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Action Plan 202

Situation overview has. It is deemed averagely effective. Given ‘Why adjustment is necessary ~y Mission Management and coordination
Uidier sractine: LEEC Wi tesira recent substantial events - Including Covid- HBRC'S SiercBmmiaenbis THitngs , “Fit for the
< : IS under pressure i R ! Fitf ; :
P P 19 and Cyclone Gabyrielle - iUis not effectiveness. Future” A virtual “Fit for the Future”™ desk would

from the weight of expectations which have
increased inrecent years without adequate
adjustments to it's Strategic Pfan 1o reflect

: it i iy Ready for change: working within regional s ik
regional realities, such as resourcin Bl . OVer 4 i .
c%%ls?r;né Zrlwlclie: sshu;tec? O;)e@sg{;ir%: cgomext financialimits. HERCREES 10 S Ra S ??rg(lac':]neg cx]wmmltmem. A ‘ B lopp ;ijsg:tﬁogress and maintain momentum
L s ¥ L - A s e R lv r - “
HBRC was structured o deliver on it's (now E’é‘,’{é‘fé;’;‘ffﬁ'ﬁﬁiﬁ,f;"ﬁ mael;?; (g +  Priority orzercomrri'ltm,em: high expectations ~ e + Resolve isstes and mitigate risks.
outdated) Strategic Plan 2020-2025 which ; 2 gedr and hard to know what to'say “no” to \ where they i e i
was deemed an ambitious programme of community responsibility in some areas of SN0 U \ : + Provide financial projectians. medelling.
work that was placing the'biganisation under  58Vice delivery. Part of this appcoach wil *  Workload overcommitment: iension achieve the advice and Insights.
pressure and exposing it to réputational risk. - Nclude adjusting its operating modef to &e‘ j Hrgerk s lm_porltant PREEs. h ‘ most. . + Undertake financial fracking-and réporting
: " educate, equip and empower those outside : anagement overcommitment. (00 muc \ « Prepare quarterly reporting.and monthly
+ Doing okay, all things considered: HERC upward delegation, inefficient match of skills . ‘ :

is reasonably efficient with the resources, it

surprising that it has been knocked out of
shape.

of HBRC, including stakeholders the

«  Financial overcommitment: excessive
pressure on rates and the debt ceiling.

and responsibilities.

\
3
\

Provide centralised scheduling.
coordination and-eversight of actions and

dashboard updates for ELT, councillors:
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community.
The plan in action \\ Actions Key: EA - Fssential \‘
N S |
Resourcing is geared to deliver to the ' o Riconadin and Dirocar counall Saleia 10 ke price »  Performance improvements ;
current strategic plan, which is out of EAT: New Strategic Plan with sharper, fewer priorities and an p”OfiIleSe;’e ;” prOSwedUm ?bU io'ml r'e\; o ll'r‘g its priorities «  Positive crganisational engagement and
sync with today's needs and contains  Refined organisational \1vreasingly delegated service delivery mode! RO edg'u s rommur?n feedback \
priorities which are generating greater purpose EA4. Engage communities and the organisation - connecting the Aregion and stafszW1néct o a¥1 d undersianding HBRC's i Posltive community engagement and N
i e 2 { staff 1o ts work and s S : 3 : i ! 1de
g:a':::'e‘g on services than can be reglon and wider HBRC staff (o its work and sucoesses benefits (to the appropriate degree for their connection) Le:ag)back {including Increased confidence.
; «  Anagile organisation with enduring financial strength o Fewer overruns — time. budgets %
HBRC h:sl?ot adegtdsalz'lgvac'i_‘ltused EA2: Adjusting service levels and service delivery model -  Increased community responsibilities and involvement in some areasof HBRC'S «  Community engaged in defivery of some
ol uic:e at'e veg (@ b w?th‘ "Active” organisation delivering services within resolrces. incressingly delegated operation services §
fxesoupecrci 'onfi)mita?igen? ni?ulaﬂ priorities community involvement »  Rolesand responsibilities, accountabilities are re-geared to deliver priorities *  Cost savings / considerations being
when ?()grmes o ad;egaor y EA3: Develop and apply modelling of expected impads of «  (Capability and capacity are appropriately allocated ac'oss HBRC realised
circumpsrtances change changes before they are applied «  Service level and delivery model adjustments operate within resourcing « Increased confidence inside the %
«  The ability to make sound decisions based on measurable insights organisation §
HBRrC m;‘m;;mﬁegrzzmhg‘m S2: Increase decision-making supports, reduce ransactions *  Robust training and decision making framework/s are enabling better decision = Decrease in (decisionsefated) bottlenecks §
e n_ecf y:‘ 'ia id 9 f support active and robust decisionmaking throughout the making, minimised upward delegation of decisions and decreasing fear or (resulting In fewer missed deadlines, ess
%’gag;’?o':g denetr:: i:set:mmo g Inpro;c:d@cisn;- organisation decision delays internal/external frustration) '
y b4 S3: Improve councillor onboarding proeess- applying past «  Wellinformed incoming councillors who feel confident in their understanding of = Positive feedback from incoming \
delayed and/or upward delegation of
decision making leanings, a mere comprehensive process HBRC councillors §
c ; e : : o Joined-up systems across Business units . :
Wmi?inghgﬂg;mﬂfdl? °§h‘.'ng§;‘ S1: Tier 3 connection - weaving logether operational capability . :;mrea:;ed or;w)ltz;iuonal:re?mhrg;g acrcl)ss bcés:r:ress U: S od ional «  Increased delegation from 72 to T3 §
priorities has unintentionally shifte attier thee ressures 0 organisation being released through joined-up operationa Increase in peerto.peer problem sohving
HBRC into siloed behaviours, which is Graaler ol <i- Allermennical ndrtiostElcraanisation neads ard problem solving, ICT innovation and technical priorities and organisational Dec ICT submissions:backl
¥inding to Iesod opp amNes Y1 el “’“DU‘C?”Q ; 3 floges alpnnent Incrqr::ii?j ISnderss:a gﬁ;(gfbic;];f:)?m oS %
joined-up work across and between 2 : : : - Greater clarity and involvernent in ICT priority setting across the organisation : S AEOINg Al
business units S5: Balance the emphasis on I€T innovation leading 10 efficient project sequencing and prioritisation ?ggguiggfc (less duplication. fess S
] &
. gos QW1 A ‘nextgen’ model for Land and Environment = Resources are being used more efficiently (including increase in onetomany)  «  Cost savings are being realised. measured, \
‘ Sﬁ;'e cm;:sp'w:e:dw“:(g'd o QW2: Streamline State of the Environment reparting «  Cost savings are being achieved and operations are less resourceiniensive and reported on §
‘achie\;m:sc:'s‘t-saﬁn ?”i"ju | Declutter internally, QWa3: Harness the power of data and infermation «  Community involvement is enabled In specific. Identified areas «  Operational efficiency impcovements are §
compromisin sl:ﬁo requirements mm emmlo" QW4: Increase collective responsibility for financial success «  Changeswithin business units align closely to the reset strategic priorities being voiced by staff and contributing to
Olln'o::' b pri%rity actgities oo, ‘ QW5: Tune Works Group's emergency responseand improve. = HBRC has Increasingly improved access and use of its data and information more joined-up delivery
discontinued altogether connections « Al levels of management have a firm understanding of financial considerations. *  Improved cashflow management Is enabied \
QW6: Actively pursue further financial savings oppostunities and their responsibilities through increased contract visibility \
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\\

n?/ing’ of Actions

I!

Timeline Key Milestones Actions and Activities
Activities are the tasks which sit under each action, and are shown as bullet points, below.
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;,f 202! 5 Action Plan Sharper, fewer priorities Weav/ng together operational capability at tier three
2 * A new Strategic Plan with tight priorities and clear seqvice level guidelines « Establisnment group sets up a tier three structure and how it will operate {ToR. e
N\; Virtual Desk «Strategic Plan sed (o quide the 2027 LTP process « - Planning/direction document identifies *projects” and “reqular items” for the umup for year 1
§ Set up for monitoring e
| ahd coordnation, Deljvering services within resources, increasing community involvement ppart active and robust decisionmaking throughout the organisation
h_ \ * Repurpose the levels of service process and roll'out in two phases throughout HBRC (including use — « Streamiline the ELT agenda s
Q Strategic Plan in'the Strategic Plan process) starting with priority areas = Enhance Quarterly Leadership Forum 2
Sharp, defined priorities * Caonsider and corsult (internal and external) on changes o Levels of Service and delivery model * Implement decisionmaking training and develop decision making frameworks e
§ « ‘Implement changes (incl. engagement. transition planning. etc.) « Review and reduce/sireamline meetings and workshopsto ersure that they are as irtentional
§ Levels of purposeful and efficient as possible;
Service Modelling impact of changes before they are applied r onboarding process
Identified changes, « . Setup and test scenario modelling to support levels of service (above) ngs to improve onboarding : s
Q supported by modelling Set up-a Fit for the Future dashboard to track cost savings across the programme + Improvement and, up-weight incoming councitior briefing process. including feedback from
- « Develop use of modelling within HBRE to support changes to service levels existing councillors and standardised 'rules of engagement” between councillors and ELT
Q Impl e ntation « Include enhanced HBRC specific financial, decision making and governance training
AR N N N N e S R S NS e e e e SR . T S S A B S I F IS FF G G SR FEFLRRIN IR ST S 2 m S S5 {8 S - S S N e R R
! . Plans #: . Sk 25 AR
Including roll-out of &ecml g u’e reg’on an! 5’!0 M ls_ mar! an! successes end ' :
adjusted levels of « Fit for the, Future everarching Communications Plan « Extend financial lrammc and visibility across HBRC
g : : g Y
: service across HBRC, .« Actionspecific engagement plans to support changes and engage with key audiences « Introduce consequences for when internal best practice quidelines are not met
§ resourcing
requirements, QW1: Imple od . 0
mea a raent e Ve !I'Oﬂ er Of nisationa connea Oﬂ !0
surement and A nt method of delivery S ger organisational ion to ICT
B reporting = High'level deseription of changed operating model Implement a crossorganisational ICT goveraance strudure ("DGB”) to align technical pricrities
\ «  Stakeholder and community engagement to organisational needs and resaurcing.
N Ql.liCk Wins « Final proposal and operational detail » Support / establish staff training: on new digital platforms
-y ‘ Pert. = “Transition Plan-and: Risk Management. Plan  Simplify. consolidate and integrate the technology “stack” s
Q s mm’”;s o » Monitoring and measurement « Digitise, streamline and automate servicesto unfock efficiencies and savings > 2
nceme. m
\ m nN
N ancial benefits (begin) Qy , ]
§ being realised through  Adjust pra aioes t0 make best use of resources a 0 Inlegm(e into new science strategy Un/eash//y ICT for innovation and real time prob/em solving
b '‘quick win’ activities, » "Provision of SOE reporting that adds tangible value to the delivery of HBRC sefvices Establish the (CT Innovation Lab (with innovation sprints), and the JCT/CoDesign Lab
Y some within multi-year - Siability and sustainability of the Science Section and Its services « Generate associated work programmes:and governance / prioritisations (facilitated by the DGB)
N programmes - - - b i —— : « Establish 'release from BAU' process for affected staff to appropriately resource innovation
N v 2 P f ion sprints, continuous Improvement, and innovationrelated initiatives
h ‘ + Establish monitoring and regular reporting process to DGB.
. .mge opportunities for "quick win' realisation (monitor, repon)
Q Annual Plan - Create an enterprise.data strategy (o streamline and provide greater access to data, information and
S Supported by work platforms - mukiyear programme)
g prior to pmcyes « Generate implementation plan which includes identifying resourcing required to support delivery v
N o 2027 LTP | Wor i s awe:Aa fur
N deveoltf)’pnml le re ine elements of Works Group to improve G ncy Comlnw Deep Dive mvest@anom _ s s
\ Reduced scale, < Comparing Works® emergency.response to two, other regions.: |dentify changes and roll ot *Roll out changes / complete recent and identified financial investigations - including suth areas \ 2
™. begins size and cost « Create and disseminate strategic rationale 'statement” for Works Graup (online, presentations, etc,) as: reserves and internal loans, sourcing and procurement, contractor vs.consultant m
N il/June * Improve connections and understanding of Works Group including through case studies, site visits = Normalise and regularise deep dive investigations in areas such as: forestry, annual leave b
P 9 p g g 9 P g Y
§ 2026 *. Scoping and pursuing régional shared service opportunities balances, budget overruns, elc /
™
AR EGRS G R NGNS N RS RSN SONNSNONNNNS P PP FF o F F P PR S S MY /
§ Actions. Kev: . Essential Actions (EA) . Quick Wins (QW) - Supports (S) /
§ ¥ Milestone / significant pieces of work Finite projects (sometimes multi-year) within which ‘wins’ can begin to be realised quickly Perpetual stiructures to enable success
O N N N N N N N SN N N OO NN NN S AR F S SO N NSO F NI N RRETERy N & §f 27177
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FIT FOR THE FUTURE ACTION PLAN | AUGUST 2025

Hawke's Bay Regional Council

Fit for the Future Action Plan 2025-2027
August 2025

Disclaimer: This report has been prepared based on information provided by third
parties. While every effort has been made to ensure the accuracy and reliability of
the data used, Alacrity Lab cannot guarantee its completeness or correctness. The
findings and insights presented in this report should be considered in conjunction
with independent verification where necessary. Alacrity Lab accepts no kability for
any errors, omissions, or decisions made based on this report.

Alacrity Lab

Wellington, New Zealand
www.alacritylab.co.nz
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FIT FOR THE FUTURE ACTION PLAN 1 AUGUST 2025

Introduction
Background

This Fit for the Future Action Plan follows on from the recently completed
Fit for the Future Report which outlined the proposed direction for this
efficiency and effectiveness work and was adopted by the council in July
2025.

To recap briefly, we found a functioning but under pressure organisation as
a result of major and uncontrollable events, particularly the COVID
pandemic of 2020 and Cyclone Gabrielle of 2023, and the aftermath of
both. We described it as “knocked out of shape” by the pressures
generated by those extraordinary events with the need to restore HBRC to
a more balanced, poised and resilient operation.

Our assessment was that the organisation's situation showed some
conceming characteristics such as high rates increases and debt levels,
relatively high staff tumover and very modest levels of internal and external
confidence. Our central conclusion was that HBRC is and has for some time,
been an over committed organisation with too many priorities, too
responsive to sometimes insufficiently substantiated demands, in a rapidly
changing context, paid for by a relatively small ratepayer base,

As we commenced our work the council decided to remove $5m of cost
from the operation and this provided some breathing space to consider
and implement the more fundamental changes that are required. In
particular, it meant that an urgent “restructure”, and the protracted

Page | 4

disruption that goes with such an action, would not be necessary so long
as the proposed programme moved ahead at pace and with conviction.

Significant further cost savings to minimise duplication and overlap — what
could be termed ‘wastage’ - have been earmarked, but they will be
insufficient to alone achieve the rebalance being sought. The overall
workload of the organisation has to be pulled back within resources, also
allowing resources to support greater agility and responsiveness in what
will be an uncertain future.

We concluded that five shifts (or changes) in the operation and
performance of the organisation were required. This action plan is built
around those five shifts which we first introduced in the Fit for the Future
July Plan, and which are described again in this document.

By any measure, a lot was achieved by HBRC in the face of the monumental
challenges of the last few years. The extreme pressures meant that some
aspects of good organisation practice had to be jettisoned in the interests
of just “getting through”.

Some of our recommendations involve restoration of abandoned practices
(or adaptions of them) and introduction of new practices. Some of our
recommendations include developments already being considered by
management but not so far decided or put in place.

Item 6 Fit for the Future Action Plan
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This work also provides a ‘vehicle’ for some of the practices or
opportunities that staff have been considering to be connected together,
providing staff with a clear mandate to action opportunities in a cohesive
and connected way.

The target is to complete this work in time to support the 2027 Long Term
Plan (developed in 2026) so that it becomes part of the framework of the
organisation going forward. This means swift work on the required changes
for the rest of 2025 and 2026. There are also a number of ‘quick wins’
which can be realised through the process, which is a key contributor
(alongside a small number of other pieces of work HBRC is undertaking) to
improve HBRC's efficiency and effectiveness.

3 - J {
4"5%!#7 fal
‘ i -

Qutcomes

Mission “Fit for the Future”
To focus our resources where they achieve the most.

This mission involves some reshaping of the organisation, specifically:

o Fewer, tighter and strategically selected priorities to control
excessive demand on the organisation.

o Tighter levels of service to operate within resources, but also to
make space for partners to contribute to the work of the council.

* Stronger emphasis on operational disciplines.

¢ Investment in systems and processes that enable staff to be more
productive and, where appropriate, support and enable the work of
the community in assisting with council priorities.

Page | 5
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Figure 1: Key outcomes

1. A confident and
delivering on its priorities

2. A coundil trusted by its

community and grounded
in regional realities

3. An agile organisation

Page| 6

The council knows what it wants to achieve and is
actively doing it.

Confidence is achieved through competence, clanity,
and self-assurance in decision-making and actions.

“Effective” means that the council gets results, not
just talks about them.

“Delivering on its priorities” meaning that it has a
clear plan and follow-through.

The community sees the council as reliable, fair, and
acting in their best interests.

“Grounded in regional realities” meaning pragmatism
— decisions are made with full awareness of local
constraints, opportunities, and context.

Trust and practicality are equally valued.

HBRC is viewed as an ‘enabler’ of the community in
key areas.

The organisation can adapt quickly to change.

“Enduring” means its financial health is stable and
sustainable over time.

Agility and financial strength are complementary —
flexibility is supported by a secure financial base.

Strong governance and leadership are in place.

The council is well-organised, focused, and making visible
progress on agreed goals.

A council affirming existing strengths and commitment.
Priorities and service levels in line with available resources
Reduced staff turnover

Greater agility and flexibility to respond as required

HBRC listens to its community and earns its confidence.

HBRC doesn't overpromise — it works within real-world
limits while still delivering value.

There's balance between aspiration and realism.

Higher levels of staff and ratepayer confidence

HBRC has the capacity to pivot when needed without
jeopardising financial stability.

It is both resilient and future focused.

Sound financial stewardship is a core strength, not a
reactive necessity.

Item 6 Fit for the Future Action Plan
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Current Situation

Situation overview Ready for change

Working within regional financial limits, HBRC needs to sharpen its

Under pressure priorities and deliver what matters most. HBRC seeks to encourage greater
HBRC continues to struggle under the weight of expectations, which have community .re.sponsibilit).r in SOe roas °f service delivery. Part of ﬂ.‘is
increased in recent years. Its strategic plan no longer adequately reflects approach will include adjusting its operating model to educate, equip and
regional realities such as resourcing constraints and a shifted operating empower those outside of HBRC, including stakeholders and the

context and requires urgent review. community, to share in the many challenges the council has.

We also found an organisation that had lost shape with less than desirable Core Problem

internal cohesion. Role overlaps between governance and management,

upward delegation of decision-making with resulting bottlenecks, and Why acjustment is necessary

insufficient emphasis on operational disciplines in some areas creating HBRC's overcommitment is limiting its effectiveness.
operational difficulties. o Financial overcommitment: excessive pressure on rates and the debt
ceiling

With the financial and people capacity of the organisation “maxed out” to o ) )

meet demands, there are few resources to effect change. In rebalancing the * Seryncmg overcommitment: over-reliance on 1:1 or one-to few

demand and resource equation, the need for resources for change needs delivery model

to be considered. e Priority overcommitment: high expectations and hard to know what
to say “no” to

Doing okay, all things considered

We found HBRC to be reasonably efficient with the resources it has. The e Workioad overcommitment: tension betwesn ugent and important

respondents to our research rated HBRC to be averagely effective. Regional priorities.
councils cannot stand still given their constantly changing environment and e Management overcommitment: too much upward delegation,
demands. inefficient match of skills and responsibilities.

It is believed that adjustment should consider pulling HBRC back further
than a ‘just balanced’ position, so that it has capacity to make changes as
new challenges arrive in years to come.

Some quick stats from interviews (people inside and outside of HBRC)
provide a snapshot of its perceived efficiency and effectiveness:

o 48% of respondents believed that HBRC is averagely efficient.
e 57% noted that HBRC is above average in terms of its effectiveness.

Page | 7

Item 6 Fit for the Future Action Plan Pagell

Attachment 2 Item 6



Fit for the Future Action Plan

Attachment 2

FIT FOR THE FUTURE ACTION PLAN | AUGUST 2025

Shifts

Five “shifts" in organisational practice which would address the core
problem of overcommitment have been agreed. These have shaped how
the actions have been identified and the outcomes they are geared
towards.

The five shifts are:

Refined organisational purpose

There was overwhelming support for a clear purpose, but when asked to
define HBRC's purpose, there was significant variation between
respondents. Environmental protection was most frequently offered, but
community resilience was often mentioned. Our take is that community
sentiment is moving towards resilience and HBRC needs to consider how to
respond to this current expectation, in how it presents itself to the
community and its priority focus areas.

“Active” organisational priorities

The overcommitment problem is a product of inadequately managed
demand. Qur research showed that some of that demand arises from a lot,
or too many, priorities. It also arises from generous levels of service. This
shift involves tightening priorities in line with the purpose, and more active
management of levels of service to stay within available resources.

Page | 8

Confident decision-making

Pressure from overcommitment can lead to over-cautious behaviour and a
tendency to delegate upwards to avoid risk. Our take is that this has
translated into slow or even deferred decision-making and reduced
innovative thinking. The shift involves sharper decision-making at both
governance and management and greater operational delegation to Tier 3.

Greater integration

HBRC has become noticeably vertically rigid. This is assumed to be a
defensive response to recent risks and pressures. Such rigidity limits access
to the talents, knowledge and experience of the whole organisation to
apply to problems. This shift involves greater horizontal integration,
especially at Tier 3.

Declutter internally, delegate externally

There is evidence of some operations either duplicating or overlapping.
This produces wasted efforted. This shift involves identifying and
eliminating this wastage and, in some cases, moving some services or
functions outside the organisation.

Item 6 Fit for the Future Action Plan
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Actions Overview
Actions to realise the shifts have been identified and grouped into three
categories:
+ Essential Actions (EA)
o Milestones / significant pieces of work
* Supports (S)
o Durable structures to enable success
* Quick Wins (QW)
o Finite projects (sometimes multi-year) within which ‘wins’
can begin to be realised quickly.
Page | 9
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Connecting Actions to Shifts

The actions connect to the agreed shifts, as shown below:

Figure 2: Connecting Actions to Shifts

Resourcing is geared to Perf:x 'ts
deliver to the current EA1: New Strategic Plan with sharper, A confident and purposeful coundl delivering to &pi uyc ': orE anisational
strategic plan, which is fewer priorities and an increasingly its priorities en gt and
out of sync with today's  Refined delegated service delivery model Priorities are all grounded in regional realities ; 9‘“‘;’""
needs and contains organisational  EA4: Engage communities and the A coundil trusted by its community Positive community
priorities which are purpose organisation - connecting the region and A region and staff connected to and en tand
generating greater wider HBRC staff to its work and understanding HBRC's work and its benefits (to " gag"  Gincludi
demand on services than SUCCesses the appropriate degree for their connection) Me—— - d::e'
can be realised trust)
An agile organisation with enduring finandial
strength
HBRC has not adequately . . Fewer overruns - time,
adjusted service delivery EA2: Adjusting service levels and service !nueased mmmﬂy f nsiuiue's o ) budgets
) - . . involvement in some areas of HBRC's operation . .
(and relevant delivery model - delivering services within Roles and 1 ibilities. accountabilities are Community engaged in
expectations) to operate “Aclive” resources, increasingly delegated ared tl : delF SIS s'it' delivery of some setvices
within resourding organisation  community involvement re-ge il ::‘ d c;va ?"c::e'? iatel Cost savings /
limitations — particularly priorities EA3: Develop and apply modelling of alloc' ate;y . :;CRCW PPIoF y considerations being
when priorities are expected impacts of changes before they 'ele;éa:\scldelive model 33 - realised
added or circumstances are applied operate within tesoutci:\yg Increased confidence
9 The ability to make sound decisions based on inekde the orgenisaion
measurable insights
Page | 10
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HBRC has been intensely

_ff_t’ (ﬂi’} ’_l"*"

savings opportunities

understanding of financial considerations and

their responsibilities

. . Decrease in (dedsion-
scrutinised over recent S2: Increase decision-making supports, - . .
and throughout reduce transactions - supp:?t x':::': and Robust training and decision-making related) bottlenecks
tho, o;g anisation therels B8 robust decision-making throughout the framework/s are enabling better decision (resulting in fewer missed
id P —— d edsl‘ 3 oraanisation making, minimised upward delegation of deadlines, less
confidence inst i by ki Sa'glmprove coundilior onboarding decisions and decreasing fear or decision delays internal/external
delayed andfor u pf’ - applying past learnings, a more Well-informed incoming councillors who feel frustration)
deleqation of doc'hlon comprehensive Drocess confident in their understanding of HBRC Positive feedback from
mal.dfg g’ . incoming councillors
Joined-up systems across
Managing a large ; - business units
folio of u Ln:srit:s:sdu?‘?:anonal streamlining across Increased delegation
priorities has $1: Tier 3 connection - weaving together - ; fromT2to T3
) . ; Pressures on the organisation being released ) i
unintentionally shifted operational capability at tier three through icined-up operational problem solvin Increase in peer-to-peer
HBRC into siloed Greater $4: Align technical priorities to s 9nJ B an'; t:’;m.c " ﬁ':mes e 9 problem solving
behaviours, which is integration organisation needs and resourcing organi satm |iona| needs ali nm:“ Decrease in ICT
leading to missed S§5: Balance the emphasis on ICT 9a . s 319 . . submissions backlog
X : Greater clarity and involvement in ICT priority )
opportunities for joined- innovation . - ) Increased understanding
setting across the organisation leading to .
up work across and oificient naciect secamnding and nitodsation of ICT priorities across
between business units project seq "9 prionti HBRC (less duplication,
less frustration)
QW1 A "next-gen’ model for Land and Resourqn are bemg used more efficiently Cost savings are being
: (including increase in one-to-many) )
Environment . ) . realised, measured, and
Some current practices QW2: Streamiine State of the Cost savings are being achieved and operations reported on
within business units can Envlu-:nme s i are less resource-intensive ational efficien
be adjusted to achieve Declitter QW3: Hamess the| n9 f data and Community involvement is enabled in spedific, o cy
: power of dataa N improvements are being
cost-savings without L., information dentified arsas voiced by staff and
compromising statutory 3 } . i Changes within business units align closely to oo
delegate QWA4: increase collective responsibility for T contributing to more
requirements. . the reset strategic priorities - .
externally financial success . : ) joined-up delivery
Other low priority QWS: Tune Works Group's HBRC has increasingly improved access and use Yaneoved cashilow
activities could be . ) se and improve cgn .o;g;ncy of its data and information magemem is enabled
discontinued altogether le 6: Actively pursue further financial All levels of management have a firm through increased

contract visibility.
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How it will work (high level sequencing)

Timeline

Acgust
2025

vi 1

(it}

Py
S

)
&

Key Milestones
Action Plan

Virtual Desk

Set up for momroring
and coordination

 Strategic Plan

Shawp, dofined priocies

. Leyels of

Service
Ideantied chonges,
mppord by modeliing

Implementation

. Plans
Uncluading rofbout of

odjurted levels of
service across HBRC,
reveurcing
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Confirming the approach: Action Plan
Actions and Activities (this document)
¥
Setting up the programme: Virtual Fit for the Future Desk
Central coordination, tracking progress, retaining momentum, resolving issues and mitigating risk, provide reporting, insights.
+
Setting the (draft) direction: Strategic Plan Draft
Identification of priorities and service level expectations through ‘options’, Identification of areas where community
involvement and/or service delivery model may shift to increasing community participation.
¥
Testing the adjustments: Levels of Service Modelling

Modelling of the likely impacts against ‘options’ across affected areas of HBRC.
¥

Confirming the direction and service levels: Final Strategic Plan

Bringing together the information on adjustments to service levels, the appropriate balance is reflected in a final Strategic Plan.

¥
Gearing up for delivery: Implementation Plans
Detailed implementation (completed by HBRC)
¥

Implementation
Realising quick wins and establishing longer-term work and support structures
+
Application and development/advancement:

Annual Plan, Long Term Planning Process
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Essential Actions

Essential Actions are milestones and significant pieces of work.

Essential Action 1: New Strategic Plan

. i
At rily laly.
i / -

Sharper, fewer priorities

Expected outcomes

A strategic plan that gets the organisation back onto a strong
strategic footing.

A strategic plan that resonates with staff and stakeholders alike.

Indicators of success

Stronger sense of purpose and direction.
Performance improvements,
Positive organisational engagement and feedback.

Positive community engagement and feedback (including increased
confidence, trust).

Why is this important?

¢ In recent years HBRC has operated on a “needs must” basis as a
result of the immense pressure exerted by adverse events, This
needs to change to a more strategically driven organisation.

e ltis difficult for stakeholders to collaborate with HBRC if they don't
have a strong sense of its purpose and direction.

e It has been clear that the preferred way to drive change begins with
an updated Strategic Plan which can then cascade down through
other processes and planning documents.

Considerations
e The current strategic plan is out of date.

e There is limited evidence that leaders have a shared and intuitive
understanding of the strategy.

Page | 13
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There are indications that stakeholder expectations of regional
councils and HBRC have been changing as a result of changed
circumstances.

Stakeholders believe HBRC has too many priorities and is not clear on
what it will and won’t do.

Stakeholders believe that there is a lack of shared internal vision at
HBRC about what is important, particularly Cyclone Gabrielle vs BAU
priorities, with 69% stating that they believe that HBRC is more
focused on the urgent than the important.

What needs to be done

An accessible plan - boiled down to a strategy on a page.

Strong purpose - more mission (focused) than vision (open ended).
Fewer and sharper priorities.

Clear statement of outcomes.

Built on best possible contextual analysis.

Page | 14

Activities

A new Strategic Plan with tight priorities and clear service level
guidelines

Identify high level purpose and direction (including levels of service
signals) in an externally facilitated workshop with councillors.

This would be considered in the context of government expectations.
Levels of service signals are developed as “options’ for modelling,
meaning testing the impacts before confirming the option.

A draft plan, guided by the parameters, is generated by ELT.

Levels of service considerations are applied to the draft plan “options”
and anticipated outcomes are identified (e.g. cost savings, staffing or
delivery model changes, etc.).

Councillors consider the findings of the modelling and agree changes
to levels of service.

Draft plan takes in changes and findings from modelling decisions,
into a final Strategic Plan.

Strategic Plan used to guide the 2027 LTP process

The priorities of the strategic plan would then flow through to LTP
2027, or for earlier implementation where possible.

Supporting actions, such as Essential Action 3 - develop and apply
modelling - will also support the LTP process.
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Essential Action 2: Adjusting service levels and service delivery model

Delivering services within resources, increasing community involvement

Expected outcomes

Clarity of role and purpose through a clear definition of what HBRC
does and doesn’t do.

Roles, responsibilities and accountabilities are re-geared to deliver
priorities.
Increased community responsibilities and involvement in some areas

of HBRC's operation (increased enabling of community interests by
HBRC).

Capability and capacity are appropriately allocated across HBRC.

Service level and delivery model adjustments operate within
resourcing.

An active and agile organisation as a result of tight discipline on
levels of service.

Minimised demand-driven scope creep through tight discipline on
the cost of services.

Reduction of budget over-runs by correcting for optimism bias in
setting service levels and budgets.

Stronger budget control mindset through transparent cost control
information.

Service levels and high-level budget control in the hands of ELT.

Indicators of success

Fewer overruns - time, budgets.
Community engaged in delivery of some services.
Cost savings / considerations being realised.

Increased confidence inside the organisation.

Why is this important?

In many ways, the Levels of Service adjustments are the critical
mechanism which HBRC will use to focus its resources where they
achieve the most.

While the strategic plan prescribed in Shift 1 would determine
purpose and direction, a further mechanism is required to translate
those intentions into operational form.

Such a mechanism also needs to be able to shape and size the
nature of operations to meet both the strategic intent and the
available resources of the council.
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Considerations

Tighter control over service demand and maximum service levels is
required.

Balance is required between these dimensions for an effective service
portfolio. Too much open-ended response has resulted in too many
priorities.

An enabling model of operation, involving a shift from 1:1 service
delivery models to one-to-many models. This includes enabling
greater community contribution to complement the HBRC
contribution.

The current Levels of Service exercise undertaken as part of the LTP
development tends to leave too much room for overservicing.

At an operational level, it is difficult to say no, and levels of service
specification will provide the justification.

Besides rebalancing existing service levels, the levels of service
process could be used to actively triage new services and changes to
service levels “in-flight”.

What needs to be done

The current levels of service process needs to be adjusted for this new
purpose.

It needs to operate independently and take place prior to the LTP
process.

It needs to feed directly into the ELT so that strategic resourcing and
service configuration decisions can be made, even in real time, if
required.

Page | 16

The levels of service process requires a modelling component so that
the financial impact of changes to service settings can be evaluated
against options being considered and used as an indicator that
proposed changes are likely to have the desired effect.

o This modelling will likely require additional resource to
establish and develop.

o Itis proposed that this modelling system will begin with a
more fundamental model focused on key areas and metrics,
only. See Essential Action 3 for the proposed ‘phased
development’ approach.

Mapping of existing service levels, including understanding what is
fixed versus what can be adjusted, will need to be provided by
relevant business units. Resistance to change needs to be challenged.

Operational oversight of the levels of service whilst “in flight” will
triage proposed changes to services,

The three most important dimensions for calibrating levels of service,
are:

o Active service v passive response — the level of resource
the council puts into a service and its expected reach.

o Sole responsibility v shared responsibility — the services
or parts of services for which the council takes full
responsibility and those where it takes partial responsibility
or none at all.

o Fixed v agile — the extent to which the council is
committed to long term resourcing responsibilities such as
infrastructure, compared to more short term and tactical
interventions.

Item 6 Fit for the Future Action Plan
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Activities

Repurpose the levels of service process

Map

Adjusting the levels of service methodology towards greater focus on
minimising overservicing.

Define who is involved and how - councillors, ELT, operational
managers, analysts and corporate finance.

Repositioning of the process in the planning cycle to meet new
needs.

service levels in key areas to support modelling

Identify (through the Strategic Plan draft -~ service options) the key
areas for service level adjustment consideration.

Map services in these areas to identify what is a statutory
requirement of service vs. additional services.

Identify the key metrics required for decision making against the
options being considered (e.g. key financial information,
understanding of obligations).

Mapping would likely comprise two phases of development
(explained further below) where the first phase is more manual and
specific, the second phase expands into more detail.

This task is likely to require additional resourcing to re-shape
current processes to meet the needs of the organisation and the
timing required for application. For example:

o Phase 1 development of the model could provide
reasonable information to support decision making at a
high level. The appropriate level of management can then
make decisions as to exactly how the service adjustments

_f.'{nnﬂfj ’:“‘5*

could be realised through implementation - the modelling
is firstly about providing good indicative information to
decision makers that the adjustments they are proposing
will likely have the desired affect (e.g. likely cost savings vs.
likely cost increases).

o In Phase 2 development of the model, this mapping could
expand and/or become more detailed to further support
the LTP process and more active management of
organisation priorities.

Information additional to financial indicators would include
whether the service level is core to HBRC's operation
(meaning required through organisational documents
albeit additional to statutory obligation) or one that is more
easily adjusted. Please see Essential Action 3 for details
about how this phased approach could be developed.

e}

Consider and consult (intemal and external) on changes to Levels
of Service:

Specify potential adjustments in each service
Run modelling against options to evaluate best effects

Consider compensatory actions that might be required to get a net
gain position

Work with councillors to agree changes to levels of service, especially
in areas with significant “customer” impact

Consider operational impacts through Tier 3 feedback, especially
when changes are applied at the Business Unit level

Consult with stakeholders as required

Roll out adjusted levels of service

Page | 17
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Essential Action 3: Develop and apply modelling

Modelling impact of changes before they are applied

e This will produce "active’ organisational priorities which can be scoped

Expected outcomes to fit within available resources.
e Service levels are well matched to resource availability. e Optimism bias around budgets and outcomes need to be tempered
¢ Modelling can support good decision-making. with realistic financial modelling.
e Over-runs and additional money requests are minimised / managed * Budget overruns undermine organisation discipline.

to ease pressure on overall budgets. .
g Considerations
e Conformance to cost budgets becomes the norm.
¢ Having a model which can consider changes to key variables, are

required to realise the Levels of Service essential action. In particular.

Indicators of success o Financial modelling will play a primary role in
management control of costs and programme-by-

programme analysis will help staff control costs.

¢ Decision-making on service options is improved.

o Fewer overruns - time, budgets

o Cost savings / considerations being realised 5 Services modelling - meaning an understanding of how

e Increased confidence inside the organisation services are currently delivered (including statutory

requirements) - and the ability to understand the likely
Why is this important? impact of changes, before they are made (high level
e The proposed levels of service process is only meaningful if it is indication).
accompanied by accurate resource and financial modelling. o Service levels must align with the organisation strategy.
e Use of options is a useful methodology for refining service levels and
costs.
Page | 18
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¢ This could quickly become very involved. Expectations should be
clearly set that this modelling supports good decision making, but it
cannot seek ‘perfection’ — it is an advanced indicator of likely
outcomes. For example, its development must balance information
needs with time taken to identify them. Over time, it's capability can
advance.

What needs to be done

¢ A robust, purpose-built modelling system needs to be established to
test proposed variations to levels of service. Standing up a model of
this nature is likely to require additional support and/or resource to
develop, apply and get operational.

e Besides building level of service models, a monthly dashboard would
be required to report on progress from a financial perspective and
provide live management information. The level of reporting should
be developed considering what is already available through existing
software, and additions made only if necessary (and if resourced
appropriately).

» Financial and servicing modelling to be applied to options which will
indicate the likely cost savings and assist managers with the right-
sizing of the organisation,

e Preliminary discussions with the finance team have indicated that they
have several mechanisms they can put in place to track and report on
this work.

,f' {,i'.[O{!‘,{j ic! b !
Activities

Develop modelling

Phase 1(2025/26)
Set up and test option modelling to support levels of service (above) and
gearing up towards LTP process

e Supporting the development of the Strategic Plan.

o Developed to support forecasting for specific options being considered
in the Draft of the Strategic Plan and support good decision making
(targeted development of the model just to the areas in question).

o Elected officials to provide clear indications of the changes they
expect to see to levels of service.

o Likely a more manual process in early stages than the Phase 2 model.

e Used as a pilot to support modelling development for future planning
processes.

e May require some additional resources to support impacted business
units to develop and/or apply to options (to be identified in further
detail in the Implementation Plan).

o Wil include the addition of tracking/markers into the financial system.

Phase 2: (2026/27)
Develop/expand to support LTP and expansion to other areas of HBRC

e Consider and apply learnings from phase 1.
e Focused on supporting the next LTP.

¢ Includes exercise with managers to identify budgets using a ‘bottom
up’ approach.
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e Development based on priority - meaning which are most likely to
require changes to service levels and/or form key pillars of the LTP.

o ELT to look across the whole spectrum of services and work
through areas likely to yield the best returns for effort.

o Uses a standard set of criteria.

o Those areas would go through a levels of service review, first.
Others would be completed as time and resources allowed.

o These criteria would assist with building the organisation-wide
model over time.

Ongoing development (phase 2 onwards)

+ Development of the modelling over time will roll out across other
areas of HBRC to support changes to service levels being made 'in
flight'.

» Development likely to focus on most impactful areas, first.

» Supporting leadership in the use of the model when adjustments to
levels of service are being considered “in flight”.

Indicative criteria for modelling (as examples)
Note: phase one would be unlikely to use all of the following examples, and

these would not be captured across the entire organisation in phase 1, rather,
a ‘triaged'’ set of data to support good decision making would be identified).

Page | 20

Examples of Hawke's Bay Regional Council information:

o Key financial indicators such as budgets, expenditure,
contractual financial obligations, staff costs, operating costs,
etc,, and potential for savings.

o Policy / statutory (‘must have’ vs 'nice to have’).

o Consequences (e.g. where an adjustment will affect other
areas).

o Long term outlook.

Examples of external information (captured and provided only if relevant to
the proposed options):

o Monetary (grants, subsidies) of relevance

o Workforce (volunteers, community groups, organisations such
as local council staff) of relevance

o Information: data, intel available if / as relevant.
Detailed requirements to be scoped in implementation and as part of the
Strategic Plan process.

Set up a Fit for the Future dashboard
Set up a Fit for the Future dashboard to track cost savings and progress
across the programme

o Identify key metrics for dashboard and what is already available
and/or within current resourcing (e.g. adding options in existing
software vs additional requirements).

e Work with ELT and affected areas to create reporting processes.

e Connect with Fit for the Future "virtual desk” to produce monthly
dashboard reports.

Item 6 Fit for the Future Action Plan
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Essential Action 4: Engage communities and the organisation

Connecting the region and staff to HBRC's work and successes

Expected outcomes

Affected communities feel engaged and understand the work that
HBRC is undertaking and why.

Affected iwi/Maori and stakeholders are connected into the work and
feeding into it where appropriate.

The wider community is aware of the work and why it is important. In
some cases, they are more actively involved/enabled by HBRC.

All staff are well connected to the work and understand the role they
play, how the programme operates, is progressing and why the
changes will support the organisation to relieve overcommitment
pressure.

Indicators of success

Page

Positive organisational engagement and feedback.

Positive community engagement and feedback (including increased
confidence, trust, participation where appropriate).

| 21

Why is this important?

To enable success, the work also needs to be clearly understood. This
is particularly important where community, iwi/Maori, affected
stakeholders will be actively involved, or affected by the changes.

Early, frequent, accessible and clear and engaging communication
and engagement will positively support the success of HBRC in this
work.

Considerations

There are several levels of communications and engagement
opportunities woven through this work.

Many are positive, particularly at the broader communications level.

Some will require engagement specifically crafted to support change
- such as in the land management area - where engagement is
required (rather than information provision).

Research indicated a significant level of uncertainty about the
organisation’s purpose indicating a lack of understanding of and
consensus on that purpose.

Item 6 Fit for the Future Action Plan
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The question of purpose will be addressed by the new Strategic Plan,
but it will require a public narrative that carries this purpose into the
public domain.

HBRC's communications and engagement team will lead the
communication strategy and connect this with agreed
communications objectives and requirements.

What needs to be done?

Page

Communications support should be actively involved early and
connected frequently to this work and its component parts, and the
people managing them.

An over-arching plan to communicate the work will require
strategic timing, messaging and to support key milestones of the
work and must carefully manage risk.

Specific engagement plans will be required to support more
specific activities within the programme where more than
information provision is needed to support the success of the
activities,

There is enthusiasm to increase community involvement (enabling)
in some areas of HBRC's operation. This will also require specific,
mindful and well-considered engagement to support successful
uptake from the community. This would sit alongside the actions of
the appropriate people managing the processes (e.g. Land and
Environment Management).

Supporting resources such as well-worked questions and answers,
media training, key messages, communications and engagement
sequencing, social media planning, imagery, infographics, website
information, presentations, notices and supporting documentation
will also need to be appropriately assembled and disseminated.

| 22

It is also worth noting that in some cases, it was found that it is
likely that on-the-ground engagement with people may be
unintentionally increasing servicing expectations. Ensuring that all
staff who will have engagement with the public are well-versed in
the wider work, as well as the detail of the work they are
participating in, will be really important - especially where service
levels are being adjusted.

Actions

This Action Plan draws a distinction between “communication” and
“engagement” as a way of articulating the type of approach being
suggested, and the resourcing that may be required to support it.

The (over-arching) communications plan is proposed to be geared
more towards information sharing activities:

o Delivered through mechanisms such as e-newsletters,
website information, media releases, social media, media
interviews and so on.

o In many cases, information is more high-level and spans
across the programme.

The engagement plans are more collaborative and detailed:

o One-to-few type of engagements with specifically identified

groups or people where two-way engagement is required.

o Delivered through mechanisms such as meetings,
collaborative sessions (brainstorming, workshops, etc),

where there is an increased need for feedback, consultation

and/or collaboration.

Item 6 Fit for the Future Action Plan
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o Typically required where change is more impactful to
specific people or groups, or there is a need to empower
people to increase their participation.

Whilst the reality is that across the actions there will likely be both
communication and engagement mechanisms used at different times
for different purposes, the weighting of these is more heavily towards
one or the other.

Fit for the Future over-arching Communications Plan

Communicating over-arching direction and purpose.

Communicating major milestones of the work to the community over
time.

Sharing “good news” stories - achievements, updates and alerts.

Unfolds a new narrative — strategic positioning to support the new
plan.

Aims to get rid of any misinformation in the public arena.

Helps the community to feel clear on what HBRC is doing, the
outcomes it is seeking, and where appropriate, how people
participate (high level).

Action-specific engagement plans
There will be a series of engagement activities required:

All staff will need to be updated regularly (e.g. through All Staff
meetings) and have a clear understanding of the work, its purpose
and outcomes sought. It is important it is not just viewed as ‘BAU".
Everyone must understand the role they have to play in making the
work successful.

AL iy
I :}

On-the-ground staff and communications staff members are likely to
need to work in a connected way to ensure that both streams of
communication and engagement do not unintentionally undermine
one another.

Action areas identified in this plan are likely to have variable
engagement needs. Those which affect the public, iwi/Maori and/or
external stakeholders will need clear engagement planning and
supporting work which connects across the programme and
considers the specific needs of the piece of work.
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Supports

Supports are durable structures established to enable success.

Support 1: Tier 3 connection

Weaving together operational capability at tier three

Expected outcomes

e Business units, through increased tier 3 integration, are actively .
identifying opportunities to streamline and minimise wastage.

.
e Increasingly, operational problems are being resolved before they

escalate, *

o Tier 3 leadership are supporting one another through peer-to-peer
problem solving.

.
o Tier 3 leaders feel increasingly confident in their decision-making.

e Good decision-making is contributing to minimised upward
delegation to ELT and good decision-making practice.
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Indicators of success

Joined-up systems across business units.
Increased delegation from T2 to T3.

Increase in peer-to-peer problem solving.

Why is this important?

Tier three staff are capable of managing more operational decision-
making that is currently sitting with tier 2 (ELT). This includes
supporting decision-making around operational prioritisation — such
as when tasks are requested outside of scope or resources, and how
to manage this appropriately.

Appropriate horizontal integration at tier 3 is a good way to provide
connection across the organisation, identify opportunities for on-
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going streamlining/efficiencies, and better schedule work
programmes to avoid pressures on areas within the organisation with
multiple servicing expectations.

e There is a lot of goodwill from tier 3 to establish a group which would
take on responsibilities to support ELT. This would allow ELT to have
the capacity to decrease its involvement in operational decision-
making.

Considerations

e This mechanism has existed previously but is not currently
operational. It is likely to need resourcing to re-establish it.

e Momentum and dedication will be critical to the success of this
group. Its members must be able to prioritise the workload and
maintain sustained engagement to its work. The inaugural members
will be vital to setting the tone for this.

e ATier 3 Leadership Team presents opportunities for realising
effectiveness goals and once operational, identify streamlining
opportunities to be more efficient. It is primarily an effectiveness
mechanism, particularly in its early stages.

e There is a large number of tier three managers. How they are all
involved needs further consideration. Options include rotating
membership and sub-committees based on an established work
programme.

What needs to be done?

Research and investigation identified the following opportunities for
intervention:

7‘ 'x'[a.’.(ﬁ'.'lt '} _{_d f)

There were multiple sources of feedback from within the
organisation who noted there is a lot of talent at the tier 3 level
which is not being fully utilised.

Concurrently, there is upward delegation of decision-making to ELT
(see decision-making section for further information).

Connected to this upward delegation appears to be a cycle of
information demand to support decision-making upwards, which is
adding workload to the organisation.

Multiple sources noted work being completed in silos - citing
pressures on staff and timeframes as driving behaviours of this
nature — and broad agreement that the silos were helpful in some
ways but are overall 'too siloed’, meaning that they were not
appropriately balanced with horizontal connection.

Work Programmes (business plans) are not being created across
business units at the same time. This is likely contributing to
pressure on services within the organisation which service multiple
needs (such as ICT or science, for example).

Prior to Cyclone Gabrielle, there was a more formalised tier 3
leadership structure, which no longer exists.

It was noted that there is a focus on addressing “larger problems”
and that day-to-day problem solving can be challenging to set
aside time for.

Whilst it has not been supported by quantitative analysis of all
meetings in staff diaries, there was consistent sentiment that there
are “too many meetings” — meaning meetings are frequent and not
always effective, sometimes containing too many people or issues
with deferring decisions to further meetings. This is adding to the
narrative that staff are feeling under pressure (‘too busy’).
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¢ Raised frequently was a culture of finding it difficult to know what
to say “no” to. This is also contributing to a culture of staff feeling
overcommitted.

Activities

Group Establishment

e Itis proposed that a smaller working group is selected to establish a
tier 3 structure and how it will operate.

e Itwould have a clear scope, purpose and expectations for the
operation of the group including:
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o Terms of Reference: membership considerations, structure

and processes (such as subcommittees and connections,
such as to the recently established Digital Governance
Board, which is likely to have similar members), leadership
and a programme for meetings, decision making and
prioritisation process.

Regular connection to tier 2/ELT (possibly through meeting
cross-over mechanisms).

Appropriate structure to facilitate productive use of time
and skills across tier three:

*  As part of its establishment, the group will need to
consider how to operate effectively, particularly
given there is a large group of staff at this level.

*  Some mechanisms the group could utilise include
having subject matter focused attendees joining
specific meetings, use of subcommittees, and so
on).

Plan/direction document

o A nplan or direction document could articulate priorities of the group
(which would be created in connection with ELT). It could include:

o

A set agenda of regular items such as shared problem-
solving activities (focused on real time problems within the
organisation); levels of service reviews; financial delegation
reviews and maximising the effectiveness of the connection
to tier 2.

‘Projects’ such as streamlining of work planning processes
and templates; upskilling staff/team leaders; institutional
knowledge capture/retention; contributions to staff
experience and culture (such as team building and staff
onboarding joumey advancements) and contributing more
actively to the Quarterly Leadership forum agenda
including active problem solving of ‘real’ problems the
organisation is facing.

¢ Socialisation, positioning/building the mandate for the group, being
clear on its purpose and objectives and maintaining momentum will
all play a role in the success of the group.
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Support 2: Increase decision-making supports, reduce transactions

Support active and robust decision-making throughout the organisation

¢ The organisation has been under the microscope, and as such,

Expected outcomes confidence in making decisions has been adversely affected. This is
¢ Raised confidence around decision-making at all levels. resulting in:
« Expert problem solving, particularly at operational levels. o Very cautious decision-making - leading to longer than

necessary timelines for decisions and requests for more
information to the point of diminishing returns. HBRC is at
the high end of governance transactions when compared to
e Streamlined (reduced churn) and consistent (reduced rework) other councils, even larger ones.

governance and management decision-making practices.

e Devolved decision-making (within levels of competence), to
minimise intemal bottlenecks.

o Making and unmaking decisions - a result of uncertainty.
¢ Supporting better horizontal across-team connection to enable

- . ; . C . o Upwards delegation ~ driven by the fear of making the
information sharing and improve decision-making across groups.

wrong decision and not wanting to take responsibility. The
effect is bottlenecks higher up the organisation.
Indicators of success gherup e
o Decrease in (decision-related) bottlenecks (resulting in fewer missed
deadlines, less internal/external frustration).

e The resultis:
o Too many meetings — not just at governance level but also
reports of this from within the organisation. Meetings
generate cost both of those present and servicing of

Why is this important? saetings.

e Major disruptions including Cyclone Gabrielle and its aftermath have o Timelines'that are tooilong - despitg the meetings, there is
affected how staff make decisions through all levels of the a perception that key issues are taking too long to be
organisation. resolved resulting in more meetings to the point of

diminishing retums.
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e Many complex problems can be resolved in the process of
implementation. Good management decision-making can set the
organisation off on a virtuous cycle of problem solving. Poor or
delayed decision-making can frustrate problem solving and lose its
benefits.

o While it is difficult to prove, it is likely that impaired decision-
making also results in lost opportunities, staff uncertainty and
overall reduction of confidence levels. These effects were
referenced by some respondents spoken to inside and outside of
the organisation, indicating that the effects are probably variable
through the organisation.

Specifically, there is a:

e Large number of governance transactions compared to some other
councils (HBRC had the highest number of council meetings and
workshops (combined) than three other comparators - 94
compared to the average of 75.5)

e Broad-based concern about the speed of decision-making at all

levels
e Upward delegation of decision-making causing bottlenecks and
delays.
Considerations

o There is one thing worse than a bad decision, and that is no
decision at all. Lack of decisions can paralyse an organisation. A
bad decision can be revisited, corrected and the damage repaired.

e This is an organisation dealing with complex issues, where
confidence and momentum are particularly important.

Page | 28

The decision-making culture is set at the top (council and ELT) and
cascades down through the organisation. Role modelling of good
decision making will flow through the organisation.

The tension between expectations and resources evident at HBRC
means that there are tough decisions needing to be made well.

Good decision-making is part of good problem solving. HBRC deals
with complex problems which require resolution by staff.

While the ideal is good decisions made well, staff also have to have
“permission to fail”, and to put right, without attracting damaging
judgement. People learn from the failures and their successes.
Guardrails are important to avoid serious failure. Obviously, a
pattem of poor decisions is quite another matter.

While double-debating suggests a thoroughness to decision-
making, it raises real questions around confidence and momentum
and has the disadvantage of role-modelling delay. The same can be
said about an over-emphasis on consensus decision-making.

Understandably, there are challenges weighing on decision-making
as a result of changes and uncertainty from central government.
That said, it is important that HBRC doesn't let these considerations
stall it's decision-making, as decisions still have to be made - to do
nothing is still a decision and still has consequences.
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What needs to be done. Develop decision making framework/s.
o Improvements to decision-making will play a key role in HRBC's * Aproposal for a decision-making framework was drafted by
participants in the decision-making lab and could be developed

ability to operate effectively. tthe
r:

o Confidence in decision making needs to be rebuilt.
Figure 3: Draft decision-making framework

e Good decision-making doesn'’t just happen. It requires training,
development, and management endorsement (in word and deed).

Acti\lities Count internal

expertise

Streamline the ELT agenda

e Control mechanisms on the agenda will ensure that priority is given
to strategic considerations and decisions, over operational ones.

o Delegation of greater operational decision making to tier 3 leaders.

Enhance Quarterly Leadership Forum

o Seeking active involvement in the agenda from tier 3's.

. Introd.ucirg ‘real problem’ workshopping with le.adefship on current e Worth noting is that the draft framework includes “risk” and can
organisational challenges (rather than hypotheticals). connect to the work of the Risk and Audit Committee, particularly as

this relates to intemal controls / critical controls such as management

practices and activities (and others such as culture, capacity and

* Across all levels of management. capability of people, connection to stakeholders, and so on).

Implement decision-making training

¢ Dacision-reking fra oI £ appwoaches 7 Ianaging iAases. ix. Review and reduce/streamline meetings and workshops

¢ Reduce the number and improve the effectiveness of meetings as a

result of improved decision-making practice e Councillors participate in a process to actively examine their decision-

making practice to seek ways of streamlining it, particularly with a
view to enabling the organisation and creating momentum.

o A facilitated session where councillors develop an informal decision-
making practice guide could be useful.
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Suppeort 3: Improve councillor onboarding process

Applying past learnings to improve onboarding

e Feedback from existing elected members is that they felt there could
EXPeCtOd outcomes have been more to support them when they were incoming, including
improved understanding of HBRC-specific systems, finances, and so
on. This knowledge can speed up the onboarding and decision
making in the early stages of the new triennium and build confidence

¢ New councillors feel confident in their decision-making, which
comes from knowledge and understanding.

e Learnings from previous and remaining elected members have

improved the onboarding process for new councillors. early-on.
¢ Improved governance and management decision-making skills to Considerations
support levels of service adjustments and responses. ¢  Well-informed councillors are good councillors.
Indicators of success e Continuity is vital.
e Positive feedback from incoming councillors. * Leaming by "osmosis” is too slow.
e Informed, early participation by incoming councillors, What needs to be done
Why is this important? e Formal process of information and briefing to ensure all councillors

are up to speed with the programme of the council and also its

e The three-yearly cycle of council elections can damage continuity in operational practices.

programme and processes. Building measures to encourage ) ) ) ) )
continuity will help maintain organisation momentum. e In particular, ensuring councillors are up to speed with council
) o ) ) meeting and decision-making practices.
o This continuity is particularly important at present because of the

complex challenges facing HBRC. e Decision-making training (see also: staff decision-making training).
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Upgradsd onbowrding process for the new council
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