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Enhancing Productivity Through People Management Practices 
Introduction 
1 This is the [draft] final report on the expenditure review Enhancing Productivity Through People 

Management Practices in the State Sector. The purpose of this Review is “to develop a means by 
which officials and Ministers can take stock of the impact of the activities undertaken by SSC and 
agencies in pursuit of the Employer of Choice and Excellent State Servants Development Goals, 
identifying where progress is and is not being made, supporting good practice, and identifying 
emerging challenges and new opportunities”.  The review scope is as follows: 

• Outline the activities being undertaken by SSC in pursuit of the Employer of Choice and 
Excellent State Servants Goals 

• Establish a means to identify the key activities undertaken by State Services agencies in 
pursuit of the Employer of Choice and Excellent State Servants Goals. This will include 
noting the level of uptake indicated by chief executives for the initiatives. 

• Establish evaluation criteria for measuring the impact these activities are having on 
achievement of the Goals 

• Identify any emerging challenges or opportunities that indicate the need for a shift in focus 

• Report to Ministers in September 2006 on progress in implementing the Strategy. 

Appendix One is the full Terms of Reference for the review. 
 

SSC Activities in Pursuit of the Employer of Choice and Excellent State Servants 
Goals 
2 SSC has designed and is undertaking the following work programme in support of the 

Development Goals - Employer of Choice and Excellent State Servants.  

Key initiatives through to 2007 
3 The initiatives proposed have been chosen because of their individual and collective impact on our 

ability to address the strategic threats and opportunities that the external environment poses, to 
address what appear to be common weaknesses in the current state of play, and to enable the 
achievement of the  Development Goals.  Participation by agencies is voluntary, except for those 
specific elements where the Commissioner is directly exercising his power as the employer of 
Chief Executives.  

4 We have arranged the following initiatives into three key themes: (1) Attracting and hiring the 
best, (2) creating positive workplaces, and (3) developing for excellence. The specific initiatives 
(as identified through international studies on the link between people capability, HR practices and 
organisational results) that will have the greatest impact on the achievement of the Employer of 
Choice and Excellent State Servants Development Goals and the overall enhancement of the 
effectiveness of the State services are as follows. 

Attracting and Hiring The Best 

Best practice recruitment tools 
5 SSC will provide advice on the most effective recruitment tools that ensure robust matching 

between candidates, jobs, state services values, and future work.   



 

Recruitment website 
6 We are planning an upgrade of the current State Services recruitment website www.jobs.govt.nz. 

This entails improving the ‘look’ of the site as well as making it more user-friendly to both 
recruiters and job hunters. 

Market research 
7 SSC will conduct market research to test perceptions of the state services as an employer, and to 

understand the attributes of those that are attracted to a career in the state services, and those that 
aren’t.  This will also focus on identifying the attributes of those employers that are considered 
“employers of choice”, and on those attributes that attract the type of employee the sector needs 
for the future.   

Marketing strategy 
8 To ensure that the above initiatives are targeted appropriately and achieve the outcomes intended 

we will develop a marketing strategy focused on managing the perceptions that exist about the 
state services through marketing initiatives focused on creating a positive image of the state 
services, enabling the sector as a whole, and individual agencies, to attract high calibre employees 
at all levels.   

Positive Workplaces 

Engagement Surveys 
9 SSC will facilitate the syndicated procurement of an employee engagement survey product. A 

common model will provide cost saving opportunities, but more importantly build a common 
approach to measuring how employees feel, and enable the development of a database of results 
for NZ State Services, enabling benchmarking, trend analysis and the identification of systemic 
strengths and weaknesses. 

Developing for Excellence 
10 It will be insufficient to focus attention just on attraction strategies, given the depth and 

complexity of the challenges facing the State services in relation to people capability.  Any 
strategy that is to comprehensively address the challenges of the future must also have a strong 
focus on growing current capability, centred around strengthening leadership capability and 
providing career opportunities for employees, to enable us to retain and grow high calibre 
employees.   



 

Behaviour That Makes A Difference - A research-based competency model 
11 The core purpose of an HR strategy is to align employee behaviour with an organisation’s strategic 

intent.  A behavioural competency framework is a critical toolset for an organisation and is the 
“chassis” of an organisation’s HR system.  Through a syndicated procurement process, we will 
adopt a preferred behavioural competency framework for the sector, to be used by agencies to 
ensure alignment of HR practices with government and organisational goals, thereby enhancing 
the impact HR practices have on organisational performance and success.   

12 Having a common model available to the sector that describes the skills required to succeed will 
support a “whole of sector” approach to people management, enhancing development and career 
opportunities for employees across the sector.   

13 This approach does not propose one set of competencies for all positions and levels within the 
State services.  It proposes the adoption of a well-researched and robust framework, which 
identifies and describes the range of competencies identified as critical for high performance 
across a broad range of occupations and levels. The framework would then be used to identify the 
critical competencies for each role, function and level within an organisation, allowing 
organisations to adapt the model to meet their specific needs.   

Leadership Forums 
14 The SSC will facilitate a number of “conversations that matter” with groups of Chief Executives, 

HR Leaders, and Senior Managers to enable these groups to engage in conversations about topical 
and challenging issues facing the State services, to collectively develop solutions for 
addressing/managing these issues.   

Senior Leadership Development – Getting It Right At The Top 
15 Improving Chief Executive recruitment practices, and development initiatives aimed at growing 

current and future Chief Executive talent to strengthen leadership across the sector form part of 
this plan building on, and supporting, the work already undertaken by the LDC, ANZSoG and 
VUWSoG.  It will include the selection and use of best practice selection tools, the use of a 
structured competency-based 360-degree feedback process to drive individual development 
planning, and talent mapping of 2nd- and 3rd-tier management capability.  Using a common 
framework will enable benchmarking, trend analysis and the identification of systemic strengths 
and weaknesses. 

Learning and Development Framework 
16 We will develop a learning and development framework that ensures learning and development 

initiatives at both a sector and organisational level are aligned with government and organisational 
goals, and to assist in ensuring a return on learning investment.  It will be critical that 
organisations and the sector as a whole provide targeted workplace learning as the complexity of 
the work and the work environment in the sector changes, to ensure they have the skills and 
capabilities necessary to deliver on the demands placed on them in this changing environment.   

 

17 Opportunities for learning and development are typically cited in employee studies as being 
important in attracting and retaining top talent.  A high level framework to guide considerations 
around learning and development will be developed, with further development occurring once the 
selection of a competency model has been completed. 



 

Career Development Framework 
18 We intend to develop a generic career pathways map to support individual career planning and 

organisational succession planning.  This framework will provide the basis for organisations to 
add their specifics to support effective talent mapping and succession planning, and for staff to 
proactively plan their own career in the State services.   

Toolboxes 
19 The SSC will develop a Leaders toolbox that provides practical ideas and advice for leaders on 

key people management techniques to enhance the working environment and improve people 
management practices, directly contributing to positive improvements in recruiting and retaining 
top talent.   

20 The SSC will also develop a “Your Career” toolbox that provides a compilation of tools and 
techniques for staff to support individual career planning and continual development.   

HR Professional Development 
21 SSC will lead the establishment of an HR professional development programme for the sector to 

build the capability of HR people in the sector and promote good professional practices.   

22 Appendix Two is a diagram encapsulating this work programme. 

23 Both the Employer of Choice and Excellent State Services Development Goals, and the activities 
led by SSC, have significant potential to enhance productivity. Productivity improvement is both a 
driver of, and an intended outcome of the work programme, although a critical dependency is that 
agencies voluntarily implement the initiatives recommended and developed by SSC. 

 

Key Activities Undertaken by State Services Agencies in Pursuit of the 
Employer of Choice and Excellent State Servant Goals 
24 The review is identifying the key activities being undertaken by agencies under the work plan 

promoted by SSC.  An agency engagement process is being progressively implemented and 
intelligence gathered on the level of uptake and investment in the various initiatives and to identify 
any gaps or impediments to the programme in terms of agency capability and any other 
management strengths and challenges. 

25 Stakeholder engagement has included the Department of Labour, Treasury, Department of Prime 
Minister and Cabinet, PSA and a range of state sector agencies. 

26 To date individual briefings have been held with representatives from 33 agencies (a cross-section 
of senior HR managers; corporate services managers and other senior managers). In addition 
information on the state of people capability and people management has been collected from 
other forums, such as regular HR manager and practitioner forums and corporate services 
managers’ meeting. Information held within SSC (through Deputy Commissioners’ and State 
Services Performance Specialists’ knowledge of organisational performance) has added a further 
dimension to the information on the state of people capability and people management practices 
within agencies. 

27 The primary objectives of the agency engagement have been to: 

• Build SSC’s understanding of agencies’ people capability plans and strategies; 

• Build agencies’ understanding of SSC’s people capability strategy and the rationale for the 
overall strategy and initiatives within it; 



 

• Develop an assessment of the strengths and weaknesses of people capability across agencies. 
This will inform priority setting and identify emerging opportunities and challenges to be 
reflected in the next phase of SSC’s work programme.  

28 This assessment and increased understanding will better equip SSC to work with agencies in the 
next stage of the agency engagement process, for example to assist agencies to identify and 
implement the highest value initiative(s), given the current organisational priorities. 

Early Findings 
29 This work is ongoing but initial indications are: 

• There is a less of a strategic approach within agencies to people capability issues than is 
desirable. The norm is more towards being reactive, with agencies responding to issues as 
they emerge, rather than proactive strategising and future proofing. 

• There is strong positive early support for the core initiatives launched – for example 19 
agencies have shown strong interest in the competency framework; 10 plus agencies have 
shown interest in the syndicated employee engagement survey. 

30 SSC is forming a view that there are differing levels of HR capability in State services 
organisations. One of our initiatives is to support the development of HR capability through a 
professional development programme. 

31 We are confident that the strong early support for these initiatives will be sufficient to carry a core 
of agencies through to early implementation. We believe that those who have opted to sit on the 
sidelines at this early stage will be influenced if they see early adopters achieving better results as 
a consequence of implementing the initiatives.  

32 Other relevant information (and potential opportunities) gleaned from the Career Progression and 
Development Survey 2005 include: 

• Management practices are not well rated, in particular the provision of constructive and 
regular feedback and support for career developments 

• Low levels of satisfaction for development and training 

• Fairness in selection processes is of concern for approximately 20% of those who responded 
to the survey (further diagnostic work would be required to fully understand the basis of this 
concern but regardless the high level of apparent dissatisfaction for whatever reason is 
noteworthy) 

• Work life balance is of growing importance for staff. This finding is consistent with trends 
reported internationally and may reflect in part demographic changes especially age, ethnic 
diversity etc.  

33 Other observations (and concerns) based on the intelligence gathered by SSC regarding the current 
activities and focus of agencies include a continuing duplication of effort (and arguably resource 
commitment) across agencies with several agencies independently developing:  

• New recruitment strategies and practices. Currently up to 10 agencies are working on 
developing recruitment strategies and/or ‘e’ recruitment .   

• Learning and development frameworks 

• Line management development programs. We are aware of 8 – 10 agencies developing such 
programmes.  

• HR information systems. 



 

There is limited sharing of learning and leading practice across agencies. 

34 This reflects the employment and accountability framework of state services which seeks to place 
decision making for organisational capability with Chief Executives. In our engagement with 
agencies we are respecting that framework whilst encouraging greater consideration of “whole of 
system” considerations.  

35 We are not able to report on which agencies will pay how much to implement which initiatives in 
the SSC people capability work programme. It is too early in the implementation of this work 
programme for either SSC or agencies to have a clear view on which initiatives will best address 
specific people capability issues within an agency. Some agencies are progressing a range of 
people capability initiatives however many agencies are still developing an understanding of what 
the Employer of Choice and Excellent State Servant Development Goals mean for them. Not all 
initiatives carry a cost at agency level. For those that do, many of the costs will be variable and 
dependent on differing factors, including the size of the agency and what the agency already has in 
place. Attached in Appendix 3 is a summary of the initiatives and the approach to funding.  

36 Our overall conclusions regarding the present rate of uptake of initiatives (and therefore of the 
current state of progression towards achievement of the Goals), is that although there have been 
positive signs from many agencies and “declarations” of support, the proof will be in the actual 
demonstration and translation of that support into implementation of changed employment 
practices in agencies.  

Emerging Challenges or Opportunities 
37 We have not uncovered any major surprises in terms of what we have discovered about the current 

state of people capability across the State services. There are areas of strength, areas of weakness, 
and the tight labour market and changing demographics pose real challenges to organisations in 
how we attract, develop and retain good people.  There is not room for complacency for any 
employer in today’s world. 

38 Our focus at this stage is to build on the positive initial support and create the necessary 
momentum to achieve the Goals.  We acknowledge that the Goals programme has a 5 year time 
horizon. However we remain concerned that agencies, by and large, have insufficient focus and 
urgency on responding to the fundamentals that underpin the rationale for the Goals. 

39 We  consider that the current pace of improvement is insufficient to future proof the State services, 
given the demographic challenges ahead.  There are significant risks around not having the people 
capability now and in the future to deliver a productive State services that can carry through the 
Government’s agenda.  

40 During our agency engagement there has been evidence of some resistance & wariness to SSC’s 
role. To address this we consider that Ministers providing explicit support for SSC’s role, the 
Development Goals, and an expectation that State Services agencies should strive to be leaders in 
people management practices, would assist to create a greater sense of urgency than we perceive 
currently exists. This is particularly relevant given that, currently, uptake of these initiatives is 
voluntary.   

41 Looking ahead, SSC believes there is an opportunity for us to more explicitly provide leadership 
on workforce planning to agencies, to assist in the identification of future workforce requirements 
so that Ministers can have confidence that appropriate plans are in place to meet Government’s 
future needs.  

42 Other opportunities include development of a collaborative recruitment strategy, the development 
of more sophisticated HR metrics, and more work with Department of Labour in relation to 
workplace productivity.  Also, although the development and progression of PfQ at Departmental 



 

level has been variable, there is potential for partnership between employers and unions, as 
championed by PfQ, to contribute towards the delivery of the development goals and enhanced 
productivity. 

43 In particular the need for improvements in people management practices and greater collaboration 
and learning across agencies on particular strategic initiatives, (ref Early Findings section, paras 
29-36) is informing thinking for priority areas for the future, as outlined in paras 39 – 42 above.  

44 In short, there are areas where we believe significant work needs to be done to best position 
agencies that have a reasonably diverse range of interests and capabilities to respond to the critical 
issues, both current and emerging.  These include not only the labour supply challenges but also in 
the need to demonstrate value for public money both in the narrow traditional productivity/output 
terms and in the more broad sense of that term relating to public support/public value and 
credibility at large. 

 

Evaluation Criteria 
45 We have also developed the terms upon which we will assess the success of the work programme 

including relevant milestones. Part of this has involved establishing evaluation criteria and 
indicators which have been identified as part of the State of the Development Goals Report. 
Looking forward, the programmes and activities sponsored by SSC require ongoing monitoring 
and re-evaluation of impact to ensure they maintain relevance and currency.  The establishment of 
Evaluation Criteria discussed below is fundamental to this.  

Employer of Choice – Indicators 
Reputation - the perception of the state services as a place to work 
Employee engagement levels of employees in state services agencies 
 
Excellent State Servants – Indicators 
 
Employees - Perceptions about the effectiveness of development plans, processes and 
opportunities for employees  
 
Chief Executives - The extent to which agencies are specifying competencies that are required to 
meet the current and future organisational needs 
 
Sector - The extent to which a learning and development framework is used to improve agencies 
performance. 

 

Evaluation Criteria 
46 SSC has developed a draft evaluation framework for this work programme. This basis for the 

framework is a logic model to illustrate the desired chain of outcomes that implementation of the 
work programme might achieve. The evaluation framework identifies key overarching evaluation 
questions, relevant evaluative criteria (both process and outcomes), standards of performance and 
sources of data. Appendix 4 outlines the evaluation framework. The evaluation criteria are those 
described in the immediate through to long-term outcomes. 

47 Over time, it is reasonable to expect that with improved productivity a favourable shift in 
indicators will be seen in relation to agencies’  achievement of their outcomes. 



 

Productivity 
48 As noted earlier, productivity is integral to the SSC work programme. To develop a more in depth 

understanding of this issue we have considered the research conducted in relation to the 
international literature review on Partnership and Productivity as well as other productivity related 
research.  

49 We have not, as part of this review, sought to resolve the ongoing debate about how to define 
productivity in a public sector setting.  Suffice to say that the standard private sector definition of 
productivity does not translate well to the public sector.   

50 International research indicates that both academics and public administrations themselves have 
generally struggled to clearly articulate or define productivity in the public service context.  

51 In terms of our work programme, international research shows a very strong correlation between 
employee engagement, discretionary effort, higher performance and hence productivity. Employee 
engagement is defined as a state of intellectual and psychological commitment on the part of the 
employees to the goals and values of their organisation. The willingness to exert discretionary 
effort is widely recognised as a key characteristic that distinguishes the high performer from the 
average performer, with the associated reflection of that in overall organisational performance and 
productivity. That is not to in any way imply that increased productivity is simply a function of 
individuals working harder or longer.  Indeed, there are other factors that contribute to 
productivity as set out in the Department of Labour’s 7 drivers of productivity.  However, what the 
research does clearly indicate, is that productivity will be improved if employees are more 
engaged.  . Accordingly, engagement results will give us an insight into the overall “health” of an 
agency’s employment relationships, including whether the environment is conducive to high 
productivity.   

52 Productivity gains can also be achieved by SSC through our work to facilitate better use of public 
funds. We expect to deliver savings through our syndicated procurement activities above and 
beyond what agencies could achieve through acting alone. Savings will occur at agency level, 
freeing up resource to allocate to other areas of organisational priority. The syndicated 
procurement of a competency model is one element of the SSC’s work programme, and to date 19 
agencies with more than 20,000 employees have indicated interest in participating in this initiative. 
We expect the commercial saving from this approach to be somewhere between $.5 and $1m 
compared to if those 19 agencies had acted in isolation.  

53 We have also mapped SSC’s work programme in regard to the Employer of Choice and Excellent 
State Servant Goals, to the Department of Labours 7 drivers of productivity under their workplace 
productivity model (refer Appendix One of the Terms of Reference).  We are actively working 
with  the Department of Labour on opportunities in support of both the Employer of Choice and 
Excellent State Servant Development Goals and the workplace productivity agenda.  We are also 
working with the PSA to identify areas for joint activity in relation to improving productivity.  



 

 

Recommendations 
54 The work to date on this Expenditure Review leads to a set of recommendations as follows. That:  

54.1 SSC continue its work programme in relation to the Employer of Choice and Excellent 
State Servant Goals;  

54.2 SSC report to Minister of State Services on proposed joint work with PSA and Department 
of Labour;  

54.3 Ministers provide explicit support for SSC’s role, the Development Goals,  and confirm 
their expectation that State Services agencies should strive to be leaders in people 
management practices; 

54.4 Given the long term nature of this work programme that Minister remove this work 
programme from the expenditure review process but that SSC report to Cabinet on progress 
on a six monthly basis.  



 

Appendix 1 
 

Terms of Reference – Enhancing Productivity Through People 
Management Practices In The State Sector 
 

Context 
1 In recent years the Government has made a number of enhancements to its public management 

system to improve state sector performance.  In considering current and future options, Ministers 
have identified specific areas where there may be opportunities to further improve performance 
and value for money.  The quality of people management practices directly contributes to 
performance and productivity of State sector organisations. Excellent people management 
practices are becoming an even greater priority, with the projections of an extremely challenging 
labour market over the next 2 – 3 decades and as we move more and more toward a knowledge 
based economy. 

2 In addition, having invested extensively in building state sector capacity over the last 6 years, 
Government now expects a return on that investment.  

3 Opportunities do exist to enhance people management practices in the State sector to build on 
progress made in the recent years. Key areas of opportunity include how we strategically manage 
our workforce requirements, how we attract and select high quality candidates to state sector roles, 
how we ensure workplace environments enhance employee engagement and performance and 
support retention of talent, and how we achieve better performance through learning and 
development, particularly for those in leadership roles. Such initiatives can also be expected to 
contribute to the productivity of state agencies. These opportunities are key to positioning State 
Services for the 21st century world of work, where the work done and how it is done will be 
different than in the past. People who work in State sector organisations are different in their 
needs, motivations and behaviours from the people for whom current employment and people 
management practices have evolved, so these developments are necessary.  

Key areas of opportunity  
4 Recent work done by SSC indicates that there are significant opportunities to strengthen people 

management practices across the State services. The key areas of opportunity which SSC has 
identified are:  

4.1 Adopting a “whole of sector” approach to strategically manage our workforce requirements. 
This would ensure the State Services remain competitive as employers and that state 
agencies are building the workforce capability required for future needs. In particular this 
means better coordinating how we promote state services as a place to work, using common 
tools and language for common activities such as recruitment, development and performance 
management, and taking a “whole of sector” view of career progression and talent 
management practices and processes.  

4.2 Addressing the gap (as reported in the Career Progression and Development Survey – core 
public service only) between employee expectations of managers and what managers 
provide by way of leadership to staff.  

4.3 Ensuring organisations respond more effectively to the different needs of different age 
groups within the workforce which are likely influencers on performance, engagement 
(discretionary effort) and retention.  



 

4.4 Focussing on employee retention.  In the core public service voluntary turnover has 
increased every year for the last three years and is now sitting at 14% overall.  Turnover is 
close to 25% for those with less than 2 years service. These results are of concern especially 
if the economy remains buoyant.  Generally speaking high turnover is extremely costly for 
organisations and therefore undesirable.  The cost is mostly in lost knowledge and 
productivity.  By focussing on what it takes to retain good employees organisations can 
strengthen their performance and reduce the high cost of turnover.    

4.5 Continuing to address the long standing challenges in sourcing sufficient “top talent” for 
senior roles from within the sector, which indicates our career progression and talent 
management practices need further improvement  

4.6 We also hypothesize that there are “brand/reputation” opportunities, which affect our ability 
to attract top talent, and are undertaking research to test this hypothesis and inform future 
attraction/promotional activity.  

5 In respect of the “productivity” opportunity, (leaving aside the challenge faced by public agencies 
in measuring productivity), Department of Labour (DOL) data shows that New Zealand’s labour 
market participation rates are very high, that our working hours are relatively long, and that our 
best opportunity as a country for enhanced productivity of labour rests on lifting the skills of our 
workforce so that they undertake higher value work. There is no State Services specific data which 
we have seen, which suggests the core challenges of enhanced labour productivity are 
fundamentally different from the rest of the New Zealand economy. For these reasons it is 
therefore proposed that the Department of Labour’s “7 drivers of workplace productivity” be 
accepted as an input, and as a potential means of monitoring progress.  

6 Overall SSC’s view, based on the evidence and information we have access to, indicates better co-
ordination, better promotional activity, better selection, better workplace environments, better 
tools for leaders, and better development practices as the key areas for gain.  None of these 
constitute surprising challenges, as these are the same issues employers generally are grappling 
with.  

7 There are certainly areas of excellent practice, which provide the opportunity for others to learn 
from. It is also the case that many foundational practices (e.g. fairness in employment related 
decision making) are also well embedded, meaning it is timely to place more emphasis on the 
strategic issues.    

8 If we contrast “leading practice” in State Services organisations with “leading practice” in medium 
to large private sector organisations we also can see some opportunities for learning and 
improvement. In the context of a tight labour market it will be important that State Services 
agencies remain cognisant of private sector employment/ and people management practices in 
order to ensure we remain attractive to good candidates.  

9 State Services being an “employer of choice” populated by “excellent state servants” will not be 
simply, or even primarily, about having competitive pay rates. The nature of the work offered, the 
culture, our reputation as a place to work, development and career opportunities and leadership 
supporting staff are all factors which will be influential not only in attracting good staff, but also in 
keeping those we already have.  

International Research  
10 High levels of employee “engagement” (meaning an employee’s intellectual and emotional 

commitment to their organisation and its goals) have been shown, through a large body of 
international research, to have direct and measurable positive impacts on individual performance, 
retention, productivity levels and improved organisational results  



 

11 A recent study on the impacts of employee engagement, undertaken by the Corporate Leadership 
Council, which involved more than 50,000 employees at 59 global organisations, found that: 

• Those employees who are most engaged perform 20% better and are 87% less likely to leave 
the organisation. 

• Differences in the level of employee engagement between organisations was directly 
attributable to the organisation’s people management policies and practices. 

• Every 10% improvement in engagement can increase an employee’s effort level by 6%, and 
every 6% improvement in effort can increase an employee’s performance by 2%. 

12 Another recent international study, conducted across 10 of the world’s largest economies found 
that organisations with high levels of employee engagement consistently and significantly 
outperform those with low levels of employee engagement. 

13 International private sector research also indicates that, depending on job complexity, the 
difference in “results” achieved (measured in profitability) between an average performer and a 
high performer is between 40% and 100%. While we cannot quantify the value of a high 
performing policy analyst (for example) compared to an average performing policy analyst, 
common sense and experience tells us that there are material differences in the value each creates 
for Government and taxpayers.  

14 In terms of supporting employee development for better performance, this means a two pronged 
strategy that seeks to identify high potentials and intensively support their career development, and 
at the same time helps average performers be more like outstanding performers is one which will 
materially impact on overall results.  

Links between this Review and other activity 
15 SSC has developed a People Capability Strategy (the Strategy) to address the challenges outlined 

above, and in doing so has drawn on local and international information and research such as that 
cited above This strategy has been developed to support the achievement of the Employer of 
Choice and Excellent State Servants goals which form part of the State Services Development 
Goals endorsed by Cabinet in February 2005.  

16 A high level of support has been shown for the Strategy. The Strategy has been endorsed by the 
Minister of State Services, The Advisory Committee for the State Services, the People Capability 
sub-committee of the Advisory Committee and senior HR networks from public service 
organisations.  

17 The Strategy is a long-term undertaking (3 – 5 years) and should achieve the following objectives: 

• Supporting and contributing to the achievement of the Government’s expectations and 
ensuring State services organisations have the people capability and capacity to meet 
Government’s and community expectations. 

• Reflects the Development Goals and productivity drivers as identified by DOL, (ref 
Appendix 1). 

• Ensuring the State Services are well placed to attract and retain staff in the face of intense 
competition and changing employee behaviour and expectations.   

• Supports State Service organisations to improve the level of employee engagement. A work 
environment with high levels of employee engagement has direct and measurable positive 
impacts on individual performance, retention productivity and performance, - individual and 
organisational. 



 

• Takes a whole of sector approach, where practicable, with chief executives collaborating and 
partnering on the initiatives in the Strategy:  

- Position itself as “the best career shop in the country”.  There are few other 
organisations that provide the range and breadth of roles, and therefore career 
opportunities, that could be provided through a “whole of sector” approach to people 
capability development.   

- Identify whole of sector people management initiatives that will impact on 
organisational and sector performance, including reducing duplication between 
agencies. 

- Improve the current range of people management initiatives, at an organisational level 
and across the whole sector and recommend changes that may be made to improve co-
ordination and uptake for delivering on the objectives identified above including in the 
context of the projected labour market challenges. 

- Identify opportunities for collaboration between departments and agencies to increase 
the uptake of strategically focussed people management practices that have a positive 
impact on productivity and performance. 

 

Focus of this Review 

Review Objective 
18 The objective is to determine the level of support for SSC's People Capability Strategy and a 

means of monitoring its uptake and impact. This Strategy seeks to enhance performance and 
productivity through improved people management practices.  

19 As there are already extensive formal monitoring processes in place in respect of SSC’s work 
programme (including internal SSC management processes, reporting to the Minister of State 
Services, and the overview of the People Capability sub committee of the ACSS and the ACSS 
itself) it is further proposed that the “monitoring” undertaken by this Review not be at the level of 
“tasks completed” but instead be focussed on qualitatively (and where possible quantitatively) 
“taking stock” of the overall impact of activities undertaken by SSC and agencies in achieving the 
“employer of choice” and “excellent state servants” goals.  

20 It is therefore proposed that the purpose of this Review be “to develop a means by which officials 
and Ministers can take stock of the impact of the activities undertaken by SSC and agencies in 
pursuit of the Employer of Choice and Excellent State Servants Development Goals, identifying 
where progress is and is not being made, supporting good practice, and identifying emerging 
challenges and new opportunities”. Given that this will be over the longer-haul, (3 – 5 years) it is 
suggested that from the first Expenditure Review Reporting, due in September 2006, Ministers 
consider whether this monitoring continues as part of the expenditure review process.  



 

 

Scope 
21 This review will: 

• Outline the activities being undertaken by SSC in pursuit of the Employer of Choice and 
Excellent State Servants Goals 

• Establish a means to identify the key activities undertaken by State Services agencies in 
pursuit of the Employer of Choice and Excellent State Servants Goals. This will include 
noting the level of uptake indicated by chief executives for the initiatives. 

• Establish evaluation criteria for measuring the impact these activities are having on 
achievement of the Goals 

• Identify any emerging challenges or opportunities that indicate the need for a shift in focus 

• Report to Ministers in September 2006 on progress in implementing the Strategy. 

22 The Employment Relations review is primarily focussed on achieving some immediate changes to 
how Government manages the employment relations environment through the use of a variety of 
instruments of influence. This Review is focussed primarily on monitoring change over time. Both 
topics impact performance and productivity and are complementary. 

23 A common steering group has been established for both the industrial relations review and this 
Review because of the closely related subject matter.  

24 Chief executives are accountable for the management of departmental resources. This review will 
work with chief executives and departments to source information and advice needed to provide 
the “big picture” overview to Ministers and to determine the level of uptake of initiatives. 

 

Methodology 
25 The methodology will be finally determined in the project plan. The review will build on 

information held or gathered by SSC as part of its strategy development and/or implementation 
activities It is likely to include: 

a Continue to develop the work to date on understanding areas of strength and areas of 
opportunity and challenges and risks in relation to people management practices across the 
State sector.  

 
b Research, - other jurisdictions’ approaches to improving performance and productivity 

through improved people management practices; and what research generally indicates are 
the most powerful approaches to improving workplace productivity and performance.  

 
d Discussions with key stakeholders, that meet the Review's objective and to inform points a) 

and b) in para 25 with the results of those discussions considered and reflected, where 
appropriate in step (e). Stakeholders will include: 
- Officials in SSC, Treasury, and DPMC 

- Chief Executives from a selection of State Services agencies 

- PSA 

- Other state sector unions where appropriate 



 

- Senior HR professionals from a selection of state sector agencies 

- A selection of ministerial advisers  

 

e Continue to identify opportunities for improvement to achieve better value for money and 
improved organisational performance from people management practices and how to better 
support chief executives in their people capability responsibilities. 

 
 

Timeline and Deliverables 
Review starts  1 May 2006 
 
Officials to develop methodology, data sources, information  
requirements and develop a “reporting template” for the report  
to Ministers 1 June 
 
Information gathering   June- August 
Consultation with and assessment of level of commitment across  
State sector agencies to priority areas June - /August 
 
Draft Written Report on priorities for improved 
people management practices and initial assessment of 
commitment and uptake by agencies end August 2006 
 
Report to Ministers 15 September 
 
 
 

Governance 
26 The project will be overseen by a Steering Group comprising of: 

Suze Wilson, Deputy Commissioner, State Services Commission 
Treasury Representative 
DPMC Representative 
DOL representative 

 
The State Services Commission representative will chair the Steering Group. 
 
The project manager will be Rosemary Hannah-Parr who will take day-to-day responsibility for 
the management of the review. 

Risks 
27 The following is an evaluation of the risks associated with a project of this nature and strategies to 

mitigate and manage the risks identified. 

 



 

Risks Mitigation 

Competing priorities – this work taking SSC resource
their priority of progressing the implementation of the
capability strategy leading to agencies losing confide
SSC due to a perceived lack of progress. 

Revised focus of this Review to leverage off the act
already being undertaken  
 

A limited understanding of strategic people managem
practices and their contribution to workplace product
performance. 

A benefit of this review will be to share knowledge o
strategic thinking within SSC with other central agen
mutual gain 

Lack of resources at SSC New appointments in train 

Failure to involve appropriate stakeholders  The Review team will need to carefully consider the
sharing requirements placed on agencies to ensure
can provide Minister’s with the “big picture” overview
without creating an undue burden on agencies  

Not obtaining required information in a timely manne Clear communications strategy and involvement of 
stakeholders throughout. Clear work planning with s
time provided. 

 



 

 

 
Productivity Driver (Dept of 
workplace productivity model) 

PCAP Strategy-Initiatives  

Building leadership and developm • Senior leadership & management development 
(SLMD) 

• Talent mapping to tier 3 

• 360 degree feedback for chief executives 

• Competency model 

• Leader’s toolbox 

• Conversations that matter 

Organising work • Competency model 

• Engagement survey 

Networking and collaborating • Competency model 

• Conversations that matter 

• Engagement survey 

• HR professional development 

• Market research  

Investing in people and skills • SLMD 

• Competency model  

• Learning & development framework  

• Career framework 

• Careers toolbox 

• Engagement survey 

• HR professional development 

Encouraging innovation and the
technology 

 

Creating productive workplace cu Market research 
Engagement survey 
SLMD 
Competency model 

Measuring what matters Strategy evaluation 
Appendix 1-   

 
 
 



 

 

Evaluation of the Strategy 
 
The evaluation will plan how to determine and measure evidence of improved people management 
practices, including how they achieve better results and impact for State sector agencies.   

Goal 1: Employer of Choice 
Ensure the State Services is an employer of choice attractive to high achievers with a commitment to 
service. 
 
June 2007 target: A comprehensive guide to good employment practice developed with input from 
State Services employers and unions, in place for use across government agencies. 
 
June 2010 target: Measurable improvement in the proportion of talented job seekers aspiring to join the 
State Services. 

What would successful achievement of this Development Goal look like? 
• People understand the work of State Services organisations – they know what the organisations are 

there to do. 

• People want to work for the State Services – the State Services has a positive brand, is seen as 
doing worthwhile work, and diverse and talented job seekers apply for positions. 

• People are managed and developed well within State Services organisations  - staff feedback on 
employment conditions, and customer feedback on quality of service, are positive. 

• State servants work in highly productive, highly engaged workplaces. 

Indicators 
Initial thoughts on indicators – relating to the success factors above, with comments on data availability: 
• Are we known/what is the brand? 

- Perceptions of sector (% of people who have positive perception of sector as place to work) 
– baseline data as at August 2006 from market research (currently being commissioned). 

• Are we attracting the people we want?   

- Psychographic profiles of current/aspiring/successful employees – baseline data as at August 
2006 from market research (currently being commissioned). 

- Applications/vacancy (no data at present) 

- Application quality (number of applicants meeting ‘suitable’ threshold – not data at present 

- Number of attempts to fill vacancy (indicative data from Skill Shortage survey?) 

- Demographic profile of new hires (from HRC data) 

• Are people being well managed?   

- Engagement survey scores – initial data reported from sample of organisations from Rotorua 
pilot and/or organisations currently doing engagement surveys, compared with survey norms 



 

- Career Progression & Development Survey data – responses on work environment and 
quality of management (2000 & 2005 data available) 

• Are we retaining the people we want? 

- Level of unplanned turnover (from HRC survey data – Public Service) 

- Demographic profile of unplanned turnover (from HRC survey data – Public Service) 

- Average tenure (as above) 

- Cessation reason (not available – would need reported results from standardised exit 
interviews – push/pull factors) 

 

Goal 2: Excellent State Servants  
Develop a strong culture of continuous learning in the pursuit of excellence 
 
June 2007 milestone: A framework for learning and development across Government agencies 
 
June 2010 milestone: All Government agencies have a strong commitment to developing skills and 
knowledge across all staff. 
 

What would successful achievement of this Development Goal look like? 
In environments where there are learning and development cultures and where excellence abounds: 

• Staff are “consciously competent.” They have strategies in place to work to their strengths and to 
address their development needs and they are encouraged and given opportunities to do this. 

• Business improvements result all the time from widespread continuous learning. 

• Organisations know their people and how and when to move people to the next identified logical 
development opportunity. Sometimes, these steps will be in other agencies. People are willing to 
move and systems and opportunities are in place to enable this movement. 

• Staff want to achieve “excellent” performance. 

• Collaboration and teamwork in and between organisations is commonplace 

• Organisations “give and receive” staff 

• Clients of the State consistently report that staff are willing and capable 

 

Indicators 
Initial thoughts: 
• What is the percentage promotions filled by internal candidates? (agencies valuing and making 

opportunities for their talent) 

• What is the take-up of development planning- and learning and development opportunities measures 
at staff and agency level (eventually sector level?) 

• What is the level of capability across core organisational competencies? 

• How well do organisations know their people and their talent (including output from the talent 
mapping initiative) 



 

• Are staff currently within the sector being promoted or appointed to other positions within the State 
sector? (How does this align with Employer of Choice and attracting new talent?) 

• Extent of collaboration and teamwork in and between organisations  

• Clients of the State consistently report that staff are willing and capable  

- Customers’ views on State servants as service deliverers (project 12, Accessible State Services 
research proposal) 

 



 
Appendix 2 

 

 

 

 

 

 



 
Initiatives – Funding Arrangements Appendix 3 

It is important to note that the uptake of these initiatives is voluntary. SSC’s understanding is that those agencies which are intending to take up some of 
the initiatives are intending to fund them (those that require funding) from their baselines. This is consistent with the fact that the majority of these 
initiatives are good practice, and therefore are what could be considered to be a standard part of agency management costs. Some agencies are 
considering moving from practices they have been employing to those recommended in this strategy, therefore not necessarily a requirement for new 
spending.  
 

Initiative Funding Arrangements Implementation Arrangements 
Competency Framework Syndicated procurement across State services agencies, 

- commercial discounts will be achieved. 
Size of agency will influence costs. 
 

A strategic deployment plan will need to be developed at 
each agency. SSC will provide advice & assistance. Some 
agencies will have resource (management and HR) to 
manage this, others will be stretched. 
 

Engagement Survey Syndicated procurement across State services agencies, 
- commercial discounts will be achieved. 
Size of agency will influence costs. 
 

Agencies will work with provider to conduct survey and 
develop a response plan. SSC will provide advice and 
assistance. 
Some agencies will have resource (management and HR) 
to manage this, others will be stretched. 
 

Internships Agencies will fund the cost of having an intern(s). SSC co-ordinates the selection and placement of interns. 
Agencies responsible for their interns. 
 

Job-site upgrade SSC will fund costs for design and development work 
from within baseline. 

Agencies will input to the design phase.  Use of website by 
agencies is free. 
 



 
 

Initiative Funding Arrangements Implementation Arrangements 
Market research SSC funding research into the employment brand 

attribute of the State services (compared with the 
private sector and not for private) with our baseline 

SSC will work with agencies to assist them understand the 
results of the research and how to reflect the results in their 
people capability improvement programmes. 
 
 

360 degree feedback – 
CE’s 

Design funded by SSC within our baseline. SSC will work with CEs on a recommended approach and 
integrate in with ongoing CE performance work. 
 

Talent mapping of 2nd & 
3rd tiers 

Design funded by SSC within our baseline - 
implementation funded by agencies. 

SSC will work with agencies on a recommended approach 
and assist with ensuring results are reflected in leadership 
development initiatives. 
 

Learning and 
Development 
Framework 

Design and development funded by SSC within our 
baseline. 
No cost to agencies. 
 

Agency management and HR will lead implementation. 

Career development 
framework 

Design and development funded by SSC within our 
baseline. 
No cost to agencies. 
 

Agency management and HR will lead implementation. 

Toolboxes (career and 
leaders’) 

Design and development funded by SSC within our 
baseline. 
Agencies will fund printing costs of the toolkits. 
 

Agency management and HR will roll these out. 

Leading practice 
selection tools 

SSC funding research and development of a leading 
practice guide for agency use within our baseline. 
 

HR will be required to implement in agencies, - ensure 
hiring managers reflect this advice into their practices. 

 



 
Draft Evaluation Framework Appendix 4 

  
2. SSC INTERVENTIONS  3. IMMEDIATE OUTCOMES  

3. SHORT- TO 
MEDIUM TERM 

OUTCOMES 
 3. MEDIUM- TO LONG-

TERM OUTCOMES  3. LONG-TERM 
OUTCOMES  ULTIMATE 

IMPACTS 

             
 SSC facilitates procure-

ment of engagement 
survey and provides 
support & advice (K) 

 
a. Agencies conduct engagement 
surveys and share results among 

key stakeholders 
 

g. Agencies generate 
action plans derived 

from engagement 
survey findings 

 

n. Agencies implement 
changes designed to 
enhance employee 

engagement 

 

   

            
 SSC establishes HR 

professional development 
for State Services HR 

professionals (J) 

 
b. Agency awareness and uptake 
of HR professional development 

(or viable alternatives) 

 
 

h. Enhanced HR 
capability – and 

therefore quality of 
HR services provided 

within agencies 

 

o. Line managers 
recruit, manage and 
develop people more 

effectively 

 

t. Enhanced 
knowledge, skills & 
competencies among 

SS employees  
[key Goal 2 outcome] 

  

            
 SSC leads procurement of 

a research-based 
competency model (E); 

makes a Learning & 
Development framework 
(F) available for the SS 

 

c. Agencies begin integrating 
these models (or viable 

alternatives) into existing HR 
frameworks and practices  

 

i. Agencies clearly 
identify existing 

competencies and 
talent and map them 

to future 
organisational needs 

 
 
 

 
 
 

p. More effective & 
strategic development 
of people capability 
(competencies) and 
home-grown talent  

[key Goal 2 outcome] 

 
 
 
 
 
 

u. Increased employee 
engagement  y. Improved 

productivity 

            
j. Culture of Constant 

Learning [Goal 2] 
 

 SSC engages with 
agencies (through CEs, 

HR, managers, 
employees), providers1 

 

d. Agency awareness and buy-in 
to the PCAP approach to 

achieving the Development 
Goals 

 
 
 

 
 
 
 

q. More effective future 
capability and 

succession planning  
 

v. Higher retention of 
good people 

[key Goal 1 outcome] 
 

z. Improved 
business 
outcomes 

           
k. Increased under-
standing of career 
pathways that span 
the State Services 

 

 
Market research identifies 
strengths and weaknesses 

in the State Services 
employment brand (C) 

 

e. Employment brand strengths 
and weaknesses understood; 

Marketing strategies formulated 
(D); State Services marketed as 

an attractive, viable career option 

 
 
 
 
 

l. Enhanced 
leadership practices 

 
 

 
 
 

 

r. Diverse and talented 
employees more 

inclined to pursue 
careers within the SS 

[key Goal 2 outcome] 

 
w. Greater strength and 

diversity of home-
grown talent pool 

 

aa. Improved 
results for 

New 
Zealanders 
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 SSC makes available 
other useful tools, 

information, advice & 
support (A, B, G, H, I)2 

 
f. Information and tools (SSC-

initiated or other) used by HR & 
State Services employees 

 
 

m. Consistency of 
HR practice across 
the State Services 

 
 
 

 

s. State Services as 
Employer of Choice 

[Goal 1] 
 

x. More successful 
recruitment of diverse 

and talented people 
[key Goal 1 outcome] 

  

 

                                                 
1 Includes the Leadership Forums 
2 These include: leading practice selection tools (A), the recruitment website upgrade (B), the career development framework (G), the leaders’ toolbox (H) and the ‘your career’ toolbox (I) 


