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Summary of Interactive Workshops

Introduction

Below is a summary of the collective thinking and discussion that followed each of the two presentations at this seminar.  This summary includes the participants’ reflections and recommended actions after applying lessons from each of two case study presentations.
The first presentation: “Trust in the public servant – have we convinced you?”  was from the State Services Commission on the Standards of Integrity and Conduct for State Services agencies.
‘At a previous GPIA seminar, the State Services Commission (SSC) told us that the New Zealand public should trust the public servant – but can you really trust the SSC?

Any discussion about good government quickly focuses on the need for public confidence. This confidence is dependent on people acting ethically and making decisions in the best interests of the community. Citizens trust agencies that prove themselves to be trustworthy. Around the world, governments pay increasing attention to promoting good corporate behaviour. In some areas New Zealand leads the way. The Standards of Integrity and Conduct developed in 2007 now applies in more than 125 state service agencies.’

This presentation outlined a range of NZ and international survey results and asked the participants to think about how ‘Trust’ practices and measures applied to their agencies and their work.   
Workshop 1
What do we need to do to ensure trusting relationships are built and maintained between the public sector and the ‘3rd sector’
? 

Connecting Across Government and 3rd Sector:

· Ensure transparency about funding, decision making and legal and policy constraints, process interactions and outcomes

· Consistent face or excellent induction process

· Need both parties to understand that they are operating at different levels

· Both parties taking the lead together – working together

· Public sector needs to trust each other (e.g. conflicts that occur during budget rounds)

· Accessibility of public sector, and demonstrating the agencies’ and individual’s accessibility

· Transparency of information and decision making

· Building good relationships between the departments and Ministers

· Communication of how government works, criteria and practices

· Ability to maintain confidences

· All agencies working together – ‘one stop shop’

· Continue to track public perception (research and data)

· Perception of government – different in regional areas

· Measuring the quality of service that NGO provides – agency takes responsibility for this

· Perception – be aware of how others may see you. Media are big myth makers.
Governance and Accountability:

· Need to be clear about own role – especially at this time

· Commitment/ownership from the top

· Clarify expectations / roles/ responsibilities

· Protocols for communication

· Mandate to work together and make decisions (e.g. info sharing, joint planning) that also gives clear delegations

· Being clear about governance structures and processes of all players

· Take responsibility for mistakes or when things don’t work out

· Counter mis-information.
Communication Styles:

· While looking for answers to problems, don’t start a witch-hunt

· Keep lines of communication open but do not encourage false expectations – avoid mixed messaging

· Be honest and clear – even when it’s not what they want to hear

· Provide good, up-to-date information

· Investing in the relationship. Taking time to listen to each other

· Good communication using language they know

· Communicate with people through their mediums.
Personal Leadership of Relationships:

· Roll up sleeves and get alongside community groups

· Do what we say we’re going to do

· Matching the right person to the job

· Be willing to take on challenges

· Be the change we want to see in the world.

What are the most common trust busters in our cross-sector relationships?
· Dishonesty – unashamedly breaking your word
· Not being reliable – not keeping commitments/timelines
· Mixed messages – inconsistent information
· Un-researched information and making assumptions

· We can’t help because we’ll be setting a precedent

· Not being prepared to give real reasons

· Being embarrassed about who you work for

· Cost constraints

· Raising expectations early and then not delivering

· Not admitting past mistakes, so dance around the issue in the present

· Lack of communication or communication turning in to a one-way street

· Changing rules and criteria for schemes so people don’t qualify

· Not consulting 3rd sector on changes which may have a large impact on organisations

· Giving out wrong information or misinformation – gossip, rumours, wrong perceptions

· Not fulfilling promises

· Arrogance – thinking they know best

· Not being able to move beyond ‘talk fests’ and take decisions/actions

· Not meeting expectations – not following through on promises, thinking something is a partnership when by nature its not

· Appearing not to follow proper process/ being unfair

· Acting in self interest

· Political whims and changes.
What can we do to mitigate these trust busters?

· Better understanding of boundaries, listening to issues

· Understand why we’re not prepared to give real reasons, give advice on the implications of what could happen

· Be proud of who you work for, what your business/ group represents, better understanding of your business purpose

· Facing reality and making good, being upfront

· Better communication, frequency, timing, detail and quality – not over-promising
· Making workplaces safer – people feeling able to admit mistakes and move past them. Managers need to take the lead on this

· Ensuring policies and procedures consider all stakeholders when changes are proposed

· People working in policy and operations work together more often, frequently each area only see one side of the issues

· Robust policy and internal communication of policy.  Ignorance = training, deliberate = discipline

· Being clear about processes/structures

· Building in the time needed for establishing common goals/understanding

· Being well prepared 

· Developing a positive culture amongst staff

· Need to be clear about possible issues and how to deal with them
· Responding to media releases.
Applying the Lessons from the Trust Work to Projects 
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 lessons from the trusted public servant presentation and discussion.
	Which lessons from the Trust work could be applied to the example being discussed?
	What does this require of us? (As policy makers, in service delivery or on projects).

	Example: Working collaboratively to a plan
· Working to a plan – clear, scoped, assigned responsibilities, aims, direction, steps in process – tacit reminders

· Challenging – state position, clarifying issues

· Consistent messages – monitoring and review

· Clarifying and agreement at individual stages

· Training – owning problem as collective

· Evidence and consultation – feedback

· Not personal – use humour, be objective

· Be aware of political environment – other influencers and drivers

· Utilise other examples and good practice for reflection

· Understanding context for issue

· Honest communication.
	· Humour

· Openness and honesty

· Vulnerability

· Collective ownership and accountability

· Accept training and learning

· Integrity

· Planning

· Preparation

· Courage

· Commitment (to end goal).


	Which lessons from the Trust work could be applied to the example being discussed?
	What does this require of us? (As policy makers, in service delivery or on projects).

	Example: Service provision – changing investment
· Transparency – what’s known in public is different to what’s known inside government agency – need to be more transparent or not?

· Only an ethical issue if people can’t get the service which isn’t (at moment) a good use of public funds

· When is it a tension to attract people if you can’t fund them

· Contingencies need to be in place.
	· Cultural advisors get involved in contracting process to get best contract

· Make sure people involved in process as dissidents become lone voices from majority

· Need mechanism to know when it becomes an ethical issue and change this

· Consider why people don’t use a service when designing it

· Early involvement

· Opportunities created

· Look differently at service design: take services to where people are e.g. festivals, communities – talk to those government agencies going to festivals about what they are working on.

	Example: Service provision – changing investment
· Transparency – what’s known in public is different to what’s known inside government agency – need to be more transparent or not?

· Only an ethical issue if people can’t get the service which isn’t (at moment) a good use of public funds

· When is it a tension to attract people if you can’t fund them

· Contingencies need to be in place.
	· Cultural advisors get involved in contracting process to get best contract
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· Consider why people don’t use a service when designing it
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	Example: Team with review that is not favourable
· Evaluation team – external evaluation of programme not well connected with the players

· Defensive feedback – feedback report not well managed, tools and recommendations

· Project owner wanted 2 reports – 1 good, 1 bad

· Need to divide process and substance

· Managing politics of government change

· Maturity in dealing with non-favourable reviews.
	· Organisation look at evaluation more closely

· Develop a template process

· RFP signed off too early

· Get out of ‘blame’ cycle.

	Example: Difficult complaint that went to the media and Minister
· Communicate to the person clearly about the reasons for the change, “and this is our decision”, and then say if you want to go to the Minister it is your right to do so

· Pull clients in on process, show them the dilemma we are facing – “we have this challenge”

· Time pressure – take time to use communication more effectively

· Unpalatable messages are softened if there is a relationship

· Getting clients involved earlier before changes are announced

· Hearing the pain the person is feeling.
	No comments provided

	Example: Fund application

· Transparency

· Take care that the people helping with application are not too close to decision making

· Reports of applications, then peer reviewed: put on the internal web

· Importance of peer review

· Independent panel to make decision

· Before people consider applying: criteria made clear

· Declare conflict of interest

· Communicate that it is an oversubscribed fund – transparency of decision making process

· Link with other organisations (DIA & NZTE) to develop community capacity

· Take network co-ordinators out of decision making.
	No comments provided

	Example: Centralising Services and Funding

· Clarify criteria for funding allocation 
· Release weekly update on what is happening

· Is LSA working with MOJ and others?

· Look at CLCs sharing accommodation – ‘less flash’

· Reprioritise according to new resource levels

· Look at alternatives for provision in community

· MCA wants CLCs funding to stay high to relieve pressure on MCA

· Lawyers are trained to be litigious – get agreement before proceedings.
	No comments provided

	Example: In Housing & Community
· Connect into local and community agencies

· Use sponsorship of activities and engage with the activities
· Look at total picture of assistance e.g. via Northern Intersectoral Forum

· Co-sponsor community champion

· Police – connect with community

· Community Hall – use this and other places people naturally meet
· Tell people what you are doing

· Having information available via intermediaries

· Communication with employers. Job expo

· Make sure other government agencies have information about HNZC – sharing information.
	No comments provided


	Which lessons from the Trust work could be applied to the example being discussed?
	What does this require of us? (As policy makers, in service delivery or on projects).

	Example: Positions changing
· Clarify why positions changed

· Set expectations on boundaries for what is acceptable behaviour in future situations

· Set guidelines on what should be done if position changes – ‘no surprise’

· Reflect on previous discussions taken in terms of ongoing strategy

· Debrief frequently

· Transparency as early as possible.
	No comments provided


Case Study 2 – NZAID


This case study, and the workshops that followed, explored the experience of using an unfavourable audit report to improve NZAID systems while maintaining relationships with communities and stakeholders.

In mid-2007, NZAID was one of several government agencies that had its procurement and contracting rated as “poor and needing significant improvement”. This was at a time when performance expectations were rising and its funding had been growing by an average of 16% each year since NZAID was created in 2002. NZAID responded rapidly and decisively. It set about comprehensively strengthening its systems and capabilities, but did so in ways that protected its relationships and its reputation as a flexible and responsive partner.

This presentation looked at:

· How organisation-wide change was planned and implemented

· How internal and external stakeholders were brought into and along with the change programme

· What impact the audit findings and the subsequent change programme had for New Zealand  non-government organisations and their relationships with NZAID

· What lessons were learned from the change process and how these lessons are being carried forward into the future.
Below is a summary of the dialogue in the interactive workshops.

Workshop 2

Transferring lessons from NZAID case study to your agency’s experiences of balancing accountability and effective relationships with the ‘3rd sector’
.
Building the systems and processes that make auditing and accountability clear

· Bringing together policy and procedure in a clear business model
· ‘Induction’ – business process  needs ongoing training and development

· Briefing staff before audit interview

· Better funding project – developing business process manual, training /review, consistency/ aligning funds

· Important to be proactive and start building systems early – share learning with partners

· Identify models of good practice – don’t reinvent the wheel

· Involve 3rd parties for fresh eyes/ circuit breakers

· Do for core business what you would do for a project

· Processes that reflect risk involved and an appropriate audit level

· Balance admin cost per outcome

· Organisations own the problems and solution

· Policy in practice (practical and functional)

· Reward the right behaviour

· Keeping processes simple

· Periodic review of policies/ processes to ensure best practice

· Central repository for policies/ template.
Relationship with Auditors
· Engage with auditors early and the actual do-ers of the audit

· Managing communication well. Be there or be aware!

· Send clear messages about what the audit was/is about

· Keep communicating – ‘builds trust’

· Auditor understanding business model.
Public Servants roles with ‘3rd Sector’

· It is not too hard to be proud and document decisions and build this in to regular work. Documenting is being proud of what we do – not separate from the delivery of service. Document everything – keep good activity files and notes

· Agreed process of deciding what activities NGO have accountability for and what kind of scrutiny

· Work like it was being audited

· Reflective practice

· Learn from other’s learning

· Working together – shared goals, accountability developed jointly

· Achieving bottom-line compliance and maintaining relationships

· Scale and evidence required – different expectations depending on size of grant, size of organisations etc.

· Different rules are required for different situations.
Core questions or lessons to attend to
· Lack of peer learning from audit – internal learning opportunities

· Auditor’s perception of degree of risk compliance – have they got it right?

· Moving from compliance re: accountability to accountability that makes it real,  engagement with risk, not just complying to a ‘requirement’

· Can be a game: easy to get words right but do we feel accountability for doing our own work?

· Who are we obligated to:  legislation, recipients, public, other government agencies?
· Role clarity – serve the Minister. Passion with control

· If we are doing things differently from others (countries)? Why? What will audit think?

· Where does this fit with a reduce-bureaucracy push?

· Which government agencies show leadership or have capacity for processes?

· Would consolidation of ‘small’ funds for administration improve efficiency in some organisations?

· Is there room for failure? What about innovation versus accountability when failure happens?

Contracting as a Learning Process
	Applying lessons from NZAID to examples from the group
	What does this require of us? (As policy makers, in service delivery or on projects)

	· Is what’s being measured important?
· Teaching auditors about your business

· Adding in alternative milestones to KPI’s

· Use the contract as an educative process

· Publicity as right of grantee

· Responding promptly to audit issues and inaccuracies

· Unlimited liability clauses – does it go against how our relationships form? How far can we move these? Raise the question and make the change happen

· External parties cannot contract out liability either – public and citizens have a right. What doors are closed as a result?

· Lots of opportunities to challenge system.  More than one person keep pushing it’s worth it!

· Are we at risk? Averse to our own interest? Are other agencies experiencing the same? Advice from outside can make a difference

· Rational, clear documentation on file is the key

· Milestone reports from ‘providers’ – need multiple techniques, know well in advance when to report

· Fraud is a consideration when reporting is a problem

· Solutions: worked with a group to design report template, nature of ‘report’ writing may put people off – takes additional work to get them on to it

· Little control at region – done at national and therefore needed to penetrate the system to create change – 3 tier reporting structure


	· Writing up what we do and why we do it
· Build capacity in staff – develop minimum staff lists, use pictures to describe story and role, collate collage from our pictures

· Making sure we are proactive about the auditors understanding the business

· Share audit learning with other similar organisations

· What do stakeholders expect?

· Have there been criticisms?

· Guidance from OAG before commencing

· Keep documentation up to date throughout process, including all decisions.

	· Covered by good file reporting and documentation 

· Inherent tensions between top down and down up – local priorities versus national processes

· Evaluation of whether providers have delivered on objectives

· Government organisations still ‘trust’ that there is convergence in the vision

· Consequence statements re: lack of compliance – now we/ government state what the consequence will be if reporting not met. No further consideration

· Lottery Grants Board – UK have lots of work in this area, clarity in expectations, community need assessment (NZ T&E report), help-line for change to deal with new systems, work with partner agencies to distribute survey forms

· Clear understanding of responsibilities – procurement/ payment of monies

· Ongoing responsibilities for maintaining systems

· Department understands commitment that we are making

· Role of review process

· Relationship with umbrella contract

· Sequencing of contracts – to allow more flexibility

· How do you address systemic issues or exit processes?
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� From the GPIA Seminar Brochure


� i.e. This sector is made up of not-for-profit community and voluntary organisations. 


� i.e. This sector is made up of not-for-profit community and voluntary agencies. 
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