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Date: 6 August 2021 Security Level: BUDGET - SENSITIVE

To: Hon Carmel Sepuloni, Minister for Social Development and Employment

Social Sector Commissioning - Proposed changes

Purpose of the report

1  This report provides you advice on proposed changes to improve how government
social sector agencies commission services from non-government organisations
(NGOs). This includes:

1.1 a foundational shift in the way that government agencies, providers and
communities work together (‘the relational approach’)

1.2 changes to government systems, processes and practices. A new set of
expectations (commitments) and tangihls(iﬂﬁag)es will imnrove current nractice

& . S
‘and enable a relational way of working '

2 We .are seeking your approval to prepare a draft Cabinet paper based on the
information provided and recommend you discuss the matters in this paper with the
Minister of Finance.

Executive summary

3  Social services in New Zealand play a vital role in supporting and furthering the
wellbeing of our people and communities. There is an opportunity to improve how
government agencies commission services from NGOs across the social sector to
align with the government’s wellbeing goals.

4  Members of the sector, government agencies and communities share a vision of
social services that improve intergenerational wellbeing. Trying to address social
issues in isolation is expensive and resource intensive. Iwi, hapl, whanau,
communities, funders and providers cannot solve these issues alone - but working
together, we can drive towards a common goal to deliver better, and meaningful
outcomes for the people we serve.

5 Some progress has been made to improve commissioning, including through
significant investment in previous budgets for cost pressures and new initiatives, and
through changes in processes by individual agencies. However, good commissioning
practice is not yet widespread across government agencies. This has contributed to
the challenges faced by NGOs - including competitive procurement approaches, the
burden of reporting, and funding that has not kept up with rising costs.

6  Government agencies have worked with members from across the sector to identify
the shifts required to enable more effective ways of working. The focus has been on
‘how’ agencies work with sector organisations and communities as opposed to ‘what’
services should look like. This is based on the notion that trying to address social
issues in isolation is expensive and resource intensive. Iwi, hap, whanau,
communities, funders and non-government and community organisations delivering
services (NGOs) cannot solve these issues alone - but together, we can drive
towards a common goal in a more effective and efficient way.
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3.4.2 how system changes will be sequenced over time

3.4.3 an operating model for delivery, including Ministerial arrangements,
cross-agency governance and other arrangements to support the change,
and to monitor implementation

3.4.4 measures to quantify progress and understand the impact of change over
time

3.5 an update to the sector that can be published :

Agree / Disagree

4 note that these changes have been developed in conjunction with mémbers of the
wider social sector, including representatives from NGOs and peak organisations

5 note that the scale of change proposed is large and will take time to take effect
requiring a clear mandate for change, buy-in across Government and in the sector,
and an operating model to help deliver the change

6 note that further work is required as part of implementation planning to understand
the impacts of change on agencies and the sector which will be canvassed in the
Cabinet paper

8 note the Ministry of Social Development consulted with the following agencies on this
report: the Ministries of Business Innovation and Employment, Education, Health,
Housing and Urban Development, Justice, Pacific Peoples; ACC, Ara Poutama Aotearoa
Department of Corrections, Department of Internal Affairs, Department of Prime
Minister and Cabinet (Child Wellbeing and Poverty Reduction Group; Health and
Disability Review Transition Unit; Policy Advisory Group), New Zealand Police, Oranga
Tamariki Ministry for Children, Office for Disability Issues, Office for Seniors, Te Puni
Kokiri, and the Treasury. It also consulted with the Family Violence and Sexual
Violence Joint Venture

9 _
10 refer this report to the Ministers who are members of the Social Wellbeing Committee,

along with the Minister for Economic and Regional Development, the Minister for the
Community and Voluntary Sector, the Minister for Youth, and the Minister for the

Prevention of Family and Sexual Violence.
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5 /
Maria-Laura€respo Date

Co-Director, Strategic Issues and Investment
Strategy and Insights

A ) S [%]21

Hon Carmel Sepuloni Date
Minister for Social Development and
Employment
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are critical system
enablers for ensuring that services support individuals, families and whanau to
exercise choice

47 We have heard from the sector that changes to how we design and use these key
system enablers would assist with realising change in commissioning through:

+ developing shared goals, expectations and accountabilities through high
trust and meaningful relationships between government funding agencies and
NGOs

¢ jointly developing flexible agreements in plain language that recognise and
record the negotiated ways of working and integrate expectations,
accountabilities and activities

¢ agreeing and accepting proportionate responsibility for quality and
effectiveness in which everyone has a vested interested in outcomes for whanau
and communities

¢ jointly developing and using streamlined and fit-for-purpose reporting

¢ using a mix of approaches for sourcing that respond to high trust
relationships, enable the development of intellectual property, encourage NGOs to
collaborate rather than compete, and respond to whanau and community voice.

48 Officials have worked with members of the sector to develop a set of four i
i i isi i i ctice and processes
Those commitments are described

in the following table.

Draft commitments £ SPMIT

1.

49 There are also a range of tangible system changes that could be progressed to
support the shifts above. Some of the options (as outlined in Appendix One) include:

* Least change options:

—~ update good practice guidelines for agencies to use (eg on the MBIE
procurement website) on contract specification, monitoring, reporting,
auditing and accreditation (eg adoption of Data Use and Protection
policy and schedules)

- reduce reporting requirements for small investments (eg accept
providers' internal governance reporting)

¢ Most change options:

- establish a technical commissioning hub to provide strategic leadership
and practical help across social sector commissioning

— establish independent arbiter and reviewer of contracting
arrangements (eg appeal authority).

Social Sector Commissioning - Proposed changes 12



53 During COVID-19 there was an agreed approach_ this meant

that agencies were aligned in the approach, and it was transparent. With the sector we

.

54 commitments outlined
hese commitments and a

3 Agreed approach to working with contracted social service providers: https://msd.govt.nz/about-
msd-and-our-work/newsroom/2020/covid-19/funding-from-government-agencies.html
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68

change programme are required. For example, leveraging tools under the Public
Service Act 2020 including system leadership, or the Regional Public Service
Leadership Model.

Officials propose that the Cabinet paper would include a high-level implementation
plan, including:

¢ pathway for the relational approach
e sequencing of the system changes

+ the components of the operating model for delivering the change, including any
resources and investment that may be required

¢ measures to monitor and understand the impact of change overtime.

...while bringing the sector with us...

69

70

71

The sector remains eager for change, and those who have been engaging with us this
year want to hear about how things have progressed.

Officials recognise the need for further engagement with iwi, NGOs and communities
as the work continues, particularly in planning for implementation. As one way to help
get buy-in for implementation and to socialise the changes, officials propose that the
Cabinet paper also include an update to the sector which would have a similar look and
feel to the August 2020 update. Officials will discuss this sector update with your office.

There are also other opportunities to communicate any changes with the sector,
including at the Social Sector Providers Aotearoa Conference on 5 November 2021.

Next steps

72

73

74

Officials are available to discuss this report with you, and how you would like to proceed
to Cabinet.

You may want to share some or all of this material with your colleagues, including
those on the SWC, the Minister for Economic and Regional Development, the Minister
for the Community and Voluntary Sector, the Minister for Youth, and the Minister for
the Prevention of Family and Sexual Violence.

The cross-agency project team will continue to develop material for the high-level
implementation plan and a draft sector update to enable you to receive a draft Cabinet
paper in early September.

Appendix

75
76
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Appendix 1: Social Sector Commissioning proposed changes

August 2021

THE DESIRED END STATE — Where we are going

Members of the sector, government agencies and communities share
a vision of social services that improve intergenerational wellbeing.
Trying to address social issues in isolation is expensive and resource
intensive. Iwi, hapu, whanau, communities, funders and providers
cannot solve these issues alone — but together, we can drive towards a
common goal in a more effective way.

The change requires both:

A relational approach

A foundational shift in the way that government agencies,
providers and communities do business ie getting the who, why,
and how before piling into the ‘what’. This is a model of
collective system stewardship, that places relationships at the
fore to ensure activity delivers meaningful outcomes for whanau
and communities.

n System changes

Changes to government systems, processes and practices.
These are things that will improve current practice and enable
a relational way of working. For example:

Moving from rigid input/output contracting to
agreements that focus on shared outcomes and that
allow flexibility.

Moving from short-term, competitive funding
“’ approaches to longer-term, collaborative and flexible
resourcing.

Moving from risk averse audit and oversight driven by
",E,f"‘ funders to mutually agreed responsibility for outcomes
in supporting whanau.

Moving from static service design and under-used
@ reporting to generating meaningful insights and
adapting or flexing delivery in response.

# Moving from people in government and the sector who

% transact contracts and compliance to people who have

strong collaborative working relationships.

We want to take a more purposeful, informed and
co-ordinated approach to the different stages of
commissioning so we can deliver better value, and
more impactful services. Working like this was a big
feature of how the sector worked during the early
stage of the COVID-19 response.

The onus is on all government agencies to pursue this
approach, following those who are already working in
this way (for example Whanau Ora).

Taking a relational approach has six features...

1. Grounding our work in the needs and aspirations
of the people we serve.

2. Entering into relationships around shared goals /
and outcomes (including funders, iwi, hapd, !
whanau, delivery organisations, others in the
community with resources and expertise to
contribute). ;

3. Agreeing how we will work together to deliver ".\
these common outcomes. \

4. Committing to shared accountabilities.

5. Agreeing clear roles through the commissioning

! , Shared o
Iwi and hapa ‘\) goals and | Q Delivery
i S - organisation

6 August 2021
NOT GOVERNMENT POLICY

Pursuing a relational approach to commissioning for
wellbeing is about resetting relationships,
expectations and behaviours so that the right people
can work together on solutions that support the
aspirations of whanau and communities.

RELATIONAL APPROACH — A model of collective
system stewardship for the social sector

~~~~~
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-

Whanau and community

needs and aspirations

.~ start the conversation
X.  about shared goals and
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process.

6. Recognising and giving practical effect to Te Tiriti
o Waitangi/Treaty of Waitangi.

What it might look like...

Building relationships and
trust to identify shared resources and take action

goals and outcomes on agreed priorities

Commissioning as a process that starts
with agreeing to shared goals and services

outcomes, and then later resourcing

Learning through trying
new approaches and

adapting from experience can act in good faith

: \) Q / Clear roles and
/ R
Other party ‘ / responsibilities

Working together to share

Developing support and
mana whenua, and providers

Sharing resources, capability
and knowledge so that parties

,/  foreach party
S s s S

s Shared
accountabilities

~,
~. -
~~~~~~

Accessing data and insights from the lived
experience of whanau and communities to
understand support, complexity, and aspirations

Committing to learn,
involving communities, try and adapt over the

longer term

Staying connected through trust-based
relationships and being clear about who
is responsible for what 1
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SYSTEM ENABLERS - Changes to support more effective social services

This table describes a range of practical options for change. These are options that make sense The grey boxes indicate the minimum expectation for collective action. The teal text
in their own right, and they will also help with the pathway for change described for the describes areas where there may be opportunities to be more ambitious either as individual
relational approach. Some of these are cumulative in nature, while others are more discrete. agencies or collectively (for example in particular locations).

Least change Most change

Agencies take individual responsibility EaEho
* Publish good practice guidelines (on specialised
social services section on government
procurement page) for agencies to support
6“ consistency and transparency in costing and
funding services eg considering the cost of
Funding / delivering a service at specified demand.
resourcing * Agencies publish contract data annually.
* Agencies develop processes for reviewing the
level of demand associated with their
programmes or services.
Agencies take individual responsibility Reduce reporting and audit requirements Technical expertise Government mandated agency
— * Update good practice guidelines for agencies * Reduce reporting requirements for small ¢ Establish a technical commissioning hub (for ¢ Establish independent arbiter and reviewer of
= '(I"\ to use, on contract specification, monitoring, investments (eg accept providers’ internal example an interdepartmental agency group) contracting arrangements (eg appeal authority).
o = r reporting, auditing and accreditation. governance reporting). to provide strategic leadership and practical help « Establish/appoint a lead agency to manage
* Review reporting across agencies to align * Reduce narrative reporting requirements. across social sector procurement. service design and specification, reporting
Agreements, with the Data Protection and Use Policy (DPUP). » Rationalise auditing requirements to reduce the Shared responsibility requiretnents, and auditir:g across the social
Mutual * Expand the use of framework agreements to burden (e.g. by reducing audit frequency). * Move balance of responsibility for effectiveness sector.( c')ne.Government approach to
- . align contract settings across agencies. « Publish DPUP schedules across the sector to and assurance closer to new community commissioning).
accountability Expand the use of overarching agreements and transparently describe all data collection. assurance mechanisms (eg regional or local).
and quality MOU which describe shared aspirations. New accountability and quality assurance settings * Remove audit requirements for low-risk
assurance * Streamline standards to support kaupapa »  Overhaul of accountability and quality assurance situations.
Maori/Pacificand culturally and ethnically arrangements to support relational approach.
diverse groups who seek accreditation status.
Agencies take individual responsibility Quality data/insights are informed and shared Quality insights/data inform change Lead agency for monitoring insights and outcomes
* Publish examples of good practice on a regular * Support providers to gather insights from their * Develop a pathway for how insights and data will ~ over time
basis. own collection including through the provision of inform and lead to innovation. * Appoint a lead agency to collect a minimum
+ Add value to the data government collects by funding and training to enable this.  Set consistent and transparent data standards anonymised data set aligned with a centralised
consistently sharing insights eg from trends in * Expand good practice and process training for across the sector , and better support outcomes framework.
reporting through newsletters etc. agencies and partners (noting that MBIE training communities of practice. Share responsibility for service design
Continuous is only currently for agencies). » Dedicated “what works” function for the sector » Empower local relationship managers to work
learning Scale up secure data sharing and reporting including evaluation, research and insights. with community partners to continuously refine
+ Scale up the shared platform which has been » Support consistent methods for collecting and services in line with agreed intent.
established between government and the sector using client / whanau perspectives on how
for data sharing and reporting. support is meeting their goals.
Agencies take individual responsibility Increase opportunity for joining up Financial investment
v * Agencies continue to decide the extent, if any, ¢ Develop and roll out training for sector and * Establish and fund a social sector workforce
ST of funding for organisational and workforce government to support the relational approach. capability scheme that provides funding.
e capability as part of costing a service * Set standards for providing financial (Centralise the capability funds that sit across
* Agencies continue to grow relational recognition to sector experts on working groups. agencies).
management capabilities Leadership role * Require a specified level of funding in every
Workforce / + Continue with current cultural competency «  Enable relationship managers to make more funding arrangement for organisational and
capability training across the sector decisions (eg delegation in line with intent). workforce capability.

* Develop a workforce strategy and
implementation plan for social services sector.
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Change will take time. The table below starts to describe the pathway for change over time for
implementing a new partnership model between government agencies and community

partners, iwi, hapu and whanau across the social sector. At present this approach is occurring in

pockets, with some agencies or teams leading the way.

Status quo

Growing and extending

As agencies will have different experiences and capabilities to pursue this approach, we need to
ensure that all agencies are supported to work in this way. The proposed focus over the next
1 -3 years is to shift the collective culture, mindset, and behaviours by growing, deepening,

sharing and extending practice.

Sector wide scale up
2024 - 2028

Normalising
2028 onwards

now until end 2021

Aim: Ongoing support for the pockets across
sector where a relational approach is already
being used.

Key activities

* A small number of agencies continue to lead the
way in this partnership/relational way, working
with their non-government partners in the design
and delivery of social services.

* Taking lessons from what is currently working to
help describe what we mean by a “relational
approach”, and identify the examples.

Enabled through...

* Publish and seek sector feedback on a vision/
strategic direction for partnering with non-
Government partners in the delivery of health
and social services and supports.

* Taking decisions to advance change across a set
of system enablers (previous page).

beginning 2022 — mid 2024

Aim: All government agencies pursue and test a
relational approach, where progress and impact is
monitored in priority areas with learnings shared
and embedded.

Key activities

* Focus on embedding a new culture, mindset, and
behaviours around this new way of working.

Cross-agency process to “sign up” a range of
initiatives/programmes where the relational
approach will be used and report on progress/
impact over time. This may include Budget 2022
initiatives and existing services with different
characteristics, for example:

= aligned with reform (eg Health)

= in a selected geographic area, or with a
particular iwi (eg in line with Regional
Priorities, or through Place Based Initiatives)

= anidentified issue or service type
(eg FVSV)

= proposals from communities or providers (eg
to pool funding across agencies).

» Developing tools/processes including for
evaluation and continuous learning and
improvement.

* Identifying barriers to change and the solutions
to help, particularly as they relate to funding,
decision making, and capability.

Enabled through...

* Governance for the priority areas where the
relational approach (eg SWB) or bespoke
approach will be used.

* Dedicated funding / resources from agencies to
support the change (for example through
Budget).

* Resources provided to support community
partners, iwi, hapt and whanau to participate.

* Dedicated team for the next phase of work.

Aim: A significant shift in practice across all
government agencies where the relational
approach becomes more common.

Key activities

» Setting clear priorities for scaling up across
agencies.

* Using the lessons from the ‘growing and
extending’ process to help roll out new ways of
working, for example:

= in areas where communities come to
government seeking to progress work in a
particular area

= inline with agency priorities (eg sector
strategies or Budget funding)

= for all new programmes/initiatives/funding.

* Ongoing monitoring of the impacts on individuals
and whanau using services, of a relational
approach to commissioning.

Enabled through...

* Undertaking a change management process
across government to incentivise the right
behaviours to maintain a relational approach/
way of working.

* Embedding continuous learning approach and
facilitate the sharing and embedding of learnings
across the sector (eg via learning forums).

» Agreeing ways of working that are consistent
across government agencies.

* Reconsidering who makes what decisions within
the approach (eg devolution of funding).

Aim: To see a relational approach being used as
default, and this is the expected way of working
that is standardised across government agencies.

Key activities

* Widespread use of the relational approach —ie
this is the expected way for working.

*  Work to standardise the use of the approach
across government, recognising that some will
continue to be at the leading edge of good
practice and others may need additional support
or resourcing to reach a tipping point in culture
and practice.

* Continuous learning and improvement of ways of
working, with the expectation that a relational
approach is introduced for all new programmes/
initiatives/funding.

* Consideration of the supports that may need to
continue from previous stages of the pathway.



There are opportunities to introduce the relational approach to support government priorities
including to support relevant strategies (eg the Child & Youth Wellbeing Strategy), implement
new initiatives, grow particular approaches (eg Place Based Initiatives), sector wide approaches
(eg in Family and Sexual Violence) or in line with reform activities (eg Health). Budget 2022 is
also a potential point to consider cross-Government alignment.

IN-CONFIDENCE

this is not an exhaustive list.

The Social Wellbeing Board have suggested that Family Violence and Sexual Violence (via the
Joint Venture) could be positioned as an early adopter of the relational approach, in line with
the National Strategy. There are also a range of other examples described below — noting that

Family Violence and Sexual Violence Child and Youth

The Family Violence and Sexual Violence Joint Venture involves at
least 10 agencies, tasked with developing new ways of working
across government, and with iwi and communities, to reduce family
violence and sexual violence through an integrated response. They
have heard many of the same themes about the need for
government agencies to be more joined up, taking a relational
approach to commissioning, involving local leadership, and taking a
holistic and whanau-centred approach. There are opportunities
within the JV to pursue and test a relational approach, for example:
* trying new ways of working focused on groups of services eg
navigators. This could be confined to a particular area where
many agencies commission navigator services but do so with
different funding rates, position descriptions and roles.

* leveraging the work underway in the 5 Integrated Community
Response (ICR) test sites. They have infrastructure, governance
etc on the ground which means there is an opportunity to embed
the relational approach.

* leveraging the JV as a forum to seek mandate, and the relational
approach to commissioning for outcomes as an agreed direction
of travel, to bring together procurement and contracting teams
from different agencies to land on some consistency in terms and
conditions, funding, or joint outcome measures eg for a particular
group of services.

Disability Transformation

Enabling Good Lives (EGL) is a partnership between the disability
sector and government agencies and is focused on enabling greater
choice and control for disabled people and their families over their
lives and the supports which they use. Evaluations from the Mana
Whaikaha prototype in the MidCentral DHB region and
demonstration sites in Christchurch, Waikato, and Bay of Plenty
found that disabled people reported positive experiences and
improved outcomes, such as increased independence and personal
development.

Cabinet decisions will be sought in September/October 2021 on a
national implementation plan for the EGL approach and new
machinery of government (MOG) arrangements. The Cabinet paper is
also expected to articulate how the voices of disabled people and
families will be embedded into any new MOG structure.
Commissioning arrangements, such as disability supports being
commissioned through a community-led and disabled-centred NGO
commissioning framework (similar to the way in which services are
provided through the Whanau Ora commissioning agencies), are
currently under consideration as part of the implementation plan.

Child wellbeing remains a key priority for the Government. There are

opportunities to deliver on both the Child and Youth Wellbeing

Strategy and Social Sector Commissioning through:

» agencies working together to pool investment for child and youth
related social services

» using child and youth wellbeing outcomes to grow and test the
relational approach in a particular geographic area, owing to the
role of agencies, organisations, iwi, hapt and whanau in
supporting and influencing outcomes. This could include
leveraging the Place Based Initiatives.

There is also an opportunity under the Government’s Youth Plan
2020-2022. MYD is working in partnership with several agencies to
engage and involve rangatahi voices in decision making across policy,
system design and operations. There are opportunities for agencies
to collaborate more widely to reduce consultation fatigue and to
target combined funding to solutions developed by rangatahi within
their communities. An area to test would be in the wellbeing space
where rangatahi need is high but more holistic, strength-based
responses driven by rangatahi are crucial.

Health System Reform

The New Zealand health system is undergoing reform, with changes

to the system structures and delivery of health services. This

includes:

» the Ministry of Health focusing on policy, strategy and regulation

* anew body, Health New Zealand, taking over the planning and
commissioning of services and the functions of the existing 20
District Health Boards and the Ministry of Health

* a Maori Health Authority working alongside Health New Zealand
to improve services and achieve equitable health outcomes for
Maori.

There are opportunities in the establishment of both Health New

Zealand and the Maori Health Authority to consider how

commissioning for health services looks different given the reduction

in the number of commissioning agencies through the reform from

over 20 to 2.

There are also opportunities to take a relational approach to the

commissioning of services, for example:

* testing a locality approach

* commissioning for equity and outcomes for whanau

* the review of national services like Well Child Tamariki Ora and
Maternity services.

The intent of Whanau Ora is to facilitate whanau wellbeing through
devolved and flexible funding to meet the needs of whanau and
communities. Through engagement on social sector commissioning
the team heard the Whanau Ora approach works well and is an
expression of a relational approach.

The 2018 review of Whanau Ora, Tipu Matoro ki te Ao, endorsed

Whanau Ora. In line with the findings of the review, and

developments since then, there may be opportunities to deepen and

extend the relational approach by growing Whanau Ora by:

* expanding Whanau Ora to be funded through multiple agencies

* pursuing greater localised commissioning

* pursuing greater cross-agency collaboration and investment as
seen through Paiheretia Te Muka Tangata (with Corrections and
MSD), and Nga Tini Wheta (with Oranga Tamariki and ACC). For
example, opportunities in housing, education and other areas.

Pacific Providers

Four agencies (MSD, Health, MPP, and Education) have been working
together with Pacific providers (who have contracts with multiple
agencies) on new ways of funding, procuring and contracting for
services. This approach is already leveraging a new way of working
with a focus on the holistic needs of Pacific families.

Agencies that are involved in public housing, transitional and
emergency housing, and services to tackle homelessness (eg HUD,
K3ainga Ora, MSD) also partner with iwi, community housing
providers, developers, social services, councils and other agencies.
HUD uses a strategic partnering model to guide how it partners with
other agencies and housing providers to meet demand. There are
opportunities for other agencies to learn from this approach, and to
strengthen this model consistent with a relational approach.

Justice Sector

There are opportunities to introduce the relational approach through

the justice sector transformational work under Hapaitia te Oranga
Tangata. 5 22)(0OV)


























