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Introduction 

MSD needs to transform its systems, processes, and capabilities to 

better meet the needs of New Zealanders 

An efficient and effective welfare system is a cornerstone of New Zealand society. In May 

2019, the Welfare Expert Advisory Group (WEAG) stated that our "current welfare 

system is no longer fit-for-purpose and needs fundamental change”. In December 2022, 

Cabinet agreed to refreshed Welfare Overhaul work programme priorities for New 

Zealand’s future welfare system.1 

In November 2021, Cabinet noted there were serious problems constraining MSD’s 

ability to achieve the Government’s vision for the welfare overhaul.2 The following 

problems need to be addressed to support this vision and the shifts set out in MSD’s 

strategic direction, Te Pae Tawhiti – Our Future: 

• MSD’s fragmented, transactionally focused service approach will not meet the 

future needs and expectations of New Zealanders 

• the high and increasing likelihood of service and payment failure risks causing 

serious harm to clients, partners, and New Zealand 

• MSD’s current service model can make it difficult for clients to get help, which 

could result in harm and exacerbate hardship. 

In May 2022, a Programme Business Case was presented to 

Cabinet setting out options for change to address the issues MSD 

is facing 

In May 2022, the Minister for Social Development and Employment brought Te Pae 

Tawhiti Programme Business Case to Cabinet setting out options for change. Cabinet 

agreed that a transformation to support fully integrated services, with a tiered service 

approach, supported by redesigned business processes and renewed technology 

platforms is the preferred way forward.3 

Cabinet invited the Minister for Social Development and 

Employment to present a Detailed Business Case for the first 

Horizon of work for Te Pae Tawhiti Programme – this document 

The Minister was invited to report back to the Government Administration and 

Expenditure Review Committee in early 2023 with a Detailed Business Case that: 

• outlines the projects MSD will require funding for in Budget 2023 

• provides options on the pace and extent of the digital transformation 

• shows the proposed projects are investment-ready 

• demonstrates that MSD has the capability and capacity to deliver the projects 

 

1 See SWC-22-MIN-0241 (December 2022). 
2 See GOV-21-MIN-0039/CAB-21-MIN-0472 (November 2021). 
3 See GOV-22-MIN-0011 (May 2022). 
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• details the system and customer benefits that will occur as a result of the 

changes.4 

It was noted that the Detailed Business Case would support changes under the first 

Horizon of the Programme, exploring projects that lay the foundations for digital services 

and case management change. Further Detailed Business Cases would be presented to 

Cabinet to support future funding decisions. 

This business case sets out the drivers for change and a preferred 

option for Horizon One that includes four service changes – 

Service Experience, Client Engagement Practice, Kotahitanga, and 

Employment Service 

Our preferred scope for Horizon One for the service changes we wish to make is: 

• Service Experience: Establish a new service experience platform and business 

capabilities that will be foundational for MSD’s future systems, processes and 

practices, which will be used to improve services to students in Horizon One. 

• Employment Service: Establish a digital employment platform that will transform 

the ability of jobseekers to connect with employers and gain upskilling 

opportunities to help them get better jobs and sustainable employment. 

• Client Engagement Practice: Design a new way for MSD’s staff to engage with 

clients, testing at selected sites, and implementing the changes required to 

support the transformed service experience for students. 

• Kotahitanga: Design and test components of a Relational Commissioning 

Operating Model with a selected number of partners, as well as redesigned 

funding and information models, information approaches, and implementing a 

new Foundational Contracting and Procurement System. 

• Supporting work: Foundational, design, and programme management work 

necessary to support the service changes. 

This Detailed Business Case seeks agreement to start 

transformation, beginning with Horizon One 

The preferred option for Horizon One, covering mid-2023 to mid-2026, is to invest in 

four proposed service changes: Service Experience, Employment Service, Client 

Engagement Practice, and Kotahitanga. MSD will also undertake the supporting work on 

technology foundations, design and programme management to support the service 

changes in Horizon One and ensure effective delivery of future changes. 

Funding has been agreed for the first two years of Te Pae Tawhiti Programme through 

Budget 2023. Horizon 1 investment through Budget 2023 delivers the foundations 

underpinning the operational service changes for transformation and getting to Te Pae 

Tawhiti. 

 

4 See GOV-22-MIN-0011 (May 2022). 
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This work will lay the foundations for MSD transforming how it 

provides services to clients, whānau, and communities for the 

next 30 years, as well as providing tangible value for New 

Zealanders within the Horizon 

The focus of the first Horizon is to establish the key foundations for what will determine 

the service model for MSD for the next 30 years. It will put in place key platforms and 

business capabilities and deliver improved service to initial cohorts of clients and 

partners. It will also deliver value to New Zealanders in the first Horizon, most notably to 

our student cohort and jobseekers. 

Funding this first Horizon is a commitment by government to a 

transformation of MSD 

The investments we propose for Horizon One are the start of MSD’s transformation. We 

have identified the other key service changes that must be part of future Horizons. 

These service changes will embed the new service model, improve service to further 

groups of clients, further support modernisation, and enable MSD to work better with 

partners and other government agencies. 

This Detailed Business Case is informed by the Treasury Better 

Business Cases guidance, building on the Programme Business 

Case 

This Detailed Business Case responds to the Cabinet direction to the Minister of Social 

Development and Employment. It is organised around Treasury’s five-case model to 

demonstrate that the investment proposal for Horizon One is robust and investment 

ready. 
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Executive summary 

STRATEGIC CASE 

We have confirmed the case for change, we far better understand 

the benefits we are seeking and how we will achieve them, we 

have a clear view of our target future state, are strongly 

incorporating te Ao Māori, are well aligned with wider 

government, and understand our risks and how we will mitigate 

them 

Demand is rising, complexity of need is increasing, and we are increasingly less able to 

make the changes we need to make to respond effectively. We face three major 

problems. 

MSD’s fragmented, transactionally focused service approach does not meet the 

current needs and will not meet the future needs and expectations of New 

Zealanders 

MSD lacks the agility and flexibility required to provide personalised or proactive 

support. Channels operate in siloes, teams managing complex processes have multiple 

handoffs, and client interaction is often limited to a single issue or service rather than 

focusing on the “end to end” outcome. This makes it hard to help clients with multiple 

and complex needs and ignores broader context. A lack of tailored servicing especially 

impacts Māori and Pacific clients and those with disabilities, mental health or addiction 

challenges, and other health conditions. 

Over 40% of total case management time5 is spent managing the currently overly 

complex transactions needed for hardship grants and requests for supplementary 

assistance. This transactional focus is taking attention away from the areas where we 

can have the biggest impact. While work-focused case management is one of the most 

effective ways to help clients, it is often crowded out by transactional processing. Clients 

are also often required to re-explain their circumstances. 

The high and increasing likelihood of service and payment failure risks causing 

serious harm to clients, partners, and New Zealand 

We currently deliver services using complex and aging technology, consisting of over 75 

core applications, providing over 380 technology services. Some of the systems are over 

30 years old. 

A survey of our core IT assets was completed in November 2022. Of the 86 applications 

surveyed, 33 (38%) had an overall risk rating of very high or high, 25 (29%) had an 

 

5 Metric sourced from Budget bid 2019 – “Organisational pressures restore employment focussed 
activities”. 
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overall risk rating of medium, nine (10%) had an overall risk rating of low, and 19 

(22%) had an overall risk rating of very low.6 

Making service changes in systems is expensive, difficult and can result in errors. For 

example, every year on 1 April we make an Annual General Adjustment (AGA) to rates 

and thresholds for main benefits to account for inflation. Due to system complexity AGA 

takes months to plan, prepare, and implement. Even when changes are made there is 

significant manual remedial work to ensure clients get the payments they should and to 

address the overpayments and debts that arise. 

MSD’s current service model often makes it difficult for clients to get help, 

which can result in harm and exacerbate hardship 

To assess eligibility and entitlement staff must go between as many as 10 systems 

requiring re-keying of information, separate logins, and switching between multiple 

screens.7 The different applications have different rules, calculations, and payment 

functions that do not allow for one source of truth or easily accessible data on a client 

and their circumstances. As a consequence, staff struggle to provide our clients with Full 

and Correct Entitlement (FACE) with pilot surveys and analysis indicating that this level 

could be as low as 47%.8 

On average there are nine internal handoffs to grant a benefit application. The average 

time taken to approve a main benefit application is 21 days from entitlement.9 This 

creates distress for clients who often have to repeat information and contact us multiple 

times to get an issue resolved. They then wait days or even weeks to get a payment 

which can often mean multiple hardship payments in the interim. 

Our clients continue to incur overpayment debt, with $340 million being incurred in the 

2021/22 financial year.10 

To resolve these barriers we must provide joined up, integrated 

services, strengthen our partnerships, provide easier access to 

services for new Zealanders, and modernise our technology 

We have four key objectives for the change needed to address the problems we face: 

Joined-up, integrated services: we must develop and deliver effective, targeted, 

tailored, and integrated services in income support, employment, and housing, to 

support the diverse and multiple needs of clients, whānau and communities. 

Strengthened partnerships: we must build and strengthen partnerships11 with other 

groups and organisations. This includes more effective partnership activity including 

supporting Māori-Crown partnerships (e.g. Social Accords and other Te Tiriti o Waitangi 

relationship agreements), partnering for delivery of services and support (e.g. partnering 

 

6 See Ministry of Social Development, Technology Asset Management Quarterly Report (MSD, 

November 2022). 
7 Metric sourced from Eligibility and Entitlement architecture work completed in 2021. 
8 Metric sourced from initial pilot work as this business case was being finalised. 
9 Metric sourced from internal work undertaken by Costs and Benefits Team. 
10 Metric sourced from Costs and Benefits Team for the 2022 year. 
11 Relationships between MSD and external groups or organisations, in which there is a shared 

interest or objective, a willingness to work together in good faith, good connection and 
communication, reciprocity, and trust. 
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with NGOs, Iwi and hapū to fund Community Connectors), partnering for social 

connection and wellbeing (e.g. relationships with peak bodies or advocacy groups), and 

commercial partnerships (e.g. financial, technology or research partners). 

Easier access to services: we must support easier access to services and information 

for clients, whānau, partners, and staff. 

Modernised technology: we must modernise our core technology systems to minimise 

the risk of sustained system outages and intermittent system failure, improve agility so 

policy and change can be implemented in an efficient and cost-effective manner with 

greater consistency and coherence, and increase the responsible use of information and 

intelligence to improve the delivery of services to better meet client need. 

We will achieve these objectives by transforming our service 

model, systems, and processes, and increasing our capabilities to 

better meet the needs of New Zealanders 

At the core of our response to the problems we face is a transformed Future Service 

Model that will enable us to better understand, connect to, deliver for, and help our 

clients, whānau, and communities. 

Our transformed Future Service Model will be supported by transformed business 

processes that are based on human-centred process design, digitally enabled and 

accessible to those with a wide range of abilities. 

We will invest in the uplift of staff capability and cultural competence so that they can 

work effectively in this new environment to better serve New Zealanders, and support 

Māori and Pacific people to feel safe, respected, and empowered when engaging with 

social services. 

To support our Future Service Model, we will have modernised systems that enable us to 

undertake the level of transformation required. 

These systems will reduce manual workarounds and rework through errors (i.e. reduced 

work to resolve failures from our processes – “failure demand”) to give our staff more 

time to work with clients 

We will support the Crown’s commitments as a Te Tiriti o Waitangi partner within the 

day-to-day operations of the Programme and support whānau, hapū and iwi. We will 

incorporate a te ao Māori view into our approaches, outputs, and outcomes. 
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We will support improved equity of outcomes, especially for Māori and Pacific people. We 

will also partner with others to deliver better outcomes for disabled people and for 

diverse populations 

and communities 

(such as refugee and 

migrant groups). 

Transformation will 

require a major 

change programme 

that addresses 

change at all the 

levels needed – 

service model, staff 

capability, business 

processes, and 

systems. 

We will embed a te 

Ao Māori view into how we deliver our services and ensure te reo, tikanga, and 

mātauranga Māori guides our approach. The Programme will lead the first stage of 

implementation of the Māori Values Framework across MSD. An Equity team will support 

this. We continue to seek input from key stakeholders and test our thinking. 

The transformation will take place over three “Horizons” 

addressing change in terms of Service Experience, Employment 

Service, Client Engagement Practice, and Kotahitanga, while 

delivering immediate value in the first Horizon 

The transformation will occur over three Horizons of approximately three years each. 

Horizon One will lay core foundations for long term transformation as well as delivering 

improved service and value to key client cohorts. During Horizon One we will replace 

selected end-of-life systems that limit what we can deliver and present risk of service 

failure. We have identified four categories of service change. 

1. Service Experience – transformation of the service experience we provide through 

the use of common systems business capabilities across our whole organisation. 

2. Client Engagement Practice – implementation of a transformed, evidence-based, 

best-practice model for how we engage with our clients to help them in a mana 

enhancing way to achieve their aspirations. 

3. Kotahitanga – a transformed partnership operating model and supporting 

systems to improve partner experience (whether Māori-Crown partnerships, 

partnering for delivery of services and support, partnering for social connection 

and wellbeing, or commercial partnerships) to support improved outcomes for 

individuals, whānau, and communities. 

4. Employment Service – a digital employment platform and operating model to 

provide dramatically improved employment, opportunity matching, and labour 

market information services for those seeking employment, employers seeking 

workers, and partners helping upskill those seeking work. 

These four service change categories will be supported by work regarding the technology 

and capability foundations, design, and overall management of the transformation. 
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The service changes that have been identified are at the core of the Ministry’s business, 

will deliver value to those we serve, and will deliver to the benefits described. They cover 

the full scope of MSD’s transformation programme. 

The Programme will transform the experience interacting with 

MSD for clients, whānau, communities and MSD’s partners 

In Horizon One, 130,000 students will have a modern, easy-to-use online experience 

that can be implemented for working-age clients in Horizon Two, and seniors in the 

following phase. Students will have an improved experience for applications and 

accurate, up-to-date online information on progress. Students will see reduced time to 

access support. 

MSD will be enabled to better support those at risk of poor labour market outcomes. 

Jobseekers will have greater awareness of and access to jobs, support and training 

opportunities in their local area, including through proactive digital contact. They will be 

matched to and notified of suitable jobs based on their individual circumstances and 

skills, be able to apply for opportunities online at any time, check on the status of their 

applications in real time, and generate a CV themselves using the information already in 

their profile.  

For those external groups and organisations that MSD partners with, there will be a 

clearer and more transparent approach to funding, focused on shared outcomes and it 

will be easier to work with MSD with simpler, more efficient partnering and 

commissioning and reporting processes. Clients, whānau, and communities will benefit 

from improved access to appropriate support from more effective commissioning 

between MSD and service providers. 

Clients will begin to experience the new client engagement practice, that is, the 

behaviours and approaches MSD staff use when they work with clients to access support. 

The practice will help bring consistency to how MSD staff show manaaki to clients and 

ensure clients can access all the support they need. In Horizon One, the combination of 

this and Service Experience will bring improved access to and experience of MSD’s 

services. 

The Programme will create space for MSD employment staff with them spending less 

time on manual administrative tasks. This will increase their ability to direct more focus 

and support towards clients who need it the most. 

Delivering on all these things will support greater equity of outcomes. They will also 

improve equity by improving access to more culturally appropriate services for Māori and 

Pacific people. In particular, Service Experience and Employment Service will enable the 

Ministry to connect and interface with these groups, supporting better outcomes for 

Māori and Pacific people. 

The transformation will progressively deliver major benefits over 

the three Horizons, including approximately $1.2 billion in 

monetisable benefits from improved employment outcomes 

MSD has identified monetisable benefits the Programme could provide from improved 

social and employment outcomes. These benefits would be from MSD being better 

positioned to help people into employment and stay employed. Subject to the 

72vh7ewzmz 2023-06-12 19:18:10

MINISTRY 01' SOCIAL 
DEVELOPMENT 



COMMERCIAL IN-CONFIDENCE 

W MINISTRY OF SOCIAL 
DEV£LOPMENT 

~ L1'1~"-""'-' N+L~"A '"0 Uk.\ 

Programme proceeding as proposed, and depending on external factors, such as the 
state of the labour market, the Programme cou ld potentially provide savings of up t o 
$1.2 billion in benefit payments over 12 years. Th is estimate uses MSD's well - respected 
Socia l Outcomes Model and is based on core assumptions about the changes MSD can 
influence but has a high degree of uncertainty. 

Table 1 Projected cumulative benefits from improved employment outcomes 

Our benefits will be measured through 10 benefits areas, with a 
focus on measuring equity for Maori and Pacific people 

The level of benefits expected from transformation and how they can be delivered over 
the Horizons are illustrated in the following table. Equity will be measured by KPis 
broken down by Maori and Pacific people. 

Table 2 Benefits we will deliver 

I Decreased time for NZers to access support ✓ ✓✓ ✓✓✓ 

.~ ,:, ai I Full and correct entitlement payment ✓ ✓✓ ✓✓✓ 

::, C Q. 
~ .~ 2 I Reduced overpayment debt ✓✓ ✓✓✓ 

.. a. al ,g u Improved employment and social outcomes ✓ ✓✓ ✓✓✓ 

> ::[ ;.: e .. ·u I Improved experience of cl ients, 
✓ ✓✓ ✓✓✓ .§ .E ~ communities, and whanau 

j Improved Partner experience ✓ ✓✓ ✓✓✓ 

I Improved staff experience with systems ✓ ✓✓ ✓✓✓ 

I Improved policy agility ✓✓ ✓✓✓ 

Reduced IT system risk ✓ ✓✓ ✓✓✓ 

We have aligned our planning to wider government initiatives 

The Horizon One in it iatives will support action five and six of the Government's Social 
Sector Commission ing 2022-2028 Action Plan.12 Employment Service will del iver 

sign ificant employment value aligned with MSD's core role. We have aligned our work 
with the All-of-Government St rategy for a Digita l Public Service and will continue to do 
so. Our work aligns with the Living Standards Framework and makes strong 

12 Ministry of Social Development, Social Sector Commissioning 2022-2028 Action Plan (MSD, 
2022). https://msd.govt.nz/about- msd-and-ou r-work /publ ications-resou rces/planning
strategy/social-sector-commissioning/index.html. [Accessed 24 May 2023) . 
Action five: (pp 25-27) Government agencies and Crown entit ies make operational changes to 
deliver the government endorsed 'commitment s' to commissioning practice. 
Action six : (pp 28-29). Government agencies and Crown entit ies out line the actions and approach 
they will take to implement a relational approach to commissioning. 

Te Pae Tawhit i Programme Horizon One Detailed Business Case 
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contributions across most individual and collective wellbeing categories. We are al igned 

with the New Zea land Disability Strategy. 

Since the Programme Case was agreed by Cabinet in 2022, the 
MSD Leadership team has formally confirmed the case for change, 
our approach for Horizon One, the benefits we can achieve, the 
risks we face, and how we can mitigate them 

We have undertaken extensive analysis and planning since the submission of t he 

Programme Case in 2022. We have confirmed that the case for change still stands. Our 

ana lysis of the benefits has strengthened our understand ing of the opportun ities for 

change. We understand the key risks and have mitigations in place for them. 

ECONOMIC CASE 

PROGRAMME OPTIONS: As per Cabinet's request, we analysed 
options for extent (how much we do) and pace (how fast we do it) 
for the whole three Horizon Programme - we concluded that the 
best option is to continue at the extent and pace proposed in the 
Programme Business Case 

We have analysed two key option 

d imensions for the whole three Horizon 

Programme - extent of transformation {the 
scope of what we aim to ach ieve) and pace 

of transformation (slowing pace beyond 
three Horizons) . Increasing extent and pace 

were rejected as not being v iable. This 

gave us four options (A to D) as illustrated 

in the table opposite. 

~ 

. 

Partially 
transform 
MSD 

Fully 
transform 
MSD 

111• • 

I 
Slower pace 

Option A: 
Slower pace 
with reduced 

ambition 

Option c: 
Slower pace 

. ' . 111IL-f ,_. 

I 
Pace as planned 

in Prog Case 

Option B: 
Reduced ambition 

PREFERRED 
Option D: 

As scoped in 
Programme Case 

When these four options are compared, and our current level of knowledge is 

considered : 

• Slowing the pace to beyond 12 years {Options A and C) will mean that technology 

risk is sustained for longer, our ability to respond to cross-government partnering 

is reduced, and benefits will be delayed. 

• Reducing the extent {Options A and B) will mean a decrease in the improvements 
we can deliver to cl ients and partners, sustained technology risk, and a reduction 

in the benefits we can ach ieve. 

On th is basis the option D to transform (as scoped in the Programme Business Case) 

rema ins the preferred option. 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 

EXECUTIVE SUMMARY 
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HORIZON ONE PREFERRED SCOPE: We developed a preferred 
scope in Horizon One for each of Service Experience, Employment 
Service, Client Engagement Practice, and Kotahitanga 

Having establ ished the extent and pace for the Programme, we used a set of 
prioritisation principles to inform what to undertake in Horizon One. These principles 
were: 

1. Start with the foundations 
2. Create time and space to support t hose with more complex needs 
3. Del iver early value for cl ients, staff, and partners 

4. Create business patterns that are reusable 
5. Start implementation where there is less risk of service disruption 
6. Start implementation with services and cohorts of lesser complexity 

7. Address technology r isks 

Based on these principles we identified the following preferred scope for the service 
changes in Horizon One. 

11: • 1 ■ ..... 1 l ■■-•••T•~•• ...... 1•· 1 ■■ :...rllr- .9l1Jll;.fi 

"" 
Service Experience 

A modern service experience systems platform and business capability to provide 

the crit ical foundation capabilities for our transformat ion - including digital client 
and staff personalised experiences, relat ionship and case management, process 

and workflow automat ion, analytics, low/ no- code development - to support 
delivery of a transformed experience for students as t he Minimum Viable Product 
first client cohort of a multi-Horizon implementation for all our clients . 

This enables us in Horizon One t o replace existing end-of-life student allowances 
and loans systems and test and learn as we implement the experience plat form 

business capabilities across wider client cohorts in subsequent Horizons. 

Employment Service 

A digital employment platform that wil l transform the abi lity of jobseekers to 
connect wit h employers and gain upskilling opportunities to help them get better 

jobs and sustainable employment, implemented in Horizon One for those on 

jobseeker benefits as t he first cohort for implement ing wider in Horizon Two. 

This enables us in Horizon One t o improve service to our clients, employers, and 
providers, significantly upgrade the capabi lity of our current end-of-life systems, 

and start t o improve the working of t he wider New Zea land Labour market. 

Client Engagem ent Practice 

Design and pilot of a new way for MSD's staff t o engage with clients, wit h a pilot 
for the working age cohort and another pilot for students as part of their 
transformed service experience as preparation for implementation in Horizons Two 

and Three as cohorts are added to the new Service Experience and Employment 
Service platforms. 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 

EXECUTIVE SUMMARY 
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This enables us in Horizon One to have implemented a new engagement model for 
student s (as part of Service Experience) and have a proven engagement model 

that can be rolled out to working age clients in Horizon Two. 

Kotahitanga 

Implementation of partnering approaches, operating model, to transform how we 
work with our partners - whether Maori-Crown partnerships, partnering for 
delivery of services and support, partnering for socia l connection and wellbeing, 

and commercial partnerships - improve their experience, and improve t he 
out comes we are able to collectively achieve wit h the clients, whanau, and 
communities they work in, among, and with, including improved employment 

out comes. Th is will be supported by implementation in Horizon One of new 
systems to manage partnerships and contracts, replacing our current end-of-life 
systems, extending our new recently implemented Corporate Platform systems. 

This will deliver a tested partnership model that can be rolled out wider in 
subsequent Horizons. It will also address end-of- life risk in our current systems 
used to manage partnersh ips and contracts. 

HORIZON ONE OPTIONS: We analysed options for the combination 
of service changes for Horizon One, considering the dependencies 
between each service change, achievability, and the benefits we 
can achieve 

Having established the preferred scope for what we wou ld attempt in Horizon One, we 
developed options with in each service change for level of ambition. This progressed from 
design on ly, building foundations for later implementation, pi loting and testing, partially 

implementing (with fuller implementation in later Horizons), and a fu ller implementation. 

Because of the differences between each service change, the options did not completely 
align between service changes. 

We then identified viable combinations of options considering dependencies between 
service changes (e.g. developing foundations for Service Experience requi res design and 
policy work for partnering to be developed in the Kotahitanga service change) . 

The diagram below shows how the different options for each service change (numbered 
1 to 3 or 1 to 4) are combined to provide overall options for Horizon One (labelled A to 
D). 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 

EXECUTIVE SUMMARY 
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COMMERCIAL IN-CONFIDENCE 

 

Figure 1 Options analysis summary 

For Horizon One, Option C: Partially implement is preferred – it 

provides the best mix of foundations and client value, including 

approximately $1.2 billion of monetisable benefits over 12 years 

through improved employment outcomes 

Undertaking all four service changes in Horizon One is important for the transformation 

and to deliver value to New Zealanders. On the basis of our analysis, we are 

recommending that Cabinet agree to and fund our proposed four service changes and 

continue the Programme as scoped in the Programme Business Case. These establish the 

foundations we need for MSD’s future as well as providing client and partner value in 

Horizon One. 

We have ensured that our preferred options for each service 

change have a clear line of sight back to our Programme 

objectives 

Each of the service changes for Horizon One have their own set of problems and 

investment objectives that map back to the problems and investment objectives 

identified in the Programme Business Case. 

We have therefore established a clear “line of sight” from what we are proposing in 

Horizon One back to what was agreed by Cabinet in the Programme Business Case and 

forward to the benefits we have identified. 
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COMMERCIAL CASE 

We engaged with the market through deep dives with vendors, 

strategic partner research, and desktop partner reports to 

understand what was available 

The market engagement has established the viability of the market, informed our 

planning for Horizon One and our cost estimates, and enabled us to better plan and 

target our procurement. 

We understand the services and products we need to procure and 

how we will procure them 

As we procure services, we will continue to retain accountability for Programme 

integration and service aggregation through supply partners. We will continue to use a 

variety of methods to engage with the market and are tailoring our procurement 

approach to a “tight” market. 

We understand the range of services we need for Horizon One. These are spread across 

design, product, and implementation/integration for the service changes and supporting 

work. We already have comprehensive supplier and panel arrangements in place to meet 

some of these service needs. 

Our procurement approaches draw on our procurement standards 

– these range from using existing MSD agreements through to a 

full approach to the open market 

We already have existing supplier arrangements and/or panels in place for all of the 

procurement required with the exception of Service Experience and Employment Service. 

We will go to open market for the services and products we need for these service 

changes. 
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For Service Experience and Employment Service, we will seek Transformation Partners 
who will recommend the appropriate products, source them, and implement them. 

Kotahitanga will use existing Transformation Partner and product arrangements for the 
Corporate Platform . 

Client Engagement Practice does not require any sign ificant procurement. 

The key services and products to be procured and the key dates are as follows . 

Table 3 Procurement summary 

Open market, two stage tender 

Seek Transformation 
Partner - Service 
Experience 

Partner recommends 
products needed for 
business capabilities and 
implements them 

• Digital client and staff 
experience 

• Personalised 
experiences 

• Relationship 
management & case 
manaQement 

• Process and workflow 
automation 

• Analytics 
• Low or no-code 

develo ment 

Seek Transformation 
Partner - Employment 
Service 
Partner recommends 
products needed for 
business capabilities and 
implements them 

• Digital employment 
(jobseekers, 
employers, partners) 

• Labour market 
information 

• Opportunity and skills 
matching 

None 

None 

No significant 
additional 
business 
capability 
procured 

Full procurement plans are currently being finalised 

Use existing 
arrangements 

Use existing 
Transformation 
Partner in 
p lace for MSD 
Corporate 
Platform 

Contract and 
partner 
management 
Use existing 
Corporate 
Platform 
systems 

Full procurement plans are currently being final ised and will be agreed and approved in 
by the end of May 2023. 

FINANCIAL CASE 

Funding of $183 million has been agreed in Budget 23 for the first 
two years of Horizon One13 

We have identified internal sources of funding we can reprioritise of up to $83 mill ion. 
This repriori t ised funding will come from savings from projects and maintenance that will 
not be required if the Programme proceeds, as well as savings from existing staff 
transferred to the Programme with no backfill . This reduces the net funding required for 
the first two years of Horizon One from $183 million to a net $ 100 mill ion for 2023/ 24 to 
2024/25. This is a significant contribution but is only possible if there is a commitment 
from government for MSD to transform. 

We have ensured that the scope of the service changes are consistent with the funding 
ava ilable. 

13 See CAB-23-MIN-0139 (Apri l 2023) . 
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The estimated total cash costs for the first two years of Horizon One are summarised in 

the following table. 

Table 4 Years one to two costs estimates (undiscounted cash, excluding 

contingencies) 

 

The impact of our Horizon One costing on the Programme costs 

are understood 

We have assessed the impact of Horizon One costs on overall Programme costs and the 

estimates in the Programme Case for the whole programme still stand. 
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MANAGEMENT CASE 

We have established a robust governance structure for the 

Programme integrated into MSD’s organisation-wide governance 

The Programme includes robust governance arrangements that reflect the scale and 

importance of the transformation. MSD’s Leadership Team governs the Programme 

through the dedicated Te Pae Tawhiti Transformation and Investment Committee, which 

has independent advisors. The Minister of Social Development and Employment and 

Minister of Finance will receive quarterly reports from the beginning of Horizon One and 

Cabinet will receive six-monthly reports. Regular reporting will ensure appropriate 

Ministerial oversight to support on time and on budget delivery. 

The role of Deputy Chief Executive Transformation has been established to recognise the 

importance of transformation to MSD’s future – this role is also assigned as Senior 

Responsible Officer for the Programme. Cross-agency forums are being established to 

support a joined-up approach for the Programme. 

We will deliver the Programme through MSD’s Integrated Work 

Programme 

The Programme will deliver transformation for our organisation, the partners we work 

with, the clients we serve and their whānau and communities, through delivering change 

that is integrated across the whole of MSD. 

We will continue to retain accountability for Programme integration and service 

aggregation through supply partners. Our MSD-wide delivery model uses agile 

approaches, but also incorporates aspects of other approaches when appropriate. We are 

establishing Centres of Excellence to support successful delivery. 

We have plans and schedules to successfully deliver the service 

changes and supporting work in Horizon One 

The focus of the first Horizon is to establish the key foundations for transformation and 

deliver initial value for New Zealanders. This will put in place key platforms and business 

capabilities and deliver improved services to initial cohorts of clients (students and 

jobseekers) and partners (social service providers and employers). 

We have identified the key milestones. We have a clear understanding of the resourcing 

we need during Horizon One – we will need to source approximately  

 resources for the period of Horizon One. Programme reporting will ensure 

Ministers and MSD officials are kept informed about delivery progress and key issues 

with the Programme. 
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Table 5 Key milestones for Horizon One 

.. ,,.. . 
li!', n •[...,.,., -~-

lii1,r: .• f[:.& 

Service Procurement completed 
Experience 

Planning and design pre-discovery completed 

Selected platform discovery and design completed 

Core platform, built, tested, integrated (which will 
continue to be built upon in later Horizons to include 
new MSD client cohorts) 

Students' platform, built, tested, integrated, deployed 

Change adoption completed for students 

Init ial core platform extension completed 

Employment Procurement completed 
Service 

Planning and design pre-discovery completed 

Selected platform discovery and design completed 

New Employment Ways of Working Operating model 
changes implemented 

Platform built, tested, integrated, deployed 

Init ial continuous extension completed 

Client Software enablers designed and piloted 
Engagement 

Core case management model designed Practice 
Implementation plann ing completed 

Design and prototyping for connecting to services and 
understanding needed completed 

Kotahitanga Commissioning operating model design completed 

Commissioning operating model implementation 
planning completed 

Foundational contracting, procurement and reporting 
systems planning, and design pre-discovery completed 

Foundational contracting, procurement and reporting 
systems bu ilt, tested, implemented, deployed 

Init ial foundational systems platform extension 
completed 

Funding and information design completed 

Funding and information tested and refined 

Funding and information implemented, and in it ial 
extension complete 

,s 9(2)(f)(iv} 
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31 March 2024 

30 September 2024 

31 March 2025 

30 June 2025 

30 September 2025 

30 June 2026 

31 December 2023 

31 December 2023 

30 June 2024 

30 June 2025 

30 June 2025 

30 June 2026 

30 June 2025 

30 September 2025 

30 June 2026 

30 June 2026 

30 September 2025 

30 June 2026 

30 June 2024 

30 September 2025 

30 June 2026 

30 June 2024 

31 December 2024 

30 June 2026 
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We know how we will manage the change 

Our change and engagement approaches reflect the size and complexity of the 

transformation we are planning, and we are using methods we know work. 

We know how we will manage co-existence 

Co-existence occurs when heritage and target state systems need to operate together to 

support the safe and uninterrupted delivery of services as the future state is 

incrementally established. We have a co-existence approach in place to manage the 

transitions needed while ensuring the continued operation of our business processes and 

will understand, plan, and manage the impacts of co-existence. 

We will actively manage our risks 

Risk management is an ongoing process over the life of the Programme. The 

Programme’s Risk and Issue Management Strategy provides tools to identify and 

manage risks and issues early, to minimise impacts to the successful delivery of the 

Programme. 

We have a comprehensive Benefits Realisation Management plan 

that describes how the service experience is improved in the first 

Horizon 

Our Benefits Realisation Management plan provides a framework to ensure benefits are 

derived from the Programme and the correct level of management is given to each 

benefit. We have a comprehensive set of Key Performance Indicators (KPIs) and targets. 

 

14 Ministry of Social Development, Social Sector Commissioning 2022–2028 Action Plan (MSD, 

2022), pp 25-27. https://msd.govt.nz/about-msd-and-our-work/publications-resources/planning-
strategy/social-sector-commissioning/index.html. [Accessed 24 May 2023] 
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We are actively seeking learnings from other organisations who 

have undertaken equivalent transformations, in New Zealand and 

internationally 

We have actively sought learnings from our strategic partners and from the work they 

have undertaken with major transformations around the globe. We continue to 

document lessons learned and apply them in the Programme. 

We understand our key risks, constraints, dependencies, and 

assumptions 

We continue to scan our environment to ensure that we understand the risks we face 

and how we can mitigate them. Currently we have identified the following key risks and 

have mitigations in place for them. 

• Change and co-existence management (high risk) 

• Engagement with key stakeholders (high risk) 

• Delivery management (very high risk) 

• Design of future services model (high risk) 

• Procurement of necessary products and services (high risk) 

• Managing policy and legal changes (high risk) 

• Achieving benefits (high risk). 

We have comprehensive assurance plans in place 

Our Assurance Plan details the quality assurance and quality control processes 

implemented to ensure the Programme outputs are fit for purpose, the governance and 

management aspects of the Programme are working appropriately, and the Programme 

stays on track to achieve its objectives. 

Our Plan has been further developed since its first iteration (as presented in the 

Programme Business Case). The plan aligns with the Digital Public Service’s principles of 

good assurance, expectations, and guidance for agile delivery, with assurance embedded 

throughout the Programme at multiple layers. Our assurance approach incorporates 

Agile practices for adaptability, independent quality assurance, and is risk- and 

outcomes-based. It informs key decisions for the Programme, and there are clear 

accountabilities for governance bodies. 
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We have assessed the Programme against our Delivery Confidence 

Framework – we are investment-ready now and on track to be 

implementation-ready for Budget 23 

A Gateway review in 

November 2022 

rated the 

Programme as 

Amber/Green – 

“Successful delivery 

appears probable 

however constant 

attention will be 

needed to ensure 

risks do not 

materialise into 

major issues 

threatening 

delivery”. This is 

consistent with our 

own delivery 

confidence 

assessment. 

We have 

implemented all the 

recommendations 

made by the 

Gateway review 

team in this 

business case and in the wider programme. The key recommendations were: 

• Making the rationale for the case more compelling, clarifying the options and how 

Horizon One will be delivered 

• Articulating the critical of commitment to full transformation 

• Creating an integrated work plan for Horizon One 

• Ensure the enterprise-wide prioritisation framework is applied across all MSD 

planning and governance. 

We have also started early collaborative testing of the future service model with staff 

client and partners including with Māori and Pacific groups. We have also established 

approaches to embed a te Ao Māori view into how the design of the programme to help 

ensure te reo, tikanga, and mātauranga Māori guides the transformation 
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The Strategic Case has remained constant, and has not changed since t he 2021 
Strategic Assessment outlined a case for change, which was confi rmed by Cabinet and 
reconfi rmed t hrough the Programme Business Case in May 2022. The social landscape 
for the welfare system is vastly different from when it was first establ ished in the mid
twentieth century. The needs and expect ations of New Zea landers are changing, and 

MSD must transform the way it operates so it can respond to these changes. 

Manaaki Tangata, Manaaki Whanau - We help 
New Zealanders to be safe, strong, and 
independent 

MSD works to contribute positively to the wellbeing of people 
today and into the future 

Helping people, whanau, families, and 
communit ies is at the centre of what we do. 

We seek to ach ieve three outcomes. 15 

Some key numbers 

Outcome 1: New Zealanders get the 
support they require 

We provide New Zealanders with all the 

services and support they are ent it led to and 
ensure they are confident they will get t he 
financia l and other support they need when 

they need it . 

Outcome 2: New Zealanders are resilient 
and live in inclusive and supportive 
communities 

We recognise the diversity of the people, 
whanau, and communities we serve, and we 
are committed to improving their wellbeing. 
We are improving New Zealanders' access to 

tools, skills, and resources, including financial 
literacy, to help them to respond better to the 
challenges in their lives. We support 
communit ies to be inclusive, supportive, and 
free from violence. We want people who have 

$40 billion 

$5 billion 

1.3 million 

1 million 

860,000 

340,000 

130,000 

110,000 

8,900 

2, 000 

160 

what we spent on 
meeting the needs of 
New Zealanders in 
2021/22 

the COVID-19 wage 
subsidies we managed 
in 2021/ 22 

people supported each 
week 

people contacting us for 
support each year 

superannuitants in June 
2022 

people being paid core 
benefits in November 
2022 

students receiving help 
from us between 
January and June 2022 

people we helped find 
work for in 2021/22 

staff 

partners 

offices L _______________ _ 

15 From Ministry of Social Development, Tauak1 Whakamaunga Atu Statement of Intent 2022-2026 
(MSD, September 2022) , 18. www.msd.govt.nz/documents/about- msd-and-our-work/publications-
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experienced harm, or do not feel safe, to know that help is available and to understand 

where they can get it. 

Outcome 3: New Zealanders participate positively in society and reach their 

potential 

We want to improve people’s readiness for and access to employment while recognising 

that people also participate through volunteering or caring for whānau and families. We 

engage with people, families, whānau, and communities to understand their aspirations 

and what is important to them, including their situation, culture, and values. We help to 

connect people with opportunities to realise their goals, reach their potential and grow, 

and participate positively in society. 

Our role in employment is especially important in this business 

case 

Cabinet agreed in 2022 that MSD’s employment service role is to “… help people at risk 

of poor labour market outcomes to prepare for, find and retain suitable employment to 

improve long-term wellbeing.”16 Those at risk of poor labour market outcomes in New 

Zealand include those with low skill levels in relation to current labour market needs, 

Māori, Pacific peoples, young people, and disabled people. Priority groups sit inside and 

outside the welfare system. 

Public employment services worldwide promote equity for those participating in labour 

markets by targeting those at risk of poor labour market outcomes and helping them to 

find sustainable employment.17 Public employment services can add significant value by 

providing the needs-based support, advice, and upskilling required by many people at 

risk of poor labour market outcomes to achieve sustainable employment. MSD plays a 

key role in providing public employment services in New Zealand, supporting people to 

obtain and maintain employment. 

We will not achieve these outcomes for New Zealanders by 

ourselves 

More than one million people contact us directly each year. Some require financial 

support to alleviate poverty and hardship, while others seek services to help re-enter the 

workforce. They may be a disabled person seeking temporary or permanent assistance 

to lead an independent life, a family dealing with interpersonal violence, a person 

needing a safe, warm, and dry home, a student seeking support, a parent needing help 

with the costs of childcare, or an older New Zealander applying for superannuation. 

Our mahi is not done alone. We partner with many different agencies, organisations, and 

community groups who have the trusted relationships, networks and expertise, including 

 

resources/corporate/statement-of-intent/2022/statement-of-intent-2022-2026.pdf [Accessed 28 

September 2022]www.msd.govt.nz/documents/about-msd-and-our-work/publications-
resources/corporate/statement-of-intent/2022/statement-of-intent-2022-2026.pdf [Accessed 28 
September 2022] 
16 See SWC-22-MIN-0091 (May 2022). 
17 See World Bank, Public Employment Services: Functions and Innovations – World Bank Policy 
Primer 30132 (World Bank September 2003), 4. 

documents1.worldbank.org/curated/en/859831468779447415/pdf/301320EPPN0no1030Public0em
ployment.pdf [Accessed 1 February 2023] 
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cultural expertise, to make a lasting difference in people’s lives. These partnerships 

include: 

• Māori-Crown partnerships – e.g. Social Accords and other Te Tiriti o Waitangi 

relationship agreements 

• partnering for delivery of services and support – e.g. partnering with NGOs, Iwi 

and hapū to fund Community Connectors 

• partnering for social connection and wellbeing – e.g. relationships with peak 

bodies or advocacy groups 

• commercial partnerships – e.g. financial, technology or research partners. 

This work requires a shared effort, connection and collaboration with the wider social 

sector, other government agencies, non-government organisations, Māori, iwi, hapū, 

employers, advisory and industry groups, communities, whānau, and families. 

Through our ongoing investment in Māori-Crown partnerships we actively support the 

long-term social, cultural and economic development objectives of iwi, hapū and 

whānau. We support the Crown’s commitments as a Te Tiriti o Waitangi partner and seek 

to enable Māori, iwi, hapū, whānau and communities to realise their own potential and 

aspirations. 

Our strategic direction is clearly set out in Te Pae Tawhiti – Our 

Future 

Te Pae Tawhiti – Our Future describes the three shifts we are making across our 

organisation.18 

• Mana manaaki – a positive experience every time – working towards a service 

model that puts clients and whānau at the centre of everything we do. 

• Kotahitanga: Effective partnering and commissioning – designing a system that 

gives our partners the information and support they need to deliver better 

outcomes for whānau and communities. 

• Kia takatū tātou – supporting long-term social and economic development – 

building a sustainable and resilient welfare system; working with people and 

whānau earlier so they can achieve and sustain their goals. 

Te Pae Tata – Te Rautaki Māori me te Mahere Mahi shows how we 

will work with Māori to achieve better outcomes for Māori 

MSD is committed to supporting the Crown in its commitments as a Te Tiriti o Waitangi 

partner. Te Pae Tata: Te Rautaki Māori me te Mahere Mahi – our Māori strategy and 

action plan – sets out how we will work with Māori to achieve better outcomes 

specifically for Māori.19 It seeks to empower Māori to be self-determining. Embedding a 

Māori world view throughout our organisation will help us think differently about the way 

we work with Māori. We want all our people to have the capability to do their best for 

individuals, whānau, hapū, and iwi, no matter where or how they connect with us. 

 

18 See Ministry of Social Development, Statement of Intent, 21-23. 
19 See Ministry of Social Development, Statement of Intent, 24-25. 
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Pacific Prosperity – Our People, Our Solutions, Our Future shows 

how we will work with Pacific people to achieve better outcomes 

Pacific Prosperity: Our People, Our Solutions, Our Future – is our strategy and action 

plan for achieving positive outcomes for Pacific people.20 It places Pacific people, 

families, and communities at the heart of our service development, thinking, and 

decision-making. 

Te Pae Tawhiti – Our Future is supported by a range of other 

strategies that help us manage our organisation effectively 

Our People Strategy – He Korowai Manaaki sets out the people-related actions we will 

carry out to achieve our key organisational strategies. It will help us build the active 

support of our staff for the three shifts set out in Te Pae Tawhiti – Our Future. 

We have in place a refreshed Technology Strategy – Tā Te Manatū Whakahiato Ora 

Rautaki Hangarau designed to support Te Pae Tawhiti – Our Future and the All-of-

Government Strategy for a Digital Public Service – Rautaki mō tētahi Rāngai 

Kāwanatanga Matihiko. This will help ensure that the Programme delivers a modern, 

flexible, resilient, and sustainable technology infrastructure that actively enables the 

unified partner ecosystem which will underpin the future of digital government and New 

Zealand public services. 

Alongside our Technology Strategy, our Information, Data and Analytics Strategy, and 

our Partnering Strategy, describe how we intend to shift our practice in these areas to 

support the delivery of Te Pae Tawhiti – Our Future. 

  

 

20 See Ministry of Social Development, Statement of Intent, 26-27. 
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We face significant barriers to delivering a 

service that meets the needs of New Zealanders 

and supports government aspirations for change 

The Government is committed to changing the welfare system 

As part of its commitment to change, the Government has endorsed a future state for 

the welfare system that: 

• is underpinned by values relevant for New Zealand 

• supports individuals, families, and whānau to thrive 

• adequately supports employment and training 

• recognises the value of unpaid work (such as caring and volunteering) 

• takes a whole-of-community approach to working with partners.21 

Cabinet has also confirmed the role and direction of MSD's employment services in 

helping people at risk of poor outcomes prepare for, find, and retain suitable 

employment to improve long-term wellbeing. The policy intent includes supporting an 

equitable and well-functioning labour market, supporting good employment outcomes for 

Māori, and providing proactive support to help people into sustainable and meaningful 

employment opportunities.22 This will require a wider focus on wellbeing and the 

sustainability and relevance of the employment options provided. 

The Government has acknowledged that MSD’s systems and processes are constraining 

its ability to deliver its vision for welfare overhaul.23 

However, we face major barriers to providing services to our 

clients and delivering against government priorities 

Since 2018, we have engaged with a wide range of internal and external stakeholders in 

facilitated workshops to help identify the challenges, potential benefits, and vision for 

delivering to Te Pae Tawhiti – Our Future. This engagement identified several evidence-

based drivers for change to our organisation and how we deliver services. 

There is continuing inequity in client outcomes, especially for Māori and Pacific 

people 

Māori and Pacific people are accessing welfare services at a disproportionate rate to the 

whole population. Also, MSD’s service approach needs to be more tailored to the cultural 

context of Māori and Pacific people. 

 

 

21 SWC-19-MIN-0168 (11 November 2019), para 4. 
22 See SWC-22-MIN-0091 (March 2022). 
23 See GOV-21-MIN-0039 (November 2021). 
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Consultation feedback provided t o MSD indicates that " ... t he welfare system is 

belittling of the mana and integrity of [Maori] people - kuia, kaumatua, tamariki, 
mokopuna. "24 A 2018 te ao Maori survey responded to by 2,200 MSD employees noted 

that: 

• 80% of employees agreed or strongly agreed that Maori culture and values are 
relevant to our work here at MSD 

• 40% of employees believe that MSD does not embrace or nurture Maori culture 
• our effectiveness at engaging with Maor i was consistently rated as low.25 

Client needs are becoming more complex 

There is a persistent, increasing group of people with multiple needs. These include 
chronic and co-morbid health cond itions (particularly mental health and addiction 

challenges), physical impairments, generational welfare dependency, and children 
growing up in poverty and housing instability, including homelessness. These needs are 
in addition to the need for financia l support and employment. Also, this population group 
often sits within a background of previous traumatic childhood or life experiences lead ing 
to a mistrust of external agencies and a need for a responsive, person-centred system 

that acknowledges and caters for these impacts. 

Historical data suggests t hat the number of people exiting into employment and the 
number in sustained employment has reduced since 2017. While MSD is only one of the 
actors in influencing labour markets, we are clearly at the limits of our current 
processes, systems, and practices. 

At least 62% of all people on a main benefit have accessed a mental health service in 
the last three years. This is significantly higher than the rate for the total population. 

Those people who have accessed a mental health service in the last three years are 
less likely to exit t he benefit system and to remain off benefit after exit. 

There is as growing risk of service failure that cannot be mitigated without 
major investment in our technology 

There is a growing service fai lure risk due to MSD's ageing and end-of-l ife systems. 

These systems are difficult and expensive to maintain, and to protect from emerging 
th reats to system and data security. 

24 Comments made at Provider Forum, Kaitaia. Documented in Welfare Expert Advisory Group, 
2019, Whakamana Tangata: Restoring dignity to social security in New Zealand (Crown Copyright, 
February 2019 ), 31. www.weag.govt.nz/assets/documents/WEAG-report/aed960c3ce/WEAG
Report. pdf [Accessed 31 October 2022] www.weag.govt.nz/assets/documents/WEAG
report/aed960c3ce/WEAG-Report.pdf [Accessed 31 October 2022] 
25 Sourced from 2018 interna l survey. 
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The MSD technology environment consists of over 75 core applications providing over 

380 technology services - some are over 30 years old. 

A survey of our core IT assets was completed in November 2022. Of the 86 
applications surveyed, 33 (38%) had an overall risk rating of very high or high, 25 
(29%) had an overall risk rating of medium, nine (10%) had an overall risk rating of 
low, and 19 (22%) had an overall risk rating of very low. 26 

We are not meeting client expectations 

Despite our best efforts, our systems and processes make it too hard for people to 
access the support to which they are entitled. Also, over time people's expectations 
around how they interact with and receive services from the Government has changed. 
MSD does not have fit-for-purpose on line services to allow people to choose how they 

interact, and specifically for those who only want to interact on line. 

For the 2021/22 year, the end-to-end time for clients to access financial benefits from 
their first contact was 20.8 days. There has been a deterioration of 1-2% over the last 

three years. While this metric has a natural limit because of the time taken for clients 
to gather necessary data, it is still a significant distance from our best weekly 

performance in the last three years of 12.3 days. We clearly need to do better. 

We struggle to provide our clients with Full and Correct Entitlement (FACE) with pilot 
surveys and analysis indicating that this level could be as low as 47% . 27 

Our clients continue to incur overpayment debt at the rate of $230 million per 
annum. 28 

Our ability to implement policy rapidly is falling as our processes and 
technology become more complex and inflexible 

MSD will continue to be required to implement legislative and pol icy change. Our 
policies, processes, and technology make this extremely complex and expensive. 

Recent policy changes have needed disproportionately large amounts of resource and 

time to implement. 

The 2012-2013 welfare reform initiative was delivered over three phases taking 24 
months, costing $50.9 million with approximately 615-715 FTEs involved. 

The 2018-2019 family incomes package initiative took 26 months to deliver, costing 

$8.2 million with approximately 221-231 FTEs involved. 

26 See Ministry of Social Development, Technology Asset Management Quarterly Report (MSD, 
November 2022). 
27 Metric sourced from initial pilot work as this Business Case was being finalised. 
28 Metric sourced as part of work to develop cost-benefit model for this business case. 
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Changing New Zealand demographics are affecting the services we need to 
provide and how we need to respond - and we are less able to make these 
changes 

There will be a significant increase in et hnic diversity as well as an increase in the 
proportion of older people and disabled people in the population . Fami ly structures will 

continue t o change and become more d iverse, and MSD's services will need to be 
tailored to increasingly varied circumstances. 

The total Maori populat ion is expect ed to increase to 1.16 mi llion in 2038, a 68% 

increase from 2013. By 2038, t he proportion of Maor i youth will have increased by 
20% compared to today. 29 

The total population of Pacific people is estimat ed to increase to 480,000 by 2026 and 

to 650,000 by 2038.30 

The total population of I ndian and Chinese New Zea landers is expect ed to increase t o 
1.38 mil lion in 2038 from 0.54 million in 2013.31 

At t he end of 2016, 711,200 people were aged 65 years or over. By 2036, it is 
projected that around 1.26 million people wi ll be aged 65 years or over. This 
represents a 77% increase in the number of people aged 65 years or over between 

2016 and 2036.32 

The changing New Zealand labour market will disproportionately affect our 
clients - we will need to be proactive, especially with those at risk of poor 
labour market outcomes 

Technological change, cl imat e change, recessions and other large-scale changes will 

continue to shape the amount and type of work avai lable. The pace and scale of change 
is uncertain. The impacts are likely to be uneven, with low and semi-skilled workers and 
some industries and communit ies more negatively impacted than others, wh ich will likely 
result in a greater impact on Maori and Pacific people. 

29 Statistics New Zealand, National Ethnic Population Projections: 2013(base)-2038(update) ( 18 
May 2017). 
harchive.stats.govt.nz/browse for stats/population/estimates and projections/Nationa lEthn icPop 
ulationProjections HOTP2013-2038.aspx [Accessed 20 April 2022] 
archive.stats .govt.nz/browse for stats/population/estimates and projections/Nationa lEthn icPopul 
ationProjections HOTP2013-2038.aspx [Accessed 20 April 2022] 
30 Statistics New Zealand, National Ethnic Population Projections : 2013(base)-2038(update) ( 18 
May 2017). 
31 Statistics New Zealand, National Et hnic Population Projections : 2013(base)-2038(update) ( 18 
May 2017). 
32 Super Sen iors, Our ageing population (nd) . www.superseniors.msd.govt.nz/about
superseniors/media/key-statistics.html [Accessed 20 April 2020] 
www.superseniors.msd.govt.nz/about-superseniors/media/key-statistics.htm l [Accessed 20 April 
2020] 
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Treasury estimates that up to 21 % of New Zea land's current jobs wi ll be automated by 

2030. 33 Unemployed New Zealanders w ill require more assistance from us to reski ll 
and move into different j obs. 

Maori and Pacific people are over-represent ed in this proportion of the workforce, wit h 
57% of Maori and 65% of Pacific people in low or semi-ski lled jobs.34 

Certain New Zea land regions are also over- represented, due to the lack of alternative 
employment in those areas. 

These barriers are creating three key problems for us that are 
increasingly hindering us from providing acceptable levels of 
service and continuing to meet government expectations 

The Strategic Assessment and Programme Business Case presented to Cabinet identified 
three key problems we must solve. These problems remain : 

• Problem 1: Client outcomes - our fragmented, transactionally focused service 

approach will not meet the future needs and expectations of New Zealanders. 
• Problem 2: Client experience - our current service model can make it difficult for 

clients to get help, which could resu lt in harm and exacerbate hardship. 

• Problem 3: Risk of service failure - the high and increasing likelihood of service and 
payment fai lure r isks serious harm to cl ients, partners, and New Zealand. 

These problems are also hindering us from achieving our strategic sh ifts and 
implementing our action plans in Te Pae Tata and Pacific Prosperity. 

33 Proactive release by Treasury in April 2019 of document: McKinsey & Company, Future of Work 
Tripartite Forum: Evidence base of the future of work (Auckland, 2019), 3. 
treasury.govt. nz/sites/defau lt/files/2019-04/fowtf-evidence-base-4080406. PDF [Accessed 18 
February 2022] treasury. govt. nz/sites/defau lt/fi les/2019-04/fowtf-evidence-base-4080406. PDF 
[Accessed 18 February 2022] 
34 Ministry of Business, I nnovation and Employment, Maori in the Labour Market (New Zealand 
Government, September 2017), page 12. www.mbie.govt.nz/assets/c71b557b32/2017-
monitoring-report-maori-in-the-labour-market.pdf [Accessed 18 February 2022] 
www. m bie .govt. nz/assets/ c71b557b32/2017- mon itoring-report-maori- in-the-la bou r-market. pdf 
[Accessed 18 February 2022] 
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Our strategic response – we will significantly 

improve service experience and outcomes for 

clients through a transformed Future Service 

Model supported by modernised technology, 

redesigned business processes, and increased 

staff capability 

A transformed Future Service Model… 

To improve client outcomes and client experience we must have a transformed service 

model. Our current service model is not fit for purpose. 

Our current service model and underpinning systems are a product of many years of 

incremental change. New Zealanders expect government services that are responsive, 

mana-enhancing, and tailored to their needs, but our current service model struggles to 

operate this way. We struggle to provide services that are: 

• Clear and transparent – consistent, correct, and complete information is often 

unavailable. 

• Quick and easy – we have poor online channel communication, poor call back 

process, and poor processes to manage the work that is handed-off. 

• Responsive and timely – turnaround, process or wait times are not always very 

fast. 

• Empathetic and personalised – we do not always make it easy for people, or use 

warmth and a personalised approach when they ask us for help. 

• Proactive and full – our often-fragmented service approach will not meet the 

future needs and expectations of New Zealanders. 

We must move our thinking from a transactional benefits payment mentality to a 

person-centric approach in all that we do, changing the experiences people have with us 

and the way we support them to meet their needs. We need to infuse this change 

through our interactions with clients, whānau, hapū, iwi, communities, and our partners. 

Without significant change we cannot effectively deliver quality services that meet the 

diverse range of client needs – especially for Māori and Pacific people. 

We are working on a new approach to delivering MSD services, that will better meet the 

needs of New Zealanders. It will involve significant changes to underlying systems, 

simpler processes, and redesigned services that put people, families and community 

first. We have called this our Future Service Model. There are five core components of 

our developing Future Service Model: 

• Respond early 

• Understand needs 

• Connect to services 
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• Deliver services 

• Sustain outcomes. 

Through this model we will be able 

to provide people with services 

they can trust to help them 

become safe, strong and 

independent. 

All of our clients have different 

needs and abilities that evolve over 

time. How we organise ourselves to 

respond effectively to our clients 

requires agility. That way our 

people can support clients as they 

seamlessly transition between 

service tiers when appropriate. 

One-size does not fit all. Some people do not need high-intensity support and can do the 

things they need to do online or with the quick and easy assistance of one of our staff 

members. 

Our Future Service Model will transform the experiences people have when receiving 

MSD services and products. While the services we deliver will not change, the way that 

MSD delivers these services and the increased focus on the digitisation of channels will 

be key shifts. 

We will support 

improved equity of 

outcomes, 

especially for Māori 

and Pacific people. 

We will also partner 

with others to 

deliver better 

outcomes for 

disabled people and 

for diverse populations and communities (such as refugee and migrant groups). Our 

benefits realisation strategy will specifically measure that impact of the Programme on 

improved equity for Māori and Pacific people. 

…supported by transformed business processes… 

Our Future Service Model must be supported by transformed business processes if it is 

to meet its objectives. 

We operate with a complex and extensive set of processes, business rules, and 

operational policies, with sometimes incomplete and inconsistent approaches. Our 

current business processes have developed over time to meet changing services, 

products and legislation and the needs of clients and government priorities. Years of 

incremental changes have resulted in our business processes becoming extremely 

complicated, fragmented, and difficult to change. Processes have been developed in 
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isolation without coordinated design and without considering the impact on other 

processes, systems, or channels. 

This has created the following: 

• Our clients face difficult, repetitive, and time-consuming processes to get the 

support they need – even seniors and students with relatively straightforward 

needs. 

• Clients that want to self-manage face fragmented processes and digital services 

which are time-consuming and challenging to navigate. Clients often have to shift 

channels, repeating information many times. 

• Clients have difficulty understanding their entitlements, eligibility, and 

obligations. Some clients do not receive full and correct entitlement and lack 

confidence in entitlement and payment accuracy. 

• Staff spend significant amounts of time navigating our processes and accessing 

multiple systems. This leads to substantial delays and rework, limiting their ability 

to recognise our clients and understand them and their needs. Clients are 

required to repeat information many times adding to frustrations and delay. 

Errors made result in inevitable rework. 

• Our staff are not able to spend as much time supporting clients as their time is 

taken up processing applications for income support. 

• Processes, business rules, and operational policy information are stored in 

different places with duplication and inconsistencies. 

• We have an unknown number of process variations across offices and regions. 

The Future Service Model will be supported by transformed business processes that are 

based on human-centred process design, digitally enabled and accessible to those with a 

wide range of abilities. Our processes will consider the full end-to-end view of each client 

and ensure their specific needs can be met. 

…underpinned with transformed, modernised systems… 

Our technology systems significantly constrain how we can change our service model 

and undertake the level of transformation required. We have already invested significant 

amounts in keeping the systems operational, but this investment has only addressed the 

most at-risk system at each point in time. It has not achieved improved client outcomes. 

To support a transformed Future Service Model, we must have transformed and 

modernised systems. If we have transformed and modernised systems, we will also 

address the key problem of the risk of service failure. 

…that will reduce manual workarounds and rework through errors 

to give our staff more time to work with clients… 

Our systems require our staff to perform many error-prone, manual steps and 

workarounds to address gaps in what our technology currently does. This takes staff 

time away from directly helping our clients as well as creating errors that then need to 

be fixed later – typically taking more time to resolve than it would have taken to get 

them right first time (this work is typically referred to as “failure demand”). 

Modern transformed systems will remove the requirement for these slow, error-prone 

manual workarounds, support our staff to make better decisions, and significantly reduce 
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the errors when our staff implement these decisions. All this will give our staff more time 

with clients so we can improve their life outcomes. 

…delivered through an MSD-wide, enterprise transformation 

programme… 

Delivering transformed business processes underpinned by transformed, modernised 

systems will require a major change programme that addresses change at all the levels 

needed – service model, staff capability, business processes, and systems. 

…uplifting our staff capability and cultural competence so that 

they can work effectively in this new environment… 

New ways of working will better serve New Zealanders, and support Māori and Pacific 

people to feel safe, respected, and empowered when engaging with social services. 

The key shifts we are seeking for our workforce are: 

• Moving away from a workforce that has been operating with constraining systems 

and processes towards one that is digitally and culturally enabled to focus on the 

needs of clients, whānau, and community outcomes. 

• Improving how we work with partners to achieve community and whānau 

aspirations. 

These shifts will increase our capability and enable our people to deliver on the three 

strategic shifts of Te Pae Tawhiti – Our Future. 

…consistently supporting the Crown in its Te Tiriti obligations and 

incorporating a te ao Māori view… 

MSD is committed to supporting the Crown in its Te Tiriti o Waitangi obligations. Every 

system, process, and practice we design as part of our Blueprint must reflect this. 

One of our foundational requirements for client experience is engagement through a te 

ao Māori view. An example of the implications of this is that all processes must consider 

a te ao Māori perspective from the outset. 

As we embark on transformation we will support the Crown’s commitments as a Te Tiriti 

o Waitangi partner within the day-to-day operations of the Programme and support 

whānau, hapū and iwi. We will incorporate a te ao Māori view into our approaches, 

outputs, and outcomes. 

…so we can deliver the outcomes government and New 

Zealanders need from us 

Our transformation will result in: 

• New Zealanders getting the support they’re entitled to, every time 

• Well-designed and intuitive systems and processes that make it easy for everyone 

to do the right thing, reducing debt and hardship 

• Joined-up support for training and employment helping more New Zealanders into 

sustainable work 

• Flexibility and agility to respond to unexpected events, government priorities and 

the changing needs of New Zealanders in the future 
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• Better long-term outcomes for all as we work in partnership, including improved 

equity of outcomes for Māori as tangata whenua, and for Pacific people and other 

priority groups. 

We have clear investment objectives for the changes we need to 

make 

Our objectives for the investment we seek are as follows: 

1. Integrated services – develop and deliver effective, targeted, tailored, and integrated 

services in income support, employment, and housing, to support the diverse and 

multiple needs of clients, whānau, and communities. 

2. Strengthened partnerships – build and strengthen partnerships with whānau, hapū, 

iwi, and communities by working differently and supporting them to achieve their 

wellbeing aspirations. 

3. Easier access to services – enable easier access to services and information for 

clients, whānau, partners, and staff. 

4. Modernised technology – modernise our core technology systems to address: 

a. Risk – minimise the risk of sustained system outages and intermittent system 

failure. 

b. Agility – improve agility so policy and change can be implemented in an 

efficient and cost-effective manner. 

c. Information – increase the responsible use of information and intelligence to 

improve the delivery of services to better meet client need. 

Achieving these investment objectives will set MSD up for the future and enable us to 

respond rapidly to change, whether in our wider environment or government policy 

changes. 

Further details about these overarching objectives for our transformation can be found in 

the Programme Business Case. 

Some policy and legislative change may be required to support the 

Programme – we have started our analysis 

Our Blueprint includes Policy, Integrity, and Legal considerations. We expect that some 

policy and legislative change may be required to support the programme. This is about 

enabling the programme benefits, and not about changes to what or who MSD support. 

We have identified several critical areas including: 

• 

• 
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There may be other matters that arise as Horizon one progresses which may require 

either policy and legal advice on the suitability of current settings, or new work to enable 

the desired changes. 

We plan to report to the Minister on our findings. 

We are developing a comprehensive view of our transformed 

future state in an organisational Blueprint 

More information regarding this blueprint can be found in APPENDIX A. 
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We propose that the service transformation take 

place over three “Horizons” addressing change in 

terms of Service Experience, Employment 

Service, Client Engagement Practice, and 

Kotahitanga 

Our transformation can be seen as MSD’s voyage to Te Pae Tawhiti, our future 

destination. Te Pae Tawhiti Programme is our plan to get there. Te Terenga – the voyage 

– will take multiple years, so propose to achieve this over three Horizons of work. 

Our Programme Business Case identified 23 service changes over five Horizons. Since 

then, our knowledge has improved through market engagement, lessons from other 

organisations undergoing transformation, and continued development of our Blueprints 

and plans. We are therefore now describing the proposed Programme by service changes 

across four categories over three Horizons: 

1. Service Experience – new systems platform, client experience, business 

capabilities, and processes – this primarily maps to our work with clients. 

2. Client Engagement Practice – a best-practice model for all client-facing roles, 

implemented through a tiered service model – this primarily maps to the way 

work is undertaken by our staff as they engage with our clients. 

3. Kotahitanga – new operating model and systems (using new MSD Corporate 

Platform) to improve partner experience and achieve better outcomes for 

individuals, whānau and communities – this primarily maps to the work we do 

with our partners. 

4. Employment Service – new digital platform and strengthened service model for 

jobseekers, employers, and training providers – this primarily maps to the work 

we do with employers to help jobseekers find sustainable employment. 

This is illustrated in the refined roadmap diagram below. 

 

Figure 2 Refined roadmap 
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The service changes that have been identified are at the core of the Ministry’s business, 

will deliver value to those we serve, and will deliver to the benefits described. They cover 

the full scope of MSD’s transformation programme. In Horizon One, the Programme will 

establish the key foundations for what will determine the Future Service Model. These 

foundations are critical to support the redesign of services and products that will enable 

MSD to support a number of government priorities, such as reducing the impact of debt 

to government and implementing the relational approach to commissioning. 

A mapping of the new roadmap to that outlined in the Programme Business Case can be 

found in APPENDIX B. 

We will start transforming thee experience for clients, whānau, 

communities and MSD’s partners in Horizon One 

In Horizon One, 130,000 students will have a modern, easy-to-use online experience 

that can be implemented for working-age clients in Horizon Two, and seniors in the 

following phase. Students will have an improved experience for applications and 

accurate, up-to-date online information on progress. Students will see reduced time to 

access support. 

MSD will be enabled to better support those at risk of poor labour market outcomes. 

Jobseekers will have greater awareness of and access to jobs, support and training 

opportunities in their local area, including through proactive digital contact. They will be 

matched to and notified of suitable jobs based on their individual circumstances and 

skills, be able to apply for opportunities online at any time, check on the status of their 

applications in real time, and generate a CV themselves using the information already in 

their profile. 

For those external groups and organisations that MSD partners with, there will be a 

clearer and more transparent approach to funding, focused on shared outcomes and it 

will be easier to work with MSD with simpler, more efficient partnering and 

commissioning and reporting processes. Clients, whānau, and communities will benefit 

from improved access to appropriate support from more effective commissioning 

between MSD and service providers. 

Clients will begin to experience the new client engagement practice, that is, the 

behaviours and approaches MSD staff use when they work with clients to access support. 

The practice will help bring consistency to how MSD staff show manaaki to clients and 

ensure clients can access all the support they need. In Horizon One, the combination of 

this and Service Experience will bring improved access to and experience of MSD’s 

services. 

The Programme will create space for MSD employment staff with them spending less 

time on manual administrative tasks. This will increase their ability to direct more focus 

and support towards clients who need it the most. 

Delivering on all these things will support greater equity of outcomes. They will also 

improve equity by improving access to more culturally appropriate services for Māori and 

Pacific people. In particular, Service Experience and Employment Service will enable the 

Ministry to connect and interface with these groups, supporting better outcomes for 

Māori and Pacific people.  
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We are growing in our understanding of how to 

incorporate a te ao Māori view in a transformed 

Future Service Model and deliver our services to 

be more responsive to Māori 

We are committed to supporting the Crown’s commitment as a 

Tiriti o Waitangi partner 

This is reflected in Te Pae Tata, our Māori strategy and action plan, which helps guide 

our approach to delivering better outcomes for Māori. Through the development of Te 

Pae Tata, whānau Māori and Māori providers highlighted the importance of 

acknowledging Te Tiriti o Waitangi. We were also told that upholding the principles of Te 

Tiriti will support us to deliver better outcomes for Māori. 

MSD supports the Crown as a Tiriti partner in its relationships with Māori through 

developing the capability of our people to engage with Māori and understand their 

aspirations and perspectives, reflecting section 14 of the Public Service Act 2020. 

We will continue to embed a te ao Māori view into how we deliver 

our services 

We will give expression to te ao Māori and supporting the aspirations of whānau, hapū, 

iwi, and hapori Māori – te hira o te tangata, te ora o te whānau. 

In 2020, Ngā Mātanga Māori was established to develop a Māori Values Framework 

(Framework). This was in response to recommendation 1 of the Welfare Expert Advisory 

Group’s 2019 report, supporting the Government’s commitment to reset the foundation 

of the welfare system. The Framework was delivered in October 2021 and consists of 

three primary values: Manaakitanga, Whakawhanaungatanga, and Tiakitanga. The 

implementation of these values is guided by the tikanga of pono, tika me te aroha. 

Giving effect to the Framework in the welfare system provides an opportunity to improve 

and help ensure that our system better reflects considerations of te ao Māori and tikanga 

Māori. The Framework aligns with existing government frameworks (such as Treasury’s 

He Ara Waiora and the Whānau Ora outcomes framework) and has received support 

from a range of stakeholders and partners, including government agencies and the 

National Iwi Chairs Forum. The Framework is illustrated in the following diagram. 
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Figure 3 Māori Values Framework 

The Programme will lead the first stage of implementation of the 

Framework across MSD, supported by an Equity Team 

The Framework aligns strongly with strategies and actions plans already underway at 

MSD (such as Te Pae Tawhiti – Our Future, Te Pae Tata, Pacific Prosperity) and MSD’s 

organisational values. These strategies and action plans articulate that MSD will build 

relationships and treat people with dignity, uphold their mana, and act in a way that is 

just and compassionate. As such, we are able to build upon the work already being done 

at MSD to help embed the Framework developed by Ngā Mātanga Māori. 

There is also strong alignment between the Framework and the objectives of the 

Programme. Through the Programme, multiple areas of MSD will start to use the 

Framework in the development of their work as part of Horizon One. 

The Programme is growing in its understanding of how to incorporate a te ao Māori view 

and deliver MSD services that are more responsive to Māori. An Equity Team has been 

established, with Te Tiriti o Waitangi as its foundation. This team will help support the 

Programme to better deliver for Māori, iwi, hapū and whānau. This team will also provide 

a range of advice to the overall Programme on equity issues, including those arising out 

of Te Tiriti o Waitangi, and progress the objectives set out in Te Pae Tata, Pacific 

Prosperity, and other key strategies. 

The Equity Team (supported by the wider MSD) will provide kaitiakitanga (stewardship) 

of the Framework during stage one of the implementation plan. The team will be able to 

provide advice to help apply the Framework from a te ao Māori perspective that aligns 

with the Programme narrative. 
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The proposed narrative is Te Whakatere ki Te Pae Tawhiti, our 

voyage towards Te Pae Tawhiti 

Our MSD values, Te Tiriti o Waitangi and the Framework are anchored within Te 

Mātāuru, the tides that carry the Programme towards its destination – Te Pae Tawhiti. 

This destination recognises the three strategic shifts as articulated in Te Pae Tata, Pacific 

Prosperity, and Te Pae Tawhiti – Our Future. 

This highlights that what is within Te Mātāuru is enduring no matter where our 

destination is heading. Both the destination and the tides influence Te Terenga, the 

Programme’s journey and the activity needed to reach Te Pae Tawhiti. 

This is illustrated in the following diagram. 

 

Figure 4 Te Pae Tawhiti Programme narrative 

We are developing practical ways to make Te Tiriti o Waitangi real 

in the Programme 

We have a draft Te Tiriti o Waitangi Playbook that informs how we can support the 

Crown as a Te Tiriti o Waitangi partner. It provides practical advice tailored to the 

differing roles that people will have in the Programme. 
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We will continue to seek to work with Māori on how to embed a te 

ao Māori view and better deliver to Māori 

Our Programme governance includes the Māori Reference Group, an external advisory 

group that supports the Chief Executive and Leadership Team. It provides feedback and 

advice to guide our approach and ensure alignment with Te Pae Tata. The Māori 

Reference Group has been actively engaged in the design phase to ensure the 

Programme’s planned service changes and initiatives deliver positive outcomes for Māori. 

Our engagement strategy supports the involvement of our Māori/iwi partners and fosters 

opportunities to embed a te ao Māori view throughout the Programme. The Māori 

Reference Group will continue to provide guidance on how to incorporate a te ao Māori 

view and improve equity for Māori. Iwi and Māori perspectives are also sought through 

wider engagement with groups such as Pou Tangata and Ngā Mātanga Māori. Our 

Māori/iwi partners have also been involved in the high-level design of our Future Service 

Model. Targeted engagement with partners will continue as we move into detailed 

design. 
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We are ensuring alignment with wider 

government initiatives and cross-government 

collaboration 

MSD must deliver on cross-government strategies and action 

plans 

There are many cross-government strategies and action plans to improve outcomes for 

Māori, Pacific people, seniors, youth, disabled people, carers, women, and families and 

whānau. These include Te Aorerekura – National Strategy to Eliminate Family Violence 

and Sexual Violence, the Child and Youth Wellbeing Strategy, the New Zealand 

Employment Strategy, Enabling Good Lives, the All-of-Government Pacific Wellbeing 

Strategy, Te Mahere Whai Mahi Māori – the Māori Employment Action Plan, Pasefika 

Proud, Every Life Matters – He Tapu te Oranga o ia Tangata: Suicide Prevention Strategy 

2019–2029 and Suicide Prevention Action Plan 2019–2024, and Kia Manawanui 

Aotearoa: Long-term pathway to mental wellbeing. 

We are responding to the Government’s expectations around: 

• strengthening the Māori Crown relationship 

• delivering on the All-of-Government Strategy for a Digital Public Service – Rautaki 

mō tētahi Rāngai Kāwanatanga Matihiko 

• implementing the new Public Service Act 2020 within MSD 

• improving diversity and inclusion in our workplace. 

We are also leading work on social sector commissioning, strengthening social cohesion 

and supporting the implementation of the Regional System Leadership Framework under 

the Public Sector Act. This includes our work with Regional Leadership Groups on 

regional and national priorities that benefit from a collective public service response. 

We are engaging with the other key agencies in the welfare sector 

to ensure that our work contributes to an integrated welfare 

sector – we expect to formalise governance arrangements in 2023 

In light of our lead role in the sector and the wide range of cross-government initiatives, 

it is critical that we engage with other key government agencies to ensure that we fulfil 

our accountabilities and support a joined-up welfare system. 

As we ramp up the Programme, our direct engagement with agencies has included 

Inland Revenue, Accident Compensation Corporation, and Employment, Education, and 

Training agencies. As our understanding grows, this list will widen. 
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The Horizon One initiatives will support the Government’s social 

sector commissioning action plan 

The purpose of the Social Sector Commissioning Action Plan 2022–202835 is to 

“transform the way social supports and services are commissioned so they best support 

people, families and whānau to live the lives they value”. It proposes a relational 

approach whereby everyone involved with, or affected by, social sector commissioning – 

people, families, whānau, communities, non-government organisations, government 

agencies and Ministers – work together to achieve this ultimate purpose: 

Commissioning refers to the interrelated activities, including but not limited to 

planning, engagement, funding, procurement, monitoring and evaluation that 

need to be undertaken through third-party providers to ensure individuals, 

families, whānau and communities who need support get what they need for their 

wellbeing.36 

Kotahitanga: Effective partnering and commissioning will support MSD to progressively 

achieve actions five under the Action Plan.37 This service change will develop the 

operating framework, processes, systems and practices needed to implement a relational 

approach to commissioning, and ‘commitments’ to commissioning practice across MSD. 

Employment Service will deliver strong employment value aligned 

with MSD’s core role – it could also be a platform for future 

government initiatives providing services to those seeking work 

Employment Service will provide a wide range of services to connect people to jobs and 

help prepare them for work. These services will be available beyond just those who are 

receiving income support and/or employment case management from MSD. This service 

change will therefore provide a platform for any future initiatives that seek to provide 

new services to those seeking work. 

We are aligning our work with national and international best 

practice for disabled people 

We are aligning our work with the New Zealand Disability Strategy 2016-202638 to 

support its vision of New Zealand as a non-disabling society. This is to help make sure 

the disabled community is visible, acknowledged and respected on an equal basis with 

 

35 Ministry of Social Development, Social Sector Commissioning 2022–2028 Action Plan (MSD, 
2022), pp 25-27. https://msd.govt.nz/about-msd-and-our-work/publications-resources/planning-
strategy/social-sector-commissioning/index.html. [Accessed 24 May 2023] 
36 Ministry of Social Development, Social Sector Commissioning: Progress, Principles and Next 

Steps (MSD, August 2020), 5. www.msd.govt.nz/documents/about-msd-and-our-
work/publications-resources/planning-strategy/social-sector-commissioning/msd-social-sector-
commissioning.pdf [Accessed 28 September 2022]www.msd.govt.nz/documents/about-msd-and-

our-work/publications-resources/planning-strategy/social-sector-commissioning/msd-social-sector-
commissioning.pdf [Accessed 28 September 2022] 
37 Action 5: Government agencies and Crown entities make operational changes to deliver the 
government endorsed ‘commitments’ to commissioning practice. 
38 Office for Disability Issues, New Zealand Disability Strategy 2016-2026 (MSD, November 2016) 
www.odi.govt.nz/nz-disability-strategy/about-the-strategy/new-zealand-disability-strategy-2016-

2026/the-new-disability-strategy-download-in-a-range-of-accessible-formats/ [Accessed 23 
November 2023] 
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others, and that disabled people have an equal opportunity to achieve their goals and 

aspirations. This includes ensuring our services are accessible to disabled people and 

their whānau, through accessible digital services and/or physical face-to-face, and that 

we treat those in the disabled community with dignity and respect, and ensure they have 

choice and control over their lives. Accessibility will be a core requirement of all digital 

channels. 

This approach also supports the intention and desired outcomes of our commitment to 

the United Nations Convention on the Rights of Disabled People (UNCRPD), which 

promote the full and equal enjoyment of human rights and fundamental freedoms. 

We have aligned our work with the All-of-Government Strategy for 

a Digital Public Service and will continue to do so 

A major part of the Programme will be modernising and transforming our digital 

services. These changes will align and contribute to the All-of-Government Strategy for a 

Digital Public Service. 

The Strategy for a Digital Public Service aims to deliver four key outcomes for the benefit 

of all New Zealanders: 

• Better results for New Zealand through a Digital Public Service 

• New Zealanders' experience with government improves 

• A modern, agile, and adaptive public service 

• A Strengthened Māori-Crown relationship. 

Our proposed investment will contribute to all four of the Strategy’s outcomes and the 

supporting priority focus areas of: 

• Integrated services for people and business 

• Leadership, people and culture change 

• Foundations 

• Investment 

• New ways of working. 

Service Experience aligns with the Foundation’s focus area as it will provide a flexible 

platform and allow MSD to transition away from heritage systems. The modernised 

digital services enabled by Service Experience will provide MSD’s clients with more 

consistent access to services and information without the need to be redirected to use 

non-digital channels. This aligns with the Integrated services for people and business 

focus area. These changes will contribute to the outcome Improve New Zealanders' 

experience with government. 

Client Engagement Practice aligns with the Leadership, people and culture change focus 

area as it encompasses providing our staff with the skills and knowledge to better 

engage with clients. This change will contribute to the outcome of Realise a modern, 

agile and adaptive public service. 

Kotahitanga aligns with the New ways of working focus area. It encompasses moving 

away from a transactional, outputs-based approach involving high compliance costs for 

our partners, to a relational commissioning model focused on agreed outcomes, and 

supported by modernised digital tools and systems that support us to work with them 
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more effectively. It will also contribute to the Strengthen the Māori-Crown relationship 

outcome. 

Employment Service aligns with Investment focus area in that it will provide an online 

platform for matching jobseekers to job opportunities. The service change’s improved 

service to jobseekers and employers will contribute to Deliver better results for New 

Zealand as it will support better employment and social outcomes. 

We will align to the behaviours in the Strategy for a Digital Public Service when 

delivering these service changes and the wider Programme. This includes designing 

services based on the needs of our clients, working with other agencies on shared 

opportunities, and using agile and iterative approaches to deliver value early and be 

responsive when change is required. Accessibility will be a core requirement of all digital 

channels. 

MSD’s Technology Strategy has been refreshed to align to the Programme, the Future 

Service Model, and the Strategy for a Digital Public Service. Under the Strategy’s 

transformation roadmap, we will align with the six themes from Strategy for a Digital 

Public Service, namely, digital experience, service enablement, unified ecosystem, 

enabling better insights, a digital workplace, and digital workforce. 

We will seek to integrate the wider Public Service perspectives on Māori Data governance 

into the service model as appropriate. We will apply the Kaupapa Māori values, 

understand cultural practices and strengthen our commitment to Māori as we look to 

implement our new service models inclusive of securing peoples’ information responsibly, 

building ethics, consent and respect for Te Ao Māori into our way of working. 

Our work aligns with the Living Standards Framework and makes 

strong contributions across most individual and collective 

wellbeing categories 

The following table summarises how well the Horizon service changes contribute to the 

Living Standards Framework individual and collective wellbeing areas. 
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Health -e e --- oe e oe e 
Housing -e e --- oe e oe e 
Knowledge and skills -e e oe e -e e oe e 
Cultural capability and -e e 
belonging 

--- oe e oe e 
W ork, care, and -e e oe e oe e oe e 
volunteering 

Family and friends -e e --- oe e oe e 
Engagement and voice - - - --- oe e 
Safety - - - --- oe e 
Incomes, 
consumption, w ealth 

oe e oe e oe e 

Subjective wellbeing -e e oe e oe e 

The Horizons number where value is delivered is indicated by O@ E) 

The services changes enable direct value to be provided to students as Service 

Experience implements student allowances and loans - with the support of Client 
Engagement Practice. In Horizons Two and Three these service changes deliver value to 

wider cohorts - working age in Horizon Two and sen iors in Horizon Three. 

Employment Service focuses on employment and skills outcomes. It therefore 
contributes to knowledge and skills, work, incomes and wea lth, and subjective wellbeing. 

Kotahitanga will del iver wide value across many partners as approaches are developed 
and tested. This increases as the approaches are widened to more partners over 
subsequent Horizons. 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 

STRATEGIC CASE 
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We have refined our analysis of the benefits that 

transformation will bring, and identified 

approximately $1.2 billion in monetisable 

benefits over 12 years 

We have further refined the benefits for this Detailed Business 

Case and are targeting 10 key benefit areas we will achieve over 

the three Horizons 

Our refined benefit model is based on a set of 10 benefit areas that deliver outcomes to 

clients, whānau and communities, MSD staff, partners, and government. Improving 

equity is an overarching focus, with six other benefits having a strong influence, 

especially for Māori and Pacific people, and those with disabilities. Areas of disadvantage 

will be highlighted and actions and initiatives to address them will be clearly identified 

for each individual benefit. 

The refined benefit model is summarised in the following diagram. 

 

Figure 5 Refined benefit model 

Equity is currently defined as segmenting certain benefit Key Performance Indicators 

(KPIs) by Māori and Pacific people across: 

• Time to access support 

• Full and correct entitlement (FACE) 

• Overpayment debt 

• Employment and social outcomes 

• Experience of clients, whānau, and communities 

• Partner experience. 

This will enable us to highlight equity gaps and provide opportunities to improve equity. 

We have identified the intervention logic for each individual 

benefit 

Intervention logic analysis has been undertaken for all benefit areas. The following 

diagram shows by way of example, the intervention logic for benefit 6 – client, whānau, 

and communities experience. (All intervention logic diagrams can be found in the benefit 

model documentation set.) 
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Figure 6 Example intervention logic 

• Level 1 Benefit (also known as Te Pae 
Tawhiti Strategic Outcomes) is the 
organisational objective that the benefit is 
aligned to and contributes towards. These 
Ll Benefits provide insight into the wider 
benefits to society and the organisation . 

• Level 2 Benefit describes the positive 
measurable contributions an in it iative is 
expected to provide the organisation, or 

negative measurable contributions via 
disbenefits. 

• Level 3 Operational Drivers include the 
data used as evidence to confirm that the 
benefits are achievable. Measures allow 
progress towards Ll Benefit to be assessed 
as the benefits are realised and help to 
establish a sense of magnitude. 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 

STRATEGIC CASE 
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L2 Benefit 

Client experience 
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Te Pae Towhlt/Stroteglc 
Ouccomes 

New Zealanders have 
Improved trust and 

confidence in us 

• Level 3 Driver Measures are the base units 
against which measurements of the L3 
Operational Drivers are assessed. 

• Benefits targets : The cu rrent st ate 
measure is referred to as 'baseline' and 
the desired future state measure defined 
as the 'target'. 
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We are targeting measurable benefits for Horizon One as a result 
of what we deliver from the Programme 

Our benefit analysis and realisat ion management focuses on t he benefit areas that we 
can manage, and measure as impacted by t he work we undertake in t he Programme. 

The measures are summarised in the following table. 

Table 7 Key Benefit measures 

11:1:; ....... :.111• l~ •r, r .. ,:~ 111,. .. ., 

2. Time to access support Average days taken to pay working age, main benefit cl ients 
from first date of contact to first day of payment 

Percentage of student loans approved by the time the 
student commences study 

3. Full and correct % of entit lements that are correctly paid to t he benefit 
entitlement population 

4. Overpayment debt Amount of newly established overpayment debt per person 
on benefit per annum 

Sa. Exits into employment Number of people moving off benefit into employment, 
divided by the number of people on benefit per annum 

Sb. Sustainability of Number of people moving off benefit into employment, and 
employment remaining in employment for 12 months or more, divided by 

the number of people on benefit per annum 

Sc. Digital access to Average number of visitors per month to MSD online 
employment services employment platforms ava ilable to all New Zealanders 

6. Experience of clients, Experience as measured through surveys with score out of 
communities and whanau 10 

7. Employee experience Employee experience with systems and system support 
with systems and system measured th rough surveys with score out of 5 
support 

8. Partner experience Iwi and hapu, community and provider satisfaction in 
partnering with MSD 

9. Policy implementation Ability to implement policy, measure through time to 
agility implement, cost to implement and indication of complexity 

10. IT system risk Level of technology system risk, measured through 
assessment of IT assets as indicated by number of assets 
assigned "Red" st atus 

I 

We have also identified broader benefit s that will result from t he Programme, including 
an increase in the take- up of benefits, cross-government outcomes, and MSD staff 

sat isfact ion . 

Our proposed L2 KPis and their targets during the life of t he Programme are summarised 

Tables 3 and 4. 

Equit y traject ories t rack benefits for Maori and Pacific et hnicit ies. These t rajectories 

mirror the General Population trajectories, except for KPis 2 and 6 which seek more 
ambit ious trajectories for Maori and Pacific ethnicities due to the impact of service 
change initiatives focused on improving equity. 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 

STRATEGI C CASE 
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We expect to impact seven sets of KPIs for Horizon One – time to 

access support for students, exits into employment, digital access 

to employment services, experience of student clients, employee 

experience with systems and system support, partner experience, 

and IT system risk 

The implementation of a new digital employment platform and supporting processes 

from Employment Service supported by Client Engagement Practice will enable us in 

year three of Horizon One to: 

• Improve time to access support by students from 76.5% to 78% of current 

service level targets39 

• Improve exits into employment by 3% from expected levels 

• Increase digital access visits to employment services by 50% in year two and 

75% in year three. 

The implementation of the new service experience platform for students by Service 

Experience supported by Client Engagement Practice will enable us in year three of 

Horizon One to: 

• Improve client experience for students from 6.5/10 to 6.7/10 in year two and 

7.0/10 in year three as surveyed (out of 10) 

• Improve employee experience with student systems from 3.18 to 3.80 as 

surveyed (out of 5) 

The implementation of new contracting and partnering systems and the trialling of new 

operating models by Kotahitanga will enable us in year three of Horizon One to: 

• Achieve 25% of partner experience target.40 

The implementation of the technology improvements in the service changes and the 

Foundations supporting work will enable us in year three of Horizon One to: 

• Reduce total IT system risk “red statuses” from 50 to 40 

• Improve employee experience with student systems and system support from 

3.18 to 3.80 as surveyed (out of 5). 

These improvements in Horizon One are highlighted in the following tables. The 

Economic Case explains in more detail how the initiatives influence the benefits. 

KPI 9 is a qualitative benefit that will measure the time, complexity and cost needed to 

implement a new policy. To establish a baseline, retrospective case studies will be 

conducted on a small number of recent policy changes. The selected case study policies 

 

39 “Time to access support” for students is defined as the % of applications finalised before a 
student commences study, given they apply more than 16 days before starting study. Service 
Experience is the only Service Change impacting this KPI. While there are some immediate 

improvements in Year Two after initial deployments, the majority of the changes occur at the end 
of Horizon One. This means that the realisation profile extends into Horizon Two, where the KPI 
increases to 80%. While this is only a 3.5 percentage point increase, the current baseline is 
relatively high and hence reaching close to its natural limit. 
40 The development of a baseline is currently underway. Once the baseline has been established, a 
view of the future state target will be determined by factoring in expected changes from Te Pae 

Tawhiti. The current targets outline the percentage of progress towards that future-state target 
will be achieved in each Horizon. 
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will vary in terms of their size (small, medium, large). This KPI does not improve until 

Horizon Two. 
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Ta ble 8 Key Pe rformance Indicators (Horizon One improvements highlighted) 
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2 . Time to access General 20 days 20 days 20 days 20 days 
support Population 

Student 76.50% 76.50% 76.50% 78% 

3. Full a nd correct General 
47% 47% 47% 47% entit lement Population 

4. Overpayment debt General 
$743pp $743pp $769pp $796pp41 

Population 

5a . Exits into General 0% 0% improvement 3% 
e mployment Population 15% improvement from improvement 

expected 
from expected 

from expected 

5b. Sustaina bility of General 0% 
0% improvement 

0% 
e mployment Population 41% improvement 

from expected improvement 
from expected from expected 

5c. Diqita l access to General 
33,806p/m e mployment services Population 21,129p/m 21,129p/m 28,524p/m 

(+ 0%) (+35%) 
(+60%) 

6. Experience of clients, General 
7.7 I 10 7.7 I 10 1 7.7/10 7.7 I 10 communities a nd Population 

whanau 
Student 6.5 /10 6.5 I 10 6.5 I 10 6.7 I 10 

7. Employee expe rience General 
3.43 3.43 3.43 3.43 with systems and Population 

system support 
Student 3.18 3.18 3.18 3.80 

8 . Partner experience General Not 
0% real ised I 0% realised 20% real ised Population available 

9 . Policy MSD Not 0% realised 0% realised 0% real ised imple mentation agility available 

10. IT system risk All 50 'red' 
50 ' red' statuses 50 ' red' statuses 40 'red' statuses 

Applications statuses 

Iii 11•r .. , ~ llii 11•r .. 1 1.-.II~ 

• 1•tr..1 ■ 1~ • 

18.3 days 15 days 

80% 81% 

63% 79% 

$716pp42 $653pp 

10% 15% 
improvement improvement 
from expected from expected 

5% 7% 
improvement improvement 
from expected from expected 

42,258p/m 46,484p/m 
(+100%) (+120%) 

8.1 / 10 I 8.3 / 10 

7.7 I 10 8.3 / 10 

3.83 4.00 

4.00 4.00 

60% realised I 100% real ised 

60% realised 95% realised 

30 'red' statuses 10 'red' statuses 

• 

MINIS. TRY OF SOCIAi. 
OEVEt.OPMENT 

l.l'iA.N"'T.iNAA"""" Jo ggM,4 

I aTI'F.1 .1 .-u..11 
•~c. 

12.3 days 

83% 

95% 

$597pp 

20% 
improvement from 
expected 

10% 
improvement 
from expected 

52,823p/m 
(+150%) 

1 8.s; 10 

8.5 / 10 

4.00 

4.00 

I 
100% realised 

100% realised 

0 ' red' statuses 

41 This increase is because there is a historic natural growth rate of Overpayment of 3.5% for the General Population . As Te Pae Tawhiti is not impacting this KPI until 
Horizon Two, it was decided to include this natural growth rate in Horizon One to reflect the expected trend. 
42 Historically, overpayment debt has increased by 3 .5% year-on-year, as mentioned above. Any changes to KPI 4 will be attributed towards Te Pae Tawhiti, as the 
programme will account for any major system and process changes. It is expected that these changes will be the major components impacting overpayment debt. 
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Table 9 Equity benefits equity trajectories (Hor izon One improvements highlighted) 

I~ 
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General Population I 20 days 

2. Time to access support Maori 19 days 

Pacific Peoples 19 days 

General Population 47% 
3 . Full and correct entitlement Maori 47% ( FACE) 

Pacific Peoples 47% 

General Population $743pp 

4 . Overpayment debt Maori I $832pp 

Pacific Peoples $788pp 

General population Baseline rate 

Sa. Employment and social I Baseline rate 
outcomes (Exits into Maori 
employment) 

Baseline rate 
Pacific Peoples 

Baseline rate 
General population 

Sb. Employment and social I Baseline rate 
outcomes (Sustainability of Maori 
employment) 

Baseline rate 
Pacific Peoples 

General Population 21,129p/m 
Sc. Diqital access to 
employment services Maori I Not available 

Pacific Peoples I Not available 

General population 17.7/10 
6. Experience of clients, 

Maori 17.5/10 communities and w hanau 
Pacific Peoples I 7.8/10 

General Population I Not available 

8 . Partner experience Maori I Not available 
Pacific Peoples I Not available 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 

STRATEGIC CASE 
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19 days 

19 days 

47% 

147% 

47% 

$743pp 

I $832pp 
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0% 
improvement 
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10% improvement 
from expected 

0% 
improvement 
from expected 

0% 
improvement 
from expected 

10% improvement 
from expected 

0% 
improvement 
from expected 

21,129p/ m 
(+0%) 

10% 

l o% 

17.7/10 

I 7.5110 

I 7.8 / 10 

I 0% realised 

I 0% realised 

I 0% realised 
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I 20 days I 20 days 

19 days 19 days 

19 days 19 days 

47% 47% 

47% 147% 

47% 47% 

$769pp $796pp 

I $888pp I $947pp 

$810pp $833pp 

0% 3% 
improvement improvement 
from expected from expected 

10% 13% improvement improvement 
from expected from expected 

0% 3% 
improvement improvement 
from expected from expected 

0% 0% 
improvement improvement 
from expected from expected 

10% 10% improvement improvement 
from expected from expected 

0% 0% 
improvement improvement 
from expected from expected 

28,524p/m 33,806p/ m 
(+35%) (+60%) 

1+35% 1+60% 

1+35% 1+60% 

I 7.7, 10 17.7 I 10 

17.5/10 17.5/10 

17.8/10 17.8/10 

I 0% realised I 20% realised 

I 0% realised I 20% realised 

I 0% realised I 20% realised 

- '"" . 

I 18.3 days 

17.4 days 

17.4 days 

63% 

163% 

63% 

$716pp 

l$852pp 

$750pp 

10% 
improvement 
from expected 

110% improvement 
from expected 

10% 
improvement 
from expected 

5% 
improvement 
from expected 

15% improvement 
from expected 

5% 
improvement 
from expected 

42,258p/ m 
(+100%) 

1100% 

I 100% 

18.1/10 

18.1/10 

I 8.2/10 

160% realised 

I 60% realised 

I 60% realised 

n , 1 ■ ... , 11 
1 
~.; 

1r;••· . 

15 days 

14.1 days 

14.1 days 

79% 

79% 

79% 

$653pp 

$776pp 

$683pp 

15% 
improvement 
from expected 

15% 
improvement 
from expected 

15% 
improvement 
from expected 

7% 
improvement 
from expected 

7% 
improvement 
from expected 

7% 
improvement 
from expected 

46,484p/m 
(+120%) 

120% 

120% 

8.3 / 10 

8.3 / 10 

8.3/ 10 

100% realised 

100% realised 

100% realised 
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12.3 days 

11.4 days 

11.4 days 

95% 

95% 

95% 

$597pp 

$710pp 

$625pp 

20% 
improvement 
from expected 

20% 
improvement 
from expected 

20% 
improvement 
from expected 

10% 
improvement 
from expected 

10% 
improvement 
from expected 

10% 
improvement 
from expected 

52,823p/m 
(+150%) 

150% 

150% 

8.5 / 10 

8.5 / 10 

8.5 / 10 

100% realised 

100% realised 

100% realised 
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We have identified approximately $1.2 billion in monetisable 

benefits over 12 years from improved employment outcomes 

(KPIs 5a and 5b) 

Employment Service, Client Engagement Practice, and Service Experience will contribute 

to approximately $1.2b in monetisable benefits over 12 years from improved 

employment outcomes (exits into employment and maintaining sustainable 

employment). 

The key drivers of the assumed higher exit rates are: 

• Direct access to full employment services using digital channels (supported by 

light touch staff intervention) for those that can and want to use this channel, 

significantly reducing the effort that MSD staff need to manage and input low 

value interactions 

• Increased space for MSD staff to focus on employment because many income 

support needs of our clients will now be met digitally 

• A new practice model for MSD staff to work more effectively with clients for 

better outcomes, especially those at risk of poor labour market outcomes 

• Enhanced digital employment services to support better job searching and 

matching, increasing the effectiveness of the digital services directly accessed by 

our clients, but also the face-to-face services we provide. 

This will change the profile of how we deliver services to our key employment cohorts as 

follows. 

 

Figure 7: Current and future service provision to priority groups 

As can be seen, the digital platform will extend the employment services offered beyond 

those at high risk of poor labour market outcomes and/or those on benefit and enable us 

to provide a full employment service (whether face to face or digitally) to all those who 

need it. 
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These benefits were quantified through a social outcomes model 

We identified the key assumptions of Te Pae Tawhiti in relation to employment 

The changes from Te Pae Tawhit i are expected to resu lt in : 

• better employment tools to support cl ients 
• increased capacity for Case Managers to give them more time supporting clients 

into sustainable employment. 

This is expected to lead t o: 

• Improved exit rates into employment (h igher exit rates into employment) 
• Improved sustainability of employment { lower re-entry rates onto the benefit 

system) 

Based on ana lysis of historica l trends alongside the expected impacted of Te Pae Tawhiti 
led t o employment traj ectories we bel ieve are feasible and reasonable. 

Table 10 Key assumptions for monetisable benefits from employment outcomes 

• 1 ■• • - •• 

Exit rates into Due to the extensive Client Engagement As employment 
employment have nature of t he Practice and outcomes are heavily 
been deteriorating expected Service Employment Service influenced by macro-
since 2017. Changes, a 20% are expected to economic factors, 
The final target improvement from the impact employment future work will be 
assumes that t he baseline over 10 outcomes. carried out to design a 
Programme ca n bring years is believed to be It is expected that model that can 
exit rates into reasonable. Horizon One service explain t he impact of 
employment back to A 20% improvement changes will have a t hese macro-
pre-2017 levels. would bring exit rates m inor impact on economic factors and 

As MSD is not aware into employment back employment isolate t he influence 

of what caused the to pre-2017 levels. outcomes in year MSD has over this 

deterioration in exit This improvement three of Horizon One. measure. 

rates, t here is a r isk outperforms the Client Engagement New Zealand's 
that the Programme natural improvement Practice and productivity levels 
does not address the in productivity levels Kotahitanga are show a regu lar 
root cause and exit increases by 4.61 %. expected to have a improvement of 
rates into more significant "'1.2% per yea r. 
employment will not impact on this benefit 
be able to return to in Horizon Two. 
those levels. 

We incorporated the assumptions into the Social Outcomes Model 

The Social Outcomes Model is a mathematical model made up of over 200 indiv idual 

predictive models that estimates future outcomes of all New Zealanders aged 16 and 
over. The estimates produced by the model are based on histor ica l data and economic 
forecasts. The estimates produced assume that no significant changes occur (e.g. in 
policy) . 

We determined the quantitative impacts of Te Pae Tawhiti on employment 

The targeted benefit profi le for KPI Sa and Sb - exits into employment and susta inability 
of employment - will result in estimated finan cial savings in benefits paid as follows: 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 

STRATEGIC CASE 
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• By the end of Horizon One, there would already be an approximate saving of 

$10 million. 

• By the end of Horizon Three, there would be an approximate saving of 

$0.5 billion. 

• After 12 years from the start of the Programme – three years after the 

completion of Horizon Three – there would be an approximate saving of 

$1.2 billion. 

• If the changes are then sustained for ten years post Horizon Three, this could 

result in an approximate saving of $3 to $4 billion (there is clearly a high level of 

uncertainty when extrapolating this far). 

These targets are based on a percent improvement from the forecasted rates. This 

means that MSD could still see exit rates decreasing (from external factors), but at a 

slower rate than if the Programme is implemented. 

The Social Outcomes Model will enable us to isolate the improvements in social 

outcomes that the Programme brings, excluding those that might come from 

other areas 

The Social Outcomes Model uses both historical data and Half Year Economic and Fiscal 

Update (HYEFU) forecasts. Through this, we are able to have a view of a “do-nothing 

scenario” for exit rates over the next few years, i.e. a baseline estimate of what the exit 

rates would look like if the Programme were to not go ahead. Variations on that baseline 

will be attributed towards Te Pae Tawhiti, and will count towards the employment and 

social outcomes KPI. Regular reviews of the baseline will occur to limit the impacts of 

significant macro-economic changes on the performance of the KPI. 

Note that the estimates for these monetisable benefits are based on core assumptions 

about the changes we can influence in social and employment outcomes. As these 

estimated savings will be in Crown appropriations, they will not be directly realisable and 

will be difficult to monitor. 

We are currently considering two further benefit areas for 

monetisation – Full and Correct Entitlement (FACE) and 

overpayment debt 

Full and Correct Entitlement (KPI 3) 

It is expected that there will be an initial increase in benefits paid to clients during the 

first few years of the Programme as underpayments are uncovered. As the Programme 

matures and FACE increases, underpayments are expected to reduce. 

There is also an indirect potential for FACE to result in reduced spending in other 

government areas (such as emergency services, hospitalisations, and incarcerations). 

This is through the well-documented relationship between poverty and a wide range of 

negative social outcomes, including poorer health, low educational attainment, and 

higher rates of incarceration. 

It is expected that for FACE, there will be an increase in monetary outflows as 

underpayments are uncovered. As the programme matures, underpayments are 

expected to reduce. There is also an indirect potential for FACE to result in reduced 

spending in other government areas, such as emergency services, hospitalisations and 
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incarcerations. This is based on a well-documented relationship between poverty and a 

wide range of negative social outcomes. 

Overpayment Debt (KPI 4) 

It is expected that overpayment debt will be reduced as a result of improved efficiencies 

in operational processes, as well as data-sharing arrangements which will allow MSD to 

identify potential overpayments earlier. 

There are various fiscal impacts that can be expected when reducing overpayment debt, 

including: 

1. Improved programme efficiency and reduced administrative costs – by reducing 

overpayment debt, MSD will increase the efficiency of its benefit programmes by 

reducing the capacity required to perform administration related to debt collection 

tasks. Similarly, the capacity created can be redirected towards higher-value 

activities. 

2. Reduced taxpayer burden – reducing overpayments will reduce the overall 

financial burden to the Government through a reduction in debt write-offs and the 

lost time value of money, as interest charges are not presently applied to debt 

owed to MSD. 

3. Reduced administrative burden – there is a strong link to overpayment debt and 

the disbursement of hardship and other grants. If overpayment debt is reduced, 

there will be a lower administrative burden on MSD staff helping clients access 

those extra grants. 

For benefits, the Programme remains focused on improving 

service for clients, whānau, and communities; it aims to redirect 

staffing effort from transaction processing to front-line services – 

its objective is not to reduce staffing 

The focus of the Programme Business Case accepted by Cabinet was on 

improving the service that we can provide to clients, whānau, and communities 

– not reducing staff 

Our Programme Business Case focused on the objective of improving client outcomes 

and client experience. It proposed meeting these objectives through a transformed 

Future Service Model incorporating modernised systems, transformed business 

processes, and increased staff capability. Any capacity created would be invested in 

improving outcomes and service experience for clients, whānau, and communities. While 

we expected the MSD workforce to change in nature, we are not planning for a reduction 

in overall staff headcount to deliver our services. 

This Programme Business Case was accepted by Cabinet as the rationale for the changes 

we seek to make.43 

 

43 See GOV-22-MIN-0011 (May 2022). 
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STRATEGIC CASE 

The enhanced systems and automation delivered in Horizon One will enable 

reduced staff effort on existing roles from Horizon Two onwards 

The service changes in Horizon One will deliver enhanced systems and create some 

process automation for MSD staff working with students (from Service Experience) and 

those providing employment services (from Employment Service). This will reduce the 

effort that staff require for: 

• transaction processing – by reducing or eliminating manual activities, 

transferring information from one system to another, checking, and rework 

• information management activities – by reducing the need for gathering 

information from multiple systems to gain the view required of clients and labour 

markets. 

We anticipate that the major efficiencies will not occur until the current heritage systems 

are replaced, well into Horizon Two and Horizon Three. Only then will we have 

significantly reduced the inefficient processes and associated rework and enabled 

significant staffing capacity to be created. 

Improving client outcomes and service experience relies on investing the 

staffing capacity we create in improving client outcomes and experience 

Our proposal is still to move freed-up staff capacity into client-facing roles, with many of 

these staff becoming case managers. 

Moving staff into client-facing, case management roles will require an increase in 

capability. Because of the skills required for case management, some of our existing 

staff who are focused on transaction processing may not have a core ability to make this 

transition. There will need to be significant change management and upskilling activities 

to address this. 
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ECONOMIC CASE 

Economic Case 

PROGRAMME OPTIONS: 

We have analysed two key 

option dimensions for the 

whole Programme – pace 

of transformation and 

extent of transformation over the course of the 

Programme 

Pace of transformation – slow down or speed up the Programme 

Pace describes how rapidly the transformation occurs. Varying the pace gives Ministers 

options for funding in light of other priorities within government. 

Much slower than planned – longer than the anticipated nine years over more than four 

Horizons. A timeline of more than 12 years would not deliver transformation over this 

time as other change and government priorities would overtake what was needed. It 

would therefore not be able to deliver the service and experience changes we are 

seeking for our clients, whānau, and communities. It would also not address the 

technology risks early enough to address the identified service delivery risk. 

This option would in practice become Option 1 in the Programme Business Case (ie 

ameliorate the technology over an extended period of time and make tactical responses 

to environmental changes and government requirements). This option is therefore 

rejected and not considered further. 

Slower than planned – longer than nine years over more than three Horizons. This pace 

of work could still deliver transformation, although it would become more difficult to 

sustain transformation over such a long period. This option is therefore retained for 

comparison. 

As planned – nine years across three Horizons. This is the preferred option from the 

Programme Business Case. This option is therefore retained for comparison. 

Faster than planned – less than nine years across three Horizons. This option is rejected 

as not being practical given the capacity of MSD and the wider market to plan and 

deliver the Programme resources. This would also be a higher level of change than could 

be accommodated by staff, partners, and clients. This option is therefore rejected and 

not considered further. 

Extent of transformation – reduce or increase the scope of the Programme 

Extent describes how deep the transformation is – service model, business processes, 

systems, and staff capability. The transformation extent of the preferred option could be 

reduced by continuing the planned transformation (to address the service risk), but 
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reducing the scope of the service model, process, and people capability uplift. It could be 

further reduced by partially completing both the systems and service model changes. 

For consideration in these options, the extent of change has been defined in terms of 

very lite, l ite, transform, and heavy. 

Very lite - the planned systems work is completed to address the pure technology risk, 

but the service model, process, and capability changes are completed to the minimal 
possible level. 

This is largely the same as Option 2 in the Programme Business Case. It will not achieve 

the desired benefits that come from transformation. This is rejected for the same 
reasons Cabinet already rejected Option 2 in the Programme Business Case, and is not 

considered further. 

Lite - technology investment is still made (to address the pure technology risk) with 

some process investment and people capability change . Wh ile this option addresses the 

technology risk, it will not achieve the same level of benefits . The full Future Service 

Model with the people capability change will not be achieved. 

This scope option is part-way between Options 2 and 3 as presented in the Programme 

Business Case. I t is retained for comparison. 

Transform - this is as for the planned scope to achieve Option 3: Transform and so is 

retained for comparison. 

Heavy - a version with add itional investment to reduce risk and increase the quality of 

the outcomes. This option is rejected as it would provide more than is required to deliver 

the transformation we seek. We also do not see it as a practica l option that could be 

funded and implemented. It is rejected and not considered further. 

Using the retained option dimensions, we have identified four 
variations on Option 3: Transform, based on reduced pace and 
extent 

The possible options can be identified by all combinations of pace of transformation and 

scope of change for the options we have retained for comparison . Th is is summarised in 

the following table . 

Table 11 Option 3: Transform summary of sub-options 

~ •1•~ ... -:..a, 

I Slow er pace I 
. ~ Lite 

I 
Option A: 

I ! . Slower pace with reduced ambit ion 
~ 

I I 
~ ~ Tra nsform Option C: ... Slower pace 
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ECONOMIC CASE 

When the options are compared, Option D: As scoped remains the 

preferred option 

The options are analysed against the Programme Business Case investment objectives 

and critical success factors, benefits produced, and overall costs. 

Comparing against the investment objectives set out in the Programme 

Business Case 

Integrated services – Reducing ambition will come at the cost of integrated services for 

our clients. Slowing the pace of change will also reduce integration as there is a greater 

probability of the transformation being slowed as MSD has to respond to external 

environment changes and changes in government priorities. 

Partnerships – Reducing ambition will come at the cost of how well partnerships, 

including Māori-Crown partnerships, are developed and supported. This will reduce our 

ability to draw on our collective strengths to support better and more equitable 

outcomes for New Zealanders – through greater reach, more agility and innovation, and 

more informed decision-making. Slowing the pace of change will also make it more 

difficult for MSD to meet wider government requirements under the Social Sector 

Commissioning 2022–2028 Action Plan44 and to deliver on cross-government strategies 

that have a strong focus on improved partnering. 

Modernised technology – Slowing the pace will result in technology-related risk being 

sustained for longer. Technology-related risk will also increase due to longer and more 

complex co-existence. It will also slow the ability for MSD to respond to environmental 

changes and government imperatives. 

Easier access – Reducing ambition will reduce ease of access to services by clients. 

Slowing the pace of change will also reduce ease of access as there is a greater 

probability of the transformation further slowed by MSD needing to respond to external 

environment changes and changes in government priorities. 

 

44 Ministry of Social Development, Social Sector Commissioning 2022–2028 Action Plan (MSD, 
2022). https://msd.govt.nz/about-msd-and-our-work/publications-resources/planning-
strategy/social-sector-commissioning/index.html. [Accessed 24 May 2023] 
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Comparing against the critical success factors set out in the Programme 
Business Case 

Te Ao Maori - This will be impacted by 
reduced ambition and delayed delivery, 

as change is slowed, and MSD is less 

able to embed a Maori world v iew as 

environments continue to change. 

Strategic Fit - Th is will be impacted by 

reduced ambition and delayed delivery . 

MSD will have reduced abil ity to ensure 

that the transformation implemented 
provides an early, strong strategic fit. 

" 
"' 

- iN I t t I • t . , ..... ,. ... 
~ 

The followinq critical success factors from the Proqramme 
Business case are used to compare the options at all levels in 
this Economic case. 

1. Te Ao Maori - to ensure that a Maori world view is 
embedded in the option. 

2 Strateqic Fit - to ensure the aliqnment with Te Pae 
Tawhiti - Our Future, Te Pae Tata, and Pacific 
Prosperity 

3. Business Needs - to ensure the option will enable 
MSD to deliver the Future Service Model. 

5. Value for Money - to ensure the option is likely to 
represent va lue for money. 

4. Supplier Capacity and Capability - to ensure t he 
market for goods and services can deliver on the 
option. 

5. Affordability - to ensure the option is likely to be 
Business Needs - Th is will be impacted funded and continue to be affordable to MSD. 
by reduced ambition and delayed 6. Achievability - to ensure the option can be delivered 

within an acceptable t ime to stakeholders' 

del ivery . Reduced ambition will reduce satisfaction. 
~------------------~ 

fit to business needs, and delayed delivery poses the risk of environmental changes 

creating more overall change t han can be coped with by the Programme. 

Value for Money - This will be reduced by bot h lessened ambition and a slower pace of 

change because of delays in benefits and additiona l co-existence costs . 

Supplier Capacity and Capability - In the case of having a slower pace and delayed 
del ivery, it wi ll be easier for suppliers to bring capacity and capabi lity. Continuing as 

scoped will present suppl ier capacity and capability risks that will need to be actively 

mitigated. 

Affordability - Those options with a slower pace will be more affordable as funding will 

be spread across years, although co-existence costs will go on for longer creating 

additiona l costs over the length of the Programme. 

Achievability - Both slower pace and reduced ambition will make it more d ifficult to 

retain focus as well as increasing the risk of technology-related service fai lure and short

term spend ing to mitigate this r isk during the Programme. Risk therefore increases when 

pace is slowed, or ambition is reduced . 

Comparing against the benefit realisation management plan 

The options that deliver the benefits in the scoped three Horizons will best ach ieve the 

benefits. Slowing the pace will del iver benefits later and reducing ambition will l im it the 

benefits. 

Comparing against the cost 

The table below compares high level cost estimates for the va rious options. At a high 

level, Options A and D wi ll cost sim ilar amounts. Reducing ambit ion only (B) will reduce 

costs . Slowing the programme (C) will increase overall costs. 

We have compared the Programme pace and extent opt ions in the following table 

against the Programme Business Case investment objectives and critica l success factors. 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 
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When the options are compared, and our current level of knowledge is 

considered, Option D: Transform (as scoped in the Programme Business Case) 

remains the preferred option 

When all the factors are considered, the Programme Business Case Option 3: Transform 

(our analysed Option D: As scoped) still provides the best fit to investment objectives 

and critical success factors. 
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Table 12 Comparison of the sub-options 

Option 3A! 

Evaluatlon criteria Slower pace, Option 38: 
reduced Reduced ambition 
ambition 

Integrated services • • 
Partnerships • • 
Technology 
modernisation 

Investment objectives Risk • • 
Agility • • 
Information • • 

Easier access • • 
Te Ao Maori • • 
Strategic Fit • • 
Business Needs • • 

Crit ical success Value for Money • • factors 

Supplier capacity & • • Capability 

Affordability • • 
Achievabillty • • 

Benefit realisation • • 
12 year monetisable benefits << $1.2B < $1.2b 

9(2){6)(ii) -
Cost 

Evaluation • • 
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r 

Option 3C: Option 30: 
Slower pace Transform 

• • 
• • 

• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 

< $1.2b ~$1.2b 

$2.1 - $2.6B 

• • 
'-

Medium Low • Medium High • High • 
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HORIZON ONE SCOPE: 
We have scoped the four 
service changes for 
Horizon One based on 
interdependencies and a 
set of prioritisation 

• Programme [pace, extent} 

e Horizon One service changes (extent] 

Service Exps,na,ncs -
Scopfe 

Client Engagement 
Practice, - Scope-

Employm~nt Serv1C-Q -
Scope 

Kotah1tanga - Scope 

principles, and analysed the options available 
within each service change 

We have considered the scope of what to complete for each 
service change in Horizon One 

We used a set of prioritisation principles to inform the scope of what to undertake in 
Horizon One. These principles were developed as part of the Programme Business Case 
process and are listed below. 

Table 13 Prioritisation principles for Horizon One 

rr I~ 11•111111•1•• •t-:• 
u .. 

1. Start with the • Puts in place t he prerequisites for desired service experience. 
foundations • Builds the digita l foundations needed for transformation . 

2. Create time and • Reduces staff time spent processing t ransactions ( collecting 
space to support information and implementing decisions) and enables more 
those with more t ime to be spent engaging with clients and understanding and 
complex needs meeting needs. 

• This is especially important for being able to support t hose 
with complex needs, and provide personalised support for 
Maori, Pacific people, and disabled people. 

3. Deliver early value • Creates early and realisable client, partner and staff benefits. 
for clients, staff, • Builds confidence and support in the Programme . 
and partners • Demonstrates Programme responsiveness . 

4. Create business • Develops business patterns that can be reused th roughout 
patterns that are t he life of t he Programme as it extends to other areas of 
reusable service and process redesign. 

• Upfront investment for future delivery efficiencies . 

5. Start • Builds delivery confidence and expertise. 
implementat ion • Best practice and recommended from other t ransformations 
where there is less (lessons learnt). 
risk of service • Minimises potential client/service disruption . 
disruption 

6. Start • Builds delivery confidence and expertise. 
implementation • Best practice and recommended from other t ransformations 
with services and (lessons learnt). 
cohorts of lesser 
complexity 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 
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7. Address technology • Ensures service continuity. 

risks • Addresses, at t he earliest possible opportun ity, systems that 
urgently need to be replaced and/or modernised. 

• Improves system resilience . 

These prioritisation principles helped us consider what work to 
undertake in Horizon One as the first phase of transformation 

How we applied the priorit isation principles to determine the scope of our work in 
Horizon One is discussed below. 

1. Start with the foundations - all service changes deliver core foundations 

We are embarking on a three Horizon transformation programme. We therefore need to 
start by laying the foundations that we will need for the long-term. The immediate 
foundations requ ired are : 

• Service Experience - the client experience platform and business capability are 
the core foundations needed by all client cohorts . We know from our market 
engagement that service experience platforms are available that can provide us 
with a wide range of modern business capabilities to meet the service needs of 

our clients. 

• Employment Service - a digital employment platform is the foundation needed to 
provide the services for jobseekers, employers, and providers to ensure that 
those at risk of poor labour market outcomes can access the help they need to 
get into susta inable employment. 

• Client Engagement Practice - the core practices and processes for MSD cl ient
staff engagements are the foundations needed for future delivery of service to 
cl ients. A researched best practice case management model will be essentia l for 

working age and superannuation clients and those with more complex needs. 
• Kotahitanga - designing and testing with partners a relational commission ing 

operating model founded on Te Tiriti o Waitang i. Th is includes working with 

partners to improve MSD's fund ing approaches and its procurement, contracting, 
information collection, information sharing, and reporting processes. I t also 
involves bu ilding technology foundations with fit-for purpose solutions that 
support relational commission ing and m it igate existing systems risk. Kotah itanga 
is crit ical for del ivering on action five of the Social Sector Commissioning Action 

Plan. 

All these service changes require core foundations and provide the opportun ity to 

establish them. 

2. Create time and space to support those with more complex needs -
Employment Service will provide the most time and space for our staff, 
while Service Experience will also create time 

Our v ision for serving those with more complex needs is a tiered service model, with 
face-to-face case management service for those with the highest and most complex 
needs. Our strategy to serve these needs is to remove unnecessary tasks and automate 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 
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processes wherever practical, so that staff can be redirected from transaction processing 

to understanding and meeting client needs and making good decisions as to how to help 

them. We must therefore create early time and space for staff so that they can be 

redirected to supporting those with more complex needs. 

A major opportunity to create time and space is in Employment Service. MSD’s 

employment services are very manual and require significant transactional processing for 

MSD staff. For example, jobseekers and employers cannot access employment services 

without phone or face-to-face access to an MSD staff-member. The current digital 

services largely only allow for information access. We expect that a new digital 

employment platform will make significant space for employment staff to provide direct 

services to jobseekers with complex needs or if Internet access is not appropriate or 

desired. 

Service Experience will create some time and space for staff working with students as 

more timely and useful information becomes available for students through Internet 

access, meaning that they do not need to call the contact centre. 

3. Deliver early value for clients, staff, and partners – all service changes can 

deliver early value 

We must deliver early value for our clients, staff, and partners. This will help us to 

experiment, learn, and progressively deliver increased value for our clients, whānau, and 

communities through all Horizons. 

All service Horizon One service changes can support early delivery of value for clients, 

staff, and partners. 

Service Experience provides the opportunity to deliver early value by transitioning 

130,000 students from the existing system, providing an improved digital experience for 

students, and an improved experience for the staff serving them. Students provide the 

best opportunity as they are largely separate from the support provided to working age 

and seniors. Students can be transferred to a new platform and provided with a 

transformed service experience with minimal impact on our other client groups and the 

systems that support them. 

The market engagement we have completed shows that Employment Service provides 

the opportunity to implement an off-the-shelf platform that will provide value in Horizon 

One for jobseekers, employers, providers, and staff. 

Client Engagement Practice provides some early value through proofs of concept. The 

major opportunity for providing value is in the support of Service Experience and the 

work that will start in Horizon Two. 

Kotahitanga provides an opportunity to deliver early value to staff and partners by 

replacing the current systems used to support partners and manage the information 

used. 

4. Create business patterns that are reusable – all service changes can provide 

reusable patterns 

Any work that starts in Horizon One must develop patterns that can be reused across the 

Programme and also in subsequent Horizons. 
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Service Experience and Client Engagement Practice provide the opportunity to create 

business patterns that are reusable across other service changes. 

Kotahitanga is partner-focused and so has less reusability across the organisation. 

However, partner focused work delivered in Horizon One will be usable in work delivered 

in subsequent Horizons. 

The Employment Service digital platform would be significantly complete at the end of 

Horizon One. Horizon Two would focus on implementing a new operating model and 

integrating the platform into the wider systems at MSD. 

5. Start implementation where there is less risk of service disruption – 

Employment Service, Service Experience and Client Engagement Practice 

with students, and Kotahitanga can be started with reduced risk of wider 

service disruption 

As we start to implement new foundations and learn how to use them in the most 

effective ways, we need to ensure that we start implementing where there is less risk of 

service disruption. There are two main areas where we can implement major change 

where risk of service disruption can be minimised. 

• Implementing a new student allowance and loans system – this can occur largely 

independently of the systems used for calculation of entitlement and payment of 

benefits for working age and seniors. 

• Implementing a new employment platform – the jobseeker, employer, and 

provider management can be provided largely independently of the systems used 

for the calculation of entitlement and payment of benefits. 

Process and practice design and planning can occur in all service areas with managed 

risk of service disruption. Client Engagement Practice can therefore start work with 

design work, proofs of concept, and supporting other service areas as they implement. 

6. Start redesign with services and cohorts of lesser complexity – students are 

the least complex cohort 

As we seek how to best use the new foundations to deliver transformed services, we 

need to start with the services of lower complexity to enable us to progressively learn 

how to deliver those of higher complexity. As we have engaged with other jurisdictions 

and programmes this is a clear learning we have sought to apply. 

We provide direct services to three main cohorts: working age (eg core benefits – 

340,000 people), seniors (superannuation plus other benefits – 860,000 people), and 

students (student allowances and loans – 130,000 people). 

There is significant design and development required to have the full Future Service 

Model developed and piloted for the working age and superannuation cohorts. There is 

also major change in staffing roles required as we move the workforce from a 

transaction processing focus to true case management. There is too much to do for us to 

be ready to implement working age or superannuation cohorts within Horizon One. 

Students are the least complex cohort and can be considered largely standalone. It is 

therefore the best candidate for implementation in Horizon One. 
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7. Address technology risks – students, employment 

We must address those systems that are at risk. This will enable us to mitigate the 

technology risk and avoid having to invest in remediating systems that we will be 

replacing. 

There are two core client-facing systems that are rated as having a very high risk as of 

November 2022. 

• SAL (Student Allowances and Loans system) – this application provides the ability 

to record and track a client’s study, and manage their applications, entitlements, 

and obligations. It also supports management of allowances, scholarships and 

loans for fees, and course related and living costs. The absence of formal vendor 

support on some technology in use does not ensure expert assistance is provided 

when required resulting in extended system issues that disrupt the delivery of 

student services. 

• MyMSD – The MyMSD application is a convenient and easy to use application 

available on phone, tablet or desktop enabling clients to view their appointments 

and transaction history for their payment cards. Significant system vulnerabilities 

and a lack of key technical subject matter experts exposes our system and data 

to information security and privacy breaches. We also note that there is 

technology risk associated with the partner systems (eg Conquest, FAC, Cognos 

and RDA) that can be mitigated through their replacement with more modern 

systems. 

Our core opportunity for a client-facing system is therefore to replace SAL, replace the 

employment-related parts of MyMSD, and move to replace the whole of MyMSD with 

modern digital platforms. 

When we determined the preferred scope, we sought to deliver 

tangible value to New Zealanders in Horizon One, ensuring no 

delay in key monetisable benefits, while laying the foundations for 

full implementation of the Future Service Model in Horizons Two 

and Three 

Service Experience – platform and business capabilities, students 

We must start by establishing the foundations for transformation by determining the 

essential capabilities required for the Future Service Model. Through these capabilities 

we will provide a modern, joined-up service experience for our clients, across all 

channels. 

The student cohort is logically the first client cohort to receive a transformed, full-service 

experience as it will be the least complex of the major cohorts, will have manageable 

organisational impact, and students already have high levels of digital literacy. It will 

also enable us to retire one of our ageing, at-risk systems, namely SAL. We also expect 

that the improved systems will also provide time and space for our staff supporting 

students to help those with more complex needs. 

Once the Service Experience foundations are in place, we will then use these business 

capabilities to implement new service experiences for working age clients in Horizon Two 

(where much of the Programme benefits appear) and seniors in Horizon Three. 

72vh7ewzmz 2023-06-12 19:18:10

MINISTRY OF SOCIAL 
DEVELOPMENT 
TE MANATll WHAKAHIATO ORA 



COMMERCIAL IN-CONFIDENCE 

-•• . . I l ■ rAI f.11 ■ • I.J...I..I_JI I • 1 1 I 1_.1._~ ,.. 

MINISTRY OF SOCIAL 
DEVELOPMENT 
f f MP.NATO WHAKAl11.AT0 ORA 

By the end of Horizon One, Te Pae Tawhiti Programme and its delivery partners will have 
established the core service experience technology foundat ions for MSD's business. These 
foundations will provide the base for re-designed service experiences for clients, providers, 
employers and staff in subsequent horizons. Horizon One will focus on delivering an enhanced 
service experience for students and staff supporting students. 

• Establish MSD's core service experience technology platform(s) to support the delivery 
of an enhanced experience for MSD clients, employers, providers and staff. 

• Re-design the service experience for people who are studying and MSD staff working 
with students - including implementation of a new end-to-end digital self-service 
capabi lity for students and implementation of new technologies and streamlined 
business processes to support MSD staff working with this client cohort. 

• Preparation for continued service experience redesign across other products and 
services, focusing on our Working Age in Horizon Two. 

Employment Service - digital employment platform 

We will deliver significant early value wit h a new digita l employment platform for 
jobseekers, employers, and providers. This digita l employment platform will then be 
integrated into the Service Experience platform in Horizon Two. 

Any delay in implementing this platform will slow MSD's abi lity to better support those at 
risk of poor employment outcomes. 

Any delay in implementing t his platform will also delay t he key monetisable benefits 
from th is Programme, namely the 12-year estimated savings of approximately 

$1.2 billion in Crown appropriations from improved social and employment outcomes. 

The implementation of the dig ital employment platform will enable MSD staff to spend 

more t ime supporting those wit h more complex needs and at greater r isk of poor labou r 

market outcomes. 

By the end of Horizon One, Te Pae Tawhiti programme will have implemented new capabilities 
within the Employment Operating Model providing enhanced jobseeker, employer, opportun ity 
provider experience, allowing them to interact and self-serve on a common digital employment 
capabi lity. 

• MSD will implement new capabi lities within the Employment Operating Model, 
processes and business capabi lity that will allow clients, employers and providers to 
interact on a common platform. A digital self-service capability will be implement ed in 
Horizon One, but the future state Employment operating model that will fully 
incorporate the Future Services Model will be designed and tested for implementation 
in future horizons . 

• MSD will implement self-service capability to enable job seekers t o manage their 
employment affairs th rough self-service where that is t heir preference. Additional self
service elements will be implemented for Employers (such as the listing of vacancies) 
and Opportunity Providers (such as to update training opportunities) in order for MSD 
to provide as much as possible an end-to-end digita l self-service experience for j ob 
seekers. 

Client Engagement Practice - practices, pilots for w orking age and students 

The cl ient engagement model needs to be developed, tested, and its full implementation 
planned for delivery in Horizon Two. Without th is model tested and complete, we are not 
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equ ipped to understand the capability change needed for our frontl ine staff and how we 

can manage the change requ ired . 

In Horizon One, this service change also needs to design, test, and implement the 
capabi lities used by students in Service Experience. 

. - -· 
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By the end of Horizon One, MSD's futu re Client Engagement Practice Model and supporting 
Framework will be designed and pilot will be launched in preparation for full roll -out in Horizon 
Two. 

• Discover, design, test and iterate a Framework to support the delivery of new Client 
Engagement Practice Model and to move towards high value and direct cl ient support. 

• Discover, design, test and pilot a new Client Engagement Practice model to support 
client engagement staff serving MSD clients in delivering a personalised and tailored 
service. 

• Prepare for pi loting of the Client Engagement Practice Model, Operating Framework 
and enabling technology. 

Kotahitanga - approaches, model, s ys tems 

We need to design a relational approach to commissioning so that we are ready to 
implement in Horizon Two. This work will also help us fu lfi l action five of the Social 
Sector Commission ing 2022-2028 Action Plan45 and the Cabinet mandate for 

implementing relational social sector commission ing.46 

In Horizon One we will be making changes to our contracting systems and processes to 
simplify funding and gather better partner information, as well as replacing at-risk and 
out-of-date systems. These changes are crit ical to delivering the government endorsed 
'commitments' to commission ing practice. 

II. ~ ·~ . 
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By the end of Horizon One, Te Pae Tawhiti programme will have designed and tested, with 
partners, components of a Relational Commissioning Operating Model, including redesigned 
funding models and information approaches . This work will also build the technology 
foundations (including using the new MSD Corporate Platform) to replace legacy systems and 
enable a relationa l approach to commissioning. 

These four service changes chosen for Horizon One have been 
agreed by MSD's Leadership Team 

MSD's LT sees these four service changes as the highest priority to progress. The 
proposed service changes for Horizon One are described in the next sections. 

How the proposed scope of each Horizon One service aligns with the prioritisation 
principles is illustrated in the following table. 

45 Ministry of Social Development, Social Sector Commissioning 2022-2028 Action Plan (MSD, 
2022), pp 25-27. https://msd.govt.nz/about-msd-and-our-work/publications-resources/planning
strateqy/social-sector-commissioning/index.html. [Accessed 24 May 2023] 
46 See SWC-21-MIN-0173 (November 2021) . 
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Table 14 Alignment of prioritisation principles with scope of Horizon One 
service changes 

~ -
~ .. &,~,. ... I_,_ 11.,,1.,.J , .. II 1:@lf;1mF.1111raili .. 

·-:tt1.1•1.1 II ·-7> . 
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1. Start with the Establish platform Develop cl ient Develop model I mplement digital 
foundations and business engagement and implement employment to 

capabilities practices to systems to support 
needed for support students, support continue integ rat ion in 
Horizons One, workinq aqe, and development in Future Service 
Two, and Three seniors Horizons Two and Model in Horizon 

Three Two 

2. Create t ime and Modern systems - Expanded service 
space for staff create time and digital channel 
to support space for staff creates time and 
those with supportinq space for staff 
more complex students supporting 
needs iobseekers, 

employers, 
providers 

3. Deliver early Improved service Improved service Improved systems Improved service 
value for for students, for students for staff, improved for jobseekers, 
clients, staff, improved systems information and employers, 
and partners for staff process for providers 

partners 

130,000 students 2,000 partners 99,000 j obseekers 

4 . Create business Patterns can be extended to working -
patterns that aqe (340,000), superannuation 
are re usable (860,000) in Horizons Two and Three 

5. Start Students largely self-contained Changes to how Employment 
implementation we partner can be services can 
w here there is implemented largely be 
less risk of without impacting delivered as self-
service cl ient groups contained service 
disruption 

6 . Start Students largely self-contained -
implementation 
with services 
and cohorts of 
lesser 
complexity 

7 . Address Replace SAL - - Replace Conquest, Replace 
technology rated very high FAC, Cognos and employment 
risks risk RDA aspects of MyMSD 

- rated very high 
risk 

We have defined the intervention logic for each of the service 
changes to map the preferred scope to the benefits 

The full intervention and scope log ic can be found in APPENDIX C. 
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Service Experience will 

allow us to dramatically 

improve the service 

experience we can provide 

and the outcomes we can 

enable – as well as delivering improved service 

for students in Horizon One 

We are not providing our clients, whānau, and communities with a 

service experience that consistently meets their needs 

The problems we face with delivering service to our clients, and the rising pressure 

placed on us by such things as increasing and more complex levels of need, and 

changing demographics and patterns of work are well known. These were presented in 

our Strategic Assessment47 and our Programme Business Case48 and accepted by 

Cabinet. These issues are discussed below. 

Our clients and their whānau continue to face difficult, repetitive, and time-

consuming processes to get the support they need 

Our clients can have difficulty understanding their entitlements, eligibility, and 

obligations. Some clients may not always receive Full and Correct Entitlement and may 

lack confidence in entitlement and payment accuracy. Clients cannot always gain 

consistent access to the necessary information. 

Clients cannot consistently perform end-to-end services online. Clients face sometimes 

inconsistent, fragmented processes and digital services which are time-consuming and 

challenging to navigate. 

When clients switch channels (because a channel does not provide all the services 

needed) they are required to re-explain their circumstances and needs. This occurs 

across digital, telephone, and face-to-face channels. 

Our staff and partners do not have the systems to adequately support client 

needs 

Staff spend significant amounts of time navigating our processes and accessing multiple 

systems. This leads to substantial delays and rework, limiting their ability to recognise 

and understand the needs of clients. 

Staff cannot easily find all the information they need about a client, their circumstances, 

and history to help them in the most effective manner. Clients must repeat their story 

and our staff often only address immediate needs, instead of taking a holistic view. 

Our staff are not able to spend much time supporting clients and helping them improve 

their wellbeing as their time is taken up collecting information and processing 

 

47 See GOV-21-MIN-0039 (November 2021). 
48 See GOV-22-MIN-0011 (May 2022). 
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transactions (implementing decisions) for income support. Errors made result in 

inevitable rework. 

MSD systems and their associated processes will not support rapid 

implementation of new policy or policy changes in a coherent and consistent 

manner 

Our current systems and their associated processes do not support making rapid 

changes at acceptable risk. This limits the speed at which new policy or changes to policy 

can be implemented. 

By way of example, recent policy changes have required disproportionately large 

amounts of resource and time to implement (eg the 2012-13 welfare reform initiative 

was delivered over three phases taking 24 months and costing $50.9 million with 

approximately 615–715 FTEs involved; the 2018–2019 family incomes package initiative 

took 26 months to deliver, costing $8.2 million with approximately 221-231 FTEs 

involved.) 

There will be an increasing likelihood of service failure because of ageing and 

inflexible systems 

The MSD technology environment consists of over 75 core applications providing over 

380 technology services with some over 30 years old. There is a growing technology 

failure risk due to our ageing and end-of-life systems. These systems are difficult and 

expensive to maintain, and to protect from emerging threats to system and data 

security. 

A survey of our core IT assets was completed in November 2022. Of the 86 applications 

surveyed, 33 (38%) had an overall risk rating of very high or high, 25 (29%) had an 

overall risk rating of medium, nine (10%) had an overall risk rating of low, and 19 

(22%) had an overall risk rating of very low.49 

Service Experience: We will put in place the capabilities we need 

to deliver a vastly improved service experience for clients, 

whānau, and communities 

Our market engagement has confirmed that there are off-the-shelf client 

service platforms available that provide the core business capabilities we need 

to provide a joined-up, integrated service experience across multiple channels 

for our clients 

We know that service experience platforms are available that can provide us with a wide 

range of modern business capabilities to meet the service needs of our clients. In their 

research work commissioned by MSD, Forrester noted that there were many different 

and overlapping technology solutions and combinations of cross-vendor solutions in the 

modern technology stack that could fulfil MSD’s requirements. 

The capabilities available include: 

• A consistent, intuitive, easy-to-use digital experience for clients and partners that 

supports access for those with a wide range of abilities. 

 

49 See MSD, Technology Asset Management Quarterly Report (MSD, November 2022). 
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• Personalised experiences for our clients that reflect their needs across all 

channels – whether Internet, phone, or face-to-face, with no requirement for 

clients to retell their story to us or our partners. 

• Relationship management systems to provide a consistent and up-to-date 

understanding of clients and whānau, partners, and their needs/context for our 

staff. These systems can also directly support our client engagement practices. 

• Process and workflow automation to remove manual and/or complex processes 

and help staff focus on the needs of clients. 

• Analytics capabilities to help us gain insights to improve services, operations, and 

policy for us and our partners. 

• Low or no-code development that will enable much faster product and service 

change and implementation of government policy. 

Our opportunity: Use a new Service Experience platform and its business 

capabilities to enable planned transition from our current ways of delivering 

service and provide early delivery of an enhanced client service experience to a 

selected cohort of clients – students 

Implementing Service Experience business capabilities will enable MSD to: 

• Prioritise early improvements in client service experience – provide an end-to-end 

digital client experience that enables clients to stay in channel. 

• Provide the business capabilities needed to deliver our Future Service Model – 

enable us to implement a Future Service Model providing significantly improved 

service experiences through multiple channels – Internet, phone, and face-to-

face. It will also enable us to support improved equity of access for all clients by 

ensuring that phone and/or face-to-face capacity is available for those unable or 

unwilling to access digital services. 

• Provide business capabilities to support the implementation of Client Engagement 

Practice and Kotahitanga – Service Experience will be a foundational capability for 

all the proposed service changes in Horizons Two and Three. 

• Address our heritage system risk in a managed, incremental manner – enable 

integration of new client-facing systems with existing core platforms while we 

continue to modernise our heritage technology. This supports a multi-Horizon 

incremental move away from our heritage systems. 

• Provide a flexible, future systems environment that can continue to grow and 

change – this environment can keep growing and changing to meet needs, 

integrating new systems and functionality as required, and retiring existing 

systems and functionality as needed. This will enable MSD to continue to support 

a changing social environment and work effectively with partners while 

transformation takes place. 

• Continue to give Ministers options throughout our transformation – provide a 

building-block style environment that provides choices to government about the 

pace of building, and the priority of which system “blocks” are replaced when. 
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The Service Experience platform and business capabilities will enable us to 
create a new staff experience so w e can better support our clients - in the first 
Horizon, for students 

We will create a new experience for our staff so they can better help our clients, 
whanau, and communities. Th is will include a new staff interface with streamlined 
business processes and workflows. The transformed staff experience we deliver in 
Hor izon One for t hose working with students will provide the foundations for later reuse 
as we extend t he Service Experience to other cl ient cohorts. 

The scope of Service Experience in Horizon One will be to procure 
and put in place the core service experience systems platform and 
capabilities. Using those capabilities, we will deliver a 
transformed service experience for students, and prepare to 
extend the service experience to working-age clients 

By the end of Horizon One, the Programme will have establ ished t he core service 
experience business capabilities needed for transformation. These capabilities will 
provide the base for re-designed service experiences for cl ients, providers, employers 
and staff. Horizon One will focus on delivering an enhanced service experience for 
students and staff supporting students. We are using a human-centred design 
methodology to enable us to better understand, deliver for, and help our clients, their 
whanau, and communities. 

Table 15 Scope of Service Experience 

.......... 
~ 

-.r•111TtJ[I 11•• 

Establish MSD's core service ex(Jerience 
technoloqy (Jlatform(s) to SUfJ()Ort the 
delivery of an enhanced ex(Jerience for 
MSD clients, em(Jloyers, (Jroviders and 
staff 

Procurement of service experience 
platform(s) and onboarding of 
partner(s). This includes evaluation of 
responses and technology, platform 
capability trials and selection of 
technology / vendors / partners as a 
continuation on from the procurement 
activities in Horizon Zero. 
Implementation of core service 
experience platform capability and 
common capability required to use the 
Service Experience Platform(s) in the 
MSD environment. This includes 
technical design and build activities for 
core networking, architecture, roles, 
data integration, data migration, data 
connection & conversion capabilities. 

t • I 

Re-desiqn the service ex(Jerience for 
students and MSD staff workinq with 
students - inc/udinq im(Jlementation of 
a new end-to-end diqital self-service 
ca(Jability for students and 
im(Jlementation of new technoloqies 
and streamlined business wocesses to 
su(J()Ort MSD staff workinq with this 
client cohort 

Implementation of a new self-service 
capability for students to enable MSD to 
deliver personalised, tailored and 
enhanced experiences for the students 
cohort. This will provide a basis for 
reuse for other cohort experiences in 
future horizons. 
In parallel with the self-service 
capability, a corresponding new staff 
experience will be implemented -
including a new staff interface, 
streamlined business processes and 
workflows. This will provide the basis 
for re-use for implementation in later 
horizons of a new experience for staff 
working with other dient cohorts. 
We will also implement client 
engagement tools to support the Client 
Engagement Service Change. 
Decommissioning of SAL 
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Pre(Jaration for continued service 
ex(Jerience redesiqn across other 
cohorts, focusinq on our Workinq Aqe 
cohort in Horizon Two 

Prepare for the continued expansion of 
the self-service capability and 
associated staff experience changes into 
other cohorts starting with a focus on 
the Working Age cohort. 
Complete migration planning, change 
and coexistence planning for Horizon 
Two. 
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Service Experience Options: Our preferred solution for Service 

Experience is to establish the foundational platforms and business 

capabilities required and implement in Horizon One a transformed 

service for students 

We examined four options for Service Experience based on a continuum of 

lower to higher level of ambition 

We then compared these options against our investment objectives for each of the 

service changes and the critical success factors we identified in the Programme Business 

Case. 

Option 1: Foundations only – rejected as no direct benefit produced for clients 

or staff in Horizon One 

This option delivers the following: 

• Establish MSD’s core service experience technology platform(s) to support the 

delivery of an enhanced experience for MSD clients, employers, providers and 

staff. However, the business capabilities would not be used to support service 

experience change for clients or staff. 

While this option has the lowest cost, it does not deliver direct value to any client groups 

in Horizon One. This option is therefore rejected. 

Option 2: Internal focus – rejected as little direct benefit produced for clients in 

Horizon One 

This option delivers the following: 

• Establish MSD’s core service experience technology platform(s) to support the 

delivery of an enhanced experience for MSD clients, employers, providers and 

staff. 

• Implement the business capabilities to develop improved service experiences and 

tools for MSD staff only. 

This option has a higher cost than Option 1 and can be implemented at lower risk as the 

only change impact is for MSD staff – this is easier to manage than for implementation 

of a client cohort. 

This option requires a significant financial investment, but it does not provide sufficient 

value to justify the investment. It also delays the implementation of significant service 

experience change adding complexity, length and cost to the transformation programme. 

This option is therefore rejected. 

Option 3: Initial client value for students in Horizon One – preferred option as 

provides best value for clients and MSD staff at assessed level of risk 

This option delivers the following: 

• Establish MSD’s core service experience technology platform(s) to support the 

delivery of an enhanced experience for MSD clients, employers, providers and 

staff. 

• Re-design the service experience for students and MSD staff working with 

students – including implementation of a new end-to-end digital self-service 
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capability for students and implementation of new technologies and streamlined 

business processes to support MSD staff working with this client cohort. 

• Preparation for continued service experience redesign across other cohorts, 

focusing on our Working Age cohort in Horizon Two. 

The risk for this option is higher as it will require extensive change for a cohort of clients, 

namely, students. We believe that this risk can be satisfactorily mitigated. This option 

provides the best balance of value delivered and investment made. 

Option 4: Complex value in Horizon One – rejected as considered too high a risk 

to achieve in Horizon One 

This option delivers the following: 

• Establish MSD’s core service experience technology platform(s) to support the 

delivery of an enhanced experience for MSD clients, employers, providers and 

staff. 

• Re-design the service experience for students and MSD staff working with 

students – including implementation of a new end-to-end digital self-service 

capability for students and implementation of new technologies and streamlined 

business processes to support MSD staff working with this client cohort. 

• Extend the service delivered to the next cohort of clients, namely working age. 

While this option may theoretically deliver significant value, it is considered to be too 

high risk for Horizon One – it requires what we are now considering for multiple Horizons 

to be collapsed into Horizon One. 

 

A summary of this analysis of the options is shown in the following table. (Note that that 

costs are provided for comparative purposes only and do not reflect final agreed costs 

and scope of preferred option as part of the Budget 23 process.) 
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Table 16 Service Experience options analys is 

Option 1: 
Eva!Ulltkln c:rtterla Foundltlons Option 2: 

only Intemelfuc:us 

Enable access • • 
Enable staff t ime • • I nvestment objectives 

Enable modernisation • • 
Prove value • • 
Te Ao Maori • • 
Strategic Fit • • 
Business Needs • • 

Critical success Value for Money • • factors 

Supplier capacity & • • Capability 

Affordability • • 
Achieva bility • • 

Benefit realisation • • 
Cost 

s 9(2)(b )(ii) 

I 

Evaluat ion • • 
Reject 

" Insufficient ambition t o prove 
value" 

Conclusions Does not enable sufficient value to 
be proved to clients and their 

whanau 

r 
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' ' Option 4: Option 3: 
lnltfalvalueln Verymmplex 

Hor110n0ne value In Horizon 
one 

• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 

• • 
Reject 

Preferred 
"Too 

"Sweet spot" ambitious" 
The addit ional 

Best balance of complexity and 
simplicity, wider scope 

delivered value 
and achievability makes these 

opt ions 
impracticable. 

'- ~ 

■ Low . Medium Low • Medium High • High • 
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Employment Service will enable us to far better 

support those at risk of poor labour market 

outcomes – the platform 

will be in place and 

delivering benefits in 

Horizon One, enabling 

major long-term 

monetisable benefits 

MSD plays a key role providing public employment services to 

those that the market does not adequately support 

In line with this, Cabinet agreed in 2022 that MSD’s employment service role is to 

“… help people at risk of poor labour market outcomes to prepare for, find and retain 

suitable employment to improve long-term wellbeing.”50 Those at risk of poor labour 

market outcomes in New Zealand include those with low skill levels in relation to current 

labour market needs, Māori, Pacific peoples, young people, and disabled people. 

MSD plays a key role in providing a Public Employment Service (PES) in New Zealand. 

Worldwide, PESs promote improved equity for those participating in labour markets by 

targeting those at risk of poor labour market outcomes and helping them find 

sustainable employment.51 

PESs usually serve a different cohort to their private-sector counterparts as “PESs need 

to provide targeted comprehensive support to the most vulnerable groups”.52 Private-

sector employment services (and platforms such as Trade Me and Seek) support many 

New Zealanders to find work but typically focus on higher-value, easier-to-place 

vacancies and/or do not provide matching and potential training support for those 

seeking work. PES can add significant value by providing the needs-based support, 

advice, and upskilling required by many people at risk of poor labour market outcomes 

to achieve sustainable employment. 

 

50 See SWC-22-MIN-0091 (May 2022). 
51 See World Bank, Public Employment Services: Functions and Innovations – World Bank Policy 
Primer 30132 (World Bank September 2003), 4. 
documents1.worldbank.org/curated/en/859831468779447415/pdf/301320EPPN0no1030Public0em

ployment.pdf [Accessed 1 February 2023] 
52 See OECD, Building inclusive labour markets: Active labour market policies for the most 
vulnerable groups (OECD, October 2021). https://www.oecd.org/coronavirus/policy-
responses/building-inclusive-labour-markets-active-labour-market-policies-for-the-most-
vulnerable-groups-607662d9/ [Accessed 14 March 2023] 
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Our lack of a useful digital service significantly limits the scope of 
the services we can provide to both clients and employers 

Our digita l service provides on ly a small part of the functional ity that j obseekers, 
employers, providers, and staff expect and need. As well as this, some underlying 
systems are at or nearing end-of- life. 

RecruitMe has been a key component of MSD's job placement services and until recently 
was the core system for MSD's internal employment service. RecruitMe was integrated 
with the core client management system and was used by staff to input information 

about jobseekers. Th is information was then used to match clients to available 
opportunities (which are also manually entered into RecruitMe) based off basic matching 
functionality. At a high level, RecruitMe was used (with staff input) to collect and 
aggregate skills and information related to j ob seekers to match them to available 

opportunities. 

RecruitMe and our Find a Job website were both end of-life products based on outdated 
technology and limited functionality that were no longer fit for purpose and did not meet 
jobseeker, employer, provider, or staff needs and expectations. RecruitMe and the Find a 
Job website were decommissioned in May 2023. 

The ageing technology of Recru itMe has been replaced with an interim solution wh ich 
uses other existing technology at MSD. Although the new front-end website Kimi Mahi 

Mai is more user friendly for jobseekers than Find a job, it does not fundamentally 
improve our ability to deliver services or reduce the significant manual input required . 

9(~(Ql_(il} _____________________ _ 

Below are some examples of how the current systems may discourage employers from 
listing and jobseekers from applying. I ssues like this mean clients lose access to jobs (if 

employers do not list vacancies) as well as applicants for t hose jobs ( if jobseekers do not 

apply or employers cannot access support). 

When clients search for a job online with MSD they have to then ring an 0800 number 
during office hours to apply. 

Over 50% of jobseekers view vacancies on line outside of office hours but , because of 
limitat ions in our systems, cannot complete their applications at t hat time. 

Our cl ients cannot apply for training programmes onl ine when we know there is pent-up 
demand for onl ine referral to training programmes. 

An online provider referral proof-of-concept resulted in 700 referrals in the first week, 
as compared with 850 referrals in the previous 12 months. 

To post a job, employers must fill in a form to post an opportunity that is then manually 

entered online by MSD staff. 

Only 38% of employers who list a vacancy with MSD do so more t han once a year. 
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These limitations also prevent us proactively supporting people outside the benefit 
system into work before financia l needs bring them to our attention. In practice, th is 
may be limiting MSD-l isted jobseekers to those with the highest support needs, which 
can then discourage employers from listing vacancies to a service that caters for those 
they m ight see as "hard to place". 53 

Wage-scarring from job loss can have lifetime impacts from wh ich people's incomes 
never recover. Being able to help those seeking employment support more proactively, 
before they are receiving a benefit, would help us avoid this. 

Our lack of consistent labour market intelligence significantly 
limits the quality and value of the services we can provide 

MSD does not have consistent access to good labour market information such as on 
types of jobs avai lable, training needed, and skills gaps. When th is information is 

ava ilable, it is not in a form that can be easily used by MSD's on line systems and/or staff 
to advise jobseekers, employers, and partners. 

Providers and employers do not consistently receive the information they need when 
they need it to best interact with MSD and its clients. This reduces our ability to help our 

jobseekers gain t he skills they need for susta inable employment and mainta in that 
employment. Where training places are unfilled, it also means we are not maximising the 
potential benefits we cou ld gain from partnersh ips with providers. 

The low functiona lity of our systems limits what information we can gather on our 
cl ients' needs and skills, how they gained employment, and whether that was susta ined. 
Th is inhibits our ability to learn and then improve the way in wh ich we help cl ients to 
find work, employers to list with us, and providers to match their capacity and offerings 
to the upskilling needed. 

Our lack of a useful digital service significantly limits who we can 
meaningfully help through the services we provide 

Our lack of a useful digita l employment service limits how our over ___ employment-

focused staff54 can improve outcomes for clients. It also makes it more difficu lt for case 
managers to see the full picture of how clients have interacted with our employment 
services and refer them for upskilling where appropriate. 

Currently we can only offer meaningfu l employment services to the approximately 
45,000 work-obl igated cl ients in case management. However, there are around another 
105,000 work-obligated main-benefit cl ients who are not receiving case management 

support,55 as well as an estimated 70,000 people who are off benefit but are at high r isk 

53 Employers have historically been less willing to use a Public Employment Service as t heir 
perception is that only hard-to-place people will be accessing these job boards. See for example 
World Bank, Public Employment Services: Functions and Innovations - World Bank Policy Primer 
30132 (World Bank September 2003), 4 . 
https: //documents!. worldbank.org/curated/en/859831468779447415/pdf/301320EPPN0no 1030Pu 
blic0employment.pdf [Accessed 1 February 2023) 
54 This reflects full time equivalent staff. 
55 These figures reflect numbers as at end of February 2023. 
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of long-term benefit receipt. As things stand, we can do little for these other groups in 

terms of employment support. 

Iwi and Pacific groups are making significant digital advances to support their 

communities. If the Ministry does not have a digital employment service, it will be left 

behind and unable to connect and interface with them. 

Employment systems used by our staff have low functionality and require manual input 

by MSD staff for almost all transactions. Our staff must spend significant time on lower-

value data input for jobseekers, employers, and providers (who must also navigate 

manual processes), when it could be spent on higher-value interactions directly with 

clients. 

Because of the manual processes required, scaling up to respond to a crisis requires 

proportionately more people. New Zealand will continue to face labour market shocks at 

both national and regional level, such as those recently caused by COVID-19 and 

Cyclone Gabrielle. Economic shocks usually have a disproportionate impact on those who 

were already most at risk of poor labour market outcomes. 

Our existing employment platforms do not provide a foundation 

we can build on to improve the scope and quality of our services 

and extend who we can offer them to 

While our core ageing technology of RecruitMe has been recently replaced with an 

interim solution, it does not fundamentally improve our ability to deliver services or 

reduce the significant manual input required. 

Digital public employment services are recognised globally as 

essential to effectively helping jobseekers into sustainable work – 

off the shelf solutions are available 

Other countries are experiencing similar drivers for change as part of global Future of 

Work and other labour market trends. Digital plays the major role in their responses.56 

In addition, technology has been critical for PES in many countries to respond to 

jobseekers’ needs during the COVID-19 crisis.57 

There is extensive international evidence that public digital employment services result 

in employment and economic benefits.58 Digital employment platforms improve the 

operation of labour markets through impacts like reducing skills mismatches, enabling 

 

56 See for example, OECD, Harnessing digitalisation in Public Employment Services to connect 
people with jobs (OECD, June 2022). 

www.oecd.org/els/emp/Harnessing_digitalisation_in_Public_Employment_Services_to_connect_pe

ople with jobs.pdf [Accessed 1 February 2023]. Zulum Avila, Javier Omar Rodriguez, Public 
employment services: diagnostic tool and guide (International Labour Organisation), 11. 
https://www.ilo.org/emppolicy/pubs/WCMS 829545/lang--en/index.htm [Accessed 6 March 
20234] 
57 See International Labour Organisation, Technology adoption in public employment services (ILO, 
2022), ix. https://www.ilo.org/wcmsp5/groups/public/---

ed emp/documents/publication/wcms 840767.pdf [Accessed 1 February 2023] 
58 See for example, OECD, Harnessing digitalisation in Public Employment Services to connect 
people with jobs (OECD, June 2022). 
www.oecd.org/els/emp/Harnessing digitalisation in Public Employment Services to connect pe
ople with jobs.pdf [Accessed 1 February 2023] 
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insights to improve equity for those participating in labour markets, and deepening 
labour market intelligence. 59 This brings productivity improvements through better skills 

matching and consequent GDP benefits. 

Our market analysis and engagement shows that there are digita l employment platform 
solutions commercially available that MSD could implement, bu ilding directly on the 

experience gained in other jurisdictions. We do not have to bui ld from scratch . 

A Digital Employment Services Platform in New Zealand will 
increase the services we can provide and their quality 

A Digital Employment Services Platform (DESP) will allow jobseekers, providers, and 
employers to connect directly via digital channels as best suits t heir needs. This will help 
MSD employment-focused staff to move from data entry and transaction processing to 
high-value-add support of jobseekers and employers to improve employment outcomes. 

MSD has 484.4 FTE in the employment-specific roles of Job Connect, Work Brokers, 

Employment Liaison Advisors, Employment Coordinators, and Programme 
Coordinators. 60 These roles will benefit the most from the efficiency gains generated by 
DESP (note that Case Managers will receive most of their efficiency benefits from other 
investment in Te Pae Tawhiti) . 

We est imate at least half of our approximately 250 Work Brokers' time is spent on 
low-value activity (data entry, transaction processing, supporting those who could 
digit ally self-serve, etc) and t hat DESP could reduce this by as much as 50%. 61 

This capacity creation will mean that all MSD employment-focused staff can spend more 

time helping jobseekers to connect to opportunities (jobs, training and other supports) 
that meet their needs and match thei r skills, resulting in more susta inable employment 

outcomes for more clients. 

How it could transform our service is illust rated in the following diagram, which 
compares the current state and future state for an example job application and training 

course reg istration/ attendance journey. The icons reflect interactions between parties, 
with a significant reduction in MSD staff interactions occurring once the DESP is in place. 

59 See also, Accenture, Value Proposit ion - Digital Employment Ecosystem (February 2023) , 1. 
Presentation to MSD Programme staff. 
60 Staffing sourced from the MOGSSER numbers from August 2022. 
61 This estimate would be refined as design and implementation progresses. 
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Figure 8 Current state of employment processes 

 

Figure 9 Proposed future state of employment processes 

A Digital Employment Services Platform will widen who we can 

offer employment services to 

In addition to enhancing our digital service, a DESP will also allow MSD to 

cost-effectively support more people who have fewer barriers to employment, with a 

level of service proportionate to their needs (as part of our mandate from Cabinet).62 

How a DESP will enable us to widen our reach and effectiveness with our clients beyond 

the 45,000 we support in case management is illustrated in the following diagram. 

 

62 For MSD employment mandate, see SWC-22-MIN-0091, paras 8-9 (October 2021). 
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Currently on benefit 

A. Case management for s ome, 
with digital employment services 
and prioritised active intervention 
from MSD staff for others 

Estimated 160,000 people - mostly 
long-term unemployed, and other key 
priority cohorts who want support to 
participate in the labour market 

B. Digital employment services 
supported by prioritised active 
intervention from MSD staff 

Estimated 140,000 people - on ly need 
some assistance to participate in the 
labour market 
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Currently off benefit 

C. Digital employment services 
supported by prioritised active 
intervention from MSD staff 

Estimated 70,000 people - recent or 
intensive benefit history, inter
generational benefit receipt, people 
cycling on/off benefit 

D. Digital employment services 

Unknown number of people - may 
have less significant barriers, but 
facing (e.g.) underemployment and 
unsuitable work 

Figure 10 How a digital employment platform will support our priority groups6 3 

This will change the profile of how we deliver services to our key employment cohorts as 

follows. 

I High risk of long-term benefit receipt 
On benefit Off benefit 
~ 160,000 ~ 70,000 

Low- medium risk of long-term benefit receipt 
On benefit Off benefit 
~ 140,000 Unknown 

--------------------------------------------------------------------------------------

1 
I Face . . I . d b to face D1g1ta service supporte y 

service light touch staff intervention 

Figure 11: Current and future service provision to priority groups 

As can be seen, the dig ital platform will extend the employment services offered beyond 
those at high r isk of poor labour market outcomes and/or t hose on benefit and support 
us in providing a full employment service (whether face to face or digitally) to all those 

who need it. 

63 This diagram builds on the quadrants in the Cabinet paper setting MSD's employment direction, 
namely SWC-22-MI N-0091 (May 2022) . 
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A Digital Employment Services Platform will improve the 

operation of the wider New Zealand labour market 

DESP will improve the operation of the New Zealand labour market by reducing skills 

mismatches, enabling insights to improve equity for those participating in labour 

markets, and deepening labour market intelligence. This has the potential to bring 

productivity improvements with consequential positive impacts on GDP. 

Improved labour market information will also help MSD support an equitable and well-

functioning labour market, that also supports the Crown’s commitments under Te Tiriti o 

Waitangi to support good employment outcomes for Māori. 

DESP will not seek to compete with private sector employment agencies. Instead, it will 

aim to cooperate with them to reduce friction in the labour market by providing better 

services to those who require the most support, particularly through needs-matching and 

upskilling – this is consistent with practices in the wider OECD.64 Providing the 

opportunity for private sector employment agencies to list their vacancies on DESP will 

also create a win-win situation for both PES and these agencies, widening the choices for 

those at risk of poor labour market outcomes who are currently not always being served 

by the private sector. 

DESP will make available a wider range of more timely labour market data, both for 

current clients and those beyond the welfare system. Combining this intelligence with 

local labour market knowledge, collected through our regional labour market managers 

and others on the ground, will give us a more complete picture of labour market trends 

and support informed decision-making. A wider range of jobseekers using the DESP 

would also expand the labour market information we gather, enabling MSD to 

understand more about jobseekers who operate outside the benefit system. 

We expect that the improved labour market intelligence that will become available 

through the DESP will be of high value to MSD to support both regional and national 

decision-making. Better local labour market insights will also support New Zealand’s 

ability to respond to emergency events and will be a useful tool to support employers 

and workers impacted by redundancy and economic downturn, particularly where they 

interact with MSD’s Early Response Redeployment Service. 

DESP will also support other agencies and their objectives, for example in relation to 

labour market testing and determinations on whether skills can be met from within the 

New Zealand domestic labour market. The information will also support better 

investment decisions, such as in relation to Active Labour Market Programmes. 

DESP will also have the potential to integrate with private-sector employment agencies 

and present their listings, which could further enhance job choice and labour market 

intelligence, increasing the overall effectiveness of the wider labour market. 

 

64 See for example, Australian Government Department of Jobs and Small Business, The next 
generation of employment services: discussion paper (Australian Government, June 2018). This 

paper references the Flanders public employment agency and its sharing of information on 
vacancies with private recruitment firms (p30). The paper envisages future online services 
integrated with private sector firms as much as possible, without competing with them (p31). 
https://www.dewr.gov.au/workforce-australia/resources/next-generation-employment-services-
discussion-paper [Accessed 12 April 2023] 
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DESP is forecast to contribute to monetary benefits achieved through reduced payments 
in the welfare system, as clients receiving a benefit are moved into sustainable work, 
and others find work without reach ing the welfare system. 

By the end of Te Pae Tawhiti programme, Benefit KPI 5 has forecast savings of 

approximately $1.2b over 12 years from improved employment outcomes (exits int o 
employment and maintaining sustainable employment), of which DESP is a 

contributor. 65 

Investing in a Digital Employment Services Platform now is 
critical, as high employment is not projected to last and New 
Zealand will face further crises 

The impact of the issues we face with our current digital service are likely to become far 
more apparent as unemployment rises or we experience labour market changes (such as 
industry t ransformation) . Recent forecasts predict that New Zea land will exit its current 
high employment rate over the next couple of years. One forecast has New Zealand's 

unemployment rate rising from 3.4% in January 2022 to 4.8% in 2024. 66 

The current high employment labour market forces many employers to look harder for 
staff. This means that they are more likely to be engaging with MSD despite the issues 
faced with our digital services. As unemployment increases, employers will increasingly 
have other options for finding staff. I f employers choose then not to list opportun ities 

with MSD because of d ifficu lties with our dig ital service, this wi ll lessen the choices we 
can provide to those most at risk of poor outcomes. 

Moving forward with DESP for Horizon One of Te Pae Tawhiti Programme will mean MSD 
is in a better position to respond to the peak of jobseeker numbers forecast for 2025. A 
DESP will be a va luable tool for MSD to support those at risk of poor labour market 
outcomes during a downturn, as providing help in the short-term can shelter people from 

longer-term impacts on their income and wellbeing. 

" I mproving the employability of the most vu lnerable groups now would increase 
their chances of being integrated into the labour market as economies recover 
and employers' needs for labour increase."67 

DESP will enable us to make more light-touch interventions, expanding our reach to 
more cl ients on benefit and supporting them to gain employment and make that 

employment sustainable. Simultaneously, it wi ll create more capacity for our intensive 

65 This forecast is based on having the DESP in place before the end of Horizon 1. Any delay to the 
implementation of the DESP will mean a decrease in the forecast savings over that period. 
However, the forecast savings are for all the proposed TPT changes t hat contribute to KPI 5, of 
which the DESP is one component on ly. 
66 See for example, https://tradingeconomics.com/new-zealand/unemployment-
rate ?embed/forecast#: N: text= Unemployment%20 Rate%20 in %20 New%20Zealand%20is%20expe 
cted%20to,percent%20in%202025%2C%20according%20to%20our%20econometric%20models. 
[Accessed 8 March 2023] 
67 See OECD, Building inclusive labour markets: Active labour market policies for the most 
vulnerable groups. 
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services to help t hose furthest from the labour market. In the future, there is also the 

potential to use the DESP to focus on those outside the welfare system. 

The scope of Employment Service in Horizon One is focused on 
establishing the employment operating model and delivering an 
accessible digital employment self-service capability 

By the end of Horizon One, the Programme will have implemented new capabilities 

within the Employment Operating Model. This will provide an enhanced j obseeker, 

employer, and opportun ity provider experience, allowing them to interact and self -serve 

on a common, accessible digital employment capability. We are using a human-centred 

design methodology to enable us to better understand, del iver for, and help our clients, 

their whanau, and commun ities. 

Table 17 Scope of Employment Service 

.. 
"" I o • "'' 11. I ~ • fl'; flll 

MSD will implement new capabilities within the Employment MSD will implement self-service capability to enable 
Operatinq Model, processes and business capability that will jobseekers to manaqe their employment affairs throuqh self-
allow clients, employers, and providers to interact on a ·service where that is their preference Additional self-service 
common platform A diqital self-service capability will be elements will be implemented for employers (such as the 
implemented in Horizon One, but the future state listinq of vacandes) and opportunity providers ( such as to 
Employment Operatinq Model that will fully incorporate the update traininq opportunities) so MSD can provide an end-to-
Future Service Model will be desiqned and tested for end digital self-service experience for jobseekers 
implementation in future Horizons 

Implement new capabilities within the Employment Operating We envisage a two-phase approach that will see in Horizon 
Model that supports the new Digital Employment Self-Service One a Digital Employment Self-Service Capability supporting 
capability (online tools, opportunity matching, and MSD client self-service and assisted self-service, including an automated 
system interfaces). This will include a change in focus and opportunity matching capability and MSD back-office data 
approach of some of MSD's employment-related roles to integration to connect jobseekers with potential employers 
supporting employers and opportunity providers to shift to and training opportunities. In Horizon Two this will be fully 
the new operating model. integrated into the new Experience Platform. 

By the end of Horizon One the Digital Employment capability This capability will use analytics capabilities and integrated 
is live and in use in a transitional state providing enhanced data from within MSD and other organisations to enhance 
jobseeker, employer, training provider and MSD staff employment services providing value to our clients and staff 
experience, and improving labour market outcomes. in supporting our clients, the New Zealand labour market, 
The Digital Employment capability will not be fully integrated and improved labour market outcomes by getting jobseekers 
into the new Experience Platform, MSD client management into work. 
and the "single client view" until Horizon Two. 

Employment Service Options: Our preferred solution for 
Employment Service is to implement a full-service digital 
employment solution for jobseekers, employers, and providers 
using an off-the-shelf platform - this will support major 
monetisable benefits of approximately $1.2 billion over 12 years 

We examined three options for Employment Service based on a continuum of 
lower to higher levels of ambition 

We then compared these options against our investment objectives for each of the 

service changes and the critical success factors we identified in t he Programme Business 

Case. 
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Option 1: Design – rejected 

This option delivers: 

• The design and analysis work for a digital employment platform for self-service 

capability to enable jobseekers to manage their employment affairs, and for 

employers (such as the listing of vacancies) and opportunity providers (such as to 

update training opportunities) so MSD can provide an end-to-end digital self-

service experience for jobseekers. 

This option would not involve procuring or implementing a new platform. It does not 

meet any of the investment objectives and provides no additional benefits. This option is 

rejected. It delivers no monetisable benefits in Horizon One. 

Option 2: Platform and pilot – rejected 

This option delivers: 

• Implement self-service capability to enable jobseekers to manage their 

employment affairs through self-service where that is their preference. 

• Implement additional self-service elements for employers (such as the listing of 

vacancies) and opportunity providers (such as to update training opportunities). 

• Implement new capabilities within the Employment Operating Model, processes 

and business capability that will allow clients, employers, and providers to 

interact on a common platform. 

• A pilot to enable selected jobseekers to manage their employment affairs through 

self-service – there would not be a wider rollout of functionality in Horizon One. 

Taking implementation to pilot stage has significant issues. 

• It would be very difficult, if not impossible, to manage the boundary of the 

clients, employers, and providers taking part in the pilot. 

• A pilot and would still require a similar amount of implementation work as a full 

implementation – eg it would still require the full job taxonomy to be developed 

along with a full user experience for all participants – jobseekers, employers, 

providers, and MSD staff. 

• Managing an effective pilot would require significant additional co-existence effort 

not required in a full implementation. 

• A pilot would not deliver any significant to jobseekers, employers, and providers. 

This option is therefore rejected because of the high level of risk it would bring and the 

low level of value it would deliver. While it has a lower theoretical cost than the preferred 

option, it is largely impractical. It delivers no monetisable benefits in Horizon One. 

Option 3: Platform and implement – preferred 

This option delivers the following: 

• Implement self-service capability to enable jobseekers to manage their 

employment affairs through self-service where that is their preference. 

• Implement additional self-service elements for employers (such as the listing of 

vacancies) and opportunity providers (such as to update training opportunities). 
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• Implement new capabilities within the Employment Operating Model, processes 

and business capability that will allow clients, employers, and providers to 

interact on a common platform. 

• Rollout the functionality to jobseeker, employers, and providers. 

A digital self-service capability will be implemented in Horizon One, but the future state 

Employment Operating Model that will fully incorporate the Future Service Model will be 

designed and tested for implementation in future Horizons. 

This option enables the delivery of major monetisable benefits for the Programme. In 

Horizon One it will deliver approximately $10 million of monetisable benefits, while after 

12 years – three years after the whole Programme has finished – it will have enabled the 

delivery of approximately $1.2 billion of benefits. 

This option provides the best value. While it has the commensurate risk associated with 

any systems implementation that affects a wide number of stakeholders, we believe that 

this risk is manageable. We are conducting several proofs of concept using existing 

systems to ensure that we understand and can manage the change impact on 

jobseekers, employers, and providers. This option can be achieved within Horizon One. It 

is the preferred option.68 

Note that full embedding and integration of the digital employment platform will occur in 

subsequent Horizons. It would also be rolled out to those seeking work beyond those 

receiving jobseeker benefit. 

The results of this analysis are summarised in the following table. Note that: 

• The costs are cash costs for the Horizon for comparison purposes and exclude 

MSD contribution, depreciation, and capital charge. 

• The options within this service change have been assessed against the 

investment objectives for the specific service change. This is to enable us to 

choose the best option for the specific service change. 

• The options within this service change have been assessed against the critical 

success factors used in the Programme Business Case as these are common 

across all service changes. 

• It is assumed that Options 1 and 2 do not proceed further and so no monetisable 

benefit is available. 

• The 12-year monetisable benefits show the expected reduction in benefits paid if 

the whole Programme as scoped goes ahead. These benefits are enabled by 

Employment Service, but rely on the whole Programme completing its three 

Horizon scope. 

• The estimates for these monetisable benefits are based on core assumptions 

about the changes we can influence in social and employment outcomes. As these 

estimated savings will be in Crown appropriations, they will not be directly 

realisable and will be difficult to monitor. 

(Note that that costs are provided for comparative purposes only and do not reflect final 

agreed costs and scope of preferred option as part of the Budget 23 process.) 

 

68 Note that these options are consolidated versions of the technical options that were analysed by 
the Employment Service team. 
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Table 18 Employment Service options analysis 

0ptton 1: Evaluation atter1a Design 

Deliver digital access • 
Blended with case • management 

Investment objectives 
Automated opportunity • match 

Labour market • information 

Te Ao Maori • 
Strategic Fit • 
Business Needs • 

Critical success Value for Money • factors 

Supplier capacity & • Capability 

Affordability • 
Achievability • 

Benefit realisation • 
Horizon One monetisable benefits -

12 year Programme benefits enabled -

Cost 
i 9(2)(b )(ii) 

Evaluation • 
Reject 

, 
Option 2: 

Platform and 
PIiot 

• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
-

-

• 
Reject 
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' OptlOn 3: 
Platfonn and 
Implement 

• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 

~$10m 

~$1.2b 

• 
Preferred 

"Insufficient " Impractical to "Sweet spot" 
Conclusions ambition to Best balance of 

prove value" run pilot" 

■ Low . Medium Low • Medium High • 
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Client Engagement Practice will enable us to 

better meet the increasingly complex needs of 

many of our clients and 

support the 

implementation for 

students by Service 

Experience in Horizon One 

Our current staff-client engagement processes and practices are 

not meeting the needs of an increasing number of our clients 

MSD is seeing more clients and whānau whose needs cannot be met by 

transactional provision of services – a cohesive, integrated and tiered case 

management model is required 

Currently MSD staff typically only focus on a single need (eg income) at a time – this 

means they are not always able to easily address multiple needs. 

Our staff are also finding that the level of those traditionally referred to as self-starters is 

reducing. More clients have multiple, complex needs across MSD services and more 

broad wellbeing considerations (eg employment + income + housing + disability + 

mental health issues). This situation is being exacerbated by changing demographics. 

Our systems and processes are no longer fit-for-purpose and are not delivering for many 

of our clients. This is compounded by inconsistent staff practice. Together, these issues 

reduce our ability to deliver holistic, high-value activities and build constructive 

relationships with clients. 

Changing labour markets are shifting the types of roles available and skills being sought, 

meaning MSD needs to change how it works with clients to support them into work. 

The COVID-19 pandemic saw a large increase in support requirements for our clients. 

While most of our clients were able to quickly transition back into employment, the lives 

and needs of those continuing to seek support from MSD are becoming increasingly 

complex. This results in increased demand for more holistic and integrated support that 

adequately responds to that complexity. 

Without well-researched and tested client engagement practices 

and processes, we will not provide the support that New 

Zealanders need 

Consistent best practice client engagement and case management delivered by 

all client-facing staff will ensure we deliver better outcomes to New Zealanders 

Effective client engagement and case management is clearly essential if MSD staff are to 

serve our clients more effectively. This has been borne out repeatedly by our discussions 

with our clients and partners, our case management pilots, our research, and discussions 

with other agencies, and welfare reviews. 
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Case management is a collaborative practice that supports staff to work with clients to 

assess, plan, implement, coordinate, monitor, and evaluate the support required to meet 

a client’s wellbeing needs. While examples of good practice exist in MSD, overall practice 

is inconsistent. This is due to a lack of unified guidance, no defined core competencies 

for staff, underdeveloped training foundations and development pathways, and lack of 

good support from systems. 

Although there have been attempts to provide guidance about case management and 

practice at MSD, there is no unifying framework that ensures consistency. This means a 

lack of clarity about the practices, processes, and outcomes of case management as an 

intervention. 

Staff are not consistently equipped or supported to deliver case management 

across multiple areas of need 

Case management will enable MSD staff to work beyond a transactional, often single 

need approach, to taking a holistic view of clients and their wider environment to better 

understand their needs and support their aspirations. This is a major change for how 

most of our staff work. 

Currently, training and capability building for case management are often one-off or 

delivered on an ad-hoc basis. There is no ongoing learning and development, clear 

development pathways, or core competencies across roles. We are not equipped to 

consistently deliver a robust case management practice. 

Client Engagement Practice will deliver the design for the 

capability, practices, and processes for all MSD staff-client 

engagements – whether face-to-face or through channels such as 

phone or digital chat – and in Horizon One support the 

implementation for students in Service Experience 

Client Engagement Practice will define the approach and scope of case 

management as part of MSD’s services to its clients and their whānau so that 

the contribution of case management in the Future Service Model is clear and 

agreed 

We will agree the key drivers and desired outcomes for case management at MSD and 

define how case management fits within the Future Service Model. We will align with the 

Te Pae Tata strategy consistent with the Ngā Matanga Māori Values Framework. 

Key considerations for defining the options MSD has for case management include: 

• consistency with MSD’s mandate, vision, and legislation 

• designing and evaluating potential approaches with key stakeholders, ensuring 

alignment to and support of Te Pae Tata, Ngā Matanga Māori Values Framework, 

and Pacific Prosperity 

• taking a human-centred design approach focused on clients and whānau, 

ensuring alignment to the New Zealand Disability Strategy. 
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Client Engagement Practice will define the case management model through 

the processes, practices, capabilities, and measurements that will be used to 

deliver case management within the Future Service Model 

Defining the case management model includes: 

• the processes and practices that staff will follow, and the partnership practices 

and engagement required 

• the cultural practices that must be followed 

• the staffing capability required for case management at MSD , including people 

requirements and role descriptions 

• identifying the pre-requisites for supporting technology 

• the ongoing requirements for training, supervision, communities of practice, 

measurement, and continuous improvement 

• any key tools needed. 

Client Engagement Practice will test the case management model with different 

client groups to test the effectiveness of the approach and model 

We will run proofs of concept with sufficient client groups to prove the approach and the 

benefits that will be produced and test the processes, practices, and staffing capability 

required. This will involve engaging a wide variety of stakeholders in the proof-of-

concept design, evaluation and measurement including Māori and iwi, Pacific people, and 

those from the disabled community. 

We will develop the plan for change to address practices, processes, staffing capability, 

information and to develop models for staffing scenarios to show the impact on costs 

and benefits. 

Client Engagement Practice will also support Service Experience to deliver the 

implementation for students in Horizon One 

This service change will also develop and test the necessary engagement practices and 

processes needed for staff as they provide a transformed service to students as 

delivered by Service Experience. Note that this will not be a full case management 

service, but we will ensure that engagement practices for students are consistent with 

the wider engagement model that is being developed. We will provide our staff with clear 

guidance and training and support them to provide the best service they can. 
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The scope of Client Engagement Practice in Horizon One will be 
developing the processes, practices, and staff capability 
requirements needed to implement the Future Service Model 

By the end of Horizon One, MSD's future Client Engagement Practice Model and 
supporting framework will be designed, pi lot ed, and implemented with students, in 
preparation for full roll -out in Hor izon Two. We are using a human-centred design 
methodology to enable us to better understand, deliver for, and help our cl ients, their 
whanau, and communities. 

Table 19 Scope of Client Engagement Practice 

tr;rt · -= , ..... 

Discover, design, test and iterate a 
Framework to support the delivery of 
new Client Enqaqement Practice Model 
and to move towards high value and 
direct client support 

Complete a baseline assessment of the 
current case Management Framework 
including capability of case 
management staff. 
Design a supporting framework to 
enable the Client Engagement Practice 
Model, including the development of HR 
processes, identification of operational 
budget requirements and workload 
management processes. 
The new Client Engagement Practice 
Model and supporting Framework will 
be tested and validated iteratively. 
Including but not limited to connecting 
to services and understanding needs, 
integrated client view, integrated client 
plan, and integrated knowledge 
management. 

-··· ....•. 
~ .. . ' -

Discover, design, test and pilot a new 
Client Engagement Practice Model to 
support case manaqement staff servinq 
MSD clients in delivering a personalised 
and tailored service 

Complete a baseline assessment of the 
processes and practices within the 
current state Client Engagement 
Practice Model. 
In parallel, perform discovery activities 
including practice model research, 
options analysis and enabling 
technology pre-requisites. 
Leveraging a human-centric desiqn 
approach, design a Client Enqaqement 
Practice Model for 1: 1 case 
management (as an intervention) and 
non-caseload practice (by interaction) -
including engagement approaches, 
practice and processes design, 
workforce desiqn, technology and 
information, and data and analytics 
design. 
In collaboration with the Future Service 
Model, the new Client Engagement 
Practice Model, supporting Framework 
and its supporting technology will be 
tested and validated iteratively. 
'Supporting technology' refers to 
functionality, which could include an 
integrated client view, integrated client 
plan and workflow. 
The work to support service 
coordination (and other processes and 
practices required) will be completed to 
the level required to support the 
Service Experience implementation for 
students within the Future Service 
Model. 

l ■I 9 • • IIFol ■ lf 

Prepare for implementation of the Client 
Engagement Practice Model, Operating 
Framework and enabling technology 

Core input into the Horizon Two 
Detailed Business Case, gap 
assessment, resourcing requirements, 
budqet requirements, and other Horizon 
Two preparations. 
Intention for full roll-out in Horizon Two 
of: 

• Client Engagement Practice 
Model 

• Case Management supporting 
framework 

• Service Experience enabling 
technology for Client 
Experience Practice. 

Note that th is work is distinct from the Future Service Model design stream that covers 
the wider service experience design, cl ient engagement, the service model approach to 
partnersh ip, and the service approach for cli ents. Both these streams of work will work 
closely together. 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 

ECONOMI C CASE 
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Client Engagement Practice Options: Our preferred solution for 

Client Engagement Practice is laying the foundations for the 

platform and supporting the implementation of students in 

Horizon One to provide value to MSD staff and a cohort of clients 

We examined four options for Client Engagement Practice based on a 

continuum of lower to higher level of ambition 

We then compared these options against our investment objectives for each of the 

service changes and the critical success factors we identified in the Programme Business 

Case. 

Option 1: Model, Plan – rejected as does not test the model or adequately 

support Service Experience 

This option would provide: 

• Design of the client experience practice model. 

• Development of a full implementation plan to support funding and change for 

Horizon Two. 

This option provides the baseline requirements for Client Engagement Practice. However, 

the design will remain theoretical unless it is tested. The risk for this option is low (as 

reflected in the achievability rating). While this is the lowest cost option, it will produce 

an untested result that will inevitably add cost in later Horizons. 

Option 2: Model, Plan, Test – rejected as does not adequately support Service 

Experience 

This option would provide: 

• Design of the client experience practice model. 

• Development of full implementation plan to support funding and change for 

Horizon Two. 

• Proofs of concept to prove the model. 

Service Experience will impact Client Engagement Practice. There is a risk with this 

option that Client Engagement Practice will not align with Service Experience. While this 

option has a lower cost than our preferred option and can be implemented at low risk 

(no significant change management is required as only proofs of concept are required – 

there is no live implementation), it does not deliver sufficient value, and would add risk 

to Service Experience, and inevitable require rework in future Horizons. 

Option 3: Model, Plan, Test, Students – preferred 

This option would provide the following: 

• Discover, design, test and iterate a Framework to support the delivery of new 

Client Engagement Practice Model and to move towards high value and direct 

client support. 

• Discover, design, test and pilot a new Client Engagement Practice Model to 

support case management staff serving MSD clients in delivering a personalised 

and tailored service. 
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• Prepare for implementation of the Client Engagement Practice Model, Operating 

Framework and enabling technology. 

• The work to support service coordination (and other processes and practices 

required) will be completed to the level required to support the Service 

Experience implementation for students within the Future Service Model. 

This provides a tested client engagement model, the necessary tools, and an 

implemented service for students. While it has a slightly higher risk than Options 1 and 2 

(as it requires implementation of a cohort of clients, namely, students), this is the 

preferred option as it develops the client engagement foundations and provides direct 

value by supporting the implementation of students. 

Option 4: Model, Plan, Proofs of Concept, Students, other cohorts – rejected as 

‘bridge too far’ 

This option would provide the following: 

• Discover, design, test and iterate a Framework to support the delivery of new 

Client Engagement Practice Model and to move towards high value and direct 

client support. 

• Discover, design, test and pilot a new Client Engagement Practice Model to 

support case management staff serving MSD clients in delivering a personalised 

and tailored service. 

• Prepare for implementation of the Client Engagement Practice Model, Operating 

Framework and enabling technology. 

• The work to support service coordination (and other processes and practices 

required) will be completed to the level required to support the Service 

Experience implementation for students within the Future Service Model. 

• Implementation of the service model required for additional cohorts. 

This option builds on Option 3 by implementing client engagement beyond what is 

required for the student support practices and processes. 

The addition of additional cohorts adds significant risk and complexity to the Horizon One 

work. It also makes it more difficult to understand the level of funding we would require 

for the job changes that would now need to occur in Horizon One. This option is 

considered ‘a bridge too far’ for Horizon One. 

Option 3: Model, Plan, Pilot Support is the best balance between delivering 

value and achievability and is our preferred sub-option for Client Engagement 

Practice 
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Table 20 Client Engagement Practice options analysis 

IEYeluaUon afllNia I 
Option 1: I Opt:ton 2: 
Model and Model, plan, 

nllln tr1lls 

Develop approach • • 
Define model • • Investment objectives 

Prove the model • • 
Implementation clarity • • 
Te Ao Maori • • 
Strategic Fit • • 
Business Needs • • 

Critical succe.ss Value for Money • • factors 

Supplier capacity & • • Capability 

Affordability • • 
Achieva bility • • 

Benefit realisation • • 
Cost 

r(2)(b)(ii) 

Evaluation • • 
Reject 

Conclusions " Do not provide direct value to 
clients" 

,r 

' 

\. 

Option 3: 
Model, plan, 

trlllls. -

• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 

• 
Preferred 

"Sweet spot" 
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' ' Option 4~ I Model, plan, 
nart1111 1mo1 

• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 

] 
• 

Reject 
"Too difficult to 

achieve" 

J 

Medium Low • Medium High • High • 

(Note that that costs are provided for comparative purposes only and do not reflect final 
agreed costs and scope of preferred option as part of the Budget 23 process.) 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 

ECONOMIC CASE 
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Kotahitanga: Effective partnering and 

commissioning is critical for supporting the 

Crown to fulfil its Te Tiriti obligations, delivering 

on the Social Sector 

Commissioning Action Plan 

and achieving better and 

more equitable outcomes 

We must have the capability, systems, processes, and information 

to partner effectively 

Strong foundations are needed for us to deliver on our social sector 

commissioning commitments 

The Government has released the Social Sector Commissioning Action Plan 2022–

2028.69 The purpose of this work is to “transform the way social supports and services 

are commissioned so they best support people, families and whānau to live the lives they 

value”. MSD is leading this cross-sector work programme by hosting the Commissioning 

Hub and is expected to lead by example for the social sector in how to transform its own 

commissioning activity. 

Cabinet has directed MSD and other social sector agencies to start implementing 

relational commissioning immediately, with plans for scaling up a relational approach by 

mid-2023. It agreed that relational approaches should become normalised practice 

across government-funded social sector services from 2028.70 

Central to this direction is action five of the Action Plan: “Government agencies and 

Crown entities make operational changes to deliver the government endorsed 

‘commitments’ to commissioning practice”. 

Kotahitanga: Effective partnering and commissioning (Kotahitanga) is the key 

mechanism for MSD to fulfil the Action Plan and Cabinet mandate by building the 

foundations for relational commissioning in MSD in Horizon One and implementing, 

embedding and extending relational commissioning approaches in Horizons Two and 

Three. 

Te Tiriti o Waitangi is a tūāpapa, our foundation for partnership 

The Government has committed to growing the capability and capacity of government 

agencies to support the Crown to be a better Te Tiriti o Waitangi partner and to ensure 

they can work alongside and empower Māori, to achieve better outcomes for Māori. As 

 

69 Ministry of Social Development, Social Sector Commissioning 2022–2028 Action Plan (MSD, 
2022). https://msd.govt.nz/about-msd-and-our-work/publications-resources/planning-
strategy/social-sector-commissioning/index.html. [Accessed 24 May 2023] 
70 See SWC 21-MIN-0173 (November 2021). 
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part of this, we are committed to supporting Māori, whānau, hapū and iwi to realise their 

own potential and aspirations. 

In Horizon One, Kotahitanga will support the capacity of MSD staff to support Crown’s 

commitment to Te Tiriti o Waitangi plus design and test with partners a relational 

commissioning model with Te Tiriti o Waitangi as the tūāpapa (foundation). 

There are significant barriers to us working in effective partnerships and 

effectively implementing the social sector commissioning actions 

We need to improve the experience of our partners, developing long-term positive 

relationships built on trust and confidence, so that they can be more effective in the 

work they do. This includes Māori-Crown partnerships, partnering for delivery of services 

and support, partnering for social connection and wellbeing, and commercial 

partnerships. 

We have significant barriers to operating as effective partners and fulfilling our social 

sector commissioning accountabilities. 

• Our partnering and commissioning processes are complex, inefficient, siloed and 

outputs rather than outcomes-based – they are not consistent with the outcomes 

we desire. 

• We are not engaging effectively with Māori, iwi and hapū and communities to 

support broader social development outcomes. 

• There are barriers to diverse partners entering the market and we do not have a 

universal explicit focus on equitable social sector commissioning to improve 

equity of outcomes. 

• Our partners find it difficult to work with us to achieve shared outcomes as we do 

not resource partners to engage and participate. 

• Our systems constrain what we can do, prevent us from working in a relational 

way, and are at significant risk of failure in the short term. 

• We cannot easily gather, store, analyse, use, and share information with our 

partners or generate evidence and insights on partnering that would foster 

ongoing innovation and learning. 

The resolution of these issues requires investment in capability, systems, processes, and 

information. It will require us to work far more closely with our partners, in a spirit of 

true partnership to design and test new approaches. This is a significant change that will 

require investment. 

Transformation of our partnership approaches and supporting systems, 

processes, information, and capabilities will bring us major opportunities 

We have three major candidates for our Horizon One work: 

• Design and test a social sector commissioning operating model with Te Tiriti o 

Waitangi as the Tūāpapa – this will deliver a model with our partners for 

relational commissioning, supported with the processes and capability for us and 

our partners. 

• Build systems foundations for commissioning – we can replace our current ageing 

systems with fit-for-purpose modern solutions that support effective contracting, 

procurement and reporting and define requirements to ensure that the service 

experience platform is fit-for-purpose for our partners. 
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• Redesign funding and information approaches – we need to transform our funding 

approaches and ensure they are supported by the information needed by us and 

our partners. 

Effective partnering more broadly is a key tool for improving equity of 

outcomes – the overarching benefit sought by the Programme and a key focus 

of government strategies and action plans 

Transformed partnering will be a critical tool to improve equity of outcomes for Māori 

and Pacific people and support their aspirations for intergenerational wellbeing. 

Effective partnering is essential for MSD to deliver on its own core purpose and on cross-

government commitments to improve outcomes for Māori, Pacific people, seniors, youth, 

disabled people, carers, women, families, and whānau. These include the welfare 

reforms, the New Zealand Employment Strategy and its action plans, Enabling Good 

Lives and the New Zealand Disability Strategy, the Child and Youth Wellbeing Strategy 

and Te Aorerekura: the National Strategy to Eliminate Family Violence and Sexual 

Violence. 

Through effective partnering with non-government organisations, hapū, iwi and Māori 

organisations, employers, business and industry groups, community leaders and other 

government agencies, we can leverage our collective strengths and areas of expertise, 

achieve greater reach, agility, and innovation in our practice and have better informed 

decision-making. 

Partnering also enables people to connect directly with trusted groups who may be more 

accessible, have greater reach and be able to understand what matters most to them 

and their whānau and support their aspirations. Partnering allows us to be responsive to 

the diverse needs of communities, and support culturally appropriate solutions. 

The scope of Kotahitanga: Effective partnering and commissioning 

in Horizon One is to build and implement the systems and 

processes and develop the staff capability needed to embed a 

relational commissioning approach 

By the end of Horizon One, the Programme will have designed and tested a relational 

commissioning operating model aligned with Te Tiriti o Waitangi. This work will have 

also: 

• built systems foundations for commissioning (using new MSD Corporate Platform 

where appropriate) 

• designed, tested and implemented funding approaches 

• designed, tested and implemented fit-for-purpose, information, data and analytics 

approaches to support effective commissioning. 
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Table 21 Scope of Kotahitanga 

111111 ... , 1 1:..r,;1 ■ 1111 

Desiqn and test with selected 
partners a Relational 
Commissioninq Operatinq 
Model with Te Tiriti o Waitanqi 
as the Tuapapa 

This work will look for 
opportunities to create and 
embed a Relational 
Commissioning Operating 
Model with a small range of 
partners (induding Maori, iwi 
and hapu, who represent 
different community 
perspectives. 71 This work 
looks to scale up to test with a 
larger range of partners in 
subsequent horizons. 
This work will identify 
partners to collaboratively 
design and test elements of 
the operating model.-This 
approach looks to develop the 
operating model 
incrementally, providing value 
overtime. 
This work will contribute to 
Horizon 2 by informing future 
requirements for relational 
commissioning and building 
on the technoloqy foundations 
from Horizon 1. 

I 11111\ ... 
Redesiqn fundinq models and 
information approaches with 
partners to improve how we 
commission and achieve 
impact from our investment 

This work will look for 
opportunities to redesign, 
funding models and 
information approaches with 
selected partners which will 
support the development of 
the Relational Commissioning 
Operating Model. This work 
looks to support equitable, 
outcome-based relational 
commissioning with 
transparent success 
measures. 
Effective collection, storing, 
use and sharing information 
are key enablers to strategic 
investment and the operating 
model. 

11111t 111 f 

-. ' 

Build technoloqy foundations 
to support sourcinq, 
contractinq, reportinq and 
payments, to replace leqacy 
systems and support the 
Relational Commissioning 
Operating Model 

This work will replace high 
risk systems, Conquest, FAC, 
Cognos and ROA, with fit-for
purpose solution that is 
integrated and supports an 
effective system for sourcing, 
contracting, reporting and 
payments. This approach will 
leverage existing MSD 
investment ( especially in new 
MSD Corporate Platform) 
where possible to improve 
staff and partner experience. 
This will support work of 
future horizons by 
contributing to the 
procurement for the 
experience platform to 
support a relational 
commissioning approach and 
a more positive partner 
experience. 72 
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Supportinq our partners and 
workforce with chanqe 
manaqement activities while 
preparing for future horizons 

This work will look to support 
our partners and workforce 
with change management 
activities for testing; 
Relational Commissioning 
Operating Model, Redesigned 
funding models & information 
approaches, and Technoloqy 
foundations for 
commissioning. 
This work will define 
workforce and partner 
capacity and capability 
required to deliver the 
operating model and, build 
the foundational capability 
needed in our staff to support 
the Relational Commissioning 
Operating Model. 
Implementation preparation 
also focuses on developing 
Horizon Two implementation 
planning for the and business 
case inputs. 

Kotahitanga options: Our preferred solution for Kotahitanga: 
Effective partnering and commissioning is to create the core 
processes, people capability and system foundations needed to 
deliver transformed partnering relationships to a cohort of 
commissioning partners 

We examined three options for Kotahitanga: Effective partnering and 
commissioning, based on a continuum of lower to higher level of ambition 

We then compared these options against our investment obj ectives for the service 
change and t he critica l success factors we identified in the Programme Business Case. 

Option 1: Do minimum 

This option is focused on policy and design only. It would : 

• Design a Relational Commission ing Operat ing Model with Te Tirit i o Waitangi as 
the T0apapa. 

71 We will attempt to ensure that t his group is representative of t he range of MSD's partners. 
72 We note that there may be policy changes required to support changes in funding models. 
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• Redesign funding models and information approaches to improve how we 

commission and achieve impact from our investment. 

This option is the do minimum option. While it is very achievable (ie it can be 

implemented at low risk as it has little impact on partners and so little change 

management is required), it brings little change to our partner relationships before 

Horizon Two, and therefore little Horizon One value. It would not make any changes to 

data management and analysis and would not provide any improved technology support 

for gaining insights. While it is the least expensive option, it does not deliver sufficient 

value over the three years of the Horizon. It would delay the changes that we need to 

make to our partnerships, and we would not meet our cross-agency social sector 

commissioning commitments. 

Option 2: Design, test, and learn 

This option makes changes to how we partner to bring value to a cohort of partners and 

the clients, whānau, and communities they serve. It would: 

• Design and test with selected partners a Relational Commissioning Operating 

Model with Te Tiriti o Waitangi as the Tūāpapa. 

• Redesign funding models and information approaches with partners to improve 

how we commission and achieve impact from our investment. 

• Build technology foundations to support sourcing, contracting, reporting and 

payments, to replace legacy systems and support the Relational Commissioning 

Operating Model. 

• Support our partners and workforce with change management activities while 

preparing for future horizons. 

This option has a higher risk than the previous option as it will require implementation of 

systems as well as impacting a number of partners with the associated change 

management risks. However, these risks can be mitigated (we have already 

implemented the core finance systems that we will build upon and ensured we have the 

level of consultation and change management required). This option provides the best 

balance of scope, value, and achievability. 

Option 3: Full implementation 

This option is the do maximum option. It would add the following to Option 2: 

• Design and test with selected partners a Relational Commissioning Operating 

Model with Te Tiriti o Waitangi as the Tūāpapa. 

• Redesign funding models and information approaches with partners to improve 

how we commission and achieve impact from our investment. 

• Build technology foundations to support sourcing, contracting, reporting and 

payments, to replace legacy systems and support the Relational Commissioning 

Operating Model. 

• Implement full social sector commissioning processes across all partners and in 

all regions. 

While it provides the highest value, we do not believe it is possible to achieve this scope 

in Horizon One (ie it has a significant risk). 

The results of this analysis are shown in the following table. 
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(Note that that costs are provided for comparative purposes only and do not reflect final 

agreed costs and scope of preferred option as part of the Budget 23 process.) 
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Table 22 Kotahitanga: Effective partnering and commissioning options analysis 

/ ' Option 1: Option 2: ' 
Evaluation criteria Design and Design, test, Option 3: 

ool!g teem Fully Implement 

Deliver digital access • • • 
Blended with case • • • management 

Investment objectives 
Automated opportunity • • • match 

Labour market • • • information 

Te Ao Maori • • • 
Strategic Fit • • • 
Business Needs • • • 

Critical success Value for Money • • • factors 

Supplier capacity & • • • Capability 

Affordability • • • 
Achievability • • • 

Benefit realisation • • • 
Cost 

I 9(2)(b)(ii) 

Evaluation • • • 
Reject 

Rej ect Preferred Could achieve 
Too low Balance of best outcomes, 

ambition. ambition and but ambition too 
Focused on delivering value to high for what can 

Conclusions design and partners. Testing be achieved in 
does not deliver approach with Horizon One and 
direct value to partners will has too high a 

partners. support best risk. Will not 
outcome. have sufficient 

testing of design. 
'- ~ 

■ Low . Medium Low • Medium High • High • 
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Supporting work - Foundations, Design, and 
Transformation management - is required for us 
to achieve the outcomes we seek from each 
service change 
To ensure the success of the service changes, t here is underlying supporting work 
requi red to support all service changes, namely foundation, design, and t ransformation 

management. The outcomes sought from t his work is summarised below. 

Foundation work is needed ... 

Bui lding on existing work, by the end of Horizon One, the Programme and its delivery 
partners will have establ ished the core cloud and network, information, and data 
governance, identity, secur ity, and integration systems, processes, and workforce 

capability needed to support t he Horizon One service changes and ready the Programme 

to start Horizon Two. 

Table 23 Scope of Foundation 

- I 111111)(1 .... , .. iF,l I 

Build technoloqy foundations across cloud, network, security, identity, inteqration, process automation, data and 
information to support and enable the four service changes 

Building on existing work, by the end of Horizon One, we will have established the core cloud and network, master data 
management, identity, security, and integration systems, processes, and workforce capability needed to support the 
Horizon One service changes and ready the Programme to start Horizon Two. This might include the following examples: . Implement the ability to verify client and partner identity in close to real time . . Move internal applications to the cloud . . Uplift further Application Programming Interface capability . . Enable cloud native voice capability to support new service platforms . . Mobilise a Mobile Device Management platform . . Provision security process and tooling across service change enabling foundations . 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 

ECONOMIC CASE 

112 I 227 

72vh7ewzmz 2023-06-12 19:18:10 



COMMERCIAL IN-CONFIDENCE 

Design work is needed ... 

MINISTRY OF SOCIAL 
DEVELOPMENT 
f f MP.NATO WHAKAl11.AT0 ORA 

The Programme will need to continue to develop, manage, and govern the core design 
artefacts required to support the Horizon One service changes and ensure t hat planned 
Horizon Two service changes can begin . 

Table 24 Scope of design 

Following an iterative, human-centric 
design approach - continue to develop, 
manage, and govern the Future 
Service Model end state and the 
transitional shifts required to deliver 
transformation 

Continue to develop the Future Service 
Model that will enable MSD to respond 
early, understand needs, desiQn 
services, connect to services, deliver 
services, and sustain outcomes. 
Focusin!l on MSD's Student Services 
and Employment Services bein!l 
impacted in Horizon One. 
Continue to define a needs-based, 
tiered service delivery model that 
understands the needs of a client and 
their whanau to determine the best-fit 
service approach to achieve better 
outcomes. 

I, I 

Define, manaqe, and qovern the desiqn 
for the future workforce, and type of 
skills, as well as the types of 
workplaces that MSD will have in place 
as a result of the Programme 

Design the future roles and numbers of 
staff required in the transformed 
service, the change needed to move to 
the future state, the cost impact of 
these changes, and how the change 
will be phased and managed across the 
service delivery roles. 

Define, manage, and govern the 
business process framework, methods, 
and tools that will be used by MSD to 
deliver services consistently and 
produce the benefits these will bring 

Develop an over-archin!l business 
process architecture and Qovemance 
structures to manage it. 
Undertake redesiQn of business 
processes in conjunction with the 
desiQn and implementation of new 
technoiO!lY and the implementation of 
the service chanQes as these occur 
Horizon to Horizon. 
Develop a standard set of aQreed 
modular and reusable business 
processes includin!l capturin!l and 
ensurin!l compliance with our MSD 
business rules, policies, and legislation. 
Establish the processes and tools to be 
able to measure and improve our 
business processes for efficiency and 
automation. 

Continue to define, manaqe, and 
qovern the desiqn of the systems, 
platforms, and applications 
infrastructure MSD will have in place to 
at the end of the Programme 

Continue to develop, maintain, and 
govern an integrated technology design 
across: 

• Digital experience 
• Service enablement 
• Cohesive and integrated 

technology ecosystem 
• Enabling better insights 
• Digital workplace 

(technology enablers for 
digital ways of working) 

• Digital workforce 
(technolO!lY focused 
capability development) 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 
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Continue to define, manage, and 
govern how MSD will use information 
and data responsibly, to deliver 
services, insights and analytics for 
better decisions and better lives for 
clients, staff and partners 

DesiQn and deliver information and 
analytics products that enable Horizon 
One service chanQes, includin!l 
foundational capability ( such as the 
new data warehouse and analytics 
platform). 
Implement key information and data 
Qovemance to support transformation 
and onQoin!l delivery. Includes 
embeddin!l initial Maori data 
Qovemance throuQhout the operatin!l 
model. 
Enhance our ability to effectively 
collect, manaQe, use and share data 
and information responsibly. This 
includes continuin!l to build information 
manaQement, information security and 
privacy maturity. 

•• fr,, - , 

Identifyinq and advisinq on policy and 
inteqrity issues relevant to the 
proqramme Identifyinq, assessinq and 
enablinq potential policy and Jeqislation 
chanqes that may be desirable to 
support the proposed service chanqe 
scope 

Continue to identify and advise on 
policy, legal, and integrity issues 
relevant to the development of 
programme initiatives and plans. 
Continue to identify, assess, and 
enable potential policy and legislative 
changes that may be desirable to 
support the Programme across: 

• Future Service Model 
• Automated Decision-Making 
• Service Experience 
• Client EnQaQement Practice 
• Employment Service 
• Kotahitanga 

Create and maintain a forward view of 
any upcomin!l policy and leQislative 
chanQes that may impact the delivery 
of the Programme. 
Ensure inteQrity by desiQn is at the 
forefront for the desiQn of the 
Programme. 
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We will establish, govern, and manage the Programme to ensure that plans and other 
pre-requisites are in place, activit ies are managed, deliverables are produced, benefits 
are achieved, and change is managed. 

Table 25 Scope of transformation management .... 
Deliver a sinqle, inteqrated MSD-wide 
proqramme of work that enables 
transformation to successfully occur 

Enhance, maintain, and manaqe an 
integrated Programme delivery plan. 
Administer risk and issue manaqement 
processes and procedures. 
Manaqe the preparation of Ministerial 
briefinqs, memos, cabinet papers, 
Select Committee, and any other 
Ministerial, Cabinet, or Select 
Committee communications. 
Understand, quantify, realise, measure, 
and report on Programme benefits. 
Administer Proqramme qovernance and 
oversight arrangements and processes. 
Manaqe and coordinate the 
Programme's assurance requirements. 
Establish and manaqe the 
transformation reporting regime. 

.. . .. 
• I I 1:0.lr. IHI 1 ■-~--• " I 111 11111 

Ensure the required providers and 
resources are available and effectively 
managed to deliver the Programme 

Manage and monitor integrated 
resourcing plan for whole Programme. 
Review, update, and manaqe 
Proqramme resource requirements, 
including the identification and sourcing 
of specialist skills where required (and 
where they are not available within 
MSD). 
Support procurement and contractinq 
activity across the Programme, 
including adherence with the 
Government Procurement Rules. 
Manage the relationship with, and 
performance of, service providers 
supporting MSD to deliver Proqramme 
outcomes. 
Monitor service provider performance 
and progress any interventions required 
to ensure that services are delivered to 
the required level of quality, and within 
desired timelines. 

I :..i.. ... ,, 
"' II 

Establish and manaqe the Proqramme 
plans and proqress to enable 
transformation 

Manaqe the overall desiqn of 
Proqramme deliverables and supportinq 
artefacts. 
Develop and maintain Proqramme 
delivery plan, ensurinq aliqnment 
between bottom-up workstream plans 
and the top-down Horizon roadmap. 
Coordinate and support Workstream 
Leads to develop workstream plans, 
which are aliqned to the baselined plan 
and key milestones. 
Provide oversiqht and monitorinq of 
Proqramme deliverables, includinq 
supporting Proqramme and Workstream 
Leads to articulate the purpose of the 
deliverable and its function, who will 
use it and how it will be used. 
Support escalations, change requests, 
and decision traceability. 

I t •• 

Secure Programme funding required 
and manage expenditure against 
budgets and outcomes sought 

Establish and maintain the Programme's 
Financial Management Strategy, as well 
as develop and maintain the financial 
management plan (includinq funding 
sources, fundinq allocations and 
specified outcomes, budget breakdowns 
for programmes, portfolios and 
component workstreams, drawdown 
dates, and drawdown approvals 
processes and delegations). 
Deliver Detailed Business cases for the 
Proqramme, coordinatinq inputs needed 
from across the Programme. 
Monitor and track the Proqramme's 
resource usage and spend rates. 
Manage the ongoing relationship with 
the Treasury, and with the Minister's 
office to ensure cabinet deadlines for 
submission are met. 
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Achieve successful adoption by staff 
and stakeholders of the chanqes needed 
to enable transformation 

Develop change management strategy, 
governance, and plans to support the 
transformation occurring throughout the 
Programme. 
Manage and monitor change aqainst 
plans and update plans accordingly. 
Identify stakeholders to engaqe with, 
develop strategy to engaqe and ensure 
integration and alignment with change 
management and workstream plans. 
Manage and monitor engagement 
against plans and update plans 
accordingly. 
Develop communications strategy, 
governance, and plans to support 
Programme transformation objectives. 
Manage and monitor communications 
aqainst plans and update plans 
accordingly. 

I .. 

Establish, operate, and manage the 
Centres of Excellence required to enable 
transformation 

Establish a Centre of Excellence to 
provide an equity lens to the 
Proqramme to ensure that, at 
workstream and initiative level, thouqht 
is given to equity considerations, 
including those that arise under Te Tiriti 
o Waitanqi, and that the outcomes to 
be delivered by Te Pae Tawhiti 
Programme are inclusive and equitable. 

Establish a Centre of Excellence to 
support alignment with policy and 
legislation. 
Note: Some Centres of Excellence will 
continue to be established throuqhout 
Horizon One 
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HORIZON ONE OPTIONS: We 

have developed options for 

Horizon One based on variable 

levels of ambition for each 

service change 

We have developed four options for Horizon One based on 

different levels of ambition for each of the service changes 

Each of the key options identified have been plotted against level of ambition, from 

designing a solution only up to implementation across all eligible clients. These options 

are plotted against relative levels of ambition in the following diagram. 

 

Figure 12 Options for Horizon One 

Each option is a combination of options within each of the service changes with the 

required level of supporting foundations, design, and transformation management. These 

options are discussed below. 
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Option A: Foundations and design 

This option establishes: 

• Service Experience – procure and establish platform. 

• Employment Service – design only. 

• Client Engagement Practice – develop client engagement model and develop 

plans for implementation. 

• Kotahitanga – develop design and policy only. 

This option is the do minimum option. This option has the lowest overall risk as reflected 

in the achievability ranking as well as having the lowest overall cost. It will result in 

significant slowing of the long-term programme with a consequential increase in overall 

costs, an increase in co-existence costs, and delay in benefits. While it will have the 

lowest Horizon One costs, it will result in additional costs in later Horizons and delay 

transformation and changes to our customer experience. 

Option B: Pilot and test 

This option establishes: 

• Service Experience – procure and establish platform, implement for MSD staff 

only. 

• Employment Service – design, procurement, and pilot. 

• Client Engagement Practice – develop client engagement model and develop 

plans for implementation, proofs of concept. 

• Kotahitanga – develop design and policy, implement new supporting 

technology, pilot transformed partnership approaches. 

This option lays foundations and pilots across all service changes – clients, partners, 

jobseekers, employers. It does not deliver direct value to any significant client group. 

This option will also result in slowing of the long-term programme with a consequential 

rise in overall costs, an increase in co-existence costs, and delay in benefits. 

This option has a higher overall risk as reflected in the achievability rating as it is 

attempting a higher scope but is still relatively low as it is only implementing a pilot. This 

option has a higher overall cost than Option A. There will be significant issues in 

implementing an effective Employment Service pilot as it is difficult to partition off parts 

of the labour market for a pilot. Such a pilot would be impractical – this raises the risk. 

Option C: Partially implement 

This option establishes: 

• Service Experience – procure and establish platform, implement for MSD 

staff, and students. 

• Employment Service – design, procurement, and implementation. 

• Client Engagement Practice – develop client engagement model and develop 

plans for implementation, proofs of concept, students. 

• Kotahitanga – develop design and policy, implement new supporting 

technology, pilot transformed partnership approaches. 

This option implements transformed services for major cohorts – all jobseekers and 

students – and implements and tests partnership approaches across a significant subset 

72vh7ewzmz 2023-06-12 19:18:10

MINISTRY OF SOCIAL 
DEVELOPMENT 
TE MANATll WHAKAHIATO ORA 



COMMERCIAL IN-CONFIDENCE 

 

   

Te Pae Tawhiti Programme Horizon One Detailed Business Case 117 | 227 

ECONOMIC CASE 

of all partners, prepares for extension to other cohorts, and delivers measurable value 

across multiple measures. Monetary benefits will be achieved through reduced benefit 

payments as more jobseekers find sustainable employment. 

This option has a higher risk as it will be rolling out services to a cohort of clients, 

namely, students. We believe that this risk is manageable and justified by the value that 

we can achieve. Taking this approach of picking one cohort also helps mitigate risk in the 

next Horizon. 

This option provides the best balance between achievability and value delivered. 

Option D: More fully implement 

This option establishes: 

• Employment Service – design, procurement, and implementation. 

• Service Experience – procure and establish platform, implement for MSD 

staff, students, other cohorts. 

• Client Engagement Practice – develop client engagement model and develop 

plans for implementation, proofs of concept, students, other cohorts. 

• Kotahitanga – develop design and policy, implement new supporting 

technology, pilot transformed partnership approaches. 

This option would dramatically accelerate the work in Horizon One. It would extend 

services beyond students and jobseekers and fully implement the social sector 

commissioning changes. Monetary benefits will be achieved through reduced benefit 

payments as more jobseekers find sustainable employment. 

This would be a very ambitious programme for one Horizon. It would be difficult to 

resource and manage. The required pace would also not provide sufficient time to truly 

test and learn. The risk of failure would therefore be very high. 

When the options are compared against the investment objectives 

and critical success factors Option C: Partially implement emerges 

as the sweet spot with the best balance of ambition and delivered 

client value 

The following table compares the four options against the Programme Business Case 

investment objectives and the critical success factors. This enables us to pick the best 

overall option for the Horizon that is in line with the objectives of the Programme 

Business Case. 

Note that the costs are cash costs for the Horizon for comparison purposes and exclude 

MSD contribution, depreciation, and capital charge. 

The monetary benefit for the Horizon One service changes comes from increased 

employment placing and sustainable employment and will be realised through reduced 

benefits paid. This is only available for the options where Employment Service is fully 

implemented. The 12-year benefits assume full three Horizon implementation of the 

Programme. 

(Note that that costs are provided for comparative purposes only and do not reflect final 

agreed costs and scope of preferred option as part of the Budget 23 process.) 
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Table 26 Summary evaluation of options 

Option B: Ewluatlonabrla PIiot and test 

Integrated services • • 
Partnerships • • 
Technology 
modernisation 

Investment obj ectives Risk • • 
Agility • • 
Information • • 

Easier access • • 
Te Ao Maori • • 
Strategic Fit • • 
Business Needs • • 

Critical success Value for Money • • factors 

Supplier capacity & • • Capability 

Affordability • • 
Achievabiiity • • 

Benefit realisation • • 
Horizon One Cost 

i 9(2)(b)(ii) 

Horizon One monetary benefits 

12-year monetary benefit from Programme Not estimated: Will be< $1.2b as 
Programme will be delayed 

Evaluation • • 
Reject Reject 
" Low " Insufficient 

ambition" value" 

Low • Medium Low • Lays essential Enables design to 
foundations be tested but 
but no direct does not deliver 
client or significant value 

Medium High • High • partner value to clients or 
- will slow partners - slows 
whole programme 
programme 
significantly 
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Option C: Option D: 
Pertllllly Horefully 

Im 

• • 
• • 

• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 

~ $16m ~$16m 

~ $1.2b ~ $1.2b 

• • 
Preferred Reject 

"Sweet spot" " Not 
Enables balanced achievable" 
development and Would deliver 
delivers excellent value, 
sustainable clien t but is not 
value - achievable 
maintains 
programme pace 
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The financial benefits result from improvement in employment 

outcomes – implementation of the Programme will result in 

approximate financial benefits of $1.2 billion over 12 years 

As noted in the discussion of benefits in the Strategic Case, financial benefits will be 

achieved from improved employment outcomes. Based on our targeted benefits: 

• By the end of Horizon One, there would be an approximate saving of $16 million. 

• By the end of Horizon Three, there would be an approximate saving of 

$0.9 billion. 

• After 12 years from the start of the programme – three years after the 

completion of Horizon Three – there would be an approximate saving of 

$1.2 billion. 

• If the changes are then sustained for 10 years post-Horizon Three, this could 

result in an approximate saving of $3 billion to $4 billion (there is clearly a high 

level of uncertainty when extrapolating out this far). 

We have presented the 12-year benefits in the comparison table. On this basis we have 

assumed that the benefits will only be achieved with those options that commit to a full 

implementation of the Programme over three Horizons. 

Note that the estimates for these monetisable benefits are based on core assumptions 

about the changes we can influence in social and employment outcomes. As these 

estimated savings will be in Crown appropriations, they will not be directly realisable and 

will be difficult to monitor. 

The implementation risk rises as ambition for Horizon One rises – 

this is reflected in the achievability critical success factor 

The following table summarises the level of risk by ambition option for the core 

Programme risks identified. This is discussed below. 

Option A: Foundations and design – this option will have a low overall risk as it has low 

ambition for Horizon One with little impact on our clients, whānau, and partners. Risk of 

funding certainty is likely to be high as direct value is not delivered to any groups. 

Option B: Pilot and test – this option has increasing risk as there is more engagement 

and change risk with client groups. 

Option C: Partially implement – this option has a medium/high risk overall, which is to 

be expected for a change programme of this size. 

Option D: More fully implement – this option requires an extensive implementation 

across Horizon One that is outside our ability to manage. All risk categories will be high 

as a result. 
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Table 27 Summary evaluation of risks by level of ambition 
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Option A: 
Evaluation crtterta Foundations & 

design 
Upholding Crown 
commitment to Te Tiriti o 
Waitangi Partnership • 
Changes in government • priorities 

Funding Certainty • 
Resourcing • Key risks 

Platform Select ion • 
Benefits Realisation • 
Stakeholder Engagement • 
Change Management • 

Relative risk evaluation • 
Low 

Limited scope with 

Medium 
no significant 

High risk • • delivery of change 
high risk makes risks 

relatively low, 
Medium • Low risk • except for fund ing 
low risk 

Option B: 
PIiot and test 

• 
• 
• 
• 
• 
• 
• 
• 
• 

Medium high 
Piloting and 
testing increases 
the risk -
employment pilot 
difficult to 
manage, reflected 
in engagement 
and change 

Option C: 
Partially 
Implement 

• 
• 
• 
• 
• 
• 
• 
• 
• 

Medium high 
Increases overall 
risk based on 
ambition of 
Horizon One 
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• 
• 
• 
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• 
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• 

High 
Highest scope and 
rate of change 
would bring 
significant risk 
across all areas 
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CONCLUSIONS: Our preferred option is to 

continue the Programme as scoped in the 

Programme Business Case 

Each of the options for Horizon One will have an impact on choices 

in future Horizons – reducing the service change ambition would 

lead to a slower pace Programme option 

Choosing Options A or B will slow the overall Programme and therefore commit 

government to a transformation of longer than our scoped three Horizons. Benefits will 

be delayed, costs will increase, and delivery risk will also increase as the transformation 

timeframe is extended. 

MSD will have an improved understanding of the Programme-wide 

options after the completion of Horizon One 

The completion of the foundation service changes for Horizon One will give MSD an 

improved perspective on the Programme pace and extent options. 

Reducing the scope of ambition of Horizon One will force MSD into a slower pace option 

before it has sufficient information to assess the impact on value this will have. 

Our preferred option is to complete all four service changes at 

their defined scope 

Completing all four service changes at their defined scope supports the highest level of 

benefits for the Programme and enables the remaining Horizons to occur with no impact 

on time or ambition. It is therefore our preferred option for Horizon One. The service 

changes that have been identified are at the core of the Ministry’s business, will deliver 

value to those we serve, and will deliver to the benefits described. They cover the full 

scope of MSD’s transformation programme. 

 

Figure 13 Options analysis summary 
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Our preferred options will lay critical foundations for the next 

Horizons and deliver value to specific client cohorts 

Our preferred option delivers value for cohorts of clients in Horizon One 

The following diagram outlines the foundations that are laid by the service changes and 

the value that is delivered to specific client cohorts. 

 

Figure 14 Deliverables from Horizon One 

 

Our preferred option will lay the critical foundations for the next Horizons 

The work we complete in Horizon One will lay the necessary foundations for future 

Horizons. This is summarised in the following table. 
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Service Experience 

Employment Service 

Client Engagement 
Practice 

Kotehitanga 

Supporting 

Benefits 

F Fou ndations C 

Horizon One 
Jul 2023 - Jun 2026 

f Platform & capabil ities 

• Dig ital ex perie nce 
• Personal ised exper iences 
• Re lat ionship management 
• Process and workfl ow automation 
• Analy t ics 
• Low or no-code developme nt 

f Digital Employme nt 

• Dig ital emp loyment plat form 

C 

• Autom ated smart opport uni ty match ing 
• Labour market monit or ing and int elligence 

C Jobseekers I 99,000 
Employers I 5,000 Providers I 700 

F bilit ies 

Horizon Two 
Jul 2026 - Jun 2029 

Others seeking jobs I > 500, 000 
Employers and recruitment agencies 

Operating Model/ Embed 
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Horizon Three 
Jul 2029 - Jun 2032 

• Client engagement design 
• Basel ine assessm ent of cu rrent 
• Implem entat ion plan c-
• Clie nt e ngageme nt 
operating fram ework 

c C Pilot
Working age 

Working age 
3,400 

F 

F 

• Social commissioning operating m odel 
• Techno logy and syst ems fou ndat ions 
• Funding and inform at ion ap proaches 

C Pilot - Partners 

Foundations 

Desi n 

Transformation Mana ement 

✓ ✓ ✓ Jobseekers 
✓✓✓ Students 
✓ Partners 

Client cohorts 

C Partners I 2,000 

✓ ✓ ✓Jobseekers 
✓✓✓ Students 
✓✓✓ Partner s 
✓ ✓ ✓ Working age 
✓✓✓ Off benefit (Employment) 

C 

C 

Superannuitants 
860,000 

Embed 

✓ ✓ ✓ Jobseekers 
✓✓✓ Students 
✓ ✓ ✓ Partners 
✓ ✓ ✓ Working age 
✓✓✓ Superannuitants 
✓✓✓ Off benefit (Employment ) 
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Table 28 Foundations that the service changes lay for future Horizons 

ra1.1r:: 11 t :!.I 

Service 
Experience 

Employment 
Service 

Client 
Engagement 
Practice 

Kotahitanga 

~-•llltTIF.l ■ IJll,..""'DIIIIP.1: ll ■P"A.1111~ 

Core system platforms and business 
capabilities in place to support rollout 
to working age: 

• Digita l experience 
• Persona lised experiences 
• Relationship management 
• Process and workflow 

automation 
• Analytics 
• Low or no-code development 

Time and space available for staff to 
support those with more complex 
needs and Maori, Pacific people, and 
those with a disability 

Core digital employment platform in 
place t o support implementation of 
integrated operat ing model for 
employment services into t he Service 
Experience platform with special 
focus on Maori, Paci fic people, and 
disabled people 

Time and space available for staff to 
support those at risk of poor labour 
market outcomes including Maori, 
Pacific people, and those with a 
disability 

Tested client engagement practices 
and processes {through pilots) t o roll 
out to working age 

Capability profiles and development 
plans for client engagement 

Plans for implementation to working 
age in Horizon Two 

Tested Social Sector Commissioning 
Operating Model (test ed with 
partners including Maori, iwi, hapu, 
communit ies and regions) that 
identifies how we work at a local, 
regional and national level 

Foundational commissioning 
management systems to support 
partnering and social sect or 
commissioning 

Foundational staff capability needed 
to support the operat ing model 

..... 1111...-. lllhlil'l:~f"•lilH= t l ■ FAI " ,, 

Core system platforms and business 
capabilities in place to support rollout 
t o seniors 

Time and space available for staff to 
support those with more complex 
needs and Maori, Pacific people, and 
those with a disability 

[Employment Service transformation 
will be complet e by end of Horizon 
Two] 

Tested client engagement practices 
and processes (t hrough pilots) to 
enable roll out to seniors 

Capability profiles and development 
plans for client engagement 

Social Sector Commissioning Sector 
Operating Model (tested with 
partners including Maori, iwi, hapu, 
communities and regions) that 
identifies how we work at a local, 
regional and national level 

Foundational commissioning 
management systems to support 
partnering and social sector 
commissioning 

Foundational staff capability needed 
t o support t he operating model 
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consistent with community need and 
Te Tiriti o Waitangi 

Defined system requirements for 
Service Experience platform that 
support t he Social Sector 
Commissioning operating model for 
us and our partners for 
implementation 

Implementation plan for the Social 
Sector Commissioning Operat ing 
Model to enable the partnering 
strategy 
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consistent wit h community need and 
Te Tiriti o Wait angi 

... Our preferred option will deliver real change in Horizon One for our clients, 
whanau, communities, and MSD staff 

In Horizon One we will deliver significant change across three key areas: 

• Students 
• Partners 
• Employment. 

This is summarised in t he following table. 

Table 29 Change delivered in Horizon One to key stakeholders 

Students 
130,000 

Staff 
supporting 
students 

Time consuming service and support 
application process 
Inconsistent experience across 
channels, with need t o re-explain 
story 
Poor online experience 
Difficult to navigate and find 
information 
No single point of access for 
entitlements 

Difficult to navigate and use systems 
Cannot easily gain single picture of 
student situation 

I 
Access to services and supports t hrough 
channel of their choice - on line, phone, 
face-to-face 
Changing channels does not require re
explain ing story 
Modern, easy-to-use online experience 
Accessibility built into t he design for 
Maori, Pacific people, and disabled 
people 
Improved experience for applicat ion for 
service or support 
Accurate, up-to-date online informat ion 
on progress of service or support 
applicat ion 
Those with more complex needs or who 
cannot or are unwilling to use digital 
channels and who need phone or face-to 
-face support will be able to get it 

Easy t o use and navigate systems 
Single picture of student circumstances 
and services and supports delivered 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 
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~!!1~117..tt»i..--YM'll•"illl 

No single point of access to all Single point of access for all information 
information needed needed to do job 

More time ava ilable to support those 
with more complex needs. 

II.J,_1,1 ~-· ~ l:l~ll~(tt' 

Partners Maori, iwi and hapu and communities A relational commission ing operating 
2,000 not effectively engaged to support model aligned with Te Tirit i o Wa itangi, 

broader social development designed and tested with partners 
outcomes Clear and transparent approach to 
Difficult to work with MSD to achieve funding, focused on shared outcomes, 
shared outcomes not outputs 
Not resourced by MSD to engage and Easier to work with MSD with simpler, 
participate more efficient partnering and 
MSD partnering and commissioning commissioning and reporting processes 
processes are complex, inefficient, Decreased barriers to diverse partners 
and outputs rather than outcomes- entering the market 
based Information sharing to support 
Barriers to diverse partners entering outcomes desired, as well as ongoing 
the market innovation and learning 

Staff Partnering and commissioning Simple, consistent, efficient, integrated 
supporting processes are complex, inefficient, processes that are outcomes-based 
partners siloed, and outputs rather than Systems are modern, integrated, 

outcomes-based sustainable, and easy to use 
Difficult to use systems Systems enable relational 
Systems constrain staff preventing commissioning 
them from working in a relational Systems gather and store the 
way information in a form that can be easily 
Systems at significant risk of failure accessed, analysed and shared 
in the short term Information supports ongoing 
Systems cannot easily gather, store, innovation and learning 
analyse, use, and share information 
with our partners or generate 
evidence and insights on partnering 
that would foster ongoing innovation 
and learning 

~1iiiil ~ l!J■ l.1uli!.i• ~· • ■ r 

Jobseekers Cannot currently access jobs and 24/ 7 access to employment and 
99, 000 tra ining opportunit ies ( employment upskilling opportunities 

services) without needing to engage Ability to apply for jobs and self-refer to 
MSD staff members during office upskilling online in most circumstances 
hours - cannot do what is needed Automatic notifications and 
solely online recommendations for jobs and upskilling 
Need to switch channels and re- opportunit ies in most circumstances 
explain circumstances to access Integrated to ensure information 
service already received can be pre-populated 
Do not always get referred to the Skills-based matching to allow for quick 
r ight job or the appropriate help to and accurate match ing to available jobs 
get it 

Increased user experience 

Employers Cannot currently access employment Greater awareness and self-service 
s,ooo services ( eg listing a job) without access to the suite of MSD employment 

services 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 
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needing t o engage MSD staff List j obs online 24X7, and connect 
members directly and quickly via skills-based 
Cannot easily manage vacancies or matching to jobseekers 
access funding options Automated notifications on jobseeker 

availability and labour market 
information 
Options for MSD products (wage 
subsidies) when jobseekers are eligible 
Improved user experience 

Employment Do not always receive the Ability to receive referrals directly from 
service information needed to best manage cl ients themselves 
providers the services provided to jobseekers Increased abi lity to promote training 
700 Forecasts for services to providers courses and receive more client referrals 

are often inaccurate - difficult for that are eligible and match to the needs 
providers to plan of their upskilling programmes 

Staff Have to support clients who would Full view of jobseeker circumstances 
supporting have preferred self-service, thereby and all supporting information needed 
j obseekers, losing the opportunity to support the Good labour market information to give 
employers, most vulnerable of our clients good advice to jobseekers, employers, 
providers Matching of jobs, training, and and providers 

services is t ime-consuming More time ava ilable to support those 
Poor availability to good labour most at risk of poor labour market 
market information to provide good outcomes 
advice to j obseekers and employers Skills based job matching to allow for 

qu icker and more accurate referrals to 
sourced jobs 
Improved user experience 

We have ensured that our preferred options for each service 
change have a clear line of sight back to our Programme 
objectives 

Each of the service changes for Horizon One have their own set of problems and 
investment objectives that map back to the problems and investment obj ectives 
identified in the Programme Business Case. Th is is illustrated in the diagram on the 

following page. 

We have therefore establ ished a clear " line of sight" from what we are proposing in 
Horizon One back to what was agreed by Cabinet in the Programme Business Case and 
forward to the benefits we have identified. 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 

ECONOMIC CASE 
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Figure 15 How the proposed service changes map to the Programme Business Case problems and investment objectives 
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' I , g Problems 

Programme 

Our fragmented, 
trans actionally 
focussed service 
approach will not 
meet the future 
needs and 
expectations of New 
Zealanders 

Our current service 
model can make it 
difficult for clients 
to get help, which 
could result in harm 
and exacerbate 
hardship 

The high and 
increasing likelihood 
of service and 
payment failure 
risks serious harm 
to cl ient, partners 
and New Zea land 

Honzon One 

Staff practices 

O More clients whose needs cannot be 
met by transactional provision of 

r--1~• servlces 

& Nature and benefits of case 
management are variab ly understood 
and applied with poorly understood 
outcomes 

c, Staff Inconsistently equipped or 
organised for case management 

Client and whiinau experience 

O Difficult, repet itive, and time
consuming processes to get support 

G Staff and partners do not have 
1-~~•systems to adequately support client 

needs 

e Cannot support rapid lmplementatlon 
of policy or policy changes 

o Increasing likelihood of service 
fa ilure because of aging systems 

Jobseekers, employers, 
providers 

O Inconsistent and limited awareness 
of and access to digital employment 
services 

& Employers cannot easily manage 
their services onllne 

c, Providers do not always receive the 
Information they need In a timely 
manner 

O Match ing of Jobs, tra ining, and 
services Is time-consuming 

0 Poor availablilty of labour market 
Information 

Partners 

O We are not engaging effectively with 
._,... ... Iwl and hapo 

O Investment approaches with partners 
not consistent with desired outcomes 

c, Our partners find It difficult to work 
with us 

O Our systems constra in what we can 
do and are at risk of fa llure 

O We cannot easlly gather, store, 
analyse, use, and share partnering 
Information 

Investment objectives 

Programme 

Develop and 
deliver effective, 
targeted, 

___ .. _ tailored, and 
integrated 
services in income 
support, 
employment, and 
housing, to support 
the diverse and 
mult iple needs of 
clients, whanau 
and communities 

Enable easier 
..... - ... access to 

services and 
information for 

----■ clients, whanau, 
partners, and staff 

Modernise our 
core technology 
systems to 
address to 
minimise the risk 
of outages, 

e improve agility, 
and increase 

e secure use of 
information to 
improve delivery 

Build and 
strengthen 
partnerships with 
whanau, hapii, Iwi, e and communities 
by working 
differently and 
enabling them to 
achieve their 
wellbeing 
aspirations 

Honzon One service changes 

Client Engagement Practice 

• O Define approach and scope of 
case management 
O Define case management model 
e Test case management model 
o Develop Implementation plan 

Service Experience 
O Enable easier and more e consistent access to services 
O Increase staff t ime available 

G Enable the modernisation of 
• MSD's core technology platfonms 

O Prove the value of the platform 

Employment Service 
O 24X7, easy access for clients, 
employers, and providers 
O Transparent Interface to case 
management and work brokerage 

c, Rapid and accurate matching of e Jobs, training, and MSD services 
e Improved labour market 
Information to clients, employers, 
providers, and MSD case managers 

Kotahitanga 
o Design and test social 
commissioning operating model 

• with Te Tlrlt l o Waltangl as the 
Toa papa 
& Build Technology foundations for 
commissioning 
c, Redesign fund ing and ---~•M-1 lnfonmatlon approaches 

~ Benefits 

Revised benefits 

I mproved equity 

Improved time to 
access support for 
clients and their 
whanau 

Improved accuracy 
of entitlement 
assessment and 
more timely 
payment 

Reduced client 
problem debt 

Improved 
employment and 
social outcomes 

Improved access 
to employment 
services 

Improved 
experience of 
clients, whanau, 
and communit ies 

Improved 
employee 
experience with 
systems and system 
support 

Improved partner 
experience 

Improved policy 
agility 

Reduced IT system 
risk 
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Commercial Case 

We are procurement ready and have formal 

procurement plans in place 

We engaged with the market through deep dives with vendors, 

strategic partner research, and desktop partner reports to support 

the development of the Detailed Business Case and the design of 

initiatives for Service Experience and Employment Service 

We completed three forms of market insights and analysis: 

• Research – this involved MSD, partners, and research organisations undertaking 

research. 

• Market led showcases and deep-dives – this provided the opportunity for vendors 

to describe and demonstrate how they could help the Programme. 

• Strategic partner insights – we commissioned one of our strategic partners to 

research and provide insights. 

The research … 

We commissioned Gartner73 and Forrester74 – two leading market organisations – to 

provide analysis and insights reports: 

• Gartner provided their current research on capabilities and comparisons for 

Service Experience platforms. 

• Forrester provided targeted research on key platforms that could meet the 

Ministry’s specific needs for its systems and a report on Human Social Services 

technology trends and emerging platforms. 

… the market-led showcases and deep dives … 

On 14 June 2022, a supplier message was posted on the Government Electronic 

Tendering Service (GETS), inviting potential vendors to attend a supplier briefing session 

on 27 June 2022. At this session, the suppliers heard about what the Programme is, the 

proposed scope for Horizon One, and what we are trying to achieve. An overview of the 

Future Service Model and digital employment was also provided. Approximately 80 

suppliers attended in person or by video.75 

A market briefing document was published on GETS. This briefing document provided 

further information on the Programme and invited respondents to complete the response 

form. The 25 responses received were reviewed by a panel and five respondents were 

invited to participate in a series of deep-dive sessions. 

 

73 See www.gartner.com.www.gartner.com. [Accessed 27 October 2022] 
74 See www.forrester.com.www.forrester.com. [Accessed 27 October 2022] 
75 As reported by the Procurement Team. 
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Each of the five respondents engaged with MSD over three days of intensive sessions to 

demonstrate their capabilities and discuss how they could meet MSD’s requirements for 

Service Experience and Employment Service. This included providing information on 

approaches to implementation and the potential effort and costs required to help inform 

our planning for Horizon One. 

Following the deep-dive sessions, all panel members were offered the opportunity to 

provide their feedback on each vendor and any insights. Respondents were also asked 

for their feedback on the process. 

… the strategic partner insights 

We commissioned Accenture76 to deliver two case studies on Service Experience solution 

design and implementations from other relevant jurisdictions. 

Accenture presented case studies on Employment and Experience Initiatives within a 

Transformation – specifically the German Federal Labour Agency and the Experience 

Transformation at the Australian Tax Office. Follow up video meetings were held with 

experts in Australia and Germany to discuss the case studies in more detail. 

The market engagement confirmed the viability of the market, 

informed our planning for Horizon One and cost estimates, and 

enabled us to better plan and target our procurement 

The market engagement process has given MSD confidence that there are solutions that 

can meet our requirements for Employment Service and Service Experience. The 

evidence gathered shows that there will be different options available, not just for the 

solution but also the flexibility available around delivery. 

Some key conclusions from the market engagement were: 

• There is a viable market for the key procurements we need to undertake – we 

identified potential vendors for the Employment Service and Service Experience 

with strong confidence ratings in their ability to deliver. In their research, 

Forrester noted, “There are many different and overlapping technology solutions 

and combinations of cross-vendor solutions in the modern technology stack that 

could fulfil MSD’s requirements”. 

• The respondents presented a wider range of opportunities than we had 

anticipated – this was the case especially for the respondents presenting service 

experience capabilities. 

• We were able to refine our plans – discussions with vendors enabled us to refine 

our plans and potential timeframes. Engagement with respondents also enabled 

us to extend and refine our list of critical success factors and ensure that these 

are accounted for in our Horizon One plans. 

• We were able to refine our cost estimates – engagement with respondents around 

costs has informed our cost estimates for Horizon One and the outyear impacts. 

 

76 See www.accenture.com/ [Accessed 27 October 2022] 
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We have refined our procurement approaches – 

we have engaged with the market and learned 

from other agencies and implementations 

As we procure services, MSD will continue to retain accountability 

for Programme aggregation through supply partners 

Our delivery environment is already complex with many existing supplier relationships 

and an integrated programme of work managed at enterprise level. We are already 

responsible for integrating the delivery of numerous projects and programmes to 

respond to the needs of our clients and government. To achieve this, we manage a set of 

partners and suppliers who work with us. 

MSD will retain these accountabilities in the delivery model for the Programme. This 

approach means we can: 

• maintain control of risks and accountabilities over each aspect of a service or 

product 

• reduce cost and dependency risks by engaging with many suppliers instead of 

single supply partner models 

• mitigate commercial and delivery risk through the flexibility provided across a 

range of specialist partners 

• continue to integrate across our MSD-wide Integrated Work Programme. 

We will continue to be the aggregator for the Programme recognising we will need to 

augment our own capabilities with additional expertise from the market. Strong 

coordination and management will be vital to the success of the Programme. 

Within our overall role of aggregator, we will appoint Transformation Partners to take 

accountability for key areas (eg platforms for a specific service change). However, MSD 

will continue to be the aggregator across its suppliers and Transformation Partners. 

To deliver the Programme, we will have dedicated commercial and legal resources to 

ensure that contracts are aligned and managed successfully and contractual, 

commercial, and performance management frameworks are in place. 

We will continue to use a variety of methods to engage with the 

market 

We will continue to engage with the market through a range of mechanisms. These will 

include: 

• publishing a forward procurement plan (notice via GETs indicating what we are 

expecting to procure and when) 

• briefing and knowledge sessions for current and potential suppliers 

• requests for information 

• desk-based and supplier-led market analysis sessions 

• engagement on investment intentions or policy development 

• meetings with industry bodies, key suppliers or a range of suppliers individually 
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• providing pre-tender briefings to suppliers who are interested in a contract 

opportunity 

• market engagement and showcases. 

We are engaging in a smarter way with our strategic partners to 

ensure that we align incentives to what we want to achieve 

To ensure that our strategic partners have the incentives needed to support our 

objectives collaboratively and flexibly, our strategic partners will: 

• be embedded in a collaborative, innovative and (where appropriate) co-located 

working arrangement (‘only one team’) 

• be aligned with our approach to embedding a te ao Māori view in everything that 

we do 

• have scalability to support agile working and scaling up and down to match 

appropriated funding 

• support us with their skills and resources to enable us to make better strategic 

decisions 

• have a focus on Programme outcomes with responsibilities and accountabilities 

(where required) jointly owned with us 

• be flexible and enduring over the term of the Programme. 

We have tailored our procurement approach to a tight market 

As we have planned our procurement, we have actively tailored our approaches to a 

tight market, building on what we have learned from others. This includes: 

• Procurement marketing – selling the full range of benefits of supplying to our 

agency and/or the status of being associated with our agency to help suppliers 

see us as a desirable customer. 

• Supplier development – offering to support or assist with the development of a 

supplier or their services – for example, being open to using new innovative 

solutions and prototypes. 

• Partnership approach – either formally, through contracting mechanisms, or 

informally, through a close, collaborative approach which is mutually beneficial. 

• Contractual incentives – for example, share any cost/price reductions through 

innovation, reference site access for future customers of the supplier. 

We have adopted key procurement learnings from Inland 

Revenue’s transformation programme 

We have adopted many of the learnings from Inland Revenue. These include: 

• aligning contracting transformation frameworks to the Programme methodology 

• linking contract provisions for products and services to key milestones and/or 

outcomes 

• structured payment regimes to ensure suppliers have ‘skin in the game’ 

• structured frameworks for managing different tiers of suppliers. 
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We have drawn from the Auditor General’s report on Inland 

Revenue’s procurement for the Business Transformation 

programme 

The report outlined the following four recommendations: 

• Improve compliance with the Government Procurement Rules – we are closely 

aligned to these Rules, and they are our guide for undertaking all our 

procurements. 

• Strengthen the application of quality controls for procurement – each 

procurement plan that is put in place will have quality compliance requirements 

included. These will be agreed and enforced by MSD’s Commercial Operations 

Group. 

• Improve the contract record management to ensure a complete and accessible 

audit trail – all procurements will require compliance with MSD’s records 

management standards. These will be reviewed by the Commercial Operations 

Group. 

• Put adequate probity assurance arrangements in place and document the probity 

approach for procurements – we will establish fit-for-purpose probity 

arrangements that we will use for all procurements across the Programme.77 

All procurement approvals will be managed through our established Procurement Board. 

The Board ensures that procurement processes follow MSD’s policies and guidelines and 

the Government Procurement Rules. 

We have refined the principles we identified in the Programme 

Business Case that are guiding procurement 

Our Programme Business Case included a comprehensive set of procurement principles. 

We continue to refine these. 

We will embed a te ao Māori view 

Supporting the Crown in its Te Tiriti obligations and embedding a te ao Māori view will 

require specialist services from New Zealand supply partners and strong New Zealand 

input into services provided by our supply partners. We are committed to the principles 

of Te Kupenga Hao Pāuaua,78 the initiative developed by Te Puni Kōkiri and the Ministry 

of Business, Innovation and Employment. 

We note the challenges of balancing leading Western modality procurement practice with 

procuring and implementing all our service changes so we can embed a te ao Māori 

view. We will review the accessibility of the language we use for all our contracting 

activity. 

 

77 See, Controller and Auditor General, Inland Revenue Department: Procurement for the Business 

Transformation programme (NZ Government, March 2018). oag.parliament.nz/2018/ird-
procurement/docs/ird-procurement.pdf [Accessed 8 August 2022] oag.parliament.nz/2018/ird-
procurement/docs/ird-procurement.pdf [Accessed 8 August 2022] 
78 See, Te Puni Kōkiri, Progressive Procurement (TPK, August 2021). www.tpk.govt.nz/en/a-
matou-kaupapa/maori-economic-resilience/progressive-procurement [Accessed 8 August 2022] 
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We will seek broader outcomes for New Zealand from our procurement 

We will ask specific questions in our procurement documents and apply suitable 

weightings around broader outcomes to foster the growth of NZ Incorporated capacity 

and capability as well as growing Māori and Pacific capabilities. 

We will seek transformation partners with the critical expertise we need 

The Programme will be implementing complex change across the organisation. 

Transformation partners with the appropriate expertise will be required. 

We will continue to require tactical suppliers for services and products not 

considered strategic for the Programme 

We will use established policies and processes to ensure that the procurement of 

partners is specific to the needs of the service or product. 

We will follow best practice sourcing approaches 

Our procurement policy, Government Procurement Rules,79 probity protocols, and 

partnering models will be adhered to. We will ensure that vendors are provided sufficient 

time to prepare submissions given the potential complexity of the solutions we require. 

Our preference will be to use open market procurements 

Procurements will be published as open tenders on GETS. Any closed processes will be 

identified and endorsed through MSD governance processes. 

We will engage with the market early and often to understand what it can 

deliver 

We will engage with the market early and often on the components of the Programme 

we need to deliver and inform possible suppliers of our intended path before publishing 

the opportunity. This will allow us to manage expectations as well as ‘warm up’ potential 

collaborations. We will conduct early market research using research agencies as well as 

building on the insights of our strategic partners. 

We will use several sourcing channels across a range of requirements and 

expertise 

We will use a hierarchy of sourcing channels to guide our decision-making. While we 

have many existing agreements with suppliers, we also recognise many of our 

requirements will be new or unique. Across the life of the Programme, we will engage 

with both the global and local market. 

We will boost MSD’s sourcing expertise to support the Programme 

Our Commercial Operations Group will lead sourcing and procurement activity and 

support partner management for the Programme. Resources will flex to support the 

needs of the Programme. We will continue to seek sourcing advice from experts to 

support procurement and evaluation activities. 

 

79 See, New Zealand Government Procurement, Government Procurement Rules (NZ Government, 
nd). www.procurement.govt.nz/procurement/principles-charter-and-rules/government-
procurement-rules/ [Accessed 8 August 2022] 
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We will embrace different ways of working 

We will continue to consider different ways of working to deliver the outcomes required 

for a transformation of this nature. This will mean we make clear decisions about how we 

resource packages of work, either through internal resource development or deployment 

or partnerships with other government agencies to leverage capability. 

We will have strong procurement governance and probity arrangements 

Probity protocols will be developed with regular probity audits conducted to ensure that 

the sourcing activities are sound, transparent, and fair to all suppliers. Specialist probity 

roles will be added to the Programme Team, likely to include a probity advisor and a 

probity auditor. 
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We understand the range of services we need for 

Horizon One and already have many 

arrangements in place that meet many of our 

procurement needs 

We understand the range of services we need for Horizon One 

We have defined our procurement requirements across our Horizon One service changes, 

and the supporting work in foundations, design and transformation management. The 

key categories of products and services we will need to procure for Horizon One are: 

• Design – services required to support the understanding of requirements and the 

design of what is required to be implemented. 

• Product – products required to support the service change or support 

components. 

• Implementation and integration – expertise as to how to develop, customise, 

configure, implement, and support the chosen products needed, as well as 

integrating them into our existing environment. 

How these categories fit with our needs for Horizon One is illustrated in the following 

table. 

Table 30 Procurement requirements for Horizon One 

 

We already have comprehensive supplier and panel arrangements 

in place to meet some of these service needs 

We have already formed strategic partnerships with advisory partners who have been 

supporting us in the planning phases. We also have existing key partners who may 

continue providing services. 
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The key existing relationships are summarised in the following table . 

As can be seen, the key areas where arrangements are not in place are : 

• Service Experience - products and implementation/integration 
• Employment Service - products and implementation/integration. 

There may also need to be additional procurements undertaken to complement and 
enhance the products and suppliers identified in th is analysis. 

Table 31 Services and product s required and existing supplier arrangements -
Major procurements marked 

l!. ■ 1 r• ■:.. l!J l ■■ I • 11'1 

- ' 
-,ec,; 

Jll!. ■ ua . ·- o- ''"' --...... , --~- . -
Accenture [JCT architecture New Service Experience platform( s) -
advisor] no existing major supplier 
ICT architecture panel - arrangements 
being established DXC [existing SWIFTT welfare 
PwC [service design] payments system] 

Service Fronde [ existing SAL student 

Experience allowances system] 
IBM /Merative [ existing Cu ram case 

Ill 
management system] 

Ill OoenText fOoenText correspondence 
OI system] 
C Genesys [call centre systems] Ill 
r. 
u Accenture [JCT architecture New Employment Service platform -
Ill Employment advisor] no existing major supplier u 

~ Service ICT architecture [panel a,rangements 

Ill 
being established] 

Ill 
PwC [ case management Client 

Engage ment 
design services] 

Pract ice 

Accenture [JCT architecture Oracle [ contract management] 

Kota hitanga advisor] 
ICT architecture panel -
being established 

Security AoG panel Amazon Web Services [AWS cloud 
Accenture [JCT architecture platform] 
advisor] Atlassian [collaboration systems] 

Cloud trans ton [Datacom] 
IBM [integration platform] 
Microsoft [Azure cloud platform] 
Microsoft [ Office 365] 
Microsoft [SharePoint] 

Foundations Oracle [data] 
Oracle [FMIS] 
SAP [ HRMIS, payroll] 

CII 
SAS [Data and analytics] 

C Spark [ data centres, contact centres, 

~ 0800, TaaS] 

0 Spark [secur ty SIEM system] 
Q. Vodafone [mobil ty solutions] 
Q. Westpac [payments, cards] ::, 
Ill 

PwC [Future Serv ce Model 

Design serv ce design] 
Specialist data consultation 
panel 

Transformation 
Management 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 
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No existing major supplier 
arrangements 

No existing major supplier 
a,rangements 

Accenture [Corporate Platform 
integration partner] 

Accenture [Corporate platform 
integration partner] 

Accenture [costing and benefits] 
Accenture [planning and adv ce 
services] 
Agile services panel 
KPMG [assurance] 
Procurement resourcing panel 
PwC [programme office services] 
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We have identified how we will procure the new 
products and services needed 

Our procurement approaches are informed by our standard 
procurement hierarchy 

We will procure products and services using our agreed procurement hierarchy : 

1. Existing MSD Agreement - these will be used where they are compliant with the 

Government Procurement Ru les and match the requ irements of the product or 

service to be procured. 

2 . All-of-Government (AoG) Contract - these will be used where existing MSD 

agreements do not ful fi l requirements. 

3. Syndicated Procurement Agreement (other Agency-led) - these will be used 
where common capability requirements are not suitable. 

4. Approach to open market - where none of the above arrangements are su itable, 

MSD will go to the open market. 

We note that in some cases, we will need to undertake more requirements and design 

work to determine the procurement approach to take. 

How these approaches will be appl ied are summarised in the following table. 

Table 32 Services and product s required and existing supplier arrangements -
Major procurements marked 

Service 
Experience 

Ill 
GI 

Em ployment CII 
C Service Ill 
~ 
u 
GI Client u 

~ Engage ment 
GI Practice 

Cl) 

Kotahitanga 

Foundations 
CII 
C 

~ 
0 Design Q. 
Q. 
:::, 

Cl) 

Transformation 
Management 

Existing MSD 
Agreements - current 
suppliers and panels 

Existing MSD 
Agreements - current 
supplier 

Existing MSD 
Agreements - current 
suppliers and panels 

Existing MSD 
Agreements - current 
suppliers and panels 

Existing MSD 
Agreements - current 
suppliers and panels 

Existing MSD 
Agreements - current 
suppliers and panels 

Approach to open market -
Transformation Partner 

Approach to open market -
Transformation Partner 

Procurement not requi red 

Existing MSD Agreements - Existing MSD Agreements -
current suppliers fContract current suppliers 
Management System] 

Existing MSD Agreement - Existing MSD Agreement -
current suppliers current suppliers 

Procurement not requi red 

Procurement not required 
Existing MSD Agreements -
current suppliers and panels 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 
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MSD already has existing supplier arrangements and/or panels in place for all of the 

procurement required with the exception of Service Experience and Employment Service. 

We will seek Transformation Partners for Service Experience and 

Employment Service 

Service Experience and Employment Service will require major procurements that cannot 

be met by existing MSD arrangements or AoG contracts. We do not believe that pursuing 

a syndicated procurement agreement is appropriate for the capability we specifically 

require for MSD for these service changes. 

We have identified four key options for these procurements: 

1. Go to market for the software platforms first and then return to market to select 

an implementation partner – will add four to six months to timeframe and 

reduces the ability to pass risk to the implementer. 

2. Go to market for joint bids from solution provider and implementation partner – 

some product providers will not suggest a partner, limiting the responses MSD 

will receive. 

3. Go to market for solutions needed and MSD implements them – MSD needs to 

take on integration risk with reduced ability to hold product providers to account. 

4. Go to market for Prime Partner who recommends the appropriate solutions and 

will implement them – this approach supports mature contracting and ensures 

the Transformation Partner takes on risk. 

Our preferred option therefore is to go to market for a Transformation Partner. This 

approach enables us to: 

• ensure that the integration expertise is available, and we do not have to source 

all the products and integrate them ourselves 

• have a shorter procurement time 

• not exclude any product sets because vendors are unwilling to recommend a 

partner 

• ensure we can source a lead vendor who will take on a significant proportion of 

the delivery risk. 

The remainder of the services we require for Horizon One can mostly be procured 

through existing supplier contracts, panels, and AoG contracts (as noted above). 

The Transformation Partner approach enables us to better 

manage risk 

The Transformation Partner will hold the risks and the relationships with the other 

parties that are required to deliver the solution through the contracts it has in place to 

manage them and the risk it decides to manage itself. This structure will help move 

significant responsibility and risk to the Transformation Partner. We will manage this 

through appropriate commercial agreements. 
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Service Experience requires the procurement of a Transformation 

Partner who brings the required products and services 

For Service Experience we need to procure a Transformation Partner that will 

recommend the appropriate platforms and products and configure and implement these 

to meet our needs. 

The Transformation Partner service requirements are summarised in the following 

diagram. 

 

Figure 16 Transformation Partner service requirements 

The procurement undertaken will require testing the ability and experience of the 

Transformation Partner, to help grow our own capability and capacity to support the 

experience platform. This will include knowledge transfer, upskilling of our teams, and 

any other professional service activities. 

We will require support from the Transformation Partner after going live and will extend 

this support until we have confidence in our internal ability to manage the platform. 

Also, depending on the solutions procured, we will need to procure: 

• partner(s) to support the integration of the solutions into the MSD ICT 

environment 

• partner(s) to support the decommissioning of legacy systems and the migration 

of data to new platforms. 

Service Experience will be a complex procurement with vendors 

being asked for an integrated ‘big footprint’ approach 

Service Experience requires a platform or platforms and not just a thin digital layer that 

covers MSD’s existing applications – we will need a stack of the integrated capabilities 

required to deliver the future service experience. The platform will cover a broad range 

of the functions across our technology landscape needed to deliver on the capabilities of 

the Future Service Model. These functions are summarised in the following diagram. 
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Transformation Partner (the ro le of prime) 

Collaborative partnership 
Equity outcomes and Te Tiriti obligations 
Commercial commitment 
Co-lead Ing an integrated team 
Delivering an innovative Service Experience Platform 
Contributing to our way-of-working 
Growing sustainable MSD capabili ty 
Planning and road-mapping 
Programme direction and governance 
Quality assurance 
Risk and issue management 

Platform maintenance and product support 

System management 
Security issue management 
Major upgrades and product maintenance 
Platform enhancement and continuous improvement 

Platform innovation 
Disaster recovery and business continuity 
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Design, implementation and co-existence 

Design approach and methodology 
Business requi rements and gap analysis 
Solution Architecture 
Business process and business rule design 
Detailed design and solution configuration 

0 

Testing approach, test planning and support for test automation 
Configuration management and version control 
Environment management 
Release management, cutover planning and implementation 

Integration approach and strategy 
Co-existence approach and transition planning 
Data migration strategy and planning 
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COMMERCIAL CASE 

 

Figure 17 Service Experience capabilities sought 

We will use an outcome-based Request for Proposal (RFP). This will have a broad 

functional scope and will be seeking a ‘big footprint’ solution that provides integrated 

service delivery capability, connecting product, service, customer and process across 

interaction channels for clients, partners and staff. Going to market with a broad 

functional scope will allow us to consider an integrated ‘big footprint’ solution covering 

large areas of our functional scope or a ‘best-of-breed’ solution covering multiple 

solutions integrated together. 

The RFP document will be clear about our intent to simplify our technology architecture 

and replace or retire existing systems. 

Decisions on what we retain in our current architecture will be made alongside the 

procurement process. Within the RFP document, we will provide our current thinking on 

whether to replace or keep any existing applications, eg prefer to completely replace 

system x, prefer to retain system x, open to keeping either parts of system x, or none. 

This approach means that respondents can understand our current thinking, but can also 

propose an alternative approach. 

We will provide sufficient information on other applications in our technology landscape 

that are outside of the scope of the experience platform but still need to be integrated 

with it. This will allow respondents to ensure that their proposals fit within the broader 

enterprise architecture. 

We will ensure that our non-functional requirements are clear, including our need to 

support policy agility, coherence, and consistency, as well as rapid response to changes 

in our wider environment. 
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Supplying t his level of detail will enable RFP respondents to give us their view on t he 
best mix of solutions they bel ieve will deliver the outcomes we are striving to achieve. 

Because of t he size and significance of the services and products required, we believe 
t hat an open market tender shou ld be used. This will help ensure t hat we are not 
excluding suppliers or products. 

The procurement plan is summarised in the following tables. 

Table 33 Service Experience procurement summary 

"·= ~ - •= ·=· 
- 1-•11:. - -

Scope of procurement I Procurement of Service Experience platform and services to implement and 
support 

Existing arrangements I None 

Proposed procurement I Open tender 
approach 

Payment mechanism I Mechanism is likely to be monthly payments based on licensing payments and 
payments for services with retention - to be confirmed at time of contract 

Contract type I A Master Services Aqreement with terms that are fit for purpose for the 
outcomes MSD wi ll be procuring and licence agreements for individual products 

Contract term I Five years plus three years plus three years - to be confirmed at t ime of 
cont ract 

Risk allocation The Transformat ion Partner approach will enable us to allocate significant risk 
to the vendor . Risks will be allocated as follows: 

• Transformation Partner for provision and operation of the Service Experience 
platform 

• Minist ry for systems that it interfaces to the Service Experience platform 
• Minist ry for roll-out and change management. 
Risk t ransfer will be negot iated and confirmed at cont racting 

II l :j l' I 111111.,. ■ •••r IT - 1111 t 11;;.u: I - llr• ■ -, 

Development and 

I I 
✓ 

configuration risk 

Transition and 

I I 
✓ 

implementation risk 

Availability and 

I I 
✓ 

performance risk 

Ope rating risk 
I I 

✓ 

Variability of demand 

I I 
✓ 

risks 

Termination and 

I I 
✓ 

takeover risks 

Technological 

I I 
✓ 

advancement risks 

Financing and residual 

I 
✓ 

I value risks 

Security risks (IT) I I 
✓ 
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Table 34 Service Experience procurement timeline 

~-i,c:.1,1-"t -
Supplier Briefing 
Chief Executive and Deputy Chief Executive Transformation / SRO will introduce 
the market to the upcoming tender via a live briefing session. Interested parties 
will also be able to attend online. 

RFP released on GETS 

Response time Respondents 

Supplier Q & A online option 

Supplier Q & A online option 

Supplier Q & A online option 

RFP written close 

Procurement compliance check and prep for release to Eval Panel - including COi 
process 

Eval Panel RFP evaluation period 

Eval Panel Finance Specialist initial reviews commence in parallel. Input for post 
presentation stage 

Consolidation of eval scores, comments, strengths & weaknesses, observations for 
next stages 

Eval Panel Moderation and discuss what we need to cover with each Respondent 
who is shortlisted for the presentation stage 

Question lists for Respondents prepared . Reviewed and endorsed by Eval Panel. 

Shortlist to presentation stage recommendation paper drafted and endorsed by 
necessary parties 

Shortlist recommendation paper approved by Procurement Board 

All Respondents notified of outcome as re lated to them 

Final Presentation Agenda and targeted question lists sent to shortlisted 
Respondents 

Continued preparat ion time for Respondents re Presentations (based on receiving 
question list) 

Presentations over 4 days (3 - 4 hours each) 

Eval Panel complete eval from Presentations 

All Evaluation content consolidated and prepared for moderation 

Evaluation panel moderation across written and presentation, seeking to identify 
top Respondents to progress through to Solution Due Diligence (product testing) . 

Recommendation to shortlist to Solution Due Diligence prepared. Reviewed and 
endorsed by Eval Panel 

Shortlist Recommendation for Solution Due Diligence sent to Governance for 
review and approval 

All Respondents notified of outcome as re lated to them 

Debriefs for unsuccessful Respondents completed 

DraftinQ for Due DiliQence process, includinQ product testinQ scope and scriptinQ 
commences 

Review cycles for all Due Diligence information 

RFP Due Diligence Document Suite released to Fina l Shortlisted 
Respondents 

Configure / Prep time for Shortlisted Respondents prior to commencement of 
product testing 

Initial Q & A session offered to each Shortl isted Respondent (assume 2) 

Product Testing Window 

Due DiliQence Delivery and Commercial cycles - 1 
( 1 day each Respondent, 1 day summarising and discussing internally - identify 
next content for validation) 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 
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04/07/2023 

10/ 0 7/20 23 

10/07/2023 19/09/2023 

18/07/2023 

11/08/2023 

25/08/2023 

19/0 9/20 23 

20/09/2023 

21/09/2023 12/10/2023 

21/09/2023 3/11/2023 

13/10/2023 17/10/2023 

19/10/2023 

20/10/2023 24/10/2023 

20/10/2023 31/10/2023 

3/11/2023 

4/ 11 /2023 

4/11/2023 

4/11/2023 14/11/2023 

15/11/2023 21/11/2023 

22/11/2023 24/11/2023 

27/11/2023 29/11/2023 

30/11/2023 4/12/2023 

5/12/2023 11/12/2023 

11/12/2023 14/12/2023 

14/ 12/20 23 

5 / 0 6/2024 

7/07/2023 24/10/2023 

25/10/2023 5/12/2023 

15/12/20 23 15/ 1 2/20 23 

15/12/2023 15/02/2024 

16/01/2024 18/01/2024 

16/02/2024 22/03/2024 

8/02/2024 14/02/2024 
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update, review, prep for next DD cycle 

Due Diligence cycle - 2 

update, review, prep for next DD cycle 

Due Diligence cycle - 3 

update, review, prep for next DD cycle 

Due Diligence cycle - 4 

update, review, prep for next DD cycle 

Due Diligence cycle - 5 

update, review, summary 

I ndividual evaluations of product testing/ environment completed and submitted 

Collation and summary of results for Product Testing stage prepared 

Eval Panel meets and moderates - agreeing final preferred supplier. 

Recommendation drafted. Reviewed and endorsed by Eval Panel 

Recommendation for preferred supplier sent to [Governance] for review and 
approval 

Preferred Transformation Pa rtner informed 
(subject to successful negotiation) 

Debrief for unsuccessful Respondent completed by: 

Te Pae Tawhiti Programme Horizon One Detai led Business Case 

COMMERCIAL CASE 

72vh7ewzmz 2023-06-12 19:18:10 

I 

MINISTRY OF SOCIAL 
DEVELOPMENT 
f f MP.NATO WHAKAl11.AT0 ORA 

......._ ="""'---""' 'fti.':lri.t__..L_u]I ir.:'lit1F'"l]i1] 
L.""'i.-: l ■ iitll': 1•:.J l.!Eli§J-

15/02/ 2024 19/02/2024 

20/02/2024 26/02/2024 

27/ 02/2024 29/02/2024 

1/03/2024 7/03/2024 

8/03/2024 12/03/2024 

13/03/2024 19/03/2024 

20/03/2024 22/03/2024 

25/03/2024 29/03/2024 

1/04/2024 3/04/2024 

4/04/2024 9/04/2024 

10/04/2024 12/04/2024 

15/04/2024 16/04/2024 

17/ 04/2024 19/04/2024 

19/04/2024 24/04/2024 

24/04/2024 

5/ 06/2024 
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Employment Service also requires the procurement of a separate 

Transformation Partner who brings the required products and 

services – this is likely to be a commercial-off-the-shelf solution 

The market engagement process has indicated that it is likely we can procure an off-the-

shelf cloud-based solution for Employment Service. 

For Employment Service, we need to procure: 

• a Transformation Partner that will recommend the appropriate platform(s) and 

solution(s) and configure and implement these to meet our needs 

• core digital employment platform(s) to support the delivery of an enhanced 

experience for MSD clients, employers, providers and staff. 

Also, depending on the solutions finally implemented, we will need to procure: 

• partner(s) to support the integration of the platform into the MSD ICT 

environment 

• partner(s) to support the decommissioning of legacy systems and the migration 

of data to new platforms. 

Employment Service will be seeking an off-the-shelf solution to 

meet our core digital employment requirements, with the add-on 

solutions, implementation, and integration services needed 

Our market engagement and research indicates that there are off-the-shelf solutions 

that can meet our digital employment platform needs. We will be seeking the solutions 

and a Transformation Partner to integrate and implement them to meet our needs. The 

core platform will need to deliver: 

• Digital employment platform for job seekers, employers, and providers. 

• Automated smart opportunity matching. 

• Interfaces to the Service Experience platform (integration will occur in Horizon 

Two). 

• Labour market monitoring and intelligence. 

Procurement will occur through open-market procurement. The market engagement has 

enabled us to understand the market for the products and services required for 

Employment Service. Because of the size and significance of the services and products 

required, we believe that an open market tender should be used. This will help ensure 

that we are not excluding suppliers or products. 

The procurement plan is summarised in the following tables. 
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Table 35 Employment Service procurement summary 

11,I :filll •JC•... -~ 

11 

Scope of 
procurement 

Existing 
arrangements 

Proposed 
procurement 
approach 

Payment mechanism 

Contract type 

Contract term 

Risk allocation 

Development and 
configuration risk 

Transition and 
implementation risk 

Availability and 
performance risk 

Operating risk 

Variability of demand 
risks 

Termination and 
takeover risks 

Technological 
advancement risks 

Financing and 
residual value risks 

Security risks (IT) 

I 

I 
Procurement of Employment Service platform and services to implement 
and support 

I None 

Open tender 

Mechanism is likely to be monthly payments based on licensing payments 
and payments for se1vices with retention - to be confirmed at time of 
contract 

A Master Services Agreement with terms that are fit for purpose for the 
outcomes MSD will be procuring and licence agreements for individual 
products 

I 
Five years plus three years plus three years - to be confirmed at t ime of 
contract 

I 

I 

I 
I 

I 

I 

I 

I 
I 

The Transformation Partner approach w ill enable us to allocate significant 
risk to the vendor . Risks will be allocated as follows: 
• Transformation Partner for provision and operation of the Employment 

Service platform 
• Ministry for systems that it interfaces to the Employment Service 

platform 
• Ministry for roll -out and change management. 
Risk transfer will be negotiated and confirmed at contracting 

✓ 

n 
I 

I 

I 
I 

I 

I 

I 

I 
I 

✓ 

✓ 

I 
✓ 

✓ 

✓ 

✓ 

✓ 

✓ 

Table 36 Procurement timeline 

11w•'l"'.li~1..,,. .. .. ,:,. 

Pre-open tender meeting 

Tender released on GETS 

Supplier briefing 1 

Supplier briefing 2 
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Vendors questions end 

Tender closes (27 business days) 

Shortlist approved 

Supplier demos completed 

Pricing discussions com pleted 

Preferred solution confirmed 

Product testing and contract dialogue completed 

Contract negotiation com mences 
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II~ 
I 1;8;2023 

1 17/8/2023 

I 18/9/2023 

I 9;1012023 

I 1211012023 

I 2611012023 

I 8/1212023 

1 18;1212023 

A cross-functional team will evaluate the bids - one for each of 
the two service changes - and recommend the preferred supplier 
against evaluation criteria 

The key aspects of the evaluation process are: 

• A cross- functional team will undertake the evaluation process. 
• The evaluation panel will include non-voting members to manage and advise on 

such th ings as vendor lia ison, financial analysis, legal advice, any deep technical 
knowledge requirements, and probity. 

• The evaluation model and weighting will be provided to potential respondents in 
the RFP documentation. 

• Suppliers wi ll be encouraged to detail new and innovative ways to deliver the 
specifications. 

• Eva luation and/ or due diligence may include demonstrations, detailed 
engagement, site visits, customer references, live systems for MSD to interact 
with, interviews of key staff proposed, and provision of further information. 

We will use best practice, established contracting frameworks for 
products and services 

We will use Master Services Agreements with terms that are fit- for-purpose for the 

outcomes MSD wi ll be procuring and licence agreements for solutions and services. We 
will base our contracts on established, best practice contracting frameworks. 

The contract and key m ilestones are being determ ined for each of the procurements 
required . Contract length is dependent on the services required, relationship type, and 
Programme delivery phases. In some cases, these may be over mult iple financia l years. 
Our contracting provisions for services or products may include: 

• Input-based - where a product focuses on the labour and materials required for a 
particu lar task or work package. 

• Output-based - where a product focuses on the required outputs and the scope of 
the service provider's responsibil ity. Decisions on how to accompl ish th is 
(resources, budgets, etc) are left to the provider. 

• Outcome-based - where products specify targets aligned with policy, strategic 

objectives, and/or organisation growth targets. 

Te Pae Tawhiti Programme Horizon One Deta iled Business Case 
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Performance management will be developed to ensure delivery by the supply partner is 

managed. This will include: 

• Defining all products or services for which the supplier is (to be) contracted. 

• Determining the factors by which each product or service will be measured. 

• Establishing KPIs for each product or service that can be measured. 

• Determining how the measures will be monitored and the frequency of 

measurement. 

We will use a range of payment mechanisms 

We are establishing frameworks to manage contracts, escalations, 

change, performance, and relationships – these will build on 

existing arrangements 

We have a contractual model established for the Programme’s key strategic partners. 

These contracts include the key areas of roles and responsibilities, escalation, mediation, 

and urgent relief and change control. In this model we will be seeking to ensure that our 

Transformation Partners own and manage a significant portion of the solution and 

implementation risk. 

This model will be expanded to include management arrangements for new strategic and 

operational partners as these are appointed, including those for managing contracts and 

performance requirements through dedicated contract managers. Performance and 

relationship management frameworks, tailored to each requirement, will be agreed, 

reviewed, and documented to support the MSD’s Service Aggregator role. These 

arrangements will enable us to control costs, drive service excellence, and mitigate risks. 

There will be a named resource person who has the responsibility for relationship 

management with each provider. This person will need to understand the supply 

partner’s business and strategic goals and be able to see issues and risks from their 

supply partner’s point of view, while balancing our own requirements and priorities. 

We will be open, transparent, and upfront with our partners and have a ‘no surprises’ 

ethos, and actively seek feedback from our partners on our performance. We will use 

regular structured management sessions, including allowing our partners to provide 

feedback on our performance. 
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We will ensure appropriate financial treatment 

The Programme is likely to have many procurements over its lifetime that shift from 

capital expenditure to operational expenditure. The treatment of these major changes 

has been modelled as part of the cost modelling that has been completed for the 

Economic and Financial Cases. 
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Financial Case 

This financial case reflects the funding as part of 

Budget 23 to fund Te Pae Tawhiti Programme for 

the first two years of Horizon One 

MSD has worked with Treasury to agree funding for Te Pae Tawhiti Programme for the 

first two years of Horizon One.  

 

We estimated the costs for the core categories 

through activity-based costing, market insights, 

and assumption-driven approaches 

Activity-based costings were developed using effort estimates 

developed by the Programme 

Activities for Horizon One were determined as part of Strategic Alignment Workshops. 

Estimates of effort, team sizes, and numbers of teams for Horizon One activities were 

developed in workshops with key staff and participants from our Strategic Partners. 

Costing insights gathered from the market engagement process 

enabled us to refine our costs 

The market engagement process involved five vendors providing cost estimates. This 

information was synthesised from estimation data from other sources. 

Assumption-driven approaches to costing were used in key areas 

Programme cost assumptions were derived using bottom-up, resource-level cost 

estimates. 

Co-existence assumptions were developed by key staff and validated by experts who 

have undertaken similar transformations for public sector entities within New Zealand. 

The following table summarises how the costing approaches were used across the key 

cost categories. 

  

72vh7ewzmz 2023-06-12 19:18:10

s 9(2)(f)(iv)

MINISTRY OF SOCIAL 
DEVELOPMENT 
TE MANATll WHAKAHIATO ORA 



COMMERCIAL IN-CONFIDENCE 

Table 37 How the costing approaches were used 

I Service experience ✓ ✓ 
V) 

<LI 
Ol 

✓ ✓ C Employment Service ~ 
~ 
u 
<LI Client Engagement ✓ u ·;: Practice L. 
<LI 
(/) 

I Kotahitanga ✓ 

Design ✓ 

Transformation 
management 

I Foundations ✓ 

Co-existence 
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We have estimated cash costs for the first two years of Horizon 

One – $183 million excluding any contingency 

The estimated total cash costs for the first two years of Horizon One are summarised in 

the following table. 

Table 38 Years one to two costs estimates (cash, excluding contingencies) 

 

Note that these costs are undiscounted. 
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FINANCIAL CASE 

Based on a commitment to transformation, we 

identified funding of up to $83 million that can be 

reprioritised from within MSD’s baselines 

This reprioritisation relies on the Programme work in Horizon One going ahead and will 

reduce our capacity to focus on other change activity 

A commitment to transformation enables MSD to reprioritise existing funding from 

projects that will no longer be required to the same level if the Programme commences, 

and transformation starts. It also enables us to reprioritise balance sheet funds that are 

earmarked for existing technology that will be replaced by the Programme. It will reduce 

our capacity to focus on other change activity. 

Reprioritised capital programme funding (in-flight projects and 

technology baseline) of $43 million 

Capital funding will be made available by redirecting funding from our capital work 

programme that would have been applied to either investing in new work or maintaining 

and improving our current platforms and infrastructure. 

For example: 

• Digital Workplace continuous improvements using the Microsoft 365 platform, 

storage and compute advancements, and service modernisation activities. 

• Client Management System improvements in employment service delivery not 

required as a result of transformation. 

We expect to be able to reprioritise to the Programme approximately 20% of capital 

funding in the 2023/24 year, with this increasing in 2024/25. The impact of this 

reprioritisation will be mainly in work associated with maintaining and improving our 

current systems platforms. Given we currently prioritise through incremental planning 

we will continue to balance our portfolio of work against legislative and Ministerial 

priorities and technical, and critical systems and assets work. 

There may be a flow on impact to our ability to deliver some work should our wider work 

programme demand continue to increase. We will address this through improved 

processes and management of capacity to continually prioritise to make room to 

transform. 

Non-Backfilled FTE transferred from current state of $40 million 

This is departmental personnel funding for business-as-usual resources that will be 

moved to the Programme and not backfilled. This occurs where work is no longer 

required because of what the Programme will deliver in Horizon One. 

We have already factored into our planning the transfer of technology resources into the 

Programme as work on heritage systems decreases. 

Service Delivery implementation teams will also start to redirect resource into the 

transformation programme from the start of Horizon One and this will ramp up over the 

horizon. 
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Redirection of staff will have impacts on the work programme and MSD plans to manage 

that impact as part of our existing prioritisation and planning processes. 
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FINANCIAL CASE 

Budget 23 agreed a total of $183 million for 

2023/24 to 2024/25 – including savings of $83 

million from MSD’s baselines – with $20 million 

appropriated for the 2023/24 financial year and 

$80 million in tagged contingency 

In April 2023 joint Ministers with delegated authority from Cabinet agreed to the tranche 

of funding for the Te Pae Tawhiti Programme, namely delivering Horizon One of MSD’s 

Transformation initiative.80 

The total funding amount agreed in Budget 23 was up to $183 million over the 2023/24 

and 2024/25 financial years, consisting of: 

• $20 million appropriated directly in the 2023/24 financial year to enable the Te 

Pae Tawhiti transformation to continue 

• $80 million held in tagged contingency to enable Horizon One to begin once 

confirmed by Cabinet 

• Up to $83 million of further savings from within MSD’s baseline. 

Of the $183 million, $150.8 million is operating and $32.2 million capital. 

The savings from within MSD’s baseline will be applied through fiscally neutral capital to 

operating swaps and through operating and capital funding transfers within MSD. 

Therefore, this business case seeks to appropriate $130.8 million for the Horizon One 

initiative to Vote Social Development, Departmental Other Expenses, Te Pae Tawhiti – 

Horizon One (MYA) across the 2023/24 and 2024/25 financial years. The balance of 

funding ($32.2 million) for this initiative will be an allocation of capital funding from 

within MSD’s existing capital programme. This will then (when the $20 million already 

appropriated is added) provide a total of $183 million across the forecast period for 

Horizon One. 

Ministers also agreed that the Minister for Social Development and Employment and 

Minister of Finance are required to be satisfied that the level of further savings available 

from within MSD’s baselines for reprioritisation are sufficient to progress the first two 

years of Horizon One.81 

We have ensured that the scope of the service changes are consistent with the funding 

available. 

  

 

80 See CAB-23-MIN-0139 (April 2023). 
81 See CAB-23-MIN-0139 (April 2023). 
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The cost and funding estimates rely on key assumptions 

The key costing assumptions are outlined in the following table. 

Table 39 Key financial assumptions 

Category # Assumption -II 

General 

Cost 
avoidance 

Years 1-2 

1 Values are discounted using a rate of 5%. 

2 
Risk and uncertainty will be addressed via s 9(2)(f)(iv) 

Any demand-related FTE increases during the Programme lifecycle 
3 are not included given they would be required regardless of the 

Programme operating or not. 

Depreciation commences from year four when the asset/ s being 
4 established (system integrations) are ready for use. This is not 

included in the costings since it commences outside of year two. 

5 

6 

Any reductions in MSD's current state departmental expenditure 

due to the Programme will not be quantified. Th is includes 1ST cost 
avoidance and cost savings due to improved efficiency. 

Year 1-2 costs include standing teams and excludes ramp-up for 

Year 3 and Horizon 2. 

Horizon Zero Costs have not been included since any Horizon Zero 
Programme 7 scope that is not delivered within FY23 will have available funding 

rolled over from FY23. 

Workforce 

Funding 

8 

9 

There are no impacts on staff remuneration as a resu lt of the scope 
of Years 1-2. 

s 9(2)(f)(iv) 

The full set of assumptions can be found in the supporting costing documentation. 
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FINANCIAL CASE 

We have assessed the impact of Horizon One 

costs on overall costs across the three Horizons 

and the estimates in the Programme Business 

Case for the whole programme still stand 

We continue to re-evaluate our estimates for the whole Programme for all three 

Horizons. As at the time of this business case, our estimates for the whole Programme 

sit around the middle of the estimates presented in the Programme Business Case, 

namely $2.1 billion to $2.6 billion. We continue to reassess the Programme costs 

(including ongoing maintenance and licensing costs) and will provide a detailed update in 

the next Detailed Business Case. 

In the first Horizon, our uncertainty rises year on 

year – we are confident that we can manage 

costs within our estimates for the first two years, 

but year three is where most uncertainty lies 

The Programme has undertaken a significant and rigorous replanning exercise for 

Horizon One following Budget 2023 decisions. The confirmed funding for individual 

service changes and workstreams is lower than previously thought, which has resulted in 

varied scope reductions across the programme. Horizon One plans have been recast 

considering the revised cost envelope and the need to maximise benefits and manage 

risk. 

Due to the nature of Budget 2023 decisions, a formal contingency is not in place. Due to 

the ramp up and scaling of resources/work (e.g. not all additional resources will be in 

place on 1 July for instance; there is a month long stand down over the Christmas period 

for all consultants and contractors) and the fact that the current numbers have not been 

phased yet, we believe there will be contingency in each workstream. 

If unexpected costs appear in years one or two, MSD will look to its baseline to meet the 

need. We expect the regular reporting to Ministers to support the confidence around 

financial management. 

The uncertainty of the costs will change through the Horizon depending on the phase the 

Programme is in. When we consider the profile of the Programme in the first Horizon, we 

believe that the uncertainty will rise from year two onwards and become especially 

apparent in Year Three. The key phases are illustrated in the following table. 
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Table 40 Key programme phases 

OVERALL 
FOCUS 

Service 
Experience 

Employment 
Service 

Client 
Engagement 
Practice 

Kotahitanga 

.... ~ 
Procurement, 
discovery, design 

Procure platform 
Start discovery and 
design 

Procure platform 
Complete discovery and 
design 

... ...... .,,~ 

Design, build, test, 
first deployment 

Design, build, test 
integrate platforms 
Start deployment 

Develop operating 
model 
Bu ild, test platform 
Deployment 

Design and pilot, Support students service 
experience 

Complete systems 
discovery and design 

Bu ild, test, deploy 
systems 

Design and test operating model 

Design funding and 
information 

Test and refine 
funding and 
information 
Start implementing 
funding and 
information 
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Ro/lout, change 
management, 
incremental 
improvement 

Manage deployment 
Manage change 

Manage deployment 
Manage change 

Plan implementation 

Manage change 
Extend systems 

I 
Implementation 
planning completed 

Complete funding and 
information 
Complete init ial 
extension 

Given that year three is where most uncertainty 
will occur, ________________ _ 

We have agreed funding as part of Budget 23 for years one and two of Horizon One. -

9(~ll iv} 
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Managentent Case 
We have confirmed our overall delivery approach as presented in the 
Programme Business Case and refined those areas where we have 

improved our understanding - we are investment-ready now. 

The Programme will deliver transformation for 
our organisation, the partners we work with, and 
the clients, whanau, and communities we serve 
through a programme that delivers change 
integrated across the whole of MSD 

We have a strong track record of delivering complex change while 
continuing to provide services for New Zealanders 

The core approach to governing, managing, and delivering the Programme we described 
in the Programme Business Case rema ins valid. Our plann ing for how we wil l manage 
and deliver has been further refined . We have: 

• Enhanced our governance and management structures and processes, including 
the Deputy Chief Executive Transformation (as Senior Responsible Officer) 
provid ing direct accountability to t he Leadership Team for the Programme. 

• Established reporting arrangements that will ensure appropriate Ministerial 
oversight to support on t ime and on budget del ivery. 

• Plans, schedules, and resourcing profiles to successfully del iver the service 
changes and supporting work in Horizon One. 

• A clear v iew of our key risks, how we will mitigate them, and have a 
comprehensive risk and issue management process in place. 

• An MSD-wide delivery model that enables us to provide long stabil ity for the 
Programme. 

• A Horizon-based approach, which provides choices for Ministers. 

• A change and engagement approach that reflects the size and complexity of the 
transformation we are planning . 

• A co-existence approach to manage the transition from today's systems, 

practices, and business processes. 
• A Benefits Realisation Management plan to inform how we will monitor and rea lise 

our expected benefits. 

• Engaged with other agencies and our partners to learn what will make the 
Programme successful. 

• Strong assurance arrangements embedded to ensure the Programme is well 
managed and successfully del ivers. 

Our Programme is investment-ready now. 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 
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MANAGEMENT CASE 

Clear and robust governance and management 

structures and processes are in place 

The MSD Leadership Team governs the Programme through the Te 

Pae Tawhiti Transformation and Investment Committee, with the 

Programme being directed by the Deputy Chief Executive, 

Transformation 

The Programme’s governance landscape in context of MSD is illustrated in the following 

diagram. It will be responsive and adaptive over the life of the Programme to ensure it 

remains fit-for-purpose. 

 

Figure 18 Governance context for Te Pae Tawhiti Programme Horizon One 

We have ensured that the governance committees have the expertise needed to perform 

their function. We have added external members to core Programme governance to 

bring the experience and expertise necessary, as well as independent challenge. This 

includes the areas of large-scale transformations, assurance, as well as Māori and Pacific 

cultural capability. 

The Leadership Team is the primary governance body for MSD. It meets weekly, with a 

monthly session focused on the Programme. With respect to the Programme, the 

Leadership Team: 

• Approves Programme investment decisions and changes which exceed defined 

delegations of lower-level governance 
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• Guides the Programme on Transformation Design deliverables which define the 

future shape of MSD 

• Governs escalated risks and issues from the Programme that impact MSD’s 

operational environment. 

The Transformation and Investment Committee (TIC) is the core governance group for 

the Programme. It has a fortnightly meeting (Te Pae Tawhiti TIC) focused on the 

Programme to provide direct governance. This includes overseeing the realisation of 

benefits. 

Te Pae Tawhiti TIC: 

• Approves and endorses Business Case, and any changes within delegated 

authority 

• Approves guardrails for the Programme 

• Approves Transformation design deliverables which define the future shape of 

MSD 

• Governs Programme level risks and issues. 

The LT is also supported by the Organisational Health Committee (OHC) which oversees 

the impacts of the Programme on our people and resources. 

In addition, the LT has three key advisory groups: 

• The Māori Reference Group provides feedback and advice to guide our approach 

and ensures alignment with Te Pae Tata. It has been actively engaged in the 

design phase to ensure the Programme’s planned services and initiatives deliver 

positive outcomes for Māori. 

• The Pacific Reference Group provides feedback and advice to guide our approach 

and ensures alignment with the Pacific Prosperity. It has been actively engaged in 

the design phase to support the Programme’s planned services and initiatives 

deliver positive outcomes for Pacific people. 

• The Risk and Audit Committee provides independent advice to the Chief Executive 

on MSD’s risk management processes. In relation to the Programme, this 

Committee is part of the MSD lines of defence assurance model. 

Tai Uara (The Portfolio Executive Committee (PEC)) provides management and oversight 

for the prioritisation and optimisation of MSD’s resources related to the Integrated Work 

Programme and Portfolio Investments. This includes the work of the Programme. 

Tai Nuku (The Design Committee) ensures integrity, consistency and quality of designs 

to deliver on the Ministry’s future vision through: 

• Endorsing MSD’s design principles and guardrails 

• Approving designs with guardrails and providing advice and recommendations to 

the Transformation and Investment Committee. 

The Programme Advisory Group (PAG) is an advisory body for the SRO to manage day-

to-day running/steering of the programme. Currently PAG meets up to three times a 

week and is chaired by the SRO. 
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The Senior Responsible Officer (SRO) is supported by the 

Programme Director; the Director, Transformation Office; and the 

Portfolio Owners 

The Deputy Chief Executive Transformation is accountable for all transformation related 

work in MSD. This role is also the Senior Responsible Owner (SRO) for the Programme. 

The Programme Director, Te Pae Tawhiti leads the transformation Programme, taking a 

strong leadership role in the overall design, structure, and content of the Programme. 

The Director, Transformation Office leads strategic management of MSD’s overall 

Integrated Work Programme, which includes transformation as well as all other work in 

Portfolios. The Transformation Office functions include: 

• planning and managing the Integrated Work Programme 

• coordination 

• investment advice to governance 

• benefits and value management 

• controls and assurance. 

Portfolios are responsible for managing and delivering the work of our Integrated Work 

Programme in a joined-up manner. This covers work required to implement the 

Programme and other change that is implemented through their Portfolio. Portfolio 

Owners have oversight of all work in their Portfolio and manage relationships with the 

LT, including their accountable DCE. They are accountable for the management of risks 

and work programme dependencies. 

Workstreams within the Programme deliver the transformation management work. 

Workstream Leads have oversight of all work in their workstream. They are accountable 

to the Programme Director for deliverables. Workstream Leads are accountable for the 

management of risks and work programme dependencies. 

Note that for consistency and clarity of roles and responsibilities, in many cases, Portfolio 

Owners, also fulfil the role of Programme Workstream leads. 

The Transformation Office supports the MSD-wide Integrated Work Programme, which 

includes the Programme work as well as all other work in Portfolios. 

How the Programme structure integrates into this MSD-wide structure is summarised in 

the following diagram. 
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MANAGEMENT CASE 

 

Figure 19 Te Pae Tawhiti Programme Horizon One structure 

 

Our reporting arrangements will ensure appropriate Ministerial 

oversight to support on time and on budget delivery 

Using the lessons from ACC and Inland Revenue, we have developed robust reporting 

processes and templates that are managed by the Transformation Office and up and 

through Programme Leadership. Reporting will be responsive and adaptive over the life 

of the Programme to ensure it remains fit-for-purpose. 

We will continue to monitor and assess progress against funding, forecast and expended, 

and resources used to ensure that we are following the best path to achieve our desired 

outcomes. 

The key external reporting is to Cabinet and Joint Ministers: 

• Cabinet – Cabinet will receive six-monthly reports on progress, costs, and 

benefits, against those set out in the business cases. 

• Joint Ministers – the Minister for Social Development and Employment and the 

Minister of Finance will receive quarterly reports on progress, costs, and benefits, 

against those set out in the business cases. 
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These arrangements will ensure appropriate Ministerial oversight to support on time and 

on budget delivery. 

The key internal reporting is to the LT and the Transformation and Investment 

Committee 

• Leadership Team – the LT will receive quarterly reports setting out progress 

against business case, as well as six-monthly reviews incorporating external 

perspectives on the Programme. The LT will approve all reports to Ministers and 

Cabinet. 

• Transformation and Investment Committee – TIC will receive monthly reporting 

on costs, progress against the delivery plan, confidence against milestones, 

investment objectives, benefits, risks, issues, dependencies, engagement, 

resources, assurance reviews, and lessons learnt. 
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We have plans and schedules to successfully 

deliver the service changes and supporting work 

in Horizon One, and we understand the resources 

we need 

The focus of the first three-year Horizon is to establish the key 

foundations for what will determine the service model for MSD for 

the next 30 years, as well as delivering value to initial cohorts of 

clients 

This first Horizon establishes the foundations for the four key categories of work – 

Service Experience, Employment Service, Client Engagement Practice, and Kotahitanga. 

As well as establishing these foundations, the Horizon One service changes will deliver 

tangible value to cohorts of clients and partners. 

The core outcomes we are seeking for the work we are planning for Horizon One are as 

follows. 

Service Experience – establish system platforms to dramatically improve the 

service experience of our clients, with initial roll-out in Horizon One to students 

By the end of Horizon One, Te Pae Tawhiti Programme and its delivery partners will have 

established the core service experience technology foundations for MSD's business. 

These foundations will provide the base for re-designed service experiences for clients, 

providers, employers and staff in subsequent horizons. Horizon One will focus on 

delivering an enhanced service experience for students and staff supporting students. 

This will enable us to significantly improve the service we can provide, starting with 

students in Horizon One, and moving on to working age in Horizon Two, and seniors in 

Horizon Three. 

Employment Service – deliver transformed services to jobseekers, employers, 

and providers to get more people into more sustainable work – delivered in 

Horizon One 

By the end of Horizon One, Te Pae Tawhiti programme will have implemented new 

capabilities within the Employment Operating Model providing enhanced jobseeker, 

employer, opportunity provider experience, allowing them to interact and self-serve on a 

common digital employment capability 

This will significantly increase our capability to transition jobseekers into sustainable 

employment. 

Client Engagement Practice – establish how our staff engage with our clients to 

better meet their needs in a holistic manner, especially as these needs become 

more complex – start with students in Horizon One 

By the end of Horizon One, MSD's future Client Engagement Practice Model and 

supporting Framework will be designed and pilot will be launched in preparation for full 

roll-out in Horizon Two. 
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This foundation of client engagement will enable us to support our clients far better, 

especially those with more complex needs. 

Kotahitanga – deliver a relational commissioning model and supporting 

processes and systems to improve the effectiveness of our partnering and the 

services our partners are able to deliver 

By the end of Horizon One, Te Pae Tawhiti Programme will have designed and tested, 

with partners, components of a Relational Commissioning Operating Model, including 

redesigned funding models and information approaches. This work will also build the 

technology foundations to replace legacy systems (using the new MSD Coproarte 

Platform where possible) and enable a relational approach to commissioning. 

This will enable us to greatly improve the effectiveness of our partnerships to deliver 

better outcomes for individuals, whānau, and communities, as well as meeting our cross-

agency social sector commissioning commitments. 

These service changes are supported by three workstreams – foundations, 

design, transformation management 

Foundations – building on existing work, by the end of Horizon One, the Programme will 

have established the core cloud and network, information and data governance, identity, 

security, and integration systems, business processes, and workforce capability needed 

to support the Horizon One service changes and ready us to start Horizon Two. These 

foundations are prerequisites for achieving the significant uplifts in service we are 

planning. 

Design – continue to develop, manage, and govern the core design artefacts needed to 

support the Horizon One service changes and ensure that planned Horizon Two service 

changes can begin. This is especially critical for ensuring we have a fully joined-up 

Future Service Model that enables our clients to relate to us through the channel best 

suited to their needs, situations, and abilities. It also helps us ensure we understand the 

staff capabilities we will need to work in a transformed environment and better serve our 

clients, whānau, and communities. 

Transformation Management – Establish, govern, and manage the Programme to ensure 

that plans and other pre-requisites are in place, activities are managed, deliverables are 

produced, benefits are achieved, and change is managed. Effective transformation 

management will enable us to deliver what we propose and achieve the benefits. 

We have undergone extensive scoping and planning for each of 

the Horizon One service changes 

We have followed a structured, comprehensive process to scope and plan the Horizon 

One service changes. This included: 

• Confirming problems to be solved 

• Identifying investment objectives 

• Identifying benefits that could be achieved 

• Analysing options available, comparing options, and choosing preferred options 

• Identifying scope of work to complete 

• Developing plans to deliver 

• Estimating costs. 
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We engaged with our Māori Reference Group and Pacific Reference Group to ensure the 

Programme’s planned services and initiatives deliver positive outcomes for Māori and 

Pacific people. 

We also scoped the supporting work needed – technology foundations, design, and 

transformation management. This process engaged subject matter experts from across 

MSD supported by our strategic partners. 

The delivery plan articulates the scope, sequencing, and prioritisation of work items that 

make up the service changes to be delivered in Horizon One, including foundational work 

to enable future service changes to be delivered in later Horizons. 

The indicative roadmap for the service changes in scope for Horizon One is summarised 

in the following diagram. 
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Figure 20 Te Pae Tawhiti Programme Horizon One plan summary 
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The key milestones for Horizon One are summarised in the following table. 

Table 41 Key milestones for Horizon One 

.. ,,.. . 
lii1,r: .• f[:.& 

l\!Jn !,.J.;., ■ ,1 ■ ~ 

Service All students content migrated to new single knowledge 
Experience repository 

Procurement completed : selected Platform and Vendor 

Capability discovery and vendor mobilisation completed 

Students high- level future state design completed 

Immediate improvements implemented in exist ing applications 
and processes used by Students 

Core service experience capability build completed 

New students experience release completed 

Employment Procurement completed : platform and vendor selected 
Service 

Pre-discovery analysis and requirements completed 

Discovery and design completed for high- level employment 
service core capabil ity for jobseekers and employers 

Future practice design for employment completed 

First release of digital employment self-service platform 

Second release of digital employment self-service platform 

Client Digital employment practice enablement delivered 
Engagement 
Practice Practice model vl completed 

Student practice design and enablement completed 

Client engagement practice pilot progress report 

Kotahitanga Designed and tested components of the operating model 

Design and implement components of funding models and 
information approaches 

Foundational contracting and procurement system first release 

Foundational contracting and procurement system final re lease 

Foundations Cloud: scalable core cloud services 

Identity : cl ient identity access management and provider 
identity access management platform development 
environment ready for digital employment self-service platform 
and service experience platform 

Genesys contact centre solution in the cloud 
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The Programme Business Case sought the transformation of MSD 
and noted that this is a long-term commitment 

The transformation of MSD is a long-term commitment. Our current estimates are that 
th is is a nine-year commitment over three Horizons of three years each. Given the scope 

of what is anticipated, any pausing or stopping of work will have a major impact, slowing 
transformation, increasing our co-existence costs, increasing our programme costs, 
delaying benefits, while increasing the risk of diverting our direction away from core 
transformation and the benefits it will bring. We will fail to address our core problems 
and will sti ll have to spend money on maintaining our ageing and inadequate systems . If 
the Programme was halted at the end of two years (July 2025), MSD wi ll not be left with 

stranded assets. Assets will simply not be used to thei r fu ll potential and government 
and New Zea land will be missing out on possible value. Any pause will also resu lt in loss 
of trust from community partners and stakeholders as well as inevitable loss of expertise 
in the Programme. 

s 9(2)(f)(1v) 
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We are taking a strategic lens as to how we 

support strategic sourcing of the resource we 

need for the Programme 

We have a Programme Resource Management Approach in place so we can recruit the 

resources we need. Our strategic approach to resourcing the Programme is summarised 

in the following diagram. This illustrates how our resourcing is informed by our core 

strategies, considers the key planning variables, and makes sourcing decisions to 

support Horizon planning. 

Figure 21 Strategic approach to resourcing 

Strategic inputs will guide programme resource planning: 

• Te Pae Tawhiti – Our Future outlines the strategic direction for the future-state

organisation.

• The Blueprint outlines the scope of the service change and enablers work to

achieve the strategic shifts in Te Pae Tawhiti – Our Future.

• Workforce Planning plans the required capabilities and scale to realise the

objectives of Te Pae Tawhiti – Our Future.

The resource planning variables are the key factors that drive resource decisions at a 

strategic level for the Programme lifetime: 

• Is it a key capability we are trying to build in the organisation and what is the

best source?

• Can we build/source the capability with existing resources and what skills

transformation is required?

• In what timeframe do we need the resource?

• What is the scale of the resource that we need across the Programme?

• How critical is the resource?

• How much will it cost and is it within budget?

Key Programme sourcing decisions will be made based on the resource planning 

variables. Sourcing decisions fall into five categories: 

• Buy from external sources (eg strategic partners).

• Use a contingent workforce (eg contractors).

• Borrow (second) from other internal MSD sources or other government agencies
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• Build the capability in MSD via the Programme (eg second/transfer from internal

sources or recruit externally).

• Adopt a blended approach using all available options above, or amend delivery

schedules to accommodate availability.

We are taking a long-term approach to building the capability that we require in the 

Programme. For example, we know that for the development of the Future Service Model 

and the client engagement practices we will need staff who understand our business but 

can also contribute to a human-centred design context. We therefore have a training 

programme to enable existing MSD staff to be involved in service design. We will extend 

this approach to cover scarce resources such as business analysis and business process 

design to ensure that we have the long-term capability we need with specific MSD 

knowledge. 

Using our core FTE assumption, we have developed detailed 

resourcing estimates for Horizon One 

Our estimated approximate resourcing requirements for the first two years Horizon One 

are summarised in the following table. These FTE estimates include MSD and vendor 

resources needed over the two years. 

Table 42 Resourcing estimates in FTEs, excluding co-existence and integration 

72vh7ewzmz 2023-06-12 19:18:10

s 9(2)(b)(ii)

MINISTRY OF SOCIAL 
DEVELOPMENT 
TE MANATll WHAKAHIATO ORA 



COMMERCIAL IN-CONFIDENCE 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 173 | 227 

MANAGEMENT CASE 

We have made key assumptions about how we will source the 

required resources in line with our resourcing approach 

We have identified three major categories of resourcing for planning purposes: 

• MSD sourced resources – staff, backfilled staff, fixed term workforce, or

contractors.

• Case management resources – sourced specifically from MSD for the Client

Engagement Practice proofs of concept and pilots in 2025/26 (they will be

backfilled).

• Vendor sourced resources – provided as part of a wider package of solutions and

services.

 

 

 

 

We expect the reprioritised staff (as part of the financial contribution made by MSD)  

 

Given the current number of people already working in the Programme, we expect that 

MSD will need to source approximately  people. 
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Our Delivery Model takes an end-to-end view 

across how MSD prioritises, plans, delivers and 

measures work related to optimisation and 

transformation of our services and ways of 

working 

The Programme will be a major part – and managed as part of – MSD’s wider Integrated 

Work Programme. This is to enable strong integration of all design, implementation, and 

change activities, enterprise-wide prioritisation, easier management of resource 

conflicts, and streamlined governance and management. 

There will be dedicated funding and resources for the Programme to ensure that it 

retains its priority status. 

MSD operates on four planning cadences: 

• multi-year – the four-year fiscal planning cycle and extending out further for

long-term work programmes (such as this Programme and the Welfare Overhaul

work programme)

• annual – the yearly external and internal budget cycle

• quarterly – the quarterly Programme Increment cycle

• sprint – the two weekly delivery cycle.

We operate a formal enterprise-wide prioritisation each quarter. 

Regular reporting to the Leadership Team provides visibility of the overall work 

programme, including what the balance of the work programme looks like and where the 

risks and pressure points are. Having a view of the overall balance of the work 

programme enables MSD to create the necessary time and space by making clear and 

visible trade-offs. 

This end-to-end approach is summarised in the diagram on the following page. 
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Figure 22 Change Delivery Model 
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We are shifting from just-in-time quarterly planning to creating 

long-term stability 

Our delivery approach is enabling us to shift from a just-in-time quarterly planning cycle 

to an approach that fosters long-term stability. We are planning much earlier, 

committing to key priorities at least one year in advance, and monitoring value to ensure 

that we are getting what we expected to from our investments. We are considering our 

capacity to deliver and impact to our operating model when we plan our roadmaps so we 

can to spread work and have time to address resourcing gaps. When we decide to 

commit to work, we are not just locking in funding, we are also locking in the resourcing 

capacity required to complete the work. 

We are aligning our prioritisation of work across the whole of MSD 

We are taking a whole-of-MSD view to prioritisation, planning and value management: 

• Planning much earlier and making clear decisions about how we will invest across

programmes, projects, and investments in continuous improvement to deliver

upon our priorities and make best use of our scarce resources.

• Monitoring our success and using this to inform decisions to continue, stop or

adjust our work plan.

Our high-level planning supports the reserving of resources 

needed 

Once we commit to funding programmes, projects and continuous improvement 

backlogs, we carve-out the resource capacity needed to deliver committed work and 

enable teams to deliver against agreed objectives with certainty, autonomy, and budget. 

We do not force the committed and resourced work back through the MSD-wide IWP 

prioritisation process so that it has to compete for resources each quarter. 

We ensure shared services teams do not constrain delivery 

We are addressing capacity constraints by unblocking shared services teams who have 

been constraining our ability to deliver at pace. We are assessing options to reduce 

demand, increase supply, optimise efficiency of service, and/or adjust the engagement 

model to find the best fit solution for each team. 

We are continuing to address the resourcing gaps that emerge from our long-term 

roadmap and capacity planning. 

We are growing in our planning ability 

We are continually maturing our planning capability to optimise the efficiency of PI-

planning, as well as throughput and predictability of delivery teams. 

We are investing in the tools we need 

We are investing in the tooling and information management we need to support 

efficient processes and to make informed decisions throughout the project and 

programme lifecycle. 
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In Horizon One, we will use the existing portfolios to deliver 

transformation as part of the Integrated Work Programme 

A Portfolio is a multi-disciplinary team of people. It is made up of Value Streams with 

multiple Delivery Teams in each Value Stream. Each Portfolio has an appointed Portfolio 

Owner and a Portfolio Manager. 

Over Horizon One, we may have a mix of Portfolios. Some may be focused solely on 

transformation change – others will deliver both transformation and other change under 

one Portfolio Owner. 

A cohesive work programme with alignment between transformation and other change is 

paramount. A Portfolio that delivers a mix of transformation and other change under one 

Portfolio Owner will enable alignment and integration between the types of change, 

especially as transformation grows to be more of the Integrated Work Programme. It will 

support key roles to sit across the work thereby minimising unwanted trade-offs and 

preventing divergence within a Portfolio. 

In line with our delivery approach, the Programme will have 

dedicated funding and resourcing 

There will be dedicated funding and resources for the Programme to ensure that it 

retains its priority status. Transformation work resources will be dedicated and situated 

in multi-disciplinary teams. The Programme funding within the Portfolios will be ring-

fenced. This will be reflected through our enterprise and Portfolio roadmaps and our 

Programme Increment prioritisation processes to ensure that practical effect is given to 

the priority the Programme needs to have. 
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The Programme is supported by a range of critical 

approaches and groups 

Cross-agency forums are being established to support a joined-up 

approach for the Programme 

In light of our lead role in the sector and the wide range of cross-government initiatives, 

it is critical that we engaged with other key government agencies to ensure that we fulfil 

our accountabilities and support a joined-up welfare system. 

We expect to formalise governance arrangements in 2023 to include representatives 

from other key agencies to support a more joined-up, sector wide approach for the 

Programme. This is supported by an engagement plan that considers how to involve 

other agencies who do not have a direct role in the sector, but have an interest in some 

aspects of what the Programme is delivering (e.g. case management). 

Senior leaders from the Central Agencies (Treasury and GCDO being the core of the 

group) meet with Programme leaders monthly to monitor progress and provide advice. 

These meetings involve: 

• Review of progress, areas of concern, and their resolution

• Identification of any connections across the wider government system that could

usefully be made

• Provision and testing of the information that Central Agencies need to fulfil their

assurance roles.

The MSD-wide Transformation Office has developed a range of 

tools, approaches, and frameworks to support effective 

programme management and delivery 

The Transformation Office was established late 2022 to work across the whole of MSD 

including the Te Pae Tawhiti Programme, enabling MSD to take an enterprise-wide view 

of an integrated work programme. The Transformation Office has developed and is in the 

process of implementing a range of tools, approaches, and frameworks to support 

effective programme management and delivery. This includes the change delivery 

approach, deliverables management, financial management, knowledge management, 

and quality management approaches (including assurance). The Transformation Office is 

working with technology to develop and deliver a set of planning and reporting tools that 

are scalable for the management of a transformation programme. 

Human-centred design is at the core of our delivery 

To deliver better outcomes for our clients, we need to design and deliver 

experiences in partnership with diverse clients and rōpū within the 

communities of Aotearoa 

We are using a human-centred design methodology to enable us to better understand, 

deliver for, and help our clients, their whānau, and communities. Our human-centred 

strategies give us insights into the wants and needs of different people who access or 

deliver our services. 
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Our approach is based on: 

• collaborating with groups who will be most impacted by our design of experiences

and keeping less impacted groups informed

• a focus on inclusivity and transparency

• designing within existing policy parameters (wherever possible)

• working with a small number of communities, building on the strength of existing

relationships, to learn, ideate and test.

We will extend our reach and build new relationships over time, designing in a way that 

is representative of broader Aotearoa, without over-consulting at the beginning of a long 

journey. 

This work is also a critical input to deliver on the Future Service Model and Te 

Pae Tawhiti – Our Future 

Engaging to deeply understand the experiences of people and whānau, and design how 

they should be in future, will set up the service design work programme to 2028. We will 

understand how to give expression to Te Pae Tawhiti – Our Future through service 

experiences, and how the Programme will use this work. We will also know how to 

expand our approach across the motu as we build, test, and implement these future 

experiences. 

Four Centres of Excellence will support successful delivery – each 

with its own detailed ‘how to’ guide 

We are cognisant of the challenges involved in the delivery of a large-scale 

transformation programme and are investing in the support needed to ensure that we 

are successful. Four Centres of Excellence (CoE) are being established: 

• Service Design – through adopting human-centred design, we will put people and

whānau first

• Business Process – will guide the business process assessment, redesign, and

implementation to be progressed through transformation

• Delivery practice including agile – will support our delivery approach, which

incorporates agile

• Equity – will support inclusive and equitable outcomes.

These are supported by detailed ‘how to’ guides that guide its practice. 

MSD must continue to retain accountability for Programme 

aggregation 

We are already responsible for aggregating the delivery of numerous projects and 

programmes to respond to the needs of our clients and government. To achieve this, we 

already manage a set of partners and suppliers who work with us to achieve outcomes. 

MSD must retain these accountabilities for the Programme if it is to manage the 

dependencies across its multiple streams of work. This is consistent with the approach 

taken by other agencies, most notably Inland Revenue. 

This approach means we can: 
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• maintain control of risks and accountabilities over each aspect of a service or

product, whether inside or outside of the Programme

• reduce cost and dependency risks by engaging with many suppliers instead of

single supply partner models

• mitigate commercial and delivery risk through the flexibility provided across a

range of specialist partners

• continue to integrate across our MSD-wide Integrated Work Programme.

We will continue to be the aggregator for the Programme recognising we may need to 

augment our own capabilities with additional expertise from the market. Strong 

coordination and management will be vital to the success of the Programme. 

We will maintain a high level of control of risk and accountability over the contracted 

products. To deliver the Programme, we will have dedicated commercial and legal 

resources to ensure that contracts are aligned and managed successfully and 

contractual, commercial, and performance management frameworks are in place. 
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Our change and engagement approaches reflect 

the size and complexity of the transformation we 

are planning 

A well-coordinated and effective change approach is essential 

given the ambition of the Programme 

The Programme will deliver transformation for our organisation, the partners we work 

with, the clients we serve, and their whānau and communities. Change will impact 

multiple elements of MSD’s service model, systems, processes, people and organisation, 

data and information, and culture. 

The Programme will impact many groups and people, including: 

• MSD staff – over 8,900 frontline case managers, contact centre, processing

centre staff, and national office staff.

• Partner organisations – over 2,000 stakeholder groups and providers including

hapū, iwi, Māori organisations, Pacific groups, NGOs, community organisations,

and local and central government agencies.

• Clients – 1 million New Zealanders across the country accessing a wide range of

services.

• Employers – thousands of employers across the country.

• Suppliers – MSD has supplier arrangements already in place with key partners.

Successfully embedding transformational change across MSD will be far more complex 

than simply going live with planned changes. With strong change management MSD will 

be supported to: 

• build consensus among staff, partners, and clients about the design of specific

changes that will better meet their needs

• plan, test, and implement the full suite of changes while also ensuring the

transition does not disrupt essential services

• define and instil new values, attitudes, norms, and behaviours that support new

ways of working.

We have developed robust change, engagement and communications strategies to 

ensure we deliver effective change. 

Engagement and communications will be key enablers to deliver 

effective change 

Effective engagement will be critical to successfully delivering the Programme and to 

ensure stakeholders and partners feel engaged, informed, and empowered to contribute 

to outcomes over the life of the Programme. We will engage with our stakeholders and 

communicate to: 

• build support

• create understanding

• ensure clarity

• enable change

• mitigate risk.
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Our approach to change is based on change management 

processes we know work 

MSD is well versed in implementing change. Changes are regularly launched across 

Service Delivery and the wider organisation that impact how individuals work and 

manage workflows, or that impact their role, reporting structures, behaviours, or identity 

within the organisation. 

The Programme will leverage MSD’s change methodology, processes, tools, and 

templates, tailoring and enhancing these as appropriate to manage the types, size, 

scale, and pace of changes within the Programme. Our Change Approach is divided into 

three stages: plan and assess (warm-up), enable and implement (launch), and embed 

and sustain (follow-up). This is underpinned by a consolidated view of MSD’s work 

programme, stakeholders, and change impacts. This enables: 

• deliberate and co-ordinated decisions to going live with initiatives

• a complete view of activity across MSD, and what changes may mean for

individual roles, business units, clients, and external partners

• an understanding of the impact that any initiatives (and go-live timing) may have

on performance.

We will use a standard and repeatable change rhythm within these phases to enact a set 

of change activities over the life of a specific change, from the initial design of the 

change/improvement, through to embedding the change in BAU. The change 

workstream of the Programme and the MSD Change Team will support the organisation 

through the life cycle of the change. 

We will take a leader-led approach 

The Programme will be leader-led with existing relationship owners (eg Regional 

Commissioners) driving engagement about the Programme through existing channels and 

networks. 

We recognise that leadership support for the change is critical. Oversight by MSD 

leadership will be fundamental to manage risks, make prioritisation decisions, and 

provide assurance to Ministers on MSD’s ability to deliver BAU services alongside 

transformation. 

A key focus will be on gaining the alignment, commitment, and advocacy of senior 

leaders, as well as other identified key influencers, and equipping these leaders with the 

skills and knowledge to influence change in the business. 

In line with the leader-led approach, decision-making around business and people 

change will be made by the MSD leadership. 

Change practitioners will be embedded across the Programme to 

understand and support change 

We will embed change practitioners across the Programme. This will ensure they have an 

in-depth understanding of the changes, are connected to those impacted, and are well-

positioned to support roll-out activity. These embedded practitioners will be supported, 

at a strategic level, by a small core Programme Change Team. 
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Change capabilities will be embedded across the workstreams to: 

• get involved in the mahi early and develop a genuine understanding of the 

changes to occur 

• support communications and engagement activity 

• support change preparation/planning to enhance uptake 

• support staff to make sense of proposed changes 

• ensure the Programme is setup for success from a change perspective 

• support the delivery of initial change artefacts (such as stakeholder analysis, 

impact assessments, and change personas). 

We will build on the existing Te Kupenga Ora Change Network to raise awareness of, and 

support staff through, the service changes. We are aware that focused attention on 

client change management will be needed so we will establish a change network to 

support external stakeholders, including partners, clients, and employers, to navigate 

the Programme change in support of implementation. 

Our engagement will reflect the Crown’s commitment to Te Tiriti 

MSD is committed to better supporting and enabling Māori, whānau, hapū, iwi and 

communities to realise their own potential and aspirations. Our engagement approach 

will support engagement with Māori, and foster opportunities to embed a Māori world 

view throughout the Programme. 

The Programme will continue to engage with MSD’s Māori Reference Group and seek to 

leverage established networks and existing relationships with whānau, hapū, and iwi, to 

seek input into the Programme. 

Our engagement will reflect the diversity of people who interact 

with us 

Separate engagement approaches are being developed, outlining how the Programme 

intends to engage with different groups across New Zealand whose experiences, values 

and preferences will need to be explored. In setting out these specific groups, we 

recognise that people will have identities that intersect across groups, as well as unique 

individual needs and values. Engagement approaches are being developed for: 

• Pacific people 

• people with health conditions and disabled people 

• refugee and migrant communities 

• young people 

• seniors 

• students. 

This engagement will help us discover, design, test and iterate with representatives 

across all our stakeholder groups. We will help us ensure that key equity groups include 

people with health conditions, disabled people, whānau, hapū, iwi, Pacific people, and 

intersectionalities (such as tangata whaikaha Māori or disabled Māori). 
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We will have comprehensive engagement with our staff 

Staff are a crucial stakeholder whose involvement is critical to the Programme and its 

success. Uptake and socialising internally are critical to the changes being understood, 

adopted and embodied to lead to transformational outcomes. 

Internal engagement plans will be developed for service delivery staff, regional staff, and 

National Office staff. These plans will be developed to support collective participation and 

involvement. 

The details of planned communication mechanisms with staff are set out in a separate 

Communication Plan. 

We will manage engagement with our partners and other affected 

agencies 

We will explicitly engage with our partners through Kotahitanga and Employment 

Service. We will also engage with other agencies impacted by our Horizon One workplans 

(eg Ministry of Education and Inland Revenue for the student work). 

Our engagement with other agencies is supported by our partnering strategy. 
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Our management of change is supported by a 

formal Co-existence Approach 

Co-existence occurs when heritage and target state systems need 

to operate together to support the safe and uninterrupted delivery 

of services as the future state is incrementally established 

Co-existence is necessary when implementation occurs through one or more transition 

states. These transition states will occur when: 

• the implementation and release of a system is incremental, consisting of two or

more cutovers (ie not a single ‘big bang’)

• the new system is required to co-exist with one or more heritage systems to

support continued operation of a business process during the period from one

cutover to the next.

Co-existence is a key risk that must be actively managed 

Our business will be operating in a managed state of transitional co-existence 

throughout much of the transformation. During this time, we must continue to operate 

our business and deliver for our clients during multiple interim states in the Programme 

delivery. Our new and old ways of working will need to operate together. 

While some continued investment in heritage systems is unavoidable, unplanned 

expenditure on our heritage systems will reduce funding for our new systems. Co-

existence must be carefully managed to avoid architectural drift, which will drive up 

costs and increase risk. 

Because we will need to continue to invest in systems we eventually intend to 

decommission, not all funding for existing systems can be reprioritised to the 

Programme. Some will need to be ringfenced to ‘keeping the lights on’. Investment in 

heritage systems will need to continue to address: 

• unacceptable security, stability issues, or support risks

• unacceptable process issues

• policy or legislation changes that cannot wait until the Programme delivers the

new systems that would support these.

There will also be transitional phases where we will need to invest in keeping duplicate 

solutions (old and new) operating together. This will have implications for: 

• ongoing costs for operating the new and old systems

• ongoing costs for maintaining the complexity of having old and new processes in

production (eg increased change management and work related to our staff and

also our clients)

• ensuring the integrity of data duplicated across multiple systems.

The need to identify, plan for, and manage co-existence early and effectively is a key 

learning from other programmes. We recognise that this challenge will be even more 

complex for MSD given the critical nature of maintaining continuity and improving equity 

in welfare services for New Zealanders, coupled with the complexity of our current data 

and technology architecture. We know we will also need to consider how we can retain 
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key people who understand the existing processes and systems during co-existence unti l 
the transit ion to new is completed. 

We have a co-existence approach in place to manage the 
transitions needed while ensuring continued operation of our 
business processes, and will understand, plan, and manage the 
impacts of co-existence 

Our Co-existence Approach provides a framework to identify the impacts that a 
transition state will have across the organisation and define the mitigations that will be 
needed to achieve stable and sustainable operations through to the next transition state 

(or final state). 

Our Co-existence Approach will support us to identify and plan to address potential co
existence impacts. It will be coupled with strong design and Programme governance. 
Th is structured approach will enable the Programme to consider the co-existence 
impacts inherent in our delivery plan, to revise and strengthen how we bundle and 
sequence the transformation. It will help us identify impacts for all people (clients, staff, 
service delivery partners and other ecosystem partners) and the change management 

needed to ensure business continuity throughout all transition states. 

The key principles that inform our co-existence approach are summarised in the 

following table. 

Table 43 Co-exist ence principles 

11 •u■ .... ,n._ l~.-.li ■ 1 1r. 1r~ I I 

Client experiences w ill We are changing to create When evaluating changes and transition 
be enhanced a nd not easier and richer experiences states, the programme needs to consider 
negatively impacted by when interacting with us. customer impacts both direct (e.g. changes to 
t ransformation a form) and indirect (e.g . impact to staff 

t ime). 
In some cases the Programme may accept 
impact where it will not form a material 
barrier for cl ients. 

Co-existence impacts Limiting negative impacts of May require greater investment in temporary 
to our workforce and co-existence for all service architecture to support co-existence rather 
service delive ry delivery staff and partners is than increasing burdens for staff e.g . through 
partne rs must be paramount. manual workaround and/or process 
minimised to the inefficiencies. 
extent that investment 
required to minimise 
impact is feasible. 

Business processes Transition states are designed Avoid transition state designs that require 
will be considered in to be temporary and should users to cross system boundaries to complete 
their entirety avoid imposing excessive individual tasks. Staff collaborat ing on a 

inconvenience or cost. business process should be able to share 
information easily. Managers overseeing a 
business process must have tools/reporting 
available to them to maintain visibility of the 
work. 
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Data & information 
about clients must 
remain accessible, 
accurate, current a nd 
secure between 
current state and 
target state systems 

Clear policies must be 
in place to define the 
maste ry and 
management of any 
replicated data 

All transition states 
will be designed to be 
sustainable and will 
support the continuous 
trajectory of the 
programme 

We will identify points-
in-time after which 
chanqes to current 
state syste ms will be 
kept to a minimum. 
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Data is MSD's most important Security of data surfaced in the t ransition 
asset. Safeguarding it is a states/ target state should be no lower than in 
primary concern for the whole the original source systems. 
organisation . Chanqes/ desiqn decisions that impact 

availability/ synchronisation of critical data 
must be reported to the business and 
governance forums. 

This will ensure the traceabil ity Policies need to be presented and agreed by 
of data so that any errors can technical leadership. 
be quickly traced and Potentially dual masters may arise but should 
corrected. not be preferred . 

Systems must maintain a link to the 
source/master data. 
Traceabi lity should be possible between the 
legacy and new systems. 

Transition states must be At t imes, key delivery concepts such as MVP 
sustainable and stable in case and incremental delivery may be challenged in 
further transitions or future order to ensure sustainable transition states 
horizons are delayed or are in place. 
cancelled . MSD should have Leqacy systems may have to be kept for 
the option of pausing between longer than ideal or intended. 
transition states without I nvestment in co-existence architecture may 
incurring unduly high financial be larger than anticipated. 
costs, or building unduly high 
technical debt. 

Continuinq to chanqe current Potential or planned chanqes to current state 
state systems will add systems need to go through a cost/benefit 
complexity to co-existence and analysis which considers impacts to Te Pae 
will make delivery within Te Tawhiti. 
Pae Tawhiti more complex as Some existing planned changes may be 
the starting point for discarded (or see scope reduced). 
implementinq tarqet state Exceptions will need to apply where change is 
solutions is continually unavoidable, such as for critical events. 
changing. 
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Our Benefits Realisation Management plan 

outlines how we will monitor and realise our 

expected benefits 

We have clarified the benefits expected to be gained from the 

Programme – these are defined in the Strategic Case 

Benefit logic models link the service changes to the measures they are most likely to 

directly influence, in turn driving the benefit KPIs and the benefit itself. Stakeholders 

across the organisation were engaged to validate the logic models and obtain buy-in. 

This engagement also ensured targets set are achievable with benefit and measure 

owners aligned with these expectations. 

Our Benefits Realisation Management plan provides a framework 

to ensure benefits are derived from the Programme and the 

correct level of management is given to each benefit 

A comprehensive Benefits Realisation Management plan is being developed. It is built 

around six key domains: 

• Benefit logic models and benefit profiles – defining the benefits.

• Governance – outlining the review and escalation pathways, and key

responsibilities of governing bodies within MSD as well .as identifying the

cadences required for reporting to external bodies

• Benefit reporting process – establishment of reporting cadences to Programme

milestones and defining data flow through the reporting process as well as

identifying key reports related to benefits tracking and intended users.

• BRM Support Capability – associated roles and tasks supporting benefits reporting

and realisation management.

• BRM Change Process – defining process for ongoing evaluation and maintenance

of benefit profiles and KPIs, ensuring constant alignment with evolving

organisational evaluations.

• Roles and Responsibilities – defining and identifying the number of key benefit

roles and outlining the responsibilities of each role as well as identification of

individuals and agreement with them to fill these roles (still in development).

A benefit profile is being developed for each benefit 

For each benefit we have identified the following key information: 

• benefit name and description

• measurement metric/unit of measure

• method of measurement

• benefit calculations (if quantitative)

• risks, assumptions and dependencies

• data source

• data owner

• baseline measurement (where available)

• beneficiary

72vh7ewzmz 2023-06-12 19:18:10

MINISTRY OF SOCIAL 
DEVELOPMENT 
TE MANATll WHAKAHIATO ORA 



COMMERCIAL IN-CONFIDENCE 

Te Pae Tawhiti Programme Horizon One Detailed Business Case 189 | 227 

MANAGEMENT CASE 

• benefit owner.

We are building our benefit realisation capability to help realise 

the benefits we have identified 

We will establish a dedicated group within MSD that has experience in benefit realisation 

and management. This group will provide capability to support governance members and 

other people with responsibilities for benefits management. The group functions will 

include ensuring delivery activity, and that reports and risks are being effectively 

managed. 

We will learn and adapt our benefits management practice over 

time 

We will focus on learning from experience and improve our benefits management 

practice by encouraging a culture of continuous improvement. This approach will allow 

us to change and optimise benefits over time. To do this, we will establish a change 

process to modify the Benefits Realisation Management Plan, change benefit profiles, 

add new benefits, and set out responsibilities for initiating the change process. 

There will be clear roles and responsibilities for benefits 

realisation 

Benefit owners hold the ultimate accountability in ensuring that their benefit is realised. 

The benefit owner will hold a role within MSD most likely to influence the measures, 

KPIs, and benefit through a transformation of their business practices. Benefit owners 

will be supported to perform this role, including by benefit measure owners who hold 

responsibility for reporting activities and data availability throughout the life of the 

benefit. 
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We are actively seeking learnings from other 

organisations who have undertaken equivalent 

transformations 

We are learning from other New Zealand agencies 

We have established relationships with organisations who are delivering or have 

delivered similar transformation programmes so that we can learn from their experience. 

We are benchmarking our experience with other similar organisations including Inland 

Revenue (IR) and ACC. We are engaging with ACC on the development of Client 

Engagement Practices. We continue to engage with the Ministry of Business, Innovation 

and Employment (MBIE) for learnings and advice about complex procurements. 

In August 2022, we held an intensive Lessons Learned session with IR and MSD 

Programme leaders. These insights have informed our Programme design and we have 

already started to implement lessons learned from the IR transformation. 

We have effective ongoing relationships between programme directors and leaders from 

the IR transformation. From late September 2022, we had key staff from the Service 

Transformation Unit at IR join the Programme for three months to provide subject 

matter expertise to key areas of the Programme. The insights and experience they have 

brought will help us to ensure successful delivery of the Programme. 

We are actively connecting with other New Zealand ministries and agencies on social 

sector commissioning implementation to help shape Kotahitanga. 

To gain further insights and lessons learned, we are also meeting with agencies in New 

Zealand who vendors have referenced as examples of successful transformation 

programmes. 

We are applying insights from other jurisdictions 

MSD has engaged with Employment and Social Development Canada and their 

Benefits Delivery Modernisation programme leadership to inform the approach 

of the Programme 

The Employment and Social Development Canada (ESDC) Benefits Delivery 

Modernisation (BDM) transformation is of particular interest to MSD as ESDC are several 

years ahead of MSD in their transformation. We share common aspirations for our 

transformation programmes, including integrated service delivery, replacement of core 

heritage technology systems, and the development of people and business processes 

that enable policy agility, consistency, and coherence, and service excellence. Like MSD, 

ESDC uses agile delivery approaches to support it to deliver early, sustain value, and 

reduce risk. 

We have well-established working relationships with Programme leadership at ESDC and 

we continue to have regular exchanges of information and programme design artifacts. 

In September 2022, the Chief Executives of both agencies met to discuss learnings. 
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Services Australia began multiple transformation and modernisation projects in 

2015/2016 

Services Australia is part of the Department of Social Services. Their transformation 

projects aimed to improve customer experience by making services simple, secure, and 

accessible, and improving technology and systems. 

In 2019, a small team of MSD leaders visited both Canberra and Brisbane to gain 

insights into the scope and progress of these projects to inform the planning for the 

Programme. This visit was followed by video meetings at Chief Executive and General 

Manager/Deputy Chief Executive level. The Chief Executives of both agencies met in 

Australia in September 2022 to further discuss what MSD can learn from Services 

Australia. 

We have actively sought learnings from our strategic partners and 

from the work they have undertaken with major transformations 

around the globe 

We have regular planning discussions with our Strategic Partners where we seek their 

input and advice. Strategic Partner staff are also embedded in Programme workstreams 

so that their learnings and insights on specific areas of the programme can directly 

inform our work. 

We continue to document and apply lessons learned 

We have captured recommendations from quality assurance review processes for future 

reference by other MSD programmes, related agencies, and other projects. Examples of 

our key lessons learned at this stage of the Programme and how we are applying them 

are listed below. 

Leadership learnings 

• Have clear senior management and Ministerial ownership and leadership,

including an engaged senior executive as SRO. The Programme SRO is a Deputy

Chief Executive with dedicated accountability for transformation and member of

MSD LT.

• Have a clear vision to guide change. Our vision is set out in Te Pae Tawhiti – Our

Future, MSD’s strategic direction. This continues to guide the Programme.

• Achieve leadership and staff buy-in. We are investing in our change capability and

bringing in expertise in transformational change to help us to engage with our

leadership and staff in the most effective way possible.

Governance learnings 

• Have clear and active governance. The Programme has clear governance

arrangements and active governance oversight with independent representation

and subject matter experts. This ensures ongoing alignment with business

objectives.

• Focus on the big decisions first. We have implemented a key design decision

framework and supporting decision-making processes that include all our key

stakeholders.
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• Strongly govern benefits. We have defined the governance and decision-making 

responsibility for benefits identification, ownership, monitoring, and realisation as 

we develop the benefits model and Benefits Realisation Management plan. 

Programme capability and capacity learnings 

• Establish a team with the necessary skills and expertise from the start. We have 

identified the skills and expertise required and are working to build capacity in the 

Programme ready for implementation. 

• Draw on expertise from others. We are drawing on expertise from Strategic 

Partners, other New Zealand agencies, and overseas agencies to support the 

Programme as required. 

Change learnings 

• Have a comprehensive change management approach and the capability needed 

to make the change. We have developed a comprehensive change management 

strategy and approach that recognises the complexity of future change across 

clients, staff, partners, and other stakeholders. We are building our change 

capability and capacity in the Programme, supported by the Change 

Implementation Team within MSD, our Strategic Partners, and subject matter 

experts from IR. 

Procurement learnings 

• Strong probity. We continue to use fit-for-purpose probity arrangements that we 

will use for all procurements across the Programme. We will maintain our 

alignment with the Government Rules of Sourcing. 

• Engage with the market early. All large programmes depend on capable and 

willing vendors. Early and often market engagement helps identify these vendors. 

MSD has already undertaken early market engagement for Service Experience 

and Employment Service. 

Design learnings 

• Bring the customer closer to the design. Through our Future Service Model work, 

we are engaging across the country with our clients and staff, to ensure we 

understand their needs, and incorporate our learning into all aspects of our 

design. We are incorporating strong service design expertise and have worked 

with Auckland Design Lab and other experts internationally to ensure that we 

have a process that will work. 
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We understand and are actively managing our 
key risks, constraints, dependencies, and 
assumptions regarding transformation 

We understand and continue to monitor our major strategic risks 
and seek mitigations for them 

We have improved our understanding of risks in light of engagement w ith other agencies 
and advice from our partners. These lessons learned will help ensure Te Pae Tawhiti 
proceeds with as low a risk profi le as is possible. The table below describes the refined 
key risks, their assessed level, and the proposed m it igations. Note that whi le these risks 
are Programme level, they all relate to Horizon One. {The r isk rating include an overall 
rating (e.g. HIGH), and the impact and probability (e.g. Major/ Possible). 

Table 44 Key risks identified, risk assessment, and their proposed mitigation 
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Change Management 

I f we do not understand the full impact of the Refresh the Programme Change Strategy 
changes we are making and we do not put in place and align with Communications and 
effective change management activit ies, then Engagement Strategies and Plans. 
stakeholders, partners, staff, and clients will be Embed strong commun ications and 
negatively impacted, leading to reduced ongoing change management practices. 
support for the programme and loss of trust and Go-live readiness plans and 
confidence. [ HIGH - Major/Possible] assessments. 

If the Programme does not effectively manage and Develop aggregated co-existence plan 
fund co-existence planning, then MSD could sustain for Horizon One. 
multiple operating models, processes, and systems Refresh existing co-existence approach 
over several years. [HIGH - Major/Possible] and plans. 

If insufficient capacity and capability is established Develop a comprehensive operational 
to support the Min istry both during and post workforce strategy, including detailed 
Programme delivery, then changes to enable the workforce modelling and learn ing and 
future services delivery model will not be capability strategy. 
embedded, the programme benefits and objectives 
will not be achieved, and with knowledge not being 
built up within MSD and/or retained. [ HIGH -
Major/Possible] 

Engagement 

If the programme does not demonstrate our Maori Engagement Plan developed and 
commitment to our Te Tiriti obligations or fails to under final review process . 
engage appropriately with Tiriti partners, then it will Develop how-to guides for Rerekiuta (Te 
impact our ability to retain commitment and Tirit i) and Rerekitai (Nga Matanga Maori 
support and to achieve programme benefits and Values Framework) . 
objectives. [HIGH - Major/Possible] Continued engagement with reference 

groups and Tirit i partners. 
Establishment of Equity Team. 

If the programme fails to sufficiently engage with Embed strong commun ications and 
key stakeholders, then it will impact our ability to change management practices. 
retain stakeholder commitment and to achieve Cross government, union and kaimah i 
programme benefit and objectives. engagement plans in development. 
[HIGH - Major/Possible] Engagement plans for ethn ic 

communities and disabled to be 
progressed. 
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Establish a wider sense of partnership 
with the regions. 

Delivery 
s (9)(2)(g)(i) Ongoing engagement with Treasury and 

Min isters. 

I f the Programme does not have the capacity and Enactment of t he implementation 
capabi lity (both interna l and external) needed to resourcing strategy. 
support the delivery of Horizon One, then the Develop a comprehensive operational 
delivery of the investment objectives may be workforce strategy, including detailed 
compromised. workforce modelling and learn ing & 
[HIGH - Major/ Possible] capability strategy. 

Engagement and onboarding. 

If the Programme is not clear on its scope and Deta iled Horizon One planning. 
plans, then there may be unrealistic or confl icting 
demands placed on the programme, resulting in a 
loss of t rust and confidence in MSD, as well as costs 
and delays. 
[HIGH - Major/ Possible] 

If the Ministry is unable to repriorit ise the interna l Ring-fence the funding and resou rces . 
funding and/ or resources to enable delivery of the 
Programme, then the Programme may not be able 
to deliver the Horizon One scope outlined in the 
detailed business case. 
[MEDIUM - Major/Unlikely] 

If the Ministry is unable to deliver the Horizon One Ongoing external assurance activities 
scope within the two-yea r replan funding available, and internal delivery confidence 
then the delivery of investment objectives may not assessments with identified review 
be achieved, the Programme's reputation will be recommendations being addressed. 
impacted and the confidence in our delivery 
capabi lity reduces . 
[HIGH - Major/ Possible] 

Design 

If there is a lack of engagement in the design of the Engagement plans being finalised. 
future service model the Programme may fail to Establishment of Equity Team. 
reflect the concerns and priorities of stakeholders Establishment of Service Design 
and not be aligned to Te Pae Tawhiti, Te Pae Tata Guidebook. 
and Pacific Prosperity resulting in a compromised 
service model and failu re to achieve programme 
benefits and objectives. 
[HIGH - Major/ Possible] 

Procurement 

If our expectations/ assumptions on the market's Build off prior successful market 
ability to respond to MSD's procurement engagement and Employment Service 
documentation is too high, then vendors may fail to incubator. 
respond in the way we want them too. Establish clear, open , and frequent 
[HIGH - Major/ Possible] communications with the market about 

our intended outcomes and 
expectations. Use specialised commercial 
resource and subject matter experts. 
Ensure alignment with best practice 
procurement approaches and 
Government procurement requirements. 
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Engage with legal support and 
conducting reference checks. 
Work closely with the Services Change 
teams to ensure effective requirements 
are drafted for the RFP for integration. 
Effective testing of the solution during 
the Product challenge. 
Perform due diligence activities. 

If we do not select the right vendor and/ or Refer Mitigations for risk above. 
platform, then MSD will not be able to deliver on its 
intended outcomes. 
[HIGH - Major/ Possible] 

Policy and Legal 

If we are unable to identify and make any Identifying scope, size, and complexity 
necessary changes to legislative conditions to of policy changes/ issues in Horizons Zero 
enable the Programme, then we will not be able to and One. 
deliver the investment objectives and benefits. Prioritising identified policy 
[HIGH - Major/ Possible] changes/ issues in Horizons Zero 

and One. 

Benefits 

If there are any funding pauses over the life of the Service Experience to establish a new 
Programme, then this may impact our ability to service platform and business 
deliver intended long term transformation benefits, capabilities to enable a transformed 
maximise the value from new technology Future Service Model in Horizon One 
investment and may lead to MSD being potentially (and beyond). 
committed to a commercial model that does not Employment Service scoped to deliver its 
align to budgeted funding. substantial value in Horizon One. 
[HIGH - Major/ Possible] 

We face significant constraints that could affect our ability to 
deliver the outcomes we seek 

A constra int is a known l im itation that w i ll impact Programme delivery. The table below 

describes the Programme's constraints. 

Table 45 Key constraints ident ified 

Complexity of co
existence 

11r11 •L, ••• 11r.1i1 

Co-existence is where existing IT systems and business processes need 
to be maintained concu rrently with newly installed IT systems and 
business processes. This means that staff and clients will experience both 
old and new experiences and ways of working, making access to services 
more complex for both staff and clients. 
MSD's current IT systems and business processes are complex. 
Continuing demands from our environment and government means that 
changes often need to be made in new systems and heritage systems 
with impacts on ou r clients and staff as they have to navigate a more 
complex environment. 
High ongoing change in the environment will therefore slow what we can 
achieve through the Programme. 
The costs, complexities and risks associated with co-existence will be 
considered alongside other delivery dimensions ( eg effort, change 
management) as part of the fina l determination of iterations and 
frequency for production deployments. 
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Although MSD will be able to contribute some funding f rom baseline to 
the Programme, the Programme cannot be funded with current funding 
due to the Programme's estimated cost. 

Transformation will rely on continued funding from Horizon Two onwards. 
If funding is not forthcoming this will extend co-existence costs and 
current platform risk as well as pausing transformation . A pause will also 
result in loss of trust from stakeholders and inevitable loss of expertise in 
t he Programme. 

The Programme will need to deliver on the government's Social Sector 
Commissioning Action Plan and its timeline of change. 

Some legislative change may be requ ired to support the programme, 
including additional confirmation that increased automation can be used 
for client support and benefit payment. 

We have dependencies for success that we will continually monitor and manage. A 
dependency is an external influence on the success of the Programme. The table below 
describes the Programme's dependencies. 

Table 46 Key dependencies identified 

111 • .[ :.j I <.I I rt r::J"iii{'1 ~n. · • I I I 
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Stakeholder The Programme is dependent upon ongoing support by Ministers, Central 
support Agencies, the MSD Leadership Team, MSD staff, clients, partners, iwi, 

hapu, and communities. 

Programme The Programme is dependent on finding a significant amount of resource 
resources from the New Zealand and wider marketplace. Th is will constrain how 

fast the Programme can onboard people and deliver va lue. 

Our analysis is subject to major, but realistic assumptions 

The table below describes the key Programme assumptions. 

Table 47 Key assumptions identified 

11 .... 
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Ambition The Programme will be one of the largest transformation programmes 
in New Zealand's history. It will impact on all elements of our service 
model and require significant external investment of t ime and 
resources. 

Timeframe The Programme will take nine years, although value will be delivered 
iteratively. 
The benefits profile will be set across a 12-year horizon. 

Prioritisation MSD will be constrained in its capacity to take on additional work while 
the Programme is being del ivered. There will be reduced ability to meet 
Government expectations for change. Operational measures may be 
impacted. 
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The Government may need to accept a greater risk appetite as our 
workforce delivers business-as-usual and copes with a high level of 
change. 
We will need to carefully prioritise work to ensure we have sufficient 
ca pacity and capability to deliver across the whole of MSD - both inside 
t he Programme and the other change work that MSD will need to 
continue to deliver. 

Co-existence costs will be incurred during the Programme as we 
concurrently develop new and support old IT systems and business 
processes. 

An increase in Programme staff resources ( internal and external) of 
approximately will be required . 

There will be no reduction in the frontline (non-COVID-19 funded) 
workforce. However, there will be changes in roles to enable the Future 
Service Model to be realised . 

We have clear risk management processes and accountabilities 

Risk management is an ongoing process over the life of the Programme. The 

Programme's Risk and Issue Management Strategy provides tools to identify and 
manage r isks and issues early, to minimise impacts to the successfu l delivery of the 
Programme. The following table identifies the key risk management accountabilities 
within the Programme. 

Table 48 Risk management accountabilities 
,, ,, 

Level Purpose•. Accountabilitv, 

Te Pae Tawhiti Risks are identified, assessed, eva luated, recorded, and Workstream Leads 
Programme reviewed in real t ime. Workstream level risks are 
workstreams escalated to the Transformation Office as required, 

typically during the twice-weekly Workstream Leads' 
stand-ups or directly to the Programme Director if 
urgent . Risks will also be reviewed during monthly 
check-ins with the Transformation Office. 

Te Pae Tawhiti The Programme Director continually monitors risk. Programme Director 
Programme Risks are identified, assessed, evaluated, recorded, and 

reviewed in real t ime. Risks will also be reviewed 
monthly with the Principal Advisors, Te Pae Tawhiti 
Programme. 

Portfolio Risks are identified, assessed, evaluated, recorded, and Portfolio 
reviewed in real t ime at the delivery and Portfolio level. Managers/ Product 
Delivery level risks are managed by Product Managers, Managers 
and Portfolio level risks are managed by Portfolio 
Managers. Portfolio risks may be esca lated to the 
Transformation Office as required. 

Integrated Risks to the IWP are identified, assessed, evaluated, Director, 
Work recorded and reviewed in rea l time. IWP Risks are Transformation 
Programme reviewed month ly with the Director, Transformation Office 
(IWP) Office. 
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PAG is informed of Programme level r isks for oversight . 
A Programme status report is provided monthly which 
includes: 
• risks with a residual consequence of severe or major 
• new or closed risks and those that have changed 

substantially 
• risks near to eventuating 
• status of r isks that governance has identified as 

requiring regular updates 
• issues with a residual consequence of severe or 

major. 

While developing the work programme for each 
Programme Increment, PEC considers the impacts/risks 
of what is needed to be prioritised. Any r isks or trade
offs are reported to TIC. 

TIC is responsible for providing advice on Programme 
and Portfolio level risks. A Programme status report is 
provided monthly which includes: 
• risks with a residual consequence of severe or major 
• new or closed risks and those that have changed 

substantially 
• risks near to eventuating 
• status of r isks that governance has identified as 

requiring regular updates 
• issues with a residual consequence of severe or 

major. 

LT discuss Ministry-wide r isks quarterly 
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.... 
Transformation 
Office 
(Reporting)/SRO 

PEC Cha ir 

Transformation 
Office 
(Reporting)mc 
Cha ir 

SRO/Transformation 
Office 

Established processes manage issues at Programme, workstream, 
and Portfolio level 

Our issue management process below provides a robust way of identifying and 

documenting issues and problems that occur. 

Programme level issues - these are owned and proactively managed at the Programme 
level by the Programme Director, and includes those that are raised by Portfol ios in 
relation to t he Programme or escalated by Workstream Leads. Issues are reported 

monthly to PEC and TIC. 

Workstream -level issues - these are owned and proactively managed at the workstream 

level by Workstream Leads with support from the Transformation Office. Workstream 
issues are escalated to the Programme level if they requ ire active Programme-level 
management or wi ll affect overall delivery. 

Portfolio issues - these are owned and proactively managed by the Portfolio Manager 

and reported to PEC and TIC on a quarterly basis v ia the Quarterly Report. If an issue is 
identified in a Portfol io that m ight have an impact on the Programme, the 
Transformation Office is alerted in case shared management is required . 
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We have strong assurance arrangements in place 

to help ensure the Programme is well-managed 

and successfully delivers its objectives 

Te Pae Tawhiti Programme has been assessed, through Treasury’s Risk Profile 

Assessment process, as having a high risk. Because of the large scale of the programme 

and its risk rating, Central Agency guidance includes a range of assurance activities, 

which have been budgeted for. 

Our formal assurance and evaluation plan sets out the governance 

and assurance approaches and practices to support the 

Programme 

Our assurance approach for the Programme is consistent with the MSD’s five lines model 

(pictured below – this diagram also shows the interaction between the five lines). The 

multi-layered approach to assurance, which builds on the Digital Public Service’s 

recommended three lines of defence approach, will help ensure the Programme stays on 

track to achieve its objectives. 

 

Figure 23 MSD five-lines model assurance summary 

Our Assurance Plan details the quality assurance and quality control processes 

implemented to ensure the Programme outputs are fit for purpose, the governance and 

management aspects of the Programme are working appropriately, and the Programme 

stays on track to achieve its objectives. 

Our Plan has been further developed since its first iteration (as presented in the 

Programme Business Case). The plan aligns with the Digital Public Service’s principles of 

good assurance, expectations, and guidance for agile delivery, with assurance embedded 
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t 
Line Two: These are the business areas that 
set Ministry-wide expectations (pol icies and 
proceedu res) and monitor effectiveness 
e.g. 
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Finance, Commercial Contracting and 
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th roughout the Programme at multiple layers. Our assurance approach incorporates 
Agi le practices for adaptabil ity, independent quality assurance, and is risk- and 
outcomes- based. It informs key decisions for the Programme, and there are clear 
accountabilities for governance bodies. 

The Assurance and Evaluation Plan is a living document that will 
be updated and tailored to the assurance activities Te Pae Tawhiti 
requires throughout its lifecycle. 

Assurance over the Programme is intended to give confidence to the Senior Responsible 
Owner, senior leadership, governance bodies (particu larly Te Pae Tawhiti Transformation 

and I nvestment Committee), centra l agencies, and other stakeholders that the 
programme is well-managed and that the programme will : 

• Have effective ident ification and management of risk. 
• Inform decision makers accurately, comprehensively and in a timely manner. 
• Del iver solutions of qual ity that meet the expectations of all stakeholders. 
• Deliver the outcomes with in the expected and budgeted whole of life costs . 

• Meet the desired t imelines as far as possible. 
• Include an agile assurance approach that is fit for pu rpose. 

This supports a no surprise approach with qual ity and informed decisions that provides 
del ivery confidence and realisation of benefits. 

The Programme's governance and risk management arrangements 
support assurance 

Regular governance and oversight activities occur across the Programme, including 
governance meetings, Programme status reports, and Risk and Audit Committee 

oversight. This will ensure the LT and its supporting governance committees have the 
information to make timely and well - informed decisions. 

The assurance roles of the key bodies in the governance structure are summarised in the 

following table. 

Table 49 Assurance roles of governance groups 

Risk and Audit 
Committee 
( RAC) 

Provides independent advice to the Chief Executive. Interacts with 5th 

Senior 
Responsible 
Officer Deputy 
Chief Executive 
Transformation 
(SRO) 

the 2nd and 3rd lines with regular reporting going to Risk and 
Audit Committee from Finance and Workplace Integrity and Audit 
NZ. Others attend from time to time. 
Meets for closed sessions with the Chief Executive as required. 
The Programme reports quarterly to the Risk and Audit 
Committee . 

Approves the Programme Assurance and Evaluation Plan and any 
changes . 
Communicates and actions assurance findings and 
recommendations. 
Owns programme response and implementation of 
recommendations in assurance reports. 
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Te Pae Tawhiti 
Transformation 
& Investment 
Committee 
(Te Pae 
Tawhiti TIC) 

Programme 
Advisory Group 
(PAG) 

Te Pae Tawhiti 
Programme 

Endorses and owns t he Programme Assurance and Evaluation plan 
and approve any changes. 
Includes fou r external advisor positions that provide professional 
experience of large programme assurance and an independent 
lens on Programme activities, delivery and risk. 
Approve the Terms of Reference for Delivery Confidence 
Framework deep dives and scope for assurance activit ies. 
Monitors and assesses the Programme activity across key 
milestones. 
The Programme and external providers report to Te Pae Tawhiti 
Transformation & Investment Committee on results and actions. 

Endorses the Programme Assurance and Evaluation plan and any 
changes to it. 

Transformation Office creates and mainta ins the Programme 
Assurance and Evaluation Plan. 
Transformation Office manages execution of the Programme 
Assurance and Evaluation Plan and its schedule and actions. 
Independent 2nd line advice from Legal, Workplace Integrity and 
Finance provides support to Programme leaders, LT, and Risk and 
Audit Committee. 
4th line delivered by external bodies (including GCDO) and other 
regulators. 
Includes assurance at the Portfolio, Value Stream and Delivery 
Team level. 
Assurance activities reported to Te Pae Tawhiti Transformation 
and Investment Committee via the Sen ior Responsible Officer. 

= 
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Our enhanced assurance approach includes external oversight 
from Treasury and Digital Public Service and external independent 
oversight from specialists 

The assurance approach for the Programme is a collaborative assurance approach with 
real t ime, independent, feedback so the Ministry can adjust as the Programme is being 
del ivered . 

We have establ ished regular meetings with centra l monitoring agencies. As well as 
sharing the formal del iverables (such as this Detailed Business Case), MSD is being 

transparent about the sharing of the supporting documents and work in progress. 

Th is approach helps monitoring agencies gain a v iew behind the scenes as to how the 
Programme has developed and how it is progressing. Gateway has, and will continue to 
be, a key part of our external oversight processes. 

KPMG will continue to provide independent quality assurance for the Programme. KPMG 

will continue its assurance with an initial programme review and risk assessment after 

the Detai led Business Case has been completed . This will provide MSD with a baseline of 
assurance for the Programme. 

Key assurance, eva luation and feedback activit ies are set out below . 
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Table 50 Key assurance, evaluation and feedback activities 
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Gateway An independent and SRO 

confidential peer review 
process that examines 
projects and programmes 
at key points in their 
lifecycles to assess their 
progress and to rate the 
likelihood of successful 
delivery of t heir 
outcomes. A Gateway 
review takes one week. 

Delivery Identifying and assessing Te Pae Tawhiti 
Confidence the crit ical readiness TIC via the 
Framework activities needed to DCF panel 
(DCF) provide confidence the that has 

Programme is on track to external 
deliver. advisors on it 

Delivery Independent assessment Te Pae Tawhiti 
Confidence of areas where the TIC 
Framework Deep Programme is most keen 
Dives to understand 

our delivery readiness 

Probity Real t ime probity 
advice / audits assurance 

Legal reviews Independent legal review Programme 
and advice with respect Director 
to procurement and 
contractual 
documentation 

Independent To provide assurance to SRO 
Quality the SRO and Te Pae Te Pae Tawhiti 
Assurance Tawhiti TIC that the TIC 

Programme is being well-
managed and to highlight 
any r isks to success. 

Technical Peer Independent technical Programme 
Reviews peer reviews in respect Director 

to design. 

Internal Peer At a minimum, all key Programme 
Reviews Programme deliverables Director 

produced during 
procurement exercises 
will be subject to at least 
one level of peer review 
to ensure that 
deliverables are of an 
acceptable oualitv and 
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The Treasury. At each of the 
Review tea ms is major stage 
comprised of gates listed in the 
highly Assurance Plan 
independent At key milestones 
reviewers e.g . ahead of 
selected and investment 
managed by 
Treasury 

decisions, go live 

MSD Throughout the 
li fe of the 
Prog ramme to 
support key 
decisions and 
ensure that we 
continue to have 
the plans, 
processes, and 
resources in place 
to ensure success 
Full reviews at 
key milestones 

KPMG Quarterly 

McHale Group Mid-April 2023-
April/May 2024 

TBC Procurement and 
contracting 
stages 

KPMG At key 
milestones, e.g. 
ahead of 
investment 
decisions, go-live 

Independent Design and build 
externa l stages 
technica l 
specialists 

MSD Procurement 
Procurement exercises, and as 
Team - required 
addit ional 
specialists as 
required 
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comply with the relevant 
standards. 

The Risk and RAC provide independent MSD's Chief 
Audit Committee advice to the Chief Executive 
(RAC) Executive as part of t he 

5th line of defence. 
RAC interacts with the 
2nd and 3rd lines with 
regular reporting going 
to RAC from Finance and 
Workplace Integrity and 
Audit NZ. Others attend 
from time to time. RAC 
meet for closed sessions 
with the Chief Executive 
as well . 

Horizon Post To underst and whether SRO 
Implementation the objectives have been Programme 
Review achieved for Horizon One Director 

and what lessons need to 
be applied for Horizon 
Two. It will focus on 
milestones and 
deliverables achieved in 
each Horizon; planned 
activities not achieved; 
and an annual review 
against the Business 
Case. 

Retrospectives Inform in real time about Programme 
what is working well and delivery teams 
what needs to be quickly 
adjusted during business 
case development. It will 
focus on discussing what 
happened during the 
product development and 
release process, with the 
goal of improving things 
in the future based on 
those learnings and 
conversations 

Inspects and To identify what went Programme 
adapt at end of well and what cou ld be delivery teams 
each Programme done better. It will focus 
Increment on demonstration of the 

solution and evaluation 
of solution by the train 

Significant go- To ensure the go-live SRO 
live delivery delivered the planned Programme 
evaluation outcomes and Director 

operationa l goals. It will Operational 
focus on the evaluation support teams 
of expected operational 
goals aga inst business 
case and Horizon 
plannino and 
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Quarterly 

Facilitated Post Timing TBC 
Implementation 
Review 
workshop 
Provider TBC 

At end of 
sprints/ Programm 
e Increments 

At the end of 
every Programme 
Increment 

Refer Gateway, 
Delivery 
Confidence 
Framework, and 
Independent 
Quality Assurance 
above 
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There are a number of external assurance providers working across the Te Pae Tawhiti 
Programme landscape. The Programme wi ll requi re all the external providers to share 
information on the trends and any key issues that may be identified from their individua l 
assurance activities. A combined assurance provider forum will be faci litated by the 
Ministry to enable this information sharing to occur. 
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Our Programme is investment-ready now 

Our Delivery Confidence Framework identifies the critical 

readiness activities required, providing confidence that the 

Programme will be successfully delivered 

Our Delivery Confidence Framework focuses on whether MSD has all of the components 

in place to deliver the range of identified initiatives within the agreed scope/scale and to 

manage the dependencies with appropriate resources, methods, and tools. The DCF 

comprises 20 core dimensions critical to delivery, with conditions developed for each of 

the 20 dimensions identified. The DCF is summarised in the diagram in APPENDIX D. 

The DCF provides key stakeholders with confidence to commit to go-live decisions as 

planned, or to allow for remediation prior to go-live. It will be used throughout the life of 

the Programme to support key decisions and ensure that we continue to have the plans, 

processes, and resources in place to ensure success. 

KPMG has reviewed the DCF and assessed it as “robust and thorough”.82 The Gateway 

Review Panel in November 2022 identified the DCF as an example of good practice as it 

is an “Outcomes-focused governance and planning tool to support 360º understanding of 

work required and its status.” 

We have applied the Delivery Confidence Framework to the 

Programme and are on track to start Horizon One in 2023 

Self-assessment submissions were received from dimension owners (who consulted with 

condition stakeholders as appropriate), with dimension ratings, key themes and focus 

areas confirmed by a Delivery Confidence Framework Panel chaired by the SRO. 

The readiness as of 8 November 2022 is summarised in the diagram below. 

 

82 See KPMG, Delivery Confidence Framework: Independent Review (KPMG, 30 Sept 2022), 1. 
Report provided to MSD. 
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Figure 24 Programme readiness as of 8 November 2022 

The Programme is well placed overall within the context of the current phase, with 75% 

of the framework dimensions assessed as either ‘On Track’ or ‘On Track w/ Risk’, noting 

that for some dimensions (eg Tech and Data Readiness, Business Readiness) most of the 

conditions and evidence items were not relevant given the current phase of the 

Programme. 

We will continue to monitor all dimensions to ensure they remain on track. Dimensions 

assessed as ‘Proceed w/ Caution’ will be targeting a rating of at least ‘On Track w/Risk’ 

ahead of the next assessment, which is planned for May and June 2023. 

Gateway confirmed in November 2022 that the Programme is 

investment ready subject to completing key recommendations – 

we have now implemented these recommendations 

The Programme has been subject to three Gateway Reviews. A Gateway 0/2 Review in 

November 2022 rated the Programme as Amber/Green – “Successful delivery appears 

probable however constant attention will be needed to ensure risks do not materialise 

into major issues threatening delivery.” The recommendations and MSD’s response are 
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set out below. The November 2022 Panel confirmed that MSD had addressed the 
previous six recommendations made in March 2022. 

Table 51 How MSD has implemented the key Gateway recommendations 

l!.-.. ..1.,, 1 ■■ 1:::..Jar1F.1• • lall 

The DBC should be sharpened 
through : 
• A more compelling story 

about the value delivered 
and change impact on each 
set of stakeholders in each 
Horizon 

• A clearer picture of delivery 
sequence choices across 
Horizons and why the 
preferred option is selected 

• An expanded ana lysis of 
Horizon 1 delivery approach 
options to include r isks, costs 
and opportunit ies. 

The DBC and related Cabinet 
paper should clearly articulate 
the criticality of commitment to 
the full transformation. 

An integrated work plan for 
current activity should be 
prepared for the commencement 
of Horizon 1. 

The Prioritisation Framework be 
appl ied across all MSD planning 
and governance groups. 

Essential 
Do before 
submission of 
DBC to Cabinet 

Essential 
Do before 
submission of 
DBC to Cabinet 

Critical 
Do now 

Essential 
Do by start of 
Horizon One 

Complete 
The Programme has clarified the value 
delivered and change impact on stakeholders 
in Horizon One. Further changes to the DBC 
have been made in context of Budget 2023 
decisions and Treasury guidance on 
investment readiness. Rationale for the 
preferred option has been strengthened. In 
early 2023, replanning for Horizon One 
delivery commenced in light of Budget 23 
decisions. This work allowed greater 
understanding of where cost and ambition 
is shifting in delivery to Yea r 3 or Horizon to 
accommodate reduced funding. 

Complete 
A recommendation has been added to the 
draft Cabinet Paper for Ministerial 
consultation on the long-term commitment 
and a formal recommendation to start the 
Programme. 
This DBC has been updated to be in line 
with Cabinet paper. 

Complete 
Detailed plans and schedules have been 
developed that set out the work for delivery 
of service changes and supporting work in 
Horizon One, including the scope, 
sequencing, and prioritisation of work 

Complete 
Delivery Approach work is a priority for the 
Programme. The Prioritisation Framework 
has been developed, discussed and tested 
throughout March using the Ministry's 
current Integrated Work Programme. 

Ongoing Gateway Reviews will be conducted throughout the Programme in accordance 
with Treasury guidance. 

Our evaluation approach describes how MSD will monitor and 
evaluate the Programme, as well as how MSD intends to use 
evaluation results for programme improvement and decision 
making 

It clarifies how MSD will describe the "What," the " How," and the "Why It Matters" for 
the Te Pae Tawhiti programme. 

The "What" reflects the description of the programme and how its activities are linked 
with the intended effects. It sets out the programme's purpose and anticipated 
outcomes. 
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The “How” addresses the process for implementing a programme and provides 

information about whether the programme is operating with fidelity to the programme’s 

design. Additionally, the “How” (or process evaluation), along with output and/or short-

term outcome information, helps clarify if changes should be made during 

implementation. 

The “Why It Matters” provides the rationale for the programme and the impact it has on 

the Ministry’s clients. Being able to demonstrate that the programme has made a 

difference is critical to programme sustainability. 

The evaluation plan clarifies the steps needed to assess the processes and outcomes of 

the programme. It will be updated regularly to set out the activities that constitute the 

evaluation approach and plan. 
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APPENDIX A: Future state 

Blueprint 

The Blueprint presents an integrated view of our future state 

The Blueprint describes a complete, integrated picture of the future state of the 

components of MSD as transformed by the Programme to the level of detail available at 

a particular point in time. It therefore respects the knowledge we have at any one time, 

while recognising the uncertainties we face. 

The Blueprint describes the future state from different points of view as to what we are 

trying to transform and provides traceability on what design decisions have been agreed 

to. It draws on documentation developed from across the Programme. 

The Blueprint supports this Detailed Business Case and will be used to maintain the 

integrity of the Programme as it continues across the Horizons. 

The following diagram summarises how the Blueprint provides an integrated picture 

across MSD. It shows how we are designing the transformation across our MSD business 

architecture layers. 

 

Figure 25 Te Pae Tawhiti Programme Blueprint structure 
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rBlueprlnt Layer represents an area for MSD to focus Its transformat ion effort and drive outcomes that enhance: l 
• Services avallable for MSO's clients, staff, and partners, 
• The way MSD work and operate to achieve this, and 
• The enabllng tools (I nformation, technology, data and analytics) and skill s {people and workforce) that are 

required to get there . 

Services Model 

This layer describes how MSD wi ll del iver services d ifferently to clients and bring confidence to al l its clients when they interact with MSD. MSD 
wa nts its clients to feel positive about the service they receive, that builds upon their streng t hs, skills, and knowledge to create a safe and secure 
experience focused on bu ild ing independence and the ability to participate fairly in society. 

·.PHl:liiiHfiM1ii¥ 
(This layer describes what functional capabllltles MSD has as an organisation to deliver Its services to Its clients, partners, and people. I t brl~ Qs 
together a shared understanding and Integrated framework of what MSD does and Its targeted/desired maturity for each functional capabllity 
component. 

Business Processes 

This layer describes all the activi t ies MSD does/will need to do in order to perform the functional capabllitiesof t he organisation. It artlcula~es 
how MSD will transform current bespoke, r igid, and duplicative business processed to simplified and reusable processes that can be applied to 
any client journey and for its people (and/or partners) to perform. 

~NUM·@MftMHhi♦ 
This layer describes what change re<>ulrements MSD needs to have across Information, Data&. Analytics capabilities. It enables MSD to help New l 
Zealanders trust that MSO use Information responslblyto create better Insights, better decisions, and better decision -making to support New 
Zealanders . 

~M®i+i This layer describes the technological requ irements, applications, platforms and Infrastructure architecture and chanoes to achieve a moder9 , 
digital, and responsive organisation. It enables MSD to deliver upon the Programme, government direction and priorities, as well as addressing 
the Government 's welfare overhaul actions. 

People and Workforce 

This layer describes the people skJII capability shifts for MSD to transform into a modern social services organisation . It brings together t he 
collective v iew on how MSO think, develop, and support its people, as they adapt what they work on, how they work and where they'll work to 
better del iver services to New Zealanders . 

Workplace 

rThis layer describes the compounding effect of transformation change Into how MSO positions where we work and what enablers are reQu ir~ 
make this easy and simple to adapt to. It brings a view of varying locations of work as options to better del iver Its services. J 
Partnering 

This layer describes how MSD wi ll draw upon the col lective strengths of partners, Including Iwt, hapG, and Mlior1 organisations, community, 
private sector and other government agencies to achieve Im proved outcomes for New Zealanders. 

This layer describes the potential lega l, integrity and policy considerations and obligations as MSO progresses the design and direction to achieve 
target state. 
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Te Tiriti o Waitangi and te ao Māori strongly inform the 

development of the Blueprint 

The Programme will support the Crown in its Te Tiriti o Waitangi commitments. Every 

system, process, and practice we design as part of our Blueprint must reflect this. 

One of our foundations for client experience is engagement through a te ao Māori view. 

An example of the implications of this is that all processes must consider a te ao Māori 

perspective from the outset. 

One of our technical foundations is that of embedding a te ao Māori view. Our systems 

and processes must reflect Māori values, as well as cultural practices and commitments 

to Māori. 

The Blueprint provides direction for the future organisation at the 

end of the Programme 

The Blueprint integrates strategies across MSD, guides accountability discussions, and 

informs decisions about priorities and funding. The Blueprint helps us to focus on the 

outcomes we are trying to achieve while maintaining flexibility about how we get there. 

This enables us to consider delivery constraints, evolving client needs, a changing 

external environment, and advancements in technology and information management. 

The Blueprint describes how the Programme’s transformative 

efforts will achieve the outcomes sought 

To sustain the vision of Te Pae Tawhiti – Our Future, the Blueprint will progressively 

describe the new capabilities we are developing and how they will mature over each 

Horizon. It will provide a critical Programme yard stick to measure, maintain, and 

innovate the design. It will also inform critical business and change impact assessments 

to ensure the pace of the transformation is sustainable for us and our stakeholders. It 

will also help transparency regarding what the Programme is delivering as opposed to 

what it set out to deliver. 

The top layer of our Blueprint is MSD’s Future Service Model – this 

provides a frame of reference for how MSD delivers services and 

support for New Zealanders 

The Service Model layer of the Blueprint describes how services will be delivered 

differently to support better outcomes. Our core services and support include 

employment, income, housing services and support, and broader social supports, 

including through partners, and enabling individuals and whānau to be more resilient and 

live in inclusive and supportive communities, participate positively in society and reach 

their potential. 

As part of the Blueprint, He Remu Manaaki, our Workforce 

Strategy, describes the desired future state and high-level 

workforce shifts needed 

Our Workforce Strategy articulates the workforce and organisational shifts required to 

give effect to the four key threads of He Korowai Manaaki (our People Strategy) –

whānau-centred, capability building, leading for performance, and providing a positive 
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experience. He Remu Manaaki considers a range of initial capabilities and skills that our 

staff will need to develop, so they are able to deliver a positive experience and better 

outcomes for our clients, whānau, and communities. 

We need to adapt to changing technological and socio-economic forces influencing the 

future of work. While our clients will see positive change in how we (and our partners) 

support them, the Programme will also positively impact the way our people see, feel, 

and experience working at MSD. This change will be supported by the capability 

development of our people. 

The key shifts we are seeking for our workforce are: 

• Moving away from a workforce that has been operating with constraining systems 

and processes towards one that is digitally and culturally enabled to focus on the 

needs of clients. 

• Improving how we work with partners to achieve community and whānau 

aspirations. 

• Changing our ways of working, including an increase in the use of agile 

methodology and process automation. 

These shifts will increase our capability and enable our people to deliver on the three 

strategic shifts of Te Pae Tawhiti – Our Future. 

The seven principles below indicate how our people may come to experience change as a 

result of the Programme. 

Be flexible to adapt to the changing needs of the organisation – We know that our Future 

Service Model will require new ways of working. We need to enable our people’s 

development in a way that builds a flexible and responsive workforce that continues to 

respond to evolving needs. This will allow us to be adaptive and respond to client needs 

in future as they emerge. 

Enable a growth mindset and manage their own learning and development that makes it 

accessible, timely and relevant – We know that the way people learn is changing, and 

there is an opportunity to enable additional self-directed, bite-sized learning 

opportunities. 

Be able to see their career path within the organisation – We will build and publicise 

internal mobility pathways for staff to ensure they understand what opportunities are 

available to our people, and the capabilities needed to progress. This will help develop an 

internal capability and progression pipeline, where appropriate and pragmatic. 

Embed a te ao Māori view in everything we do – To support the Crown’s commitment as 

a Te Tiriti o Waitangi partner, we understand that te ao Māori must be reflected in our 

approach and culture. We will develop our workforce to understand and give effect this. 

Understand how their work links to creating better outcomes for communities and all 

New Zealanders – Our employees will understand the outcomes and value of their 

contribution. We will ensure our staff understand how the support they deliver changes 

the lives of everyday New Zealanders. 

Be enabled by strong leadership to manage their work and development – Strong 

leadership will be critical to delivering our workforce shifts. We will enable a leader-led 
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culture that ensures leaders have the time to focus on development activities, building 

their teams, and supporting growth and continuous improvement. 

Include our partners and community organisations also working to create better 

outcomes for New Zealanders – In time, our workforce will grow to include those 

working in partnership with us. We will ensure that we build an environment that 

enables and supports our partners to deliver positive outcomes for New Zealanders. 

Cultural expertise is required to support improved equity across our diverse population, 

including ethnic cultures living in New Zealand. We will focus on improving equity for 

Māori and Pacific, but we will also look to establish broader cultural expertise/capability 

across the Programme. 

We have a developing workplan that shows how we will understand and make the 

changes we need. 

  

72vh7ewzmz 2023-06-12 19:18:10

MINISTRY OF SOCIAL 
DEVELOPMENT 
TE MANATll WHAKAHIATO ORA 



COMMERCIAL IN-CONFIDENCE 

 

   
Te Pae Tawhiti Programme Horizon One Detailed Business Case 213 | 227 

APPENDICES 

APPENDIX B: Mapping of new 

service changes to those 

presented in Programme 

Business Case 

The diagram below shows how the 23 service changes identified in the Programme 

Business Case map to the service changes presented in this detailed business case. 

 

Figure 26 Mapping of new service changes to those identified in the Programme 

Business Case 
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Service 
experience 

Employment 
Service 

Case 
Management 

Practice 

Kotahitanga 

Horizon One (3 years) 
July 2023 - June 2026 

Foundations I Students 

Case mgmt. design I pilot 

Design I test 

Horizon Two (3 years) 
July 2026 - June 2029 

Working age 

Implement 
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APPENDIX C: Intervention logic 

for the four service changes in 

Horizon One 

The following diagrams summarise the intervention logic for the four service changes. 
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' I , g Problems 

O Our clients and their whiinau face difficult, 
repetitive, and time-consuming processes to 
get the support they need 
• Clients can have difficulty understanding their entitlements, ehgibihty, 

and obligations. Some clients may not receve fuff and correct 
entitlement and lack confidence in entitlement and payment accuracy. 

• Clients cannot consistently perform end -to♦end services on line -
access to an MSO staff member is generally required to complete a 
transaction. Clients face ,neon sis tent, fragmented processes and digital 
seivioes which are time♦consuming and chaHenging to navigate. 

• When clients switch channels (because a dlannel does not provide an 
the services reQuired) they are reQuired to re-e:xptain their 
ciroomstances and needs. This occurs across digital, telephone, and 
face to face. 

• Clients cannot gain consistent access to necessary informa tion on line. 

8 Our staff and partners do not have the 
systems to adequately support client needs 
• Staff spend significant amounts o f time navigating our processes and 

accessing multiple systems. This leads to substantial delays and 
rewo,k, limiting their ability to recognise our clients and understand 
them and their needs. 

• Staff cannot easily find all the information they need about a client, 
their circumstances, and history to help them and their whJnau in the 
most effective manner. Clients must repeat their story and our staff 
o f ten only address immediate needs, not taking an holistic view. 

• Our staff are not able to spend as m uch time supporting dients as 
their time is taken up processing applications for income support. 

• Errors made result in inevitable rework. 
• Lack of core case management and workflow systems is limiting MSO's 

ability to deliver a case management service to improve outcomesfor 
clients wrth m ore complex circumstances and needs. 

• MSD systems do not support rapid 
implementation of new policy or policy 
changes 
• Current systems do not support making rapid changes at accep table 

risk. This lim its the speed ac which new policy o r changes to policy can 
be implemented. 

• Recent policy changes have required disproport ionately large amounts 
o f resource and time to implem en t { e.g. 20 12· Bwelfare reform 
initiative was delivered over three phases taking 24 months and 
costing $50.9million w ith approx1mately6lS to 715 FTEs involved; 
the 2018· 19 fam ily incomes pack.age initiative t ook 26 months to 
debvet and costing 58.2 million w ith awroximately221·231 FrEs 
involved .) 

O There is increasing likelihood of service 
failure because of aging systems 
• The MSO technologyenvironmentoonsistsofover 75 core applications 

providing over 380 technology services - some a re over 30 years o ld. 
• There is a growing technology failure risk due to MSO's ageing and 

end-of•Gfe systems. These systems are diffiwlt and expensiv e to 
maintain, and to pro tect from emerging threats to system and data 
secunty. 

• A surveyofMSO'score fT assetswascompleted in April 2019. 0 f the 
33 core applications surveyed, only S ( 15%)wereidentified as being 
healthy. 
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Investment objectives 

• Enable easier and more consistent 
access to services and information for 
clients, whinau, partners, and staff 

• Enable MSO to pnoritise eatly improvements 1n thecbent 
serv1ceexpenence for Te Pae Tawhiti. 

• Provide true self-service for our d ients to enabfe them to 
conductend-to -endservice inside a channel without needing to 
exit to face-to•faceortelephone at inconvenient stages. 

• Prov ide clients wrth simple transitions to telephone, video, or 
face to face staff acces.s without the need to repeat their stories 
or re-enter information. There w ill be consistency of experience 
across all channels. 

• Support continuous improvement o f client experience through 
improved understanding ofour cllents and their whcinau. 

• Support implementation of the future Service Model. 

• Enable increased staff effectiveness in 
supporting clients as opposed to merely 
processing transactions 
• Enable easy staff access to the knowledge required for them to 

support dients. 
• Enable the automation of our business processes to allow staff 

more trme to work closely w ith clients who need 1t as opposed 
to processing transactions. 

• P(ov1de tools to support relabonsh1p management and case 
managem ent. 

• Enable the incremental modernisation 
of MSD's core technology platforms to 
reduce operating risk, increase agility, 
and improve the quality of information 
available 
• Address our legacy system risk 1n a managed, incremental 

manner. 
• Deliver modem MSO·wide systems, data, and infonnation to 

our staff, dtents, and stakeholders. 
• Enable the use of data and analytJcs to support good deos1on · 

making and enable better client outcomes. 
• Support MSO to become anins1ght·driven organisatton that 

uses bmely inS1ghts to inform service mprovementsand policy 
reform. 

• Enable agility of response to government requirements and 
environmental change or shocks. 

• Reduce nsk o f service failure presented by aging systems. 
• Prov1dea flexible, future technologyeovironmentthat can 

con tinue to grow and change. 

o In Horizon One, p ro ve the value of the 
platform through the implementation of 
end-to-end services for students 

• Prov e the value of the E:xpenence Platform in Hon-zonOne by 
implementing for students. 

• P(ove the valoe of the Expenence Platform by dehvenog tools 
to MSD staff to enable them to better support clients and the,r 
whanau. 

Figure 27 Service Experience - problems, investment objectives, benefits 
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Benefits 

Improved equity [Benefit 1] 
• Improved employment and sooal outcomes (Benefit SJ and improved expenence of chent:s, 

whanau, and commun1t1es [Beneflt 6) improves equity for all, especially Maon and Paaftc people 

Improved time to access support for clients and their 
whiinau [Benefit 2 and Benefit SJ 
• Improved usermterface WIii increase effecbveness of self-service and reduce bme to get help 

(Benefit 2, L3 Operational onver: Automation/ Self -serv1ce) 
• Improved effioency throughautomat1onw1II suppmadcfltlonal fTEs tosuppottcase 

management for those chents that need 1t the most (Benefit S, L3 Operabonal Onvet": (ncreased 
capacity spent on work focused case management) 

Improved accuracy of entitlement assessment and more 
timely payment [Benefit 3 ] 
, Oients will be able to complete more taskS online and so notify "1S0 earlie< of theif needs or 

changes 1n their needs (L3 Opera bona I Driver: Support to progressapphcations) 

Reduced client problem debt [Benefit 4] 
• Easier ability for chents to notify MSO of changes in circumstances and for MSO staff to make 

the changes necessary to change payments and so reduce chance o f de-bt ( L3 Operational 
onver: Improved data shanng between agencies) 

Improved employment and social outcomes [Benefit 5] 

• Improved understanding of client circumstances, needs, and capabd1ty enables improved 
support (LJ Operaoonal onver: Effectiveness o f assessment of dlent complexity) 

• Better matching o f dtent needs co products, services, and provider and partner capabdlt1es (l3 
Operational Driver: Improved access to job matching) 

• Improved exits into sustainable employment- through improved advice, referrals, and support: 
that takes account w,der environment and circumstances (tJ Operational onver: Proporoon of 
people exit ing into employment) 

Improved experience of clients, whiinau, and 
communities [Benefit 6] 
• Better user experience through easier to use channels, ability to stay in channel, and cross 

channels with no retelling o f scory(LJOperanonalonver: Qu1ck &. Easy) 
• Clients with more complex needs gei: better support through technology enabled case 

management {l3 Operabonal Onvet": Proactive & Full Support) 

Improved employee experience with systems and system 
support [Benefit 7] 
• Improveel userex:pef1ence and functionality (L3 Operational O!'lver: Functionality of the systems 

support effioent processes for employees) 

Improved partner experience [ Benefit 8] 
, Better user interface for partners (LJ oper.monal onver: contracong and reporting are 

streamlined) 

Improved pol icy agility [Benefit 9] 
• Core systems re•platformed with KT1proved ability to configure and change {Ll Operational 

onver: Processes are redesigned to be repeatable and changes can be made faster and at less 
cost) 

Reduced IT system risk [Benefit 10] 
• Modem technology will improve system avallablllty ancl ablllty co implement pollcy. (lJ 

Operational Driver: Avadabdity / Res1he-nce) 
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Scope 

o Procurement onboarding of 
partner / partners 

• Issue RFP, evaluat e responses and technology, pla tform 
capabi li ty trials, ch oose technology/ vend ors/ partners 

• Complet e discovery 

e Implement core foundation capability 

I@ Benefit drivers 

Estabhsh core 
foundations for future 
technology [ENABLING] 

Benefits 

- - +e Improved equity [Benefit 1) 
I -.-J-mp-ro-ve-d -.m-pl-oy-me-nt- an..:..d_so_cia-1 o-u,-co-me=-s-[Be_n_rti_t S-J a-nd- ;m_p_ro-ve-d e-,p-en-en-ce_o_f 

I clients., wh§nau, and communities [Benefit 6] im proves equity for all, especially 
I Maori and Pacific people 

:--.e 
I 
I 

Improved time to access support for clients and their 
whanau [Benefit 2) 

• Build data connection and conversion capabili ty 
• Est abl ish oth er common capabil ity reQu ired to use the 

syst em in the MSD environmen t ( integration p latforms, 
client Ident it y Access Management, d ig ital analytics, 
data, master data management , consent management, 
etc) 

• In H 1 we are establish Ing 
the core foundations for 
MSD's future technology 
that wil l enable the 
benefi ts from dig Ital 
renewal liiii:i-►--l .__,.. 

• Improved user interface will increase effectiveness of self-service and reduce tim e co 
get help 

• Improved efficiency th rough automation will support addibonal FfEs to support 
future serv,ce model 

• Implementing enabling technology to 
support Client Engagement Practice 

• Work with the Future Service Model (FSM) team to 
define experience pla tform requirements for the case 
managemen t t est pilot s 

• Implement MVP exp erience pla tform cap ab il ities to be 
t ested and val idated during case managem en t p rototype 
- examples include a client p lan, integra ted client view, 
workRow. 

• Implement Integrated knowledge management capability 
• Develop decommissioning plan for the current knowledge 

applications - decommission 1 -2 applications 

e Implement key components of Service 
Experience for students 

• Design, bui ld and p ilot a new self -service interface for 
studen ts 

• Develop implement at ion plan including co-exi st ence 
strategy for MyMSD (probably v iew only) 

• Define student journeys and detem1lne how to 
streamline student exper ience and the staff interface for 
student ellglblllty and enti t lement 

• Identi fy system requirements for design, build and 
implementation of staff interface 

• Develop plan to decommission legacy systems (e.g. SAL, 
MyStudyllnk) 

• Develop implementation plan and work programme 

• Plan Horizon 2 and develop next DBC 
content 

• Develop Horizon Two prioritised activ ity and value plan 
• Develop core content for next Detailed Business Case 

Implement 1mmed1ate 
funct1onallty o f value to 
MSD staff [DIRECT) 

• Enable an improved MSD 
staff case management 
experience so that they 
can better serve our 
clients and their whiinau 

Use the estabhshed eco
system to build 
f o u ndations for Horizon 
Two (ENABLING) 

• Once the eco-system Is 
established and we have 
Implemented pilots, we 
will lay fou ndatlons for H2 
when we will Implement 
renewed services for 
students and older peop le 

I 
I 
I 

Improved accuracy of entitlement assessment and 
more timely payment [Benefit 3) 
• Chents w ill be able tocomplete more tasksonline and so notify MSO ealiier of the,r 

needsor chaoges 1n their needs 

I-_._ Reduced client problem debt [Benefit 4 ] 
I 

______ _;_ _____ ,:__ ___ ;:__ ____ _ 
• Easier ability for dients to notify MSO of changes in circumstances and for MSO staff 

I co rnak e the changes necessary to change payments and so reduce chance of debt ..... ~--••---------------------
Improved employment and social outcomes 

I ....- [Benefit 5) .--......., _________________ _ 
• Improved understanding of d ient d ra.1m stane-es., needs, and capa bi!ity enables 

I im proved suppo rt 
I • Better matching of client needs to products, services, and provider and partner 

I • =~:~~~sexits into sustainable employment - dlrough improved advice, referrals, 
I and support that cakes aocountwider environment and circumstances ----·• • Improved experience of clients, whinau, and 

I• 
11 communities [Benefit 6) 

I 
I 
I 
I 

__ ..,. __________________ _ 

r-•• 

• Better user experience through easier to use chaooels, ability to stay io channel, 
and cross channels with no retelling of story 

• Clients w ith more comp!ex needs get better support through technology enabled 
case m anagement 

Improved employee experience with systems and 
system support [Benefit 7) 

I -. -lm-p-,o-ve_d_M_SD-s-ta-ff-us_e_r e-xp-e-ne_n_ce-a-nd_fu_n_cu-·on_a_lit y _______ _ 

I-_,.. Improved partner experience [Benefit 8) 
I - . _Be..:.tt-e,-u-se-, i-n,..:.erf_a_ce_fo_r_pa-rt-ne..:.,s ___ _..:._ ___ ...:,_ ____ _ 

:-_,.. Improved policy agility [Benefit 9 ) 
I -. -Co_r_e s-y-st-em_s_r-e--pla_tf_o_rm_e_d-wi-th- im- p-,o- v-ed_a_bi_lity-,o- c-on_fi_g,-,re- a-nd_ c_h-an_g_e ---

'-- +e Reduced IT system risk [Benefit 10) 
• Modem technology will impro ve system availabihty and ability to implement policy 

Figure 28 Service Experience - how the delivery of the scope contributes to the benefits 
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Figure 29 Employment Service – problems, investment objectives, benefits 
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b! Problems 

o Clients have inconsistent and limited awareness 
of and access to MSD's employment services 
digitally 
• The overa ll process is frustrating and disempowe ringfor job-seekers 
• Service can only be delivered face-to-face - only clients who a re in case 

management receive specific help to find jobs (~20% of job-seeke rs) 
• 50% of job-seekers view vacancies online outside office hours but cannotfollow 

through online 
• Limited pro - active post-placement support is provided to support sustainable 

placements via phone or face to face 
• Clients need to switch channels and re-expla in circumstances to access service -

this adds more friction t o processes and reduces client follow - through on 
oppo rtun ities 

• MSD staff cannot see what the clients see in thei r online access 
• MSD staff often do not have the information needed to connect dients to the 

right serv ice 

e Employers cannot easily manage vacancies or 
access funding options or job seeker talent 
• Managing vacancies requires an employer to phone MSD during working hours -

they cannot do this after hours online 
• Employment funding lik e wage subsid ies can on ly be accessed with face-to-face 

contact 
• Only 38% of employers list a vacancy w ith MSD more than once a year 
• Employers have limit ed awareness of and access to MSD employment products 

and job seeker ta len t 

O Providers do not always receive the information 
they need in a timely manner to best manage the 
services provided to MSD clients 
• MSD does not have one single way to get good information on capacity fo r 

providers to delive r MSD programmesfordients and how busy they are 
• Forecastsfor services to providers are often inaccurate 
• Con t racted tra in ing opport unities often cannot be filled in a timely manner 

through the curren t referral pa t hway 

O Matching of jobs, training, and services is a time
consuming process meaning thatjob seekers do not 
always get the right job or the appropriate help to 
get it 
• Opportunity match ing involves: 

• Job seekertojobs 
• Job seeker to training orupskill ing 
• Job seeker to MSD provided service or product 

• Opportunity match ing is a manua! and from multip le bespoke sources- it takes 
staff time and does not always deliver the best talent search result 

e Poor availability of labour market information 

Investment objectives 

• Deliver full, 24X7, easy access 
for clients, employers, and 
providers to enable them to 
directly receive the service and 
information they need for 9SO/o 
of their transactions 
• Enable most services to be completed fu lly on!ine, 

24X7 to reduce frict ion to a minimum for job
seekers, employers, and providers 

• Enable staff assist ("I see that... can I help you?") 
during office hours to further reduce friction and 
identify opportunities for further support 

e Deliver a transparent interface 
to tiered case management and 
work brokerage that suits the 
needs, abilities, and 
circumstances of our clients 
• The change to face-to-face channels should be 

seamless with minimum friction for dients (e.g. 
they should not have to re-explain their 
circumstances) 

• Clients should not all be treated the same - this 
demoralises many 

• Staff must be focused on true value-add to clients 
rather than tasks that are "failure demand" or 
unnecessary with modern systems 

• Staff should have all information on dient activity. 
We want to be able to see a dear picture of a 
c~ent's employment aspirations, journey and 
in teractions in otherchanne!s 

• Provide rapid and accurate 
matching of jobs, training / 
upskilling, and MSD services to 

•---+e quickly and effectively getjob
seekers into sustainable work 
and enable staff to focus on case 
management 
• Match ing currently is a manual process 
• Smart match ing or Personalised recommendations 

will improve accuracy as well as reducing staff 
effort 

• Matching will be able to occur outside of office 
hours 

limits the effectiveness of advice that MSD can ■e ... ---••►• O Access and deliver improved 
provide to job-seekers, employers, and partners labour market information to 

• MSD does not have consistent access to good la bour market information 
• Labour market informa tion is not available in a form that can be used by MSD's 

on line systems and/or staff to advise dients, employers, and partners (e.g. on 
types of jobs available, t ra ining needed, skills gaps) 

• Labou r market information is not presented in ways that people can make 
informed decisions w ith it - growth industries/ sectors 

clients, employers, providers, 
and MSD case managers in a 
timely and usable manner to 
better support sustainable 
employment 
• Labour market information will be able to be 

filtered to provide wh at is relevant to the audience 
- e.g. in matching background and qualifications 
to potential job types and locations, and the 
tra in ing needed 

Benefits 

Improved equity [Benefit 1] 
• Improved employment and social outcomes [Benefit SJ improves equity for all, especially 

Maori and Pacific job-seekers 
• Improved experience of clien ts, whanau, and communities (Benefit 6] improves equity for 

all, especially Maori and Pacific job- seekers 

Improved employment and social outcomes 
[Benefit Sa & Sb] 
M or e New Zeala nders be ing suppor ted t o re turn t o w ork qu ick e r (ll Be nefit -
Improved Wellbeing of People in need) 
• Clients receive the service and help they need early to increase the probability of finding a 

job early (L3 Operational Driver: Increased ca pacity spent on work focused case 
management) 

• Through : rapid, low-friction dig ital access to relevant job, opportunities, services, and 
products {L3 Operational Driver: Improved access to job match ing) 

• Through : transparent access to phone or face- to -face help w ith no requirement to re
expla in drcumsta nces(L3 Operational Driver: Increased capacity spent on work focused 
case management) 

More sus tainable employment after finding a j o b (Ll Benefit - Improv ed Wellbeing 
o f Peo ple in need) 
• C!ients have a high-quality match of job and have the necessary skills they need to susta in 

their employment (L3 Operational Driver: Improved access to job matching, Improved 
access to skil l development) 

• Through : bette r job matching and better upskilling 
• Through : better advice to job-seekers and employers about labour ma rket(L3 Operational 

Driver: Increased capacity spent on work focused case management) 

Improved experience of clients, whanau, and 
communities [Benefit 6] 
Improved job-seeker trust and co nfidence (Ll Benefit - New Ze.alanders have 
impro v ed trust and confidence in us ) 
• Job seekers a re confident that MSD can help them find sustainable employment w ith no 

false starts, as well as assisting with upskil!ing them where required (L3 Operational 
Driver: Proact ive & Full Support) 

• Through : rapid, low-friction dig ital access to relevant job, opportunities, services, and 
products, and t ransparent access to phone or face- to - face help with no requirement to re
expla in circumstances (L3 Ope ra tional Driver: Quick & Easy) 

• Through : be tter advice about market conditions and opportunities for employment (L3 
Operation al Driver: Clear & Transparent) 

Improved partner experience [Benefit 8] 

Improv ed e mploy e r tru st and confidence (ll Ben efit - Ne w Ze.a lande rs h ave 
improved trust and co nfidence in us ) 
• Employers are confident that MSD can find them suitable employees in a low effort, timely, 

reliable manner, and trust MSD w ith their recrui tment {L3 Operational Drive r: Relational 
approach including allowing locally led commissioning that is cen trally supported) 

• Through : rapid low-friction digita l access to job-fisting and relevant, products and 
services, and accura t ely matched candidates (L3 Operational Driver: Contracting and 
reporting are streamlined) 

• Through : bette r advice from MSD about ma rket cond it ions {L3 Operational Driver: 
Learning from insights, data , and lived experiences informs commissioning and innova t ion) 

Improv ed provide r trust and confiden ce 
• Providers are confident that they a re being used effectively to support job-seekers into 

work and that the capability and capacity of providers is well matched to referrals from 
MSD (L3 Operational Driver : Rela t ional approach including allowing locally led commissioning 
tha t is centrally supported) 

• Thro ugh : improved demand and forecasting information on the services required and 
their effectiveness in returning job- seekers to sustainable employmen t {L3 Operational 
Driver: Contracting and reporting are streamlined) 

• Through: client self referral to suitable programmes by providers {L3 Operational Driver: 
Ability to safely share client-sensi t ive dat a) 

Improved access to employment services [Benefit Sc] 

Improved .access to emplo yment se rvices 
• Through : rapid low- friction digital access to job- fisting and relevant, products and 

services, and accurately matched candidates (L3 Operationa l Driver: Contract ing and 
reporting are streamlined) 
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1\ Scope 

• Digital employment platform for job seekers, 
employers, providers 

• Job-seekers can perform full Job, opportunity, t raining, and products/ 
services informat ion on line 

• Employers can list j obs and review and contactjob-seekers onllne 
• Providers can gain good informat ion on demand for their MSO t raining 

programmes 
• MSD staff can asslstonllne users when they 11ave queries Inside their 

current t ransaction 
• Capability for st aff assist during agreed office hours 

e Automated smart opportunity matching platform 

• Automated smart matching of j ob-seekers to jobs listed 
• Automated smart matching of Job-seeker skills to potential Jobs and 

j obs listed 
• Automated smart matching of Job-seeker skills and circumstances to 

MSD provided and managed products and services 
• Automated smart matching of j ob-seeker sk ills and circumstances to 

upskilling services 

Cl Interface to the wider MSD Service Experience 
platform [Horizon Two] 

• Support for t ransparent transfer of client Information to telephone o r 
Face to face service on other platforms without need to re-explain 
circumstances (votell story once") 

• Support for pro-act ive transfer of clients to t iered support on other 
platforms through messages and data t ransfer 

• Suppo1t for digit al employment platfo1m having access to client 
information on other MSD platforms 

O Labour market monitoring and intelligence 
platform 

• Gathers Informat ion from var iety of sources, Including t he digital 
employment service 

• Analyses the information to make it usable and available for job
seekers, employers, providers, and MSO staff using the digital 
employment service 

• Supports forecasting 
• Gain better understanding of how our employment system Is working 

- what j ob-seekers are going into what j obs 

Ensure that platforms will 
achieve tile benefits 

• Implementation and change management 
services required to make the platforms live and 
deliver the benefits 

• Oecommlssk)nlng of old systems 
• Integrat ion to w ider MSD systems and informat ion 
• Change management 
• Communication 

COMMERCIAL IN-CONFIDENCE 

@ Benefit drivers 

loh :<.:PPkPrc; I Phonf"/r ) r I 
(I :l Op Onvf"r: TmprovPc1 
,,H.t.C!,:~ lo !i>lull dcvclopmcnl) 

• Easier and more rapid access 
to face-to-face help when 
they need it to get over 
issues Quickly and address 
wider circumstance aod needs 

• Tailored assistance to get 
sustainable employment 

• Quicker response to ma ri<et 
shocks 

• Better 1ntegrat1on of 
employment needs with other 
need s 

Job st•rkt•r-. [Rrlurn lo 
work] (I i Op Unvrr: 
TmprovPrl il<<f"ir.c-; ro Joh 
mi'lf<hmq) 

• More rapid access to jobs 
• More rapid upsk1lling to 

improve employment 
prospects 

• Less friction 1n interactions 
and so less reason fo r delay 
and discouragement 

Job ... rrkrrs [Su-.1.un.iblr l 

• Setter quality jobs through 
matching of candidates to 
sustainable jobs 

• Setter matching to upskilling 
needed to support sustainable 
employment 

• Better information about 
sustainable job opportunities 

• Better infonnation abou t 
regio nal / seasonal 
opportunities 

rmployP-r<1o IC:onfu1Pn<P I (I :l 
Op Onvf"r: C.onfr-'trtlOI') -'llc1 
rcpurtmy ..ire ~trc..irnhncd) 

• Higher skilled work:for~ 
• More rapid filling of vacancies 
• Betterinformatlon to support 

employment decis1on-mal<lng 

Figure 30 Employment Service - how the delivery of the scope contributes to the benefits 
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• 

Benefits 

Improved equity 
[Benefit 1] 

• Improved employment and social 
outcomes [ Benefit 5) improves 
equity For all, especially Maori and 
Pacific job-seekers 

• Improved experience of clients, 
whanau, a1,d communit ies [Benefit 
6) improves equity for a ll, 
especlal ly Maori and Pacific j ob
seekers 

Improved employment 
and social outcomes 
[Benefit 5] 

• More New Zealanders being 
supported to return to work 
quicker (Ll Benefit - I mproved 
Wellbelng of People In need) 

Improved employment 
and social outcomes 
[Benefit S] 

• More sustainableemploymentafter 
finding a Job (Ll Benefit 
Improved Wellbeing of People in 
need) 

Improved experience of 
clients, whiinau, and 
communities [Benefit 6] 

• Improved j ob-seeker t rust and 
confidence (Ll Benefit - New 
Zealanders have improved t rust 
and confidence 1n us) 

Improved partner 
experience [Benefit 8] 

• Improved employer trust and 
confidence ( L1 Benefit - New 
Zealanders have improved trust 
and confidence In us) 

Improved partner 
experience [Benefit 8] 

• Improved provider trust and 
confidence (ll Benefit - New 
Zealanders have improved trust 
and confidence In us) 
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:U Problems 

• MSD has more clients whose needs 
cannot be met by transactional 
provision of services - holistic views 
are required 

• MSD is seeing more clients w i th mult iple needs 
across MSD services as well as other Issues that 
need support - e.g . employment + Income + 
housing+ disability+ addiction issues. The level of 
those t raditionally referred to as "self-starters" is 
reducing. 

• Under the current organisation, systems, and 
p rocess.es, MSD staff can t ypically only focus on a 
single need (e.g. income) a t a time - this means 
they often cannot easily address multiple needs. 

• MSD Is not able to develop rapport wit h its clients 
and be proactive based on wider perspectives on 
their circumstances, needs, and needs and 
concerns of their wider whanau . 

• Changing demographics a re changing the nature of 
the services needed w ith increasin g connections 
across areas of housing and disability . 

• Changing labour markets are requiring a more 
skilled workforce - MSD needs to bring smarter 
intervention to help client s. 

e The nature and benefits of case 
management are variably understood, 
with inconsistent approaches across 
MSD and poorly understood outcomes 
for clients and whanau 

• The nature and benefits of case management a re 
variably understood across MSD with various 
different definit ions and approaches. 

• While t here are potent ially pockets of good practice 
across MSD, it is not clear what good pract ice is o r 
should be. 

O Staff are not consistently equipped 
or organised for case management 
across multiple areas of need 

• MSD staff do not consistently have t he skills to 
work across mu lt i pie needs and deliver case 
management. 

• Those staff who are undert akingcase management 
are inconsistently trained and supported In the role. 

-----·· 

COMMERCIAL IN-CONFIDENCE 

Investment obiectives 

O Define and gain agreement on approach and 
scope of case management as part of MSD's services 
to its clients and their whiinau so that the 
contribution of case management in the Future 
Services Model is clear and agreed ["Approach"] 

• Agree the key drivers and desired out coTies forcase management at MSD. 
• Define how case manageroentfts within the future Servioes Model. 
• Define the options MSD has for case management consistent. with its mandate, 

vision, and legislation. 
• Design and evaluate potential approaches with k ey stak eholders. Ensure 

alignmeflt to and support of Te Tiriti principles. Ensure alignment with Te Pae 
Tata and Pacific Prosperity strategies. 

• Analyse the options and choose the best model. 
• Gain formal agreement with MSD and wKler agencies on the preferred case 

management appfOach and its scope. 

• Define the case management model in terms of 
the processes, practices, capability, and 
measurement that will be used to deliver case 
management within the Future Services Model 
["Model"] 
• Define the casemanagement processesand pfactices tha t staff will follow. 
• Define the partnership practices and engagement requ,red. 
• Define the cultural practices that must bi followed. Ensure alignment with Te 

Tiriti prinoples, Te Pae Tata, and Pacific Prosperity. 
• Define th e staffing capabili ty required fo· case management at MSD including 

people reQuirements and role descr1ptior,s. 
• I dentify the pre-requisites for supportinQ techno logy. 
• Develop the ongoing reQuirements for tr:1ining, supervision, communities of 

practice, m easurement,. and continuous tnprovement. 
• Ensure design with key stakeholders. Ensure affgnment with Future Services 

Model. 
• Develop any k ey tools needed. 

o Test the case management model with different 
client groups to test the effectiveness of the 
approach and model ["Prove the model"] 

• Run proofs of concept with sufficient die, t groups to prove the approach and the 
benefits that will be produced. 

• Test the processes,pracbces, and stafflrg capability reQuired. 
• Engage a wider variety of stakeholders in the proof of concept co -design, 

evaluation and m easurement. 

o Develop the implementation plan required to 
implement case management at MSD and identify 
the resourcing and funding needed to implement 
and operate case management [ " Implementation 
clarity"] 

• Assess the current state and what akeacv exists and d6termine the key gaps. 
• Develop the plan for change to address practices, processes.staffing capabiltty, 

information. Identify the costsfor change. 
• Develop models for staffing scenarios to show impact on costs and benefits. 

Figure 31 Client Engagement Practice - problems, investment objectives, benefits 
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~ Benefits 

The development of a tested client 
engagement model and 
implementation plan will enable 

Improved equity [Benefit 1] 

• Improved employment and social outcomes [Benefit SJ 
im proves equity for all, especially Maori and Pacific people 

• Improved experience of clients, whanau, an d communi t ies 
[Benefit 6) improves eQui tv for all, especially Maori and Pacific 
people 

Full and correct entitlement (FACE) 
[Benefit 3] 

Improved wellbeing of people in need [ll benefit ] through 
improved social outcomes [L2 benefit ] through 
• Responding early [L3 driver) 
• Underst anding needs [L3 driver] 
• Connecting to services {L3 d river] 
• Support t o progress applications [L3 driver] 

Improved employment and social outcomes 
[Benefit 5] 

Improved wellbeing of people In need [ ll benefit ] through 
im proved social outcomes [L2 benefit] 
• Improved understanding of client circumstances, needs, 

and ca pabillty enables improved support through : 
• I ncreased capacity spent on work focused case 

management [L3 driver] 
• Effectiveness of assessment of client complexity [L3 driver] 

• Better matching of client needs to product s, services, and 
p rov ider and partner capabil ities 

• Increased capacity spent on work focused case 
management [l3 driver) 

• Effectivenes.sof assessment of client complexity [ L3 d r iver ] 
• Improved exits into sustainable employment - through 

Improved advice, referrals, and support t l1at takes account 
wider environment and circumstances 

• Increased capacity spent on work focused case 
management [L3 d r iver] 

• Effectiveness of assessment of client complexity [L3 driver] 

Improved experience of clients, whiinau, and 
communities [Benefit 6] 

New Zealanders have Improved t rust and confidence In us 
[ Level 1 benefit) through improved client experience [L2 
benefit ) 
• I mproved client experie nce - cllents w ith more complex 

needs get better support through: 
• Empathetic and personalised support [L3 driver] 
• Proactive and Full support [ L3 driver] 
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~ Outputs 

• Client engagement design 
• Client engagem ent m odels research paper 
• Case management options arid prefeffed apprnach 
• Al ignment with Te Tirlt l principles, Te Pae Tata, Pacific 

Prosperity 
• Cl ient/ whanau engagement and approaches 
• Cl ient engagement practices and processes 
• Partnership practices and referral managem ent 
• Staff capability requirements Including cultural 

competencies and career progressions 
• Role definit ions and job descriptions 
• Relatlonshlp wit h Futu re Service Model 
• Technology pre-requisites for successful case 

managementa,1d tools that could support 
• Measurement approaches 
• Expected outcomes 

e Baseline assessment of current 
state 

• Assessment of current Client engagement processes and 
practices across MSD, including partnership referrals 

• Assessment of current capability of staff undertaking 
case management and those who could potent ially 
undertake case management 

• Evaluation of the outcomes being achieved 

O Implementation plan 

• Assessment of t he gaps between the cu,rent situation 
and t he required situation 

• Plan to implement t he client engagement model 
• Resour~ requifE;!ments for implementat ion and options 

for resourcing 
• Budget requirements for Implementation 
• Codesign w it h key stakeholders. Explicit alignment w ith 

Te Tir iti p rinciples, Te Pae Tata, and Pacific Prosperity. 
• Core input into Horizon Two Detailed Business Case 

e Client engagement operating 
framework 

• HR m odel, supervision, troining, communities of 
p ractice, measurement, cont inuous improvement 

• Budget requirements for ongoing operation 
• Approaches to scal ing up and down, people and 

Intensity to m atc-h costs and outcom es desired 
• Workload m anagement processes 

e Evaluated pilots - including 
students (with Service Experience) 

• Analysis of need for proofs of concept to test client 
engagement model 

• Term s of reference for proofs of concept 
• Faci litated pilots [three] 
• Su pport of Experience Platform implem entation of 

students 
• Evaluation reports from proofs of concept 

COMMERCIAL IN-CONFIDENCE 

® Benefit drivers 

People 

• Well understood roles and 
job descriptions and 
capability to ensure that 
case managers can 
achieve t he outcom es 

• Cu lturally aware staff 

Practices and processes 

• Robust client engagement 
practices 

• Robust case m anagement 
processes 

• Effective support of 
process through 
technology 

Change 

• Well planned 
implementation based on 
strong evidential platform 
will enable case 
management to achieve 
its anticipated outcom es 

Evidence 

• Strono evidence base to supportcaoabllity, 
practices, and processes 

• well trialled capability, practices, processes 
• Well understood people, practice, process gaps 

enable effective planning and budget ing for the 
implementation and operation of case 
m anagement 

operating framework 

• Well constructed, 
sustainable operating 
framework t hat will 
deliver t he outcom es 
required for case 
management In the 
medium to long term 

r;# 
~ Benefits 

The development of a tested case 
management model and 
implementation plan will enable 

Improved equity [Benefit 1] 
• Improved employment and social outcomes [BeneitS) 

improves equity for all, especially Miiori and Pacific people 
• Imp roved experience of clients, whanau, and communities 

[Benefit 6] imp roves equity for all, especially Maori and Pacific 
people 

Full and correct entitlement(FACE) 
[Benefit 3] 
Improved welbeing of people in need [Ll benefit) through 
imp roved social ou tcomes(L2benefit) through 
• Responding early [ l3driver) 
• Understanding n eeds (L3dnver] 
• Connecting to s ervices [ L3 driver] 
• Support to progress applications (l3 d river] 

Improved employment and social 
outcomes [Benefit 5] 
Imp roved welbe1t19 of people 10 need [Ll benefit] through 
improved social outcomes (l 2 benefit) 
• I mproved understanding of client circumstances, needs, 

and caoabllitY enables imoroved support throuoh: 
• Increased capacity spent on workfoa.ised case 

management [L3 d river] 
• Effectiveness of assessment ofdient oom~exity (LJ 

driver) 
• Better 1t1atchino of client needs to products, seNices, and 

p ro vider and partner capabdities 
• Increased capacity spent on work foOJsed case 

management [L3 d river] 
• Effectiveness o f assessment o fdient compexity ( L3 

driver] 
• Improved ex its into sustainable emJ>loyment - through 

improved advice, rcfcm1l:s, and :support that takes account 
w ider environment and circumstances 

• Increased capacity spent on work focused case 
management [L3driver] 

• Effectiveness of assessmentofdient complexity (L3 
d~ver] 

Improved experience of clients, 
whinau, and communities [Benefit 6] 

New Zealanders have improved trust and confidence in us 
[l evel 1 benefit) through improveddient experience (l2 
benefit] 
• Improved dient experience - clients with more complex 

needs get better support through: 
• Empathetic and personaltsed support (LJ driver] 
• Proacciveand full support (l3 driver] 

Figure 32 Client Engagement Practice - how the delivery of the scope contributes to the benefits 
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Problems @' Investment objectives 

•We are not engaging effectively with Iwi and hapii to 
support social development and equitable social 
commissioning [ " inconsistent support of Te Tiriti in social 
sector"] 
• We have an inconsistent understanding of Te Tirtti obligattons 10 social comm1ss1on,09, and 

th ese obligations do no t underptn our pa rtnering. 
• We have an inconsistent understanding of the needs or aspirations oflw1 o r hapU in the social 

sector, lim ited social commiss1oning pa rtnersh1ps, and lim ited insigh t into the lwi and hap(i 
partnerships we have, 

• We experience tensions over investment decisions and approadles with wider government 
requirements (e .g. prorurement rules) , 

e Our investment approaches with partners are not 
consistent with the outcomes we desire ["poorly targeted 
funding" ] 

• Our funding and contracting approaches a re not explicit ly targeted to and aligned with the 
outcomes we wish to achieve, 

• Our funding models lack Rexibility to empower pa rtners to meet needs. 
• Our funding approach does not encourage a div erse ma rket of partners/providers 
• Our ament practices do not reflect trust and confidence in high performing providers. 
• Inconsistent engagement across local communities, regions, and National Office act as a barrier 

to ensure local spending is achieving the desired outcomes. 
• Our cost models are not transparent, and often do not cover the full cost of service. We do not 

collaborate with our partners to agree deliv ery and cost of service. We do not help partners to 
increase their own capabilrties to better achieve jointly desired outcomes. 

• We do not effectively m anage perfofmance. 

e Our partners find it difficult to work with us to achieve 
shared outcomes as we do not resource partners to engage 
and participate ["poor partner engagement"] 

• Our approach is largely transactional and focused on process rather than outcomesand equity 
• We do not tailor our approaches and operate a "one size fi ts all.,,. approach. 
• We do not support partners and providers with resources to engage and participate 

meaningfully 
• We are led by National Office and do not enable regions and local community leadership to be 

involv ed in commissioning to achiev e the desired local and communit y outcomes. 
• We lack the relational commissioning capability and cultural competence needed to partner 

effectively . 
• Our relabonship m anagement of partners is 1ncons1stent and not jo1ned•up across MSD or 

coordinated with other agencies. 
• We do not resoun:e for the effort needed fo f partner m anagement . 
• We do not have the footprint of partners we need to ad,ieve outcomes and improv e equity. 

e Our systems constrain what we can do and are at ri sk of 
failure [ " poor systems"] 

• Our rr systemsdnve inefficient behaviour and prevent us from working effectv ely with other 
parts of MSO, our partners, and other agencies. 

• We do not effectively invest in systems to suppott our partnefs 
• Aging platforms, not fit•for•p(Jrpose, and with increasing risk of service failure. 

• We cannot easily gather, store, analyse, use, and share 
partnering information ["poor information"] 

• We do not develop insights to effectively manage and target funding a t outcomes. 
• We do not demonsuate the effectiveness of pattnering and the funding we pfovide to partners. 
• Information coUection 1s often burdensom e for partners. 
• We cannot explicit ly support Maori data sovereignty, requirements for privacy and research. 
• We do not effecbvely share information with our partners. 

,___ .... 
• • 

............. 

• Design and test social commissioning operating 
model with Te Tiriti o Waitangi as the Tiiipapa 
["Te Tiriti in social commissioning"] 

Design and test a social sector commissioning operating 
model with partners, Maori, lwl, hapo, communities, 
regions. This operating model will identify how we work at a 
local, regional and national level to commission effectively. 
This will contribute to Maori realising their aspirations, 
Including the growth of by Maori for Maori services. 
Define Internal and external capacity and capability required 
to del iver the operating model. 
Build foundational capability needed in our staff to support 
t he operating model including internal and external facing 
functions by both leveraging ex isting workforce and 
Identifying and responding to capacity gaps. 
Develop scale up plan to deliver the relational 
commissioning approach. 

8 Build Technology foundations for commissioning 
[Technology] 

Replace Conquest, FAC, Cognos and RDA with flt-for
purpose solutions that are Integrated and support effective 
contracting, procurement and reporting. 
Define system requirements that support t he social sector 
commissioning operating model for us and our partners. 
Contribute to the procurement for the experience platform 
for partnering and commissioning. 
Design and implement change management for technology 
foundations for commissioning. 

• Redesign funding and information approaches 
[Funding and information] 

Design, test and implement funding approaches for social 
commissioning, acknowledging the need for sustainability, 
flexibility and transparency and to Invest In a way that 
focuses on Immediate Improvements In we llbeing and 
longer-term pathways to support Intergenerational change. 
Design and test an approach to support partners Including 
l wi and hapu that defines the capabi lity and capacity to 
engage and participate meaningfully in commissioning. 
Design, test and implement approach to collect, store, use 
and share Information for us and our partners. This will 
strengthen our understanding of Investment and build a 
shared understanding of challenges and opportunities faced 
by communi ties. 

Figure 33 Kotahitanga - problems, investment objectives, benefits 
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Benefits 

Improved equity [Benefit 1) 

Improved equity for all, 
especially Maori and Pacific 
people as we are able to 
improve the partner experience 
and gather improved insights as 
to the effectiveness of our social 
commission ing 

Improved partner 
experience 
[Benefit 8] 

• "New Zealanders have improved 
trust and confidence in us" [Ll] , 
Influenced by: Improved "Provider 
satisfaction in partnering with 
MSD" [ L2) as a result of Improved 
engagement with partners and 
improved use of information to 
improve outcomes. 

, Driven by: 
• " Relat ional approach including 

allowing locally led 
commissioning that Is centra lly 
supported" [L3 ] 

• "Contracting and reporting are 
streamlined" [ L3 ] 

• "Learnings from insights, data, 
and I ived experiences Informs 
commissioning and innovation" 
[L3 ] 

• " Abil ity to safely share client
sensitive data" [L3] 

Reduced IT system risk 
[Benefit 10] 

• " Improved system agility and 
resi llence"[Ll] , Inf luenced by 
"Reduce IT risk" [ L2) through 
replacement of legacy contract 
management systems. 

• Driven by: 
• Improved business fit [ L3 

driver category] 
• Technical flt (L3 driver 

category ] 
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~ Scope 

Design and test social commissioning operating model 
with Te Tiriti o Waitangi as the Tiiapapa 

Design and test a social sector commissioning operating model with 
partners, Maori, lwi, hapo, communities, regions. This operating 
model will ident ify how we work at a local, regional and national 
level to commission effectively. This will contribute to Maori real ising 
their aspirations, including the growth of by Maori for Maori services. 
Define internal and external capacity and capability required to 
de I Iver the operating model. 
Build foundational capabil ity needed in our staff to support the 
operating model Including Internal and external facing functions by 
both leveraging existing workforce and identifying and responding to 
capacity gaps. 
Develop scale up plan to del iver the relational commissioning 
approach. 

Build technology foundations for commissioning 

Replace Conquest, FAC, Cog nos and RDA with flt-for-purpose 
solutions that are integrated and support effective contracting, 
procurement and reporting. 
Define system requirements that support the social sector 
commissioning operating model for us and our partners. 
Contribute to the procurement for the experience platform for 
partnering and commissioning. 
Design and Implement change management for technology 
foundat ions for commissioning 

Redesign funding and information approaches 

Design, test and implement funding approaches for social 
commissioning, acknowledging the need for sustainability, flexibility 
and transparency and to invest In a way that focuses on Immediate 
Improvements In wellbeing and tonger term pathways to support 
intergenerational change. 
Design and test an approach to support partners including Iwl and 
hapa that defines the capabi lity and capaci ty to engage and 
participate meaningfully in commissioning. 
Design, test and implement approach to collect, store, use and share 
information for us and our partners. This wi ll strengthen our 
understanding of investment, and bui ld a shared understanding of 
challenges and opportuni ties faced by communit ies. 
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@ Benefit drivers 

Improved equity 

• Improved partner experience 
• Improved information to 

support targeting 
partnerships to Increase 
equity 

Improved partner 
experience 

• "Relational approach 
including allowing locally led 
commission that Is centrally 
supported" (L3 ] 

• "Contracting and reporting 
are streamlined" (L3) 

• " Learnings from Insights, 
data, and lived experiences 
informs commissioning and 
innovation" (L3) 

• " Abil ity to safely share 
client-sensitive data" (L3] 

Reduced IT system risk 

• Improved business fit [ L3 
driver category J 

• Business functionality 
• Future potential 
• Information qual ity, 

timeliness, privacy and UI 
• Cost fitness 
• Busl ness risk 

• Technical f it (L3 driver 
category) 

• Security 
• Capabi lity 
, Availability/ Resilience 
• Condition 
• Performance 
• Capacity 
• Functional ity 
• Architecture 

Figure 34 Kotahitanga - how the delivery of the scope contributes to the benefits 
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~ Benefits 

Improved equity 
[Benefit 1] 

Improved equity for alt, 
especially Maori and Pacific 
people as we are able to 
improve the partner experience 
and gather improved insights 
as to the effectiveness of our 
social commissioning 

Improved partner 
experience [Benefit 8 ] 

• "New Zealanders have improved 
trust and confidence in us" [Ll ], 
influenced by improved "Provider 
satisfaction In partnering with 
MSD" [L2] as a result of 
Improved engagement with 
partners and improved use of 
Information to Improve 
outcomes. 

• Driven by : 
• "Relational approach 

including allowing locally led 
commissioningthat is 
centrally supported" [L3] 

• "Contracting and reporting 
are streamlined" [L3] 

• "Learnings from insights, 
data, and lived experiences 
Informs commissioning and 
innovation" [ L3) 

• "Abtlltyto safety share cl ient
sensitive data" (L3) 

Reduced IT system risk 
[Benefit 10) 

• " Improved system agi lity and 
resilience" [Ll], influenced by 
" Reduce IT risk" [ L2 ] through 
replacement of legacy contract 
management systems. 

, Driven by: 
• Improved business flt [L3 

driver category J 
• Technical fit [L3 driver 

category] 
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APPENDIX D: Delivery 

Confidence Framework 

Our Delivery Confidence Framework identifies the critical 

readiness activities required, providing confidence that the 

Programme will be successfully delivered 

Our Delivery Confidence Framework focuses on whether MSD has all of the components 

in place to deliver the range of identified initiatives within the agreed scope/scale and to 

manage the dependencies with appropriate resources, methods, and tools. The DCF 

comprises 20 core dimensions critical to delivery, with conditions developed for each of 

the 20 dimensions identified. The DCF is summarised in the diagram on the following 

page. 

The DCF provides key stakeholders with confidence to commit to go-live decisions as 

planned, or to allow for remediation prior to go-live. It will be used throughout the life of 

the Programme to support key decisions and ensure that we continue to have the plans, 

processes, and resources in place to ensure success. 

KPMG has reviewed the DCF and assessed it as “robust and thorough”.83 

 

 

83 See KPMG, Delivery Confidence Framework: Independent Review (KPMG, 30 Sept 2022), 1. 
Report provided to MSD. 
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Figure 35 Delivery Confidence Framework 
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Equity is appropriately considered across all aspects of the Programme and accessibility-by-design is adopted. 

Appropriate technology and data readiness activities are undertaken before deploying any 
new solutions or technology change. (Refer to the sub-dimensions for further information). 

The business is prepared for changes across each Horizon. Prior to implementing 
change, readiness activities have been executed and staff are ready for the 
change. This includes confirmation teams have updated policies, procedures, 
practices, training and are ready to support the future state design . 

18. 

19. 
Tech and 
data 
readiness 

Business 
Readiness 

Plans provide the foundations upon which the Programme is delivered 
and a base to measure progress/manage dependencies. Delivery 
approaches (e.g. agile methods, training, play-books and delivery 
disciplines) are well-established and applied. 

17. Delivery 
enabling plans 
and approaches 

The Programme's assurance is mapped over its lifecycle to provide fit- 16. Embedded 
for-purpose assurance at the right times. Assurance activity is prioritised assurance 

according to the Programme context, content and risk profile. approach 

The Programme is sufficiently integrated with the wide r 
organisation, with ove rsight mechanisms to ensu re delivery is 
balanced alongside existing BAU prio riti es, with trade-offs being 
identified early and management actions put in place. 

Legal and regulatory implications are identified and managed on an 
ongoing basis. Integrity by design is built into the Programme with 
controls in place to support Programme staff to demonst rate ethical 
behaviour, do the right thing and report issues. 

15. 
Integration 
with the wider 
organisation 

14. Legal, 
Regulatory and 
Integrity focus 

· 13. Active quality 
and document 
management 

12. Strong 

20. 
Equity 

There are agreed acceptance criteria for Programme deliverables/solutions, 
and a clear quality and document management approach is in place. financial ll. 

management Effective 

Costs and budgets are managed to ensure expected benefits are delivered within the 
specified financial constraints. 

Changes to scope, requirements, deliverables and benefits that impact the Programme baseline, timing 
or costs are subject to app ropriate change control-that reflects the Programme's delivery approach . 

change 
control 

1. 
Defined 
scope 

MINISTRY OF SOCIAL 
DEVELOPMENT 
TE MANATIJ WHAKAHIATO ORA 

There is an agreed, clearly defined and documented scope for the Programme, delivery Horizons, supporting 
wo rkstreams and initiatives. Scope statements provide the boundaries within which wo rk is progressed. 

2. 
Coherent 
design 

The future state design is comprehensive across each operating model dimension. The Blueprint is 
clear about how the design transitions across each Horizon. The re is clarity about the transition from 
currentto future state processes. 

The Programme embeds Te Tiriti, and enables Te Pae Tata - strong, safe and 
prosperous whanau that are active in their community, living with a clear sense of 
identity and cultural integrity and with control over their destiny - te mana kaha o te 
whanau. 

3. 
Embedding 
Te Tiriti Governance focuses on outcomes and benefits, with indicators reported to 

TIC to show the Programme is on track. Effective sub-governance 
committees and groups exist that effectively drive progress. 4. Robust 

Governance 
Programme Mgt'rit',· · · · · ......... . . . . . . . . . . . . . . . . . . . . . . . . . . . . . ....... . .............. . . . . . . . . . . . . 

& Reporting Stakeholders and partne rs are identified and managed on an ongoing basis 

5 . and are approp riately involved in Programme delivery. Communications 
Engaged and are fit-fo r-purpose and delivered to the right people at the right time to 
well-informed achieve outcomes. 
stakeholders 

6. Managed 
risk and 
opportunities 

7. Effective 
sourcing and 
managed 
partners 

8. Fit-for-

Using the MSD Risk Management Framewo rk to empower wo rkstreams 
to identify, manage, and escalate the challenges and blockers that could 
prevent the achievement of objectives. 

The Programme requires partne rs working closely to deliver outcomes. 
Partne r roles, accountabilities and relationships are clea r. Programme 
procurement and sourcing activity is identified and well- managed. 

purpose change • • • • • • • • • • • • • • • • • • • • • • • • • • • • · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · 

management Effective change management is built into the Programme from the outset. There 
9. High- are clear strategies, plans and approaches to support people to prepa re fo r, 

10. performing implement and embed change. 
Focused teams 
benefits 
mgmt. 

The Programme has access to people with the right skills and experience, at the right times. People 
have the necessary facilities, equipment, support and motivation to perform thei r roles. 

Benefits are defined, agreed and are actively managed. Realisation is tracked on a regular basis . 
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30 May 2023 

To whom it may concern 

Te Pae Tawhiti Programme - Detailed Business Case 

MINISTRY OF SOCIAL 
DEVELOPMENT 
TE MANATll WHAKAHIATO ORA 

The Ministry of Social Development is undertaking a major change programme to 
support Te Pae Tawhiti - Our Future and better meet the needs of New Zealanders. 

This Detailed Business Case is a significant deliverable fo r this initiative. It seeks formal 
approval for investment in foundational work to support the Ministry of Social 
Development transform how it delivers services. 

I confirm that: 

• I have been actively involved in the development of the attached investment 
proposal through its various stages 

• I accept the strategic aims and investment objectives of the investment proposal, its 
functional content, size, and services 

• the indicative cost and benefit estimates of the proposal are sound and based on best 
avai lable information 

• the financial costs of the proposal can be contained within the proposed budget. 

This letter fu lfi ls the requirements of the current Better Business Cases guidance. Should 
either these requirements or the key assumpt ions on which th is case is based change 
significantly, revalidation of th is letter will be sought. 

Yours sincerely 

Debbie Power 
Chief Executive 
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APPENDIX F: Supporting 
docuntents 
The following table lists t he key supporting documents that should be consu lted for this 
business case. 

Table 52 Supporting documents 

... 
. E 

Alignment with Digital Public 
Service's requirements 

Benefit KPI Targets and 
Supporting Evidence 

Benefit Realisation 
Management Framework 

Co-existence Approach 

Cost model [document set] 

Delivery Approach 

Delivery Confidence 
Framework 

Future Service Model 
[document set] 

He Remu Manaaki: Workforce 
Strategy 

Horizon One Delivery Planning 
[document set] 

Horizon One options and 
rationale [A3 PowerPoint] 

Lessons learned 

Market engagement summary 
report 

MSD Statement of Intent 
2022 

Pacific Prosperity 

Partnering strategy 

Shows how the Programme aligns with Digital Public Service's 
assurance requirements and the Strategy for a Digital Public 
Service 

I Current benefits model documentation set 

Present the overall benefits that will be ach ieved and how 
they will be managed to ensure that they are achieved 

Describes how co-existence will be managed between legacy 
and new systems 

I Current cost model documentation set 

This document sets out MSD's delivery approach, focusing on 
the alignment of the Programme into the Integrated Work 
Programme, including prioritisation, sequencing and alignment 
to Portfolio roadmaps 

Documentation of the Delivery Confidence Framework. 
Note also the KPMG review of th is framework 

I 
The document set describing current understanding of the 
Future Service Model 

I Workforce Strategy 

Document set describing plan for Horizon One 

I 
Description of options analysis process for Horizon One and 
wider options for the Programme 

Report on lessons learned from other programmes and 
jurisdictions 

Report summarising what was learned in the market 
engagement process 

Statement of Intent as published on www.msd.govt.nz 
Articu lates Te Pae Tawhiti - Our Future 

I Pacific Prosperity strategy and action plan 

Strategy that supports the approach taken to Kotahitanga 
service change. 
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tr.. i, 

Procurement plans 

Programme Const ruct 

Quantitat ive Risk Assessment 

Risk and Issue Management 
Strategy (RIMS) 

Service change intervention 
logic documents [A3 
PowerPoint documents, one 
per service change] 

Te Hoe Akau Te Pae Tawhiti 
Change Strategy 

Te Pae Tata - Te Rautaki 
Maori me te Mahere Mahi 

Te Pae Tawhiti Programme 
Assurance and Evaluation plan 

Te Pae Tawhiti Programme 
Blueprint 

Te Pae Tawhiti Programme 
Engagement Strategy 

Te Pae Tawhiti Programme 
Resource Management 
Strategy & Approach 

Te Pae Tawhiti Programme 
Risks - Horizon One 

Terms of Reference for the 
Leadership Team and 
Governance Committees 

I 
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Procurement plans for Horizon One: 

• Service Experience 
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