper going to Cabinet are set out early.

References earlier decisions on the topic.

but it is unconvincing. It seems to demand a
opening months of the new year.

.Buta

Areas for
improvement

N

s alternatives. Other options (such as another
GO but run through DIA — perhaps using MSD criteria
re not canvassed.

ost places, the paper slogs away and answers all likely questions.

€ <\R~P ? d back and, in places, is offering free and frank advice.

Good practice

Action: Identifies who is doing what next

N
is’is a long paper, and a lot of detail about the proposal is included in the body of the paper
when it could have been put in an appendix to make the story flow.

Similarly, there are sections dealing (usefully) with categories of people who fall between the
cracks and thus are unlikely to receive support. A single consolidated table could gather these
groups together and provide a powerful summary, including their numbers. It could include a
crisper treatment of the likely outcome for them — some are just left hanging here.

Drafting is clumsy with occasional slips and ugly constructions in places. It is thus hard to read

at pace. There is also duplication (e.g. paras 44 and 47). It needed a firm edit to tidy it up and
make it flow.

Crystal clear that MSD will be picking up the ball for the next three months.

States that scarce resources within MSD will be needed to make the deliberations.

Areas for

improvement

Would be improved by an indication of what will be done to improve the next paper —more
data or an improved set of options? What information will be better?
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C.31 Implementing the manifesto commitment to increase the emergency
dental support for low income households

Overall assessment

4.5

Good practice

Areas for
improvement

Good practice

Context: Explains why the decision-maker is getting this and where it fits

Analysis: Is clear, logi

Authoritative paper that does a good job of getting clearance from the Minister about what the
proposed Cabinet paper should cover. There was a lot to like about this pa%
{9

Needed to cover a wide range of options so the Minister can make an informe e about
the relative priority for the proposed change.

Useful background on why oral health matters.

Sets out why the paper is being provided at this tlr( the tlmeframes requir
implement the manifesto commitment.

Well supported by evi
affordability.

for emergency treatment to include

e - .
f the di)p;_g\Wct on Maori and Pasifika of lack of access to
% /\_‘ ‘l

F

<
’\\;db):ange of

“For example,
f One opti
to the manife mmitment by changing its operational procedures.

I
b i he Operating Balance is much closer to the increase in the gross SNG cost.

o \J

_Adake \c/e fora f t( \ienﬁ(mhmg a pre-Budget commitment rather than exploring a

he financial analysis needed tightening. The reduction in Benefit Advances enabled by an
i{saease in SNGs has a cashflow effect but does not result in a corresponding reduction in the
fis

ting balance. As a result, the amount of funding required is understated as the net

Easy to read, well-structured paper. Some nice punchy expressions — for example, “oral health
matters.... It allows one to eat speak smile socialise and work”.

Great use of active headings to tell the story.
Useful table breaking out spending on emergency dental treatment.
Provides the information required to support the case for change.

Provides a frank analysis of MSD operational practice, including declining to use discretion to
increase the amount of SNG assistance provided.

Areas for
improvement

Good practice

Action: Identifies who is doing what next

Look to limit the number of noting recommendations.

Outlines what is required to implement the new policy settings.
Highlights working with the Ministry of Health on developing the operational policy criteria.

Areas for
improvement
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C.32 Restarting income support settings and processes temporarily changed in
response to COVID-19

‘ Overall assessment

Great briefing paper that helps the Minister get across how to restart the benefit system
processes as New Zealand exits from COVID-19 lockdown. Clear framework, active headings

Needed a key points summary that pulls together the framework at the
place of the noting recommendations. Also, be clearer on how the M
going forward

Context: Explains why the decision-maker is getting this and where it fits

Good practice Clear purpose and background on the previous ad%\

. . - N . ;
Areas for Limited references to earlier decisions. These could v M/ /_ﬁv,e been included in-the qur\Tﬁ
improvement in the Appendix on decision making authority.

Analysis: Is clear, logical and informed by evidence

r; 777? - T T s
a ramework that splits-benefit process restarts
start 2021, and whether those-restarts are contingent

Clear problem definition and ap
Good practice down different tracks —res
on a regional outbreak OQSQ

No discussion of options or

Areas for

improvement Useful to include more 'da

d as that brings out the scale of the

Advice: Engages the decision-maker and tells the full story

at ac Iing that op

thé/‘o anticipate inister’s needs more. Nix the noting recommendations. Be clearer on
~what the Mini

Are

im

b S i ext and how they might be involved going forward.
fi I~ . . 5 . - . .
J . No disc 0 unications strategy — what is likely to be contentious and how will key
stakehold e.advised. What supporting material will be provided for the Minister?
seful to su rise the key risks and how they will be managed.

Good practice

S

/

“ Good praclé\é\ A si s upcoming Cabinet engagement through 2021 Budget initiatives.

=
'%r\:'gc\rmen ﬂ \/ Useful to discuss how the transitions will be monitored and reviewed if required.

N
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C.33  Options for funding the JS-HCD medical requirements

Overall assessment

Good practice

Areas for
improvement

Good practice

Context: Explains why the decision-maker is getting this and where it fits

discussed

Made heavy weather of the issues: a shorter, sharper summary paper woul

Clear purpose — provide support for a budget bid.

Includes reference to the last round of advice.

Clear analysis of the Iegtfl/g\

ore impact.

Analysis: Is clear, logical and informed by evidence

Areas for
improvement

Good practic
o
VV

Action: Identifies who

Good practice

e . .-

e ———

S O . O O

—— — . —— ">

—— — VAR

Ly
Proyided the lega

is doing what next

Advice: Engages the decision-maker and tells the full story

atio '- guired to make an informed decision on the options.

sed-by the status quo.

Areas for
improvement
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C.34

Further advice on main benefit increases through Budget 2021

‘ Overall assessment

3.5

Good practice

Joint departmental Budget report presenting the results of modelling a $50 per week increase
in Main Benefits. Solid technical paper that does the job by reporting on the first-round effects
of the proposed changes.

Would have been improved with a more critical analysis that assessed the pa

Areas for
improvement

Analysis: Is clear, logi

Good practice

cts of the proposed
benefit changes and the i ation and housing support

systems

Areas for
improvement

{

ell written, so.g
u estio&s provided for further work required.

\ip\’different circumstances. The paper
acts but does not report modelling

What is less elear is the osed reform

-maker and tells the full story

f “- lysis presented in three sections.

N
\e;:for \“\> '\N{gh‘t{the interface with assistance to study and income assistance for the working poor.
imbroveme Wi ever, while a process is suggested for further advice on increases to student support, none
P y is provided for the working poor.

Discussion of implementation and monitoring. Authoritative treatment of the issues based on a
thorough analysis.

improvement
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C.35 Special Needs Grants for food in the context of the main benefit
increased for Budget 2020

Overall assessment

Short factual background information paper for Ministerial group meeting. Provides a good
descriptive at a glance summary of food Special Needs Grants (SNGs).

3 Left the heavy lifting up to the Minister.

Needed sharper ready to use talking points.

The recommended course of action needs to be upfront rather tw 0

Context: Explains why the decision-maker is getting this and where it fits

. Clear purpose and why this advice is required now. -~
Good practice ) . . )
Provides references to earlier advice on the main | en@
LS

Is there any previous advice on SNGs that ca
Areas for

improvement Useful to background when the level o

inflation has occurred since then.

Analysis: Is clear, logical and informed by evidence

Good practice Clear description of ho a . hc.>w the o .
Good use of data to@gak d& n'the dlstrlbutu‘n/éf\s : /t nt in time in the Appendix.
Limited analysis rovid&{\.ﬁlﬁzlh is important Wf low-use clients incur 66% of the
i that 13% of higher-use clients:i \u} % of the total?
a 70% of SN@?@ imum limit due to exceptional
i es?
of the cl'enfme —for example, beneficiaries v working poor, gender,

\éﬁ\z\:)f)? trends over time.

Areas for i X radi
improvemen rovi tiﬂ ew e operation of the scheme. Leaves a range of questions

e'the pressure'points on the operation of the programme?

it interface with the rest of the welfare system?

What are eholders’ views?

Advice: Engages the decision-maker and tells the full story

N7
ar structure using standard MSD Ministerial briefing format.

e VW e
Good }g q . . i
/7 {Eej \, \/ Good use of active headings to guide the reader and tell the story.

by
o’ \\_, % Next steps were weak (“depending on your objectives”).
) N

The objectives of the SNG programme aren’t clearly defined. So the Minister isn’t positioned to

<Q lead the proposed discussion on the objectives of the programme.
S as for The lack of clarity about objectives also makes interpreting the data on the operation of the
> & programme harder.

improvement
The talking points are descriptive material on the operation of the programme. Needed

rewording to be ready to use talking points.
The recommended course of action needs to be upfront in the talking points rather than buried
on the last page.

Action: Identifies who is doing what next

Good practice

Areas for Unclear how the enhancement to individual case management and the overall operation of the
improvement scheme will be monitored.
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C.36 Budget 2021 Main Benefit Rate Increases and Related Regulatory
Changes

‘ Overall assessment

A good simple note to support the Minister in taking a complex technical paper through
Cabinet Committee. Includes Q&As to help her to address any issues raised by
talking points include examples and data which helps to make the changes
understandable by other Ministers who are not expert in these matters.g\
anou

P

4.5

Worth explicitly covering off whether there are any risks with these

. Standard briefing on a paper the Minister is taking t
Good practice . . . .
Explains how the proposed changes align with wid

Areas for
improvement

Analysis: Is clear, logi

. v
i Outlines the legal process
Good practice . e of the %K . . N
t hanges. the
ives examples of the impact 0 ges. This he ‘ Va

Areas for
improvement

alk

i ﬁ . is is good practice.

t @ technical matters further if needed. This is good practice
e ofte
v £

e %;gre clear.

: \ﬁvbs the sort of thing that Ministers need to know. It’s up to your

AN

o

e

d practice

51



C.37 Welfare Overhaul — Review of Working for Families — Options for Change

Overall assessment

This is a technical paper that systematically goes through the issues and suggests some options
for change. It would be pretty hard work for Ministers ahead of the meeting. However, the

paper notes (rec b) that officials have prepared additional material to support the meeting —
ideally, that should be in a much more engaging form. We note that this was a;ed in haste,
3.5 so it would have been difficult to produce more user-friendly material to itin the
timeframe. < ;—3 \%
3 out each

Worth structuring the request for feedback (rec d) so that Ministers
of the matters you seek feedback on and their choices. We’v

Context: Explains why the decision-maker is getting this and where it fits

Good practice

Areas for
improvement

Analysis: Is clear, logi

o
emes, Uses data to back that up.

Outlines a number of options to.ad i . hi!?h is‘a helpful discussion of each
Good practice of these, a more fuls ptions 3 iteria would have taken this paper
toa diffe;?_e%Alsb\ dvrfeing clearer abo ich of these could be used in combination
dthei inations: \
and thei (aeto\ \ose [ ination

Areas for
improvement

l}"\xﬁﬁyexamples or({%\f&ake the problems and solutions more real

¥
he i@ent populations groups.
O ide

uld be hard work for Ministers.

<a{this, asiti

Y
}thve Summary was fairly long and dense — it would have benefited from subheadings.
cti

e
ice is to try and structure the request for feedback from Ministers to make sure it

27\

O L\\ \ q covers all the issues you need feedback about and that the feedback is clear. We've seen other

e @ %\/ agencies use detailed recommendations or tables with tick boxes and space for comments to
Cay Hor do this.

>I e@ Use active subheadings — this helps emphasise the key points.

N
QQ It’s very text-based — are there other ways of presenting some of the information and analysis?
\ E.g. graphs, diagrams, infographics.
\? So what next? After the meeting.
)

Action: Identifies who is doing what next

Good practice Explains some of the implementation issues in these programmes.

Areas for
improvement
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C.38 Compulsory money management in the Youth Service

‘ Overall assessment

A well written and succinct cover note over a longer research report. The covering paper draws
conclusions and proposes policy decisions as a result of the report.

In these sorts of notes, it’s worth referencing parts of the substantive report (i.
section number or page number) that discuss the main issues so the Ministe
matter in further detail if needed and find it easily.

Context: Explains why the decision-maker is getting this and where it fits

Good practice

Areas for
improvement

Analysis: Is clear, logical and informed by evidence

Uses key data to support the argu
References wider research, in at@i\

Good practice
the research, car iedou o

\r\gééri Nor

ographics

o

pacts on other population
report, but little of that

Areas for
improvement

Ki\‘ d easy read.
f inform provider and stakeholder perspectives. The quotes in the research
N rt brlng.t&\ e Pull a few of the best ones into the cover paper for added impact.

Too hea

in, recommendatlons they essentially just repeat the summary. Stick to
decision/a e mmendatlons

Consider incl g references to major items in the research report. This allows your Minister
ice staff) to quickly find relevant pieces in the research report without having to go

aoing what next

Reports on the results of an evaluation.

Covers implementation issues.

Clearly outlines what MSD is proposing to do about the findings of the research.

éreas for
improvement
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C.39

Welfare Overhaul: Review of Social Obligations

‘ Overall assessment

4.5

Good practice

Areas for
improvement

Analysis: Is clear, logi

Good practice

A good discussion of a highly sensitive issue. Data and research findings are used to strengthen
the arguments. A complete options analysis is done using clear criteria to assess the relative

merits of the options. This is good practice. Do it more often.

But remember to explain where the criteria come from.

Context: Explains why the decision-maker is getting this and where it fits

Notes the findings of the Welfare Expert Advisory Committee.
Explains the thinking behind the introduction of social oblig;
References earlier Cabinet decisions, where relevant.

Explains the wider context for this work.

cal and informed by evidence

Explains the shortcoming of the a
worked or not.

References some interna

Introduces evidence

SD nstrued as anecdotal advice — while it is
that, that terminology

hese are assessed against clear criteria.

(@

Areas for
improvement
S
Advice: Engages the

ia for the options assessment come from. They could be
bjectives, a theoretical framework, or a combination

c .
>
:::@des advise and commentary from other agencies.

Y ——
‘(@od practice

Too many noting recommendations. Stick to decision-making and action recommendations —
otherwise, you are just repeating the content of the Executive Summary.

n: Identifies who is doing what next

Gives an indication of implementation issues.

%eas for

improvement
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C.40 Proposed scope for the application of kaupapa Maori values to the

welfare system

‘ Overall assessment

A very good early discussion on a tricky issue which breaks new ground. This paper would set
the Minister up to have a useful and well-informed conversation on the matter

perspectives had been used in other parts of government (or indeed co
organisations) to change what they do, and the impact for Maori a

Context: Explains why the decision-maker is getting this and where it fits

A heads-up to inform an upcoming discussion with officials.

Good practice . ) .
Explains the links to the Welfare Expert Advisory G(w'gp’(yv AG) report.

N
Worth including some more background on the values p 6‘@ by the WEA a DS on\'a/
separate page in the appendix so they can be easily referred to in th m

issue (e.g
a s@at wi

Are there other examg Kaupapa'Maorivalues in government agencies or
community/private agenei orking in a similar-secto

mission or Te Arawhiti?

Areas for
improvement

Analysis: Is clear, logical and informed by evidence

Summarises the WEAG's findings:

Provides relevant data which helpsshow the scale o . paras 4 and 8)

this work.

Good practice
Notes the legal undgﬁ{inn' and Treaty obligatiens

Areas for

improvement

Has_e bee put from the Pub . e con

Advice: Engages the decision-maker and tells the fuil story

srk.
_/E@i s how this wo h other priorities.
i rogramme.

Good practi(<\
Lo

e risks as.

iate
p

Miscuss this work with colleagues? When would be appropriate to do

improve t
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Appendix D Score translation tool for individual papers

The diagram below shows how the NZIER methodology and scores translate to the new Policy

Quality Framework scores for individual papers. /S\
!!Iillalis rig systd o

Figure 7 Translating the Policy Quality Framework score into an NZIE

The PQF scoring system
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Appendix E Masterclasses

E.1 Masterclass 40:The long march to quality

It’s all about keeping on keeping on.

Different shops follow different tracks

At NZIER we have been assessing the quality of
policy advice and assisting agencies to raise their
games for many years now. Looking back over the
experience we are struck by the diverse course of
the quality improvement process in different
outfits. Many have striven to permanently improve
their quality; but few have managed it.

Experience shows building a quality poliy: *

shop is a long job
What have we seen?

While the process of improvement has been
different for each organisation, none hav‘é been
able to create a lasting quality output quickly. Even
those who have achieved high scores have typically
found it challenging to-maintain‘this over tif'né‘.

Nevertheless, we have seen a few'examples of
agencies where the policy team have been able to
achieve sustained quality improvements over the
yeérs. It has always been a'long slog.

y 1t's a-0nique problem

4 Adviéing Ministers is demanding. Each piece of
advice has.its~own needs and its own story and
each "Minister" their preferred presentation. The
un.de_r'ly_i'ng' demand to present a complex issue and
its potential treatment in limited space and easily
absorbed language is tough. In the main, each
example is effectively a new specific problem
requiring a specific solution. Attempts to use
normal systemisation methods -  like
standardisation — have so far made limited
headway except for regularly repeated tasks.!
Obviously previous work can be helpful with

u For example, regulatory annual fee adjustments; regular
reporting on delivery; decisions under certain regulations (e.g.
drought declarations) and some aspects of Crown entity
monitoring.

12

https://nzier.org.nz/static/media/filer_public/4e/00/4e

frameworks and in providing history. Other
jurisdictions  similarly - can . suggest  useful
approaches. This is not surprising: good advice. is
handmade, tailoredto the issue and the éudience.

In addition, there is often little available to-give
drafters-a-head ‘start. Training and-experience in
othertypes of work'do not generally.set people up
for this: Skills tend to be learnt.on the job, with the
guidance of senior exp'er_ienced advisors.

. So;.for many <ssues, normal office practice of

looking to minimally modify previous work is not
the individual. appreach required. On the other
hand, b_es_t practice examples can be extremely
usef,ul_t—_either'from you own agency or from
others, The'background in Masterclass 10> on how

. to-approach various types of advice distils this good
‘practice.

We consider the challenge of quality advising is
frequently unique. No wonder sustained improved
output is hard to manage and even harder to build
into a shop.

The setting — the New Zealand Public
Service

Despite the common elements like the legal
and organisational backdrops to the various policy
groups in Wellington, there is always a distinct feel
to each unit. Clearly it reflects the agency
surrounding it with its history and functions. But it
goes further to have a degree of individuality,
which has lasted through attempts to standardise
policy advising. We call it their culture. It seems
long lasting, and beyond the control of any one
person. It is the background that shapes the unit’s
attitudes, actions and outputs.

We have long believed such ‘cultural’ effects can
be deliberately influenced to give an advice group

00983c-a9f7-4934-8715-
6cb9d3d2219a/brief 10 masterclass_thinking through the 1
1 key papers.pdf
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a quality production bias. This comes from
examining the history of many agencies we have
worked with over the last fifteen years or so.

The successful policy groups have improved the
quality of their advice and typically modified the
culture. When this happens key features of classy
advice become part of the surrounding wallpaper:
‘the way things are done around here’. In these
groups old hands relentlessly turn out good work,
and new recruits absorb good habits quickly
without realising there are options. These groups
also attract great policy advisors, as they are seen
as a good career experience. Their scores hover at
high levels.

Other units struggle to create such a platforms
Their assessments move up and down with no real
pattern. The quality of individual papers<seems

random; the pieces are detached from one another

rather than being products of the same-team.

Policy advising is a craft«<
You might have heard thisbefore.

But ‘craft’ here has-a specific meaning. It.is a
collection of practical skills that can be deployed'to
solve professional problems. And the key ‘is that
these skills are léarnton the job — they come from
experience. A degree of what might loosely be
called- theory exists (see earlier Masterclasses'?),
but the-key elements:of-the high-level policy
advisor’s kitbag are based on personal experience.

...50 skifls ‘need fo be supplemented by
suitable experience...

There are courses in public policy, of course, and
these can be very helpful. So, acquiring advising
‘tools’ and knowing when and how they can be put
into” practice is about using as much learning as
possible.

3 See for instance, Masterclass No 1 Communication with Aliens
https://nzier.org.nz/static/media/filer _public/a9/28/a928cb35
-5fdd-469b-8432-
0130b2fa951f/brief no 1 communication with aliens.pdf, or
Masterclass No 9 Introducing the 11 Key papers
https://nzier.org.nz/static/media/filer public/c4/02/c402cac2-
1846-43ad-9f49-
cc3ab2f5338e/brief 9 introducing the 11 key papers.pdf.

Luckily, that experience can be second-hand -
based on others’ work, including their stories.

Good policy groups make this happen by using a
range of methods. They will: celebrate the best
papers and processes; create. a-library of best
practice; use formal workshops, seminars and
debriefs; and hold informal chats-over morning
coffee to build a strong culture. It will have ways to
examine recent group. experience and. identify
what went-well!* and what went badly.

Moreover, “it< will."look outside “the agency:
discussing” techniques /with. “other “successful
groups;. ~and borrowing good "~ ideas from

.everywhere.

Jand great advising is a team game —
drawirigron, wider strengths

Individ_'u'a_ls' can.on occasion knock out high calibre
work:. But we have never seen a paper that could
not be improved by further input. Extra eyes often
see possibilities the originator doesn’t.

Good organisations make ways for team members

to contribute to the improvement of all their
output. After all, a typical policy group has a range
of skills and backgrounds. These can be put to work
to shed new light on challenging questions.

There is no one way to do this. It might be an open
type of QA, a reference to selected colleagues or
be part of a quality meeting. Wider consultations
can be fruitful. So, for demanding issues it may be
apt to look at other types of view within the agency
— say an operations/delivery focus — or to discuss
things with selected users. Again, for some
problems, experts are useful and typically bring
their own point of view.

What matters is that the opportunity to push the
advice to another level by bringing in more
horsepower is recognised as a vital and natural
part of the system.

. See Masterclass 30: learning from things that go well
https://nzier.org.nz/static/media/filer _public/ff/28/ff28ab80-
0130-440f-acf6-
6e8c1d5c0c51/brief 30 learning from things that go well.p
df.
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It is not easy to set up and keep going. It involves
public comments on people’s work. To be
acceptable this must be totally accepted as the way
things happen. Establishing that is time consuming
and needs a supportive setting.

And the atmosphere most conducive to
quality work is consistency...

All groups of policy advisors take their style to
greater or lesser extent from the standards used to
approve the papers for sign out. This process
creates the tone as all advisors are keen to have
their workflow through the system to its goal.

When the whole shop is well informed about the
way a good paper looks (or doesn’t) it becomes
easier and more regular for quality work to flow.

DPMC Policy Project

A source for useful guidance is the-Policy. Project
website.' This has valuable material on standards
and capability in a quality imprevement setting.

Building long term

Elements supporting. success'® of policy. “units
include:

e Chief Executive (CE) commitment.—CE.
understandspolicy role and provides
resources including active support for the
policy manager.

s~ StrategicDirection and Priority Setting —
Unit knows'where it is going and has
explicit priorities.

o~ _Policy -Unit Leadership — Strong
leadership/’champion’ drives strategy and
support systems.

e Strategic Alignment Within Organisation —
Policy unit directions aim at organisational
goals.

e Key People — Quality analysts, (plus ‘stars’)
build capability, score policy ‘wins’ and
create reputation.

5 See dpmc.govt.nz then Home>Our programmes>The Policy

Project>Policy improvement frameworks.

16 The points in this section and the one that follows (including the

diagram) draw on a useful (and still relevant) piece from 1999, the

e ..sustained and reinforced over time

e It is a long job building a self-sustaining
quality culture. But the good news is
there are aspects of success that can
create an upward spiral:

e Trust and Confidence of Ministers —
Ministers lookto the agency for advice'so
the unit has ‘influence’.

e Reputation for Excellence < A reputation
for.excellence leads to.conference
presentations, publications and so on,
farther polishing the image.

e ' Motivatedand.Confident Staff — Staff stay
on as part-of.a ‘quality outfit’ and others
want tojoin.

e < Positive Organisational Culture — Staff

‘know what it takes’, embrace quality
~ideas.and need less oversight.

Figuré 1 The virtuous circle

Source: NZIER Based on SSC 1999

Reinforcement — these are not natural
behaviours

The aim of high quality work every time, is a
stretch. Many of the actions that produce quality
work are not regular practices (like having others
publicly critique your work) or require individuals
and groups to undertake stressful functions.

SSC Occasional Paper No 22 High Fliers: Developing High Performing
Policy Units. It is a stages development model and we are using
stage 1 and stage 3.
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For this ‘culture’ to last it must be beyond self-
consciousness — analysts should not have to
prompt themselves by asking what a quality
approach would require. The correct action should
just be the way things are done.

There are probably as many ways of getting to the
desired outcome as there are agencies. But the
route we have seen succeed is the “relentless
reinforcement” one. The whole of management is
on the case at all times. They not only model the
desired actions but seize opportunities to praise
good work and suggest ways of improving poorer
papers.

Constant reminders show that good work is a
priority. It’s vital to show that it is the bedrock =
not today’s management idea to be dropped if
there is a ‘panic.” Quality outputs are important in
fair weather or foul.

Making it happen — practicatsideas

We have offered general advice here as-it allows
each policy group to evolve according to its-own
background and environment.Turning to thesmore
particular ‘how to'do_it’ side some organisations
have used a policy committee or panel to-polish.all
outputs. These‘have often been built-on the NZIER
assessment reports, or internal standards,*” which
diagnose systemic weaknesses and highlight areas
for improvement. A. complementary diagnostic
tool'NZIER can provide'is the ‘deep dive’ technique
which 'examines the process as well as the outputs.

Another<tack. is to build a programme using
Masterclasses- on.“relevant topics perhaps in
workshops (see suggestions below®®). These both
hone individual and team skills and keep up a focus
on/improvement.

The important thing is to work on the business of
providing policy advice, as well as the actual
provision of policy advice. Managers, and other key
leaders, need to carve out time from their busy
schedules to commit to this.

v The new PQF includes a number of tools to assist.

18 These have all been sent around our regular clients and are
available on the NZIER website at nzier.org.nz/quality-of-
policy-advice/central-government-masterclasses/.

This can be supported by utilising ways of
measuring the quality of policy advice by team, and
across the group as a whole.

Other practical ideas we have seen that can be
used to support a sustained push-on.quality:

e Having standards —including
templates; a‘style guide; standard
requirements on what expected in
different types of briefings,'° etc. (these
should be developed or launched'as
group exercises to engage analysts) as
well as‘using the PQF, and other relevant
tools.

e | Good commissioning:.. as far as it can be
used, given oft changing environments
(see:Masterclass 17).

¢ ' ‘Robust peer review systems.

¢ Rigorous use of data and evidence —
including monitoring and evaluation
results, views of important stakeholders,
other experts and international
practices.

e  Being future focused — thinking about
the future, being strategic, and getting
issues researched and thought about
that will need to be advised about in
future.

e  Capturing and celebrating good practice
— See Masterclass 30 on learning from
things that go well.

e A network of policy champions — set
this up to help others on particularly
tricky issues. These could be the
principal advisors, or other experts. This
role needs to be explicitly recognised in
those people’s work programmes, so
they have the time to commitment to
supporting others.

e  Policy review panels — to assess critical
pieces of advice ex-ante; or ex-post as a
general assessment of quality and
identification of areas for improvement.

9 See Masterclass 10
https://nzier.org.nz/static/media/filer public/4e/00/4€00983c
-a9f7-4934-8715-
6cb9d3d2219a/brief 10 masterclass_thinking through the 1
1 key papers.pdf
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e  Putting quality improvement on the beyond the delivery of advice, to work
agenda — in management, team and on quality improvement.
one-on-one meetings so that they go

“ AL
- \
This paper was written at NZIER, March 2021. % C %

For further information, please contact anyone from our policy advice tea

NZIER | (04) 472 1880 | econ@nzier.org.nz
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E.2 Masterclass 41 Effective Key points

A few years ago we produced a Masterclass on
writing great Executive Summaries.”® We’re now
seeing more of a trend to producing what is
effectively an Executive Summary, in the form of
Key points. So, we thought it was a good time to
cover off some of the dos and don’ts of writing
effective Key points.

Key points are effectively an Executive
Summary

They are just written in a different form. But all the
usual principles should apply. These are:

e Make sure the Key points get the paper
off to a good start — it colours the
readers’ impression of the paper overall.

e Make sure they have impact —the
problem or opportunity-definition must
be clear, and give some-indication of
size, scale and/impact.

e  Remember, sometimes it can be the
only part'of the-paper that a Minister
pushed for. time might read. It.also
serves.as arefresher to the paper asa
whole, either just.ahead of the meeting,
or the item being'considered.

¢ _Focus on the essentials.

e~ Don’t repeat blocks of text from other
parts of the paper — summarise any
critical points.

Writing-style’is critical

Using dot'points means that a less formal writing
style is required. But should still promote crisp
clear drafting.

But, you need to work at it to keep it succinct and
clear. It needs to be easy to read and understand
at pace.

Use:

20
https://nzier.org.nz/static/media/filer public/13/70/13
7010dc-b2ab-44e8-a9ee-
05843bc01507/brief no 3 masterclass executive summaries
-pdff

e Plain English.
e Short sentences.

e Short paragraphs: It’s fine to” have more
than one sentence “per-dot point —‘but
don’t let them become more than a-few
lines:

e _Limitthe number of dot points.If anything,
it"should be shorter. than—a- standard
Executive Summary.  Also’ remember,
without paragraph numbering (which they
shouldn’t-usually. heed), they can be hard
to navigate in a meeting setting.

e (' Use subheadings if it is getting a bit long,
or-on multiple, but connected, topics.

Writing great Key points can be harder to do than
‘hormal’~drafting. So, give yourself some time to
draft and then polish your Key points. Afterall, they
are one of the most critical parts of any paper,
alongside the recommendations.

Think of the Key points as an elevator pitch or a
short verbal introduction to the paper (for
example, at the beginning of the discussion of the
paper). This will help you further refine them, boil
down the essentials of the paper, and yet not miss
critical matters.

Avoid repetition

Don’t repeat things at the beginning of the paper.
It gets boring, wastes space and can turn off the
reader. It can also be confusing if things are
worded differently. Rules of thumb to consider are:

e Ifit's areally short paper don’t bother
with Key points — use the Purpose
statement to provide a super-summary
instead. This should cover what the
Minister or Government must decide or
do, why, and when.?!

2 For example: “You need to sign the attached letters by 10 June
to encourage these Board members to renew their terms.”
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e  Avoid noting recommendations that just
repeat the content of the Key points,
unless they are formally required, e.g. in
some statutory decision-making
processes they remain important.

Look at the Purpose statement, Key points and
recommendations together — they should be a
package. Make sure they aren’t repetitive, yet
cover what’s needed.

At times we see advice papers where these three
parts aren’t clearly a package, e.g. the purpose of
the paper might not be played out in the
recommendations or recommendations appear
that aren’t covered in the Key points. This seriously
detracts from the quality of the paper, and can
worry the decision-makers. It can look like the
advice hasn’t been well thought through.

If it’s a longer complex set of decisions—.then use
subheadings in the recommendations — and make
them the same as any subheadings used in the Key
points section.

Try this as a structure feryyoutr Key goints
section

As with a traditional Executive ‘Summary,  we
suggest you focus on-what you are recommending
and-why. — rather than following the._traditional
structure of‘an advice-paper (e.g-'beginning with
the background, problem-definition and traversing
your thinking before the recommendations come).

O o -
%\%

Logic
Sales pitch

Risks Close

Make sure that the Key points are a focus
of peer review

Peer review should give significant focus to the Key
points section as it is one of the -most important
parts of the paper. Extra time-spent will make a
difference.

Things to focus on are:
e Isit easy to read and understand quickly?

e Does it /cover the critical-issues'in the
paper?

< Does it lead into'the recommendations?
e, | Does it fit'the purpose of the paper?
e Couldit be shorteror tighter?

Try having a different peer reviewer look at the Key
points.onge - the paper is complete to ensure it
stands:alone-and meets the needs of a time-
pressured decision-maker.

Key points only papers

We're also seeing short briefings written in Key
points only (alongside some recommendations).
Done well these are highly effective and efficient
ways of communicating information and getting
simple decisions. They can and should be done
more often! A busy Minister will always appreciate
this sort of advice.

They should follow all of the general points above
— related to keeping things crisp, well structured,
and leading into recommendations.

But choose this device carefully. This sort of paper
shouldn’t be used for complex issues or matters
where there are many small issues to sort through.

Keep it short. A single page, or page and a half with
subheadings is about the maximum that can be
read easily using dot points. Reading lots of dot
points is harder to do than reading a similar sized
piece of normal drafting.
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NZIER | (04) 472 1880 | econ@nzier.org.nz

contract, tort (including negligence), equity or on any other basis) for any loss or damage sustaijfied
on such work whatever the cause of such loss or damage.






