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Taming Wicked Problems

Good Practice in Action Seminar 2

28 November 2008

Summary of Interactive Workshops

Introduction

This is a summary of participants’ lessons, reflections and recommended actions from each of two case study presentations in Seminar 2.

The first presentation was from SKIP: Strategies with Kids, Information for Parents.

“At a previous GPIA seminar, SKIP staff told the story of how community ownership was built and champions of the SKIP cause were nurtured.  SKIP aims to encourage families to use safe, effective alternatives to physical discipline with their children.

Following its May 2004 launch, SKIP got quick results from augmenting the work of community organisations engaging with parents.  Rather than set up a new delivery system, SKIP adopted an augment, complement, supplement intervention model working alongside community organisations.

The programme design worked because it created space for collaboration and innovation from the start by:

· Investing in the capabilities of community organisation partners

· Developing the delivery programmes in partnership

· Supporting community organisations to try a variety of ways to get to the same goal

· Encouraging reflection and learning.”
 
SKIP’s 2008 presentation outlined three substantive lessons and approaches emerging from the current phase of SKIP.

Workshop groups then identified transferable lessons and applied these to their own policy development and service delivery.

Stand in the Shoes of the NGOs and Communities in the SKIP Story

	What did NGOs and communities hear and see from the SKIP team that was useful?
	What was not so useful from the perspectives of NGOs or communities?

	Vision

· Find ‘good enough’ words for the vision.  Most important are the intentions, the vision and the actions that were congruent with the vision

· “Tight on vision” but not prescriptive about how it is done

· SKIP shared vision and principles then gave space for innovation and ownership

· Vision is clear enough to allow for innovation by NGOs

· SKIP modelled what they wanted to see

· The vision was doing the work.  At the end it is about the vision not the widgets (was anyone better off?)

How SKIP Team Works with NGOs
· Solution oriented and constructive; it is ok to make mistakes
· NGO offered solutions to SKIP

· Good science behind the content and process
· NGOs felt they were part of a larger ‘whole’.  They were listened to and their knowledge respected.  At grassroots level it put parent and child at centre.
· Funding and support available as well as capability building

· These Government people are originally from the community sector – they know our environment

· They care about what we are doing and come in asking ‘how can we help?’

·  “Opportunity to work in a way that works for us, but within a structure of flexibility because principles form the structure”, e.g. say more positives than negatives
· “We are being asked what we think and to be involved in designing policy”.  Possibility focused rather than problems.
· “We are being supported to implement the policy we have helped design”

· “Process is ongoing and policy development is adapting”

· “We are coming up with the ideas and being the impetus for change”

· “We do not feel like we are wasting our time – not just consultation”

· “We are not competing against each other”

· “We are being helped to work out what it is that would be done and then being funded”

· “We can report in ways that we are comfortable with.  Feedback on reports always helps.”
Funder and Provider Partners

· SKIP not traditional funder/provider relationship
· Having the support of the funding body is a ‘confidence boost’ to NGOs
· Offering the ‘time’ (to engage)and not work in isolation

· Shift in ownership from SKIP to community, i.e. parents; trust and relationships were built

· SKIP uses framework of train the trainer, which flows into community.  It is a leadership model

· Both funder and provider keep in touch and understand where each other is at

· Acknowledge not all outcomes can be measured and NGOs cannot succeed 100% of the time

· Public money for Public benefit

· SKIP is about the process, not the people inside SKIP – sustainability of SKIP

· Flexible, macro-managed rather than micro.  Freedom to experiment with ideas/solutions
The Future
· More focus on these kinds of issues in the future under new government

· Collaboration, relationships (more) between government and NGOs to produce that positive result

· SKIP may be a standard and new practice to be adopted for more government and NGO groups

· Best fit for community; not one size fits all; work in government/community partnership.
	· Ensure the vision is shared by community groups

· How do we demonstrate that our programme is worth supporting going forward?
· Sustainability – will work fall into a ‘black hole’?

· Programme security

· The strength of SKIP and the fact that they were not behaving in traditional role of funder.  This may be outside the comfort zone for some organisations
· Focus stayed on vision.  Easy to measure outputs harder to measure results.  NGOs may not know what made a difference
· Some scepticism (“no government agency is like that”) and old beliefs.  Suspicion around these new approaches
· Another MSD group to work with!  There are so many
· Maintaining relationships is energy sapping and can be frustrating

· Relationships can change with Governments

· Have to be creative, with limited funding and we need it, so do not have as much flexibility

· Drawback on funding – some communities only want funding and the relationship (trust) changes once they get funding

· People outside the SKIP network are not aware of the message.  How do we make sure everyone is aware?

· Biggest barrier – reporting requirements 

· Power of narrative for Maori and Pacific providers for reporting

· Performance stories and making these a credible and valid way of reporting

· When does innovation stop and best practice kick in?

· Not sure the government is really listening, no feedback, no interest.
· Idea that government is just a facility to fund reports, initiatives and programmes

· Measuring results is not clarified

· New government may mean more results focused and faster short results expected
· Champions of SKIP.  Relies on communities being on the same wavelength as each other.  How effective is this?

· Champions too busy in other initiatives.  Not enough time spent.  Competitive nature in funding.
· Do not like things too prescriptive, allow wriggle room for NGOs.


Applying the Lessons from SKIP to Projects or Initiatives Participants are Working On
In this part of the workshop selected participants outlined a project or initiative that they are working on.  Others then offered their suggestions and ideas for applying the SKIP lessons to this specific project.
	Which lessons from SKIP could be applied to the example being discussed?  Creative and possibility thinking required.
	What does this require of us as policy makers in service delivery or projects?

	CYF Family Violence Initiative
This was a specific CYF Family Violence (FV) Initiative with Pacific providers in the Auckland region. 
· The initiative could lead to greater capacity building within the group beyond the original FV focus.  Keep this in our sights
· Groups developed the vision themselves, before approaching CYF to discuss funding

· Relations of trust are critical due to historical tensions

· Strong network locally tapping into the important community influences

· Balance and shared principles in the relationship

· The energy for the relationship is coming from the bottom up.  The challenge is to help support from within CYF to secure funding and to align disparate groups into a collective voice with a shared vision who are thereby stronger.
	· Not to crush innovation
· To create space for new voices amongst policy perspectives
· Open mind regarding the possibility or likelihood of success

· Formalised relationship to ensure continuity of service from within government

· Relationships of trust between people are not equivalent to formal relationships between entities

· SKIP bridges this gap because it is a programme that is supported higher up in the organisation

· SKIP is an empowered model so it will exist beyond any individual

· Senior management buy-in is critical.  Trust building, innovation and relationships need to become an integral part of the philosophy

· To acknowledge that it is ‘heart’ that sustains NGO’s and their story of success, those involved are there for the kaupapa/vision.

	Engaging Online Participation
This example is an initiative to engage people/public in online participation with government to improve services and policies that affect them.
· Public forums to get feedback from community

· Social sector experience with community is quite different and more advanced than other government agencies
· Citizen juries – very important for the community.  Hutt City use this as ideas/sounding board

· Identify national organisations to work with, e.g. ANGOA and NZVWO

· Identify who your audience is, e.g. residents association can have really strong views

· Diversity of population.  Take into account access issues, cultural affairs, digital broadcasting programme

· Use small issues/projects/communities, i.e. demo projects and see if it works. Environmental groups already doing this

· Consider citizen engagement in elections/boards.  Challenge to get people engaged as not everyone votes
· Government does not have to be the only one to “solve” the problem.  Use SKIP model, create visions, and work with communities to solve together
· Umbrella strategy: community solve the problem

· Reflection and learning process is essential.
	· Balance: relationship/vision/success

· Guts/courage to take on board, and to be flexible

· Not feel undermined by it.  How will others to be involved with me?  What happens to my role?  Have a vision of working together

· Time it takes to set up and therefore set realistic expectations with managers

· Consider influence of opinion leaders.  Are you getting a true representation?

· Listens to stakeholders.  Principles/definitions/visions to then engage

· Stop being so uptight.  We are all part of the community

· Politicians can facilitate rather than solve the problem

· Move to doing, reflecting, learn as you go rather than plan and plan, being leader and NGO the follower

· New approaches needed to measure success.  E.g. community might be engaged as success factor.

· Being able to adjust the message appropriately.

	Improving the awareness of grants for home insulation
This is an initiative to increase home insulation through the uptake of grants and the spread information about insulation services.
· Governance groups, presentations coming in and talking about the initiative.  People can go away and spread the word

· First port of call has the right information, good communication links between government and community organisations who are running the scheme

· Targeting the right people with the right type of communication, getting the sales message right.  The direct benefit to the people, what will get people on board

· Prescriptive programmes that deliver positive results may benefit from SKIP approach to develop complimentary components with individual providers.
	· Utilising a ‘broker’.  Someone who can establish the relationship without focussing on the funder vs. provider aspect

· Forming relationships with the right people within an organisation, e.g. not necessarily just the CE

· Sharing the same issues, while still getting what you need out of the relationship

· Seeing the outcome from ‘their’ perspective to come up with new ideas

· Listen to people.  It makes it much easier to understand their ideas and how they will work

· Give the community groups a sense of ownership; set realistic timeframes together
· Being open to the possibilities, creating time to plan.  Thinking creatively when things are prescribed
· How will the work together and objectives continue?  People with local knowledge are critical to success.  Places to meet, familiar turf. 


	Which lessons from SKIP could be applied to the example being discussed?  Creative and possibility thinking required.
	What does this require of us as policy makers in service delivery or projects?

	Local services mapping
This initiative is to create local or regional maps of services in order to inform public and cross government service delivery. 
· Recruitment for those included in consultation came from networks that already existed

· Building on good will, maintaining strength to engage

· An appreciation of their contribution, they were valued

· Sub-groups/networks stimulated from initial consultation, etc.

· SPARC – development of community strategy.  Building trust with partners where previous relationship based on funding.  Need to take time to develop relationship

· Special education strategy initiated by community.  Appreciation of community from outset – valuing resource and that they can contribute to process

· Lets be smarter about groups that we work with, e.g. direct relationships with MoE (reach schools), MYD (conservation corps).
	· Collaboration, networking, joined up

· Working with vs. collaborating

· Knowledge sharing

· Collaborate with other agencies who have undertaken similar exercises

· Networking, use existing links, continue to build and ask others about their networks

· Provide those from community on steering group time away from full time work, etc

· Being there to listen and be open to new ideas and concepts

· Ensure feedback from groups is fed back into policy

· Ask is anyone already doing it?  Borrow from others.  Do not always need to do from scratch.


	Which lessons from SKIP could be applied to the example being discussed?  Creative and possibility thinking required.
	What does this require of us as policy makers in service delivery or projects?

	Youth Development Example
This was a local youth and government conference attended by several hundred young people, wide NGO representation and government agencies who also provided funding.  The specific challenge was a decision by the steering group to include in the programme a gang presentation and differences of opinion about this. 
· Do we value the relationship?  What situations/space can we find for conversation?
· Discuss alternatives, creative ways to work with youth.  Identify areas that would help

· Get clearer understanding of purpose/content (wasn’t clear at the time)

· Focus on vision for youth development.  Creative thinking required shared language and vision to get common understanding of purpose

· Helps to develop shared language

· Might help to re-develop all relationships with all involved

· Try to develop a pilot project to test it, etc.  Need to reconsider approaches to risk management, i.e. try an approach that says ‘yes’ sometimes
· Look at internal marketing of work to build confidence of internal managers and tell good news

· Create a vision and boundaries on what you want to achieve (together)

· Have criteria for selecting partnership

· Get out into the community, talk to them

· Stock take of who they are, what their challenges are and what resources they need

· Work with them to scope the project

· Learn by doing.
	· Need to be working on relationships all the time so you are in position to have ‘difficult conversations’ and find solutions

· Look at language and process to rebuild relationships and have conversations to create better understanding of purpose

· Internal marketing of program to share good news and inform managers and the rest of the department

· Clarity of vision.  Flexibility when engaging with NGO group

· Building networks and relationships (actively)

· Lots of group work

· Project champion

· Identify others’ resources and network to help you

· Have your objectives set out

· Need to know about that NGO.


Presentation Two: Better Connected Services for Kiwis

This presentation, from the Institute of Policy Studies at Victoria University, outlined the thinking and results of a study into how joined up government examples are working and the transferable lessons and models.

“In 2007, public service chief executives commissioned Victoria University of Wellington, under the Emerging Issues Programme, to lead a project on more joined-up citizen-focused services.

This project brought together academic and practitioner perspectives on what is happening in New Zealand on “interagency working”.  The project’s outcomes highlight the way in which ordinary New Zealanders in the public sector work collaboratively to achieve some extraordinary results in seemingly commonsense, everyday ways.

Joined-up government is not about throwing out everything we currently know and do.  It’s about adding new ways of working to the repertoire so that better outcomes for Kiwis can be achieved more often and in a wider range of circumstances.  At the moment these extraordinary things are happening in spite of the system rather than because of it.”
(From OCVS Programme notes)

Small groups workshopped the application of the results from this research.

Like and Unlike your Experience of Joined-up Services
	How are the lessons from IPS research like your experiences of working on joining up services?
	How are the lessons from IPS research unlike your experiences of working on joining up services?
	How do joined-up government services impact on community/government relationships?

	· Have to have a ‘guardian angel’/support at agency

· Acknowledgement of complex issues requires multi-agencies working together

· Importance of sector group working but to also keep flexible so other key players can join

· Wider perspective required, not just risk focus, in order to respond to needs of clients/stakeholders

· Getting people around the table is not easy

· ‘Patch’ protective

· Getting cooperation from everyone

· Importance of individuals and units to take initiatives and influence results
· Quality of the person at the coalface is important

· Clear line of responsibility with the community

· We as government have an expectation that NGOs work together but we play at being joined up ourselves

· Mandate that NGOs have as representative of the community

· Social/public entrepreneur is essential to making this happen.
· Diversity enhances (if it can be harnessed)

· Listen, listen, listen

· Right person for the right job.  Right information easily available at the right time

· Coordination approach – listen to other organisation and both had to adapt initial perception of outcome

· Organisations getting together to work for a child

· Working together on what we can achieve together.  If it does not work keep talking, try again

· Other examples of joined up include: Work and Income clients with high and complex needs in family violence situations involving other agencies and NGOs to work on whole

· Disabled people – health using joined up services to address needs, provide funding

· Agencies coordinating services to come together at same time as a client.
	· Opportunities for collaboration are rare

· Negative perceptions of government agency as they are not told what is happening or are not interested in anything beyond their immediate work

· Difficulty of maintaining relationships between various government departments with overlapping but slightly different goals

· Flexibility that was evident in IPS may not be available to all of the Department

· The high level of staff turnover does not help with building trust

· Time and effort put into building internal career paths builds staff that stay and have a sense of trust culture

· Working at national level is more complicated since you are dealing with issues based on statistics
· Top-to-bottom is not as easy to connect and join up all together

· There should be a facilitator to get cooperation of all agencies to connect

· NGO and government agency working on strategy.  It is difficult to get an across-the-board understanding, needed to break group down a level to make it work

· Bigger agency can overwhelm small agency

· Sometimes can be conflict between agencies – agree when meet, disagree in the background

· Commitment and different priorities

· Buy in by your agency is essential
· Not all stakeholders at same stage

· Not always resources available

· Seems dependent on strong leaders

· Government sometimes tells community groups how to work

· Often time not available to work in a genuinely joined up way

· Very unlike how things work in a policy area.
	· Community relationships strengthened/aligned, stronger messages from a variety of agencies

· Compliance costs drop with multi government integrated contract

· Client-centric services, ease of use for community, results in greater response to need

· Better understanding of what is going on

· Proper partnership relationships

· A problem of one department could be stamped on multiple departments in the same branch.  A problem shared is a problem halved

· Often do not give credibility to the idea (in practice) of collaborative government

· Be clear on what accountable results are to be obtained

· Policy is not integrated all the way through the process and it would be better if it was

· Challenge is to get all of the funders around the table with the NGO – not about money but agreed outcomes, not outputs

· No available ‘integrated’ pool of money fragments the approach to NGOs and also NGO’s attitude to government

· Less paper work for frontlines

· Easier identification of a person

· Reflect positive and negatives from the top down

· Community groups can find it difficult dealing with a number of government agencies.  Can also result in playing off one against another, especially trying to get funding

· Red tape can take up a lot of time and money

· Sometimes requires community partner to engage with government in different way

· Provides single interface.  Provide information only once.


	What do Better Joined-up Services Require of us as Public Servants?

	Belief in the shared vision

Energy to contribute and champions to lead

Resources for collaboration sustained.  More time and effort to work on collaborative tasks
Look outside the square; be as helpful as possible to others in other agencies
Open-mindedness, tolerance, looks for opportunities.  Take opportunities to influence others, have courage to take initiative
Flexibility to consider options/opportunities

Better ways to pool funding – reduce admin costs

Better communication – continuous feedback loop.  Use language to suit audience

Learn from others’ experiences

Preventing duplication, co-operate better
Working towards common goals rather than own individual goals

Clear direction – clear about purpose

Building collaboration initiatives into performance indicators

Balance long and short term goals.
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