§% MINISTRY OF TRANSPORT
4h TE MANATU WAKA

0C241111

18 October 2024

Dear

| refer to your email dated 20 September 2024, requesting information under the Official
Information Act 1982 (the Act) related to the Public Service Commission’s (PSC’s) Performance
Improvement Review (PIF) of the Ministry of Transport (the Ministry). You asked for:

1. “Please provide the full email chain between Martin Kessick and Audrey Sonerson
discussing the review, as referred to in your previous response.

2.  Please provide the 10 emails you previously withheld discussing 'the development and
finalisation of the content of the review', along with anything redacted in the emails
you've already released that were redacted on the grounds that the review had yet to
be made public.”

The 11 emails you have requested are released with some information withheld. Note that no
information withheld from the emails previously released to you (our reference OC240891) was
withheld on the grounds that the review had yet to be made public.

To provide some context for the material being released | would like to note that the Ministry’s PIF
process began in mid 2023. Over this time there were a number of changes in context, notably the
general election in October 2023 and a restructure in the Ministry. This made the reviewers task
challenging as the information they collected had to be adapted to reflect the new context.

Most of the Ministry’s comments and engagement were on a draft version that needed further
updating to reflect the changes in context as well as normal feedback processes that inform these
types of reviews. The final version presents an agreed documented position and set priorities to
address by the Ministry and the PSC.

The document schedule at Annex 1 details how the emails released to you have been treated. The
following sections of the Act have been used:

9(2)(a) to protect the privacy of natural persons

9(2)(9)(i) to maintain the effective conduct of public affairs through the free and frank
expression of opinions by or between or to Ministers of the Crown or
members of an organisation or officers and employees of any public service
agency or organisation in the course of their duty
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With regard to the information that has been withheld under section 9 of the Act, | am satisfied that
the reasons for withholding the information at this time are not outweighed by public interest
considerations that would make it desirable to make the information available.

You have the right to seek an investigation and review of this response by the Ombudsman, in
accordance with section 28(3) of the Act. The relevant details can be found on the Ombudsman’s
website www.ombudsman.parliament.nz

The Ministry publishes our Official Information Act responses so the information contained in our
reply to you may be published on the Ministry’s website. Before publishing we will remove any
personal or identifiable information.

Kind regards,

(pze—

Chris Nees
Acting Chief of Staff
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Annex 1 - Document Schedule

Doc# Date Description Decision on release
1 15/072024 | Email from Martin Kessick to Audrey Released with some information withheld
Sonerson under section 9(2)(a) and some content

Subject: Finalising the Performance marked out of scope.

Improvement Review

2 6/10/2023 Email and attachments from Andrew Squires | Released with some information withheld
to Audrey Sonerson under section 9(2)(a).

Subject: Capability Review - material for
Mondays discussion on the preliminary
findings

Attachment: “Agency Capability Review of Te
Manatd Waka — Ministry of Transport.
Preliminary Findings and What we heard —
MoT Capability Review”

3 1/03/2024 Email from Doug Craig to Audrey Sonerson Released with some content marked out of
et al scope.

Subject: Draft Agency Capability Review
Report

Attachment: “Agency Capability Review for
the Ministry of Transport 1: March 2024”

4 5/04/2024 Email and attachment from Martin Kessick to | Released in full.
Audrey Sonerson

Subject: Capability Review Meeting

Attachment: “Approach to Discussion with

Reviewers”
5 09/04/2024 Email and attachment from Audrey Sonerson | Released with some information withheld
to Martin Kessick under sections 9(2)(a) and 9(2)(g)(i).

Subject: Capability review

Attachment: Memo from Chris Nees and
Anastasia Lagoutaris to Audrey Sonerson re
“Agency Capability Review: Ministry of
Transport Feedback to PSC”

6 22/04/2024 Email and attachment from Audrey Sonerson | Released with some information withheld
to Doug Craig et al under section 9(2)(a).

Subject: Feedback on the draft

Attachment: “Agency Capability Review for
the Ministry of Transport: 1 March 2024”
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Description

Decision on release

7 24/04/2024 Email and attachment from Chris Nees to Released with some information withheld
Doug Craig et al under section 9(2)(a).
Subject: RE: Feedback on the draft
Attachment: “Net Departmental Revenue”
8 28/05/2024 Email from Chris Nees to Doug Craig et al Released with some information withheld
Subject: RE: Feedback on the draft under section 9(2)(a).
9 21/06/2024 Email from Audrey Sonerson to Martin Released in full.
2.56pm Kessick
Subject: Proposed Ministry response to the
PIF
10 21/06/024 Email from Audrey Sonerson to Martin Released with some information withheld
2.58pm Kessick under section 9(2)(a).
Subject: Whoops - and here's the remaining
feedback
11 25/07/2024 Email from Audrey Sonerson to Martin Released with some information withheld

Kessick

Subject: RE: Finalising the Performance
Improvement Review

Attachment: Two texts dated 12 July 2024

under section 9(2)(a).
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Document 1

Out of Scope

From: Martin Kessick <Martin.Kessick@publicservice.govt.nz>
Sent: Monday, July 15, 2024 8:54 AM

To: Audrey Sonerson <A.Sonerson@transport.govt.nz>

Cc: Brent Johnston <B.Johnston@transport.govt.nz>

Subject: Finalising the Performance Improvement Review

Kia ora Audrey

Further to our text exchange on Friday, here is a summaryof the respenses, material
and process that | was referring to;

1. Lead Reviewers Comments

As mentioned, we forwarded the comments in yoursemail of 21 June to the Lead
Reviewers for them to consider. Fhis is’a summary'of what they shared with usin
response;

® The Lead reviewers nhoted that on their System Teams proposal, they had
consistently heard from Ministry staff (as well as external stakeholders) about
the challenges,thie Ministry had had in attracting subject matter knowledge and
technigal expértise. The Lead Reviewers suggested the system team concept as
an approach thatwould help address that challenge. They stated that the report
identified systemiteams as a possible solution and didn’t suggest it would fit
every situation.

® On tufnover, the Lead Reviewers noted that the Ministry had high turnover for
several years, compared to both the public service average and individual
agencies (including, the second highest turnover rate across all Public Service
Departments for 2022/23). If the Ministry has more recent data showing a
significant reduction in its turnover rate (perhaps because of the impact of the
Fiscal Sustainability Programme on public service recruitment and retention)
that could readily be noted in the report.

® Diversity was only one aspect of workforce that was identified, and certainly not
the mainissue. The Lead Reviewers noted that they were not suggesting that the
end goal of the workforce strategy was diversity, and they didn’t think that point
was being made in the report.



Your feedback on the model and process suggested that the report should ”"be
much more practical about what things like ‘system leadership’ look like in
practice and what it is it specifically that the reviewers think MoT is not doing or
where it needs to improve.” The Lead Reviewers noted that ‘System lead on
transport’ is how the Ministry describes its role on its website. They didn’t think it
appropriate for them to define that role further and remain comfortable that this
is something the Ministry needs to work out with their system partners
(particularly given the changing context of a new government & Minister).

The Lead Reviewers will not be making further changes to the report (although we do
have some minor amendments to ensure recent developments are captured (such as
the finalisation of the GPS for Land Transport).

2. PSC Draft Response

I’ve attached a copy of the Commissions draft responseg.to the'review. We welcome
any comments on the draft by the end of the week inwhichwyou return.from leave,

Friday 26 July.

3. MOTs Agency Response

This is the Ministry’s response, and yeu are obviously free to frame it as you choose.
The response does provide an opportunity (as withithe recent MPP & IR Performance
Improvement Review responses)tosaddress the future focus areas described in the
report, as well as identifying the/specifieactions or areas of improvement that it will
take (for example under the ‘three Key.challenges’ that you identified). There are
comments about improving progtamme & project management, effective internal
financial managément’and effective people management processes, but no specific
actions are identified.

The Ministry has again likened its role to that of the ‘conductor of the transport
system’. We nete that your description of the ‘conductor’ role is similar to how the
‘system lead on transport’ role is described in the report e.g. aligning, coordinating and
monitoringsthetransport system. Given there are no references to the Ministry being a
‘conductor”on its website or other printed material and that the term doesn’t resonate
with stakeholders, is it helpful for the Ministry to introduce that terminology into the
report?

4. Next steps and proposed timeline

The high-level timeline to finalise the reportis;

® MoT provides PSC with any feedback on the PSC draft Agency response to the
Review by COP Friday 26 July.



® MoT consider PSC comments on the Ministry’s draft Agency response and
provide any update by COP on Friday 26 July.

® PSC provide MoT with the final draft report (updated with minor amendments
& context changes) as soon as it is ready.

® PSC provide MoT with the draft ministerial briefing for the Minister for the
Public Service on Monday 29 July (to subsequently be provided to the Minister
of Transport).

® PSC - update the report based on Ministerial feedback.

® PSC -work with the Ministry to go through a process of finalising and
publishing the report — by end of August

Nga mihi,

Martin Kessick (he/him)
Kaikomihana Tautawhi | Assistant Commissioner
Te Aromatai Whakatatutukitanga | System & Agency Performance

waea pukoro: ° 9(2)(a) imera: Martin.Kessick@publicserviee.govt.nz

‘g Te Kawa Mataaho

Public Service Commission

Te Kawa Mataaho Public Service Commission
www.publicservice.govt.nz | www.govt.nz o 0 O

Confidentiality notice: This emailggay hegonfidegftiaNgMNegally privileged. If you have received it by mistake,
please tell the sender immedjatel\Wsy reply, @m8ye this email and the reply from your system, and don’t act on it
in any other way. Nga mihi.
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Document 2

Irene Kilford

From: Andrew Squires <Andrew.Squires@publicservice.govt.nz>

Sent: Friday, 6 October 2023 11:03 am

To: Audrey Sonerson

Cc: Doug Craig; Brendan James Boyle; Martin Kessick; Rob Anderson; Thor Gudjonsson
Subject: Capability Review - material for Mondays discussion on the preliminary findings
Attachments: Preliminary Findings - MoT ACR FINAL.pptx; What we heard - quotes from the

interviews - final 6 Oct 23.docx

Follow Up Flag: Follow up
Flag Status: Completed

Kia ora Audrey,

Attached is the Preliminary Findings document which Brendan and Doug will be discussing with you an'Monday
morning.

Also attached is a “What we heard” document which captures unattributed quotes from the Lead Reviewer
interviews held during September.

Nga mihi, Andrew

Andrew Squires (he/him)
Kaitohutohu Matamua | Principal Advisor to Deputy.Commissionef:

Te Aromatai Whakatutukitanga | System and Agency, PerformancetGroup
s 9(2)(a)

waea pukoro imeéra: andrew.squikes@publicserVica.govt.nz

' Te Kawa Mataaho

Public Service Commission

Te Kawa Mataaho Public Sérvice Commission RAINBOW~
. . TICKs.
www.publicservice.govisnz [wwiv.goyt.nz Ll

Confidentiality notice: TlS gmail may be confidential or legally privileged. If you have received it by mistake, please tell the
sender immediately by reply, remove this email and the reply from your system, and don’t act on it in any other way. Nga mihi.



Agency Capability
Review of Te Manatu
Waka - Ministry of
Transport

Preliminary Findings

Lead Reviewers:
Doug Craig and Brendan Boyle



Purpose

This deck presents the Lead Reviewers preliminary findings about anat{ﬁaka Ministry of Transport
(“MoT”). This deck covers:

e Adraft Future Excellence Horizon

* Performance challenges and future focuses QQ/ %

These findings draw on our interviews; dlscu55|ons h \1tral Agencies and the agency’s Chief
Executive and senior leadership; MoT’s Self- Rew@re % d relevant corporate and strategy documents.

The Lead Reviewers will talk to this deck o %

e Chief Executive can use this session to query and
he Lead Reviewer’s thinking which will flow through to

clarify these preliminary findings - as the
the Agency Capability Review report




What is new about this Review

Themes from previous reviews appear to remain relevant today...

We observed previous reviews covered many of the same points we are finding through this Review. For example, the 2018
Ministry of Transport Performance Improvement Framework (PIF) Review identified four foéus areas:

* Achieving clarity of purpose

* Developing a medium-term strategy underpinned by strong analytics
* Growing capability for collaboration

* 'Rebooting' the organisation.

A 2022 PIF 'Light' review by Debbie Francis identified the following'excéllence horizon:

""Te Manati Waka will have built on its strengths and further clarified its system stewardship role. It will be seen as a visionary, solutions focused, well informed and agile
system leadership agency by Ministers, partner agencies, transport and mobility ecesystem participants, consumers and investors. System participants will have a clear
understanding of Te Manatiu Waka’s system stewardship role, its strategic priofities'and requlatory approach. Its guidance and thought leadership both across the
system and to the public will be seen as thought provoking, at times bold, based'en well-reasoned evidence and proactive. It will be respected as a leader of public
discourse on the transport and mobility ecosystems"

...we want to provide a roadmap of tangible actions te-help MoT lift its capability

Many of these previous insights remain releVagt'to MoT today and we expect our Review will cover many of these points - with
updates reflecting the current context. We want towwork with you and the Central Agencies to better understand how MoT can
make progress, which we can then take forward through:

* Recommended future focuses - including immediate priorities - to help MoT achieve the sought capability lifts, and

* Identifying and seeking commitmeft from the Central Agencies to support MoT’s follow-up actions.




The following slides cover:

Strategic Context and Organisational Context - outlines some of the key external and internal factors for MoT.

Outcomes New Zealanders expect in the future - describes the future outcomes reasonably expected by New
Zealanders.

MoT’s contributions to deliver future outcomes - For each MoT core function, we make statements about what we
think MoT needs to do in order to deliver on the outcomes expected by New Zealanders.




Strategic context

The following strategic themes impact the contributions and capabilities that MoT needs to effectively meet the demands of New
Zealanders:

Economic constraints - Economic forecasts predict ongoing headwinds from inflation,and supply chain disruptions which
will slow down the economy and pressure transport infrastructure fundingsmoédels. Energy prices are likely to fluctuate which
will directly impact the transport system.

Infrastructure deficit - Urban growth and development will conting@ to pressure existing infrastructure and require further
investment.

Decarbonisation and mode shift - Decarbonisation will continug, requiring mode shift and build out of public transport, and
the use of more carbon efficient energy forms across all transport systems. Currently, the decarbonisation strategy is not clear
across all modes.

Shift towards regionalisation - Other sectors and réfofm prégtammes (e.g. local government, environment and economic
development) are exploring different modes of governancéand delivery (e.g. city deals, the future of local government review,
resource management and water reforms). AlLhave depéndencies with transport.

Auckland will remain a focus - Meeting Aucklahd!sstransport needs will be challenging given the unique urban
growth/spatial pressures, transport infrastfucture, and funding challenges that occur within the Auckland context.

Technology disruption - New technologies{hybrid vehicles, electrification, alternative fuels, drones) and the pace of
adoption present a challenge for regulatory systems.

Resilience - Climate change, extremg'wéather events, and natural disasters will place greater resilience demands on the
transport system. These will likely m@ve from singular to simultaneous events.




Organisational context

The following factors have impacted, and will continue to impact MoT at an organisational level:

System complexity - The Transport System is multi-modal with a mix of governance agdeWnership models.
“MoT has a difficult job - hugely complex, highly disrupted, small agency, not fundéd properly”

System configuration - The split of policy, regulatory, and delivery respgnsibilities across transport agencies has created a
competitive environment for MoT. The lack of a strong MoT presencefdn some areas of the transport system has created gaps,
which other agencies in the system have addressed by building their own capability (e.g. Waka Kotahi’s policy function).

Itis a hard gig for MoT as it sits across a sector that ranges acrossumany organisations, with a lot on, and a lot of things looking for a

response.’; “Good to test whether the structure of the system isthéxrightone.lt is a huge area of government spend where ministers want
to have influence."

Role clarity - Recently, MoT has adopted new roles (such Jas respansibilities around infrastructure delivery) which sit
alongside its core role as the lead advisor on the transport systém. This has blurred MoT’s role clarity, and expanded MoT’s
capability requirements. The theme of role and purpose hasbeen echoed by past reviews of MoT (e.g. 2018 PIF).

Changes in key people - MoT has gone through’niultiplé changes in Ministers and recently a new CE. There is an opportunity
with new leadership to reset MoT’s vision,puxposesaiid strategy with alignment to a new government's priorities post-
election while maintaining a long-term perspective.

Staffing capability - High turnover has impaetéd sustainability and capability continuity, including the depth of its
experience, understanding of the transportisystem and cohesive relationships. There are concerns about MoT’s ability to
attract and retain talent.




Outcomes New Zealanders expect in the future

* The Transport Outcomes Framework (published in
2018 - screenshot to the right) sets out a purpose for
the transport system centered around the wellbeing
of New Zealanders and the livability of places.

* While still relevant, the framework could be
stronger on transport’s role in supporting some

wider wellbeing outcomes, including housing and '
urban development, livable cites. 00 ;::::15:’:;:
* The outcomes framework reinforces the need f N\ improves
Q " wellbeing and

MoT to align the transport system with relateﬁb
QO liveability

systems e.g. health, urban development, &l‘
government.

 To deliver on these outcomes alo Y focus
and approach needs to be taken t ns%:/
infrastructure planning, investment d@Q n

making and delivery. Q\
X




MoT’s contributions to deliver future outcomes

For each MoT core function, we make statements about w ha th| oT needs to do to deliver
on the outcomes expected by New Zealanders. These spe e{g we think MoT needs to be
over a five-year horizon.

These statements need to be calibrated against an fthe future given MoT’s size and
capacity, and the effectiveness of capability grow \S . With this in mind, we would
appreciate your view on whether the followmg

* Go farenough? Or go too far? Q/Q @

* Do they set the Ministry up to succeed, il Q‘

* Arethere otherimportant contributi{/ a@ed to be identified under these core functions?
E 3

<<<<\O\




Draft MoT future contributions and role

Transport System Leader and Steward

MoT leads change at a system level as an integrator and connector across.thé transport system, and across related systems
(e.g. urban development). It has the policy and influencing capabilities to-dévelopda transport system strategy which clarifies
roles and responsibilities and sets transport system priorities.

As steward, MoT understands the performance of the transportsystem .- both currently and in an intergenerational sense.
Through strong data and connections across the sector, it draws‘insightstogether and brings these insights to lead the sector
towards future focused solutions.

MoT brings stakeholders and communities along with trade-off decisions. Delivering transport outcomes will involve
trade-offs, and its MoT’s role to engage and communicate with Stakeholders through these decisions. Government and
transport system stakeholders view MoT as a credibleéxperton.transport matters.

Policy and funding advice

MoT provides proactive, credible and authoritativeiadvice on the transport system. This is ‘Big P policy’ which identifies
the intergenerational needs of New Zealandets, and then seeks to address system configuration, funding arrangements, and
other system settings needed to deliver 6n these.néeds. Advice is underpinned by strong data and insights.

MoT understands and is visible in the policy. discussions occurring in related systems such as urban planning, local
government, economic development, and actively aligns the transport system alongside these related systems.

MoT understands megatrends suchas climate change and technology disruption and brings these insights into transport
policy. It gets ahead of these issues and readies the transport system.




Draft MoT future contributions and role (continued)

Advice and assurance on long-term infrastructure investment*
* MoT provides advice on system priorities and infrastructure investment.

* Government and transport stakeholders respect MoT’s independence, anddMoT avoids any real or perceived conflicts of
interest.

Regulatory stewardship

* MoT has defined the transport system regulatory system settings. MoT is looking ahead and advising on the regulatory
settings appropriate to its risk appetite, and current and future:challenges. It can then look to Crown Entities to execute
accordingly.

* Crown Entity Monitoring is a key dimension of regulatory-stewardship. This reflects the significant role that Crown Entities
play as regulators. The manner MoT undertakes its‘régulatery role needs to support the system strategy (when there is one)
while preserving its accountability and independence —a'sophisticated and nuanced approach to regulation.

Crown entity monitoring

* Ministers, transport agencies, and transport systent stakeholders understand and value MoT’s monitoring role, which
covers Crown Entity performance and delivery.against wider transport system strategies and government priorities.

* MoT has strong relationships and a collaborative leadership approach to monitoring. It leans into collaborative
leadership and influence to address performance issues (as opposed to relying solely on formal structures and authority).

* Note this differs from MoT’s Self-Review which defined this core function as “Strategic advice, governance and financial assurance
of large complex infrastructure programmes and projects.”
U
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Performance chailenge and future focus




Performance challenge

The performance challenge is the gap between where we think MoT will be over a five-year horizon, and where we think it
needs to be based on the future contributions as defined previously. This gap is the basis for the ratings which we provide in
the final report. The following three slides contain detailed information which help calibratgttheé size of this challenge.

Some of the most significant challenges we think MoT will face to deliver on jtsfuturg’contributions relate to the following:

Effectively clarifying roles across the transport system (not only its,awn.roleghitthe roles of other transport agencies) and
getting agreement to these roles from across the transport systemi/See next slide.

Adapting MoT’s operating model and mindset to be proactiveahd ableto move at speed.

Finding, hiring, and retaining the talent necessary to bdild the ne€ded capabilities. This is at all levels - from senior leaders
through to policy advisors and data and modelling experts,

Improving capability to a level where transpoypt agenciesygovernment, and transport system stakeholders view MoT as the
authority on transport system design and poli€y:

Continuing to move the Crown Entity monitoring relationship away from a compliance and rules-based approach towards
a focus on assurance on entity governance and’operating models, informed by data and analytics.

Changing the Regulatory approach to,amore devolved, agile, and collaborative model.




MoT needs to clarify its role in respect to key functions
m MoT future role (system needs to support this role)

Policy Mixed priorities. * Focuson “BigP h|c d'?ess core questions such as what kind of transport
. Competes with other policy sources (e.g. Waka Kotahi). systemandr uesystems do we need to meet the needs of New Zealanders?
* Feedback on core policy capability is variable 'some good * Strong syst& t‘gvem leadership within the transport system “ensuring the
pockets, but too slow'; 'should be years ahead of Ministers'. system is well 0|le llgnln g the transport system with related systems such as
* Notvisible and active in shifts taking place in related loca ment and urban development.
sectors such as local government and urban development. ¢ aleém across the transport system (e.g. sector teams).
A
Regulation * Fragmented regulatory environment (including *\, Clearer role, which could occur from potential consolidation of regulatory functions
talent/capability). acr@ss.the system.
* MoT uses a commissioning model which ‘controls  Iftheccurrent agency configuration is retained, the commissioning approach would
regulators’. enable greater delegations and decision rights to the Crown Entities.
* Overlap and confusion between the role of MoT andthe ¢ Crown Entity monitoring focuses on regulatory assurance.
transport Crown entities. * Create an enabling legislative environment e.g. tight/loose - 'as little as possible, as
* Prescriptive regulatory environment whichfslows much as necessary’.
decisions. * Aligning regulatory settings with transport system strategy.
* Leverages talent across the system (e.g. sector teams).
Transport * Government commissions MoT into'the est% entand < Clearonitsrole asathoughtleader with a focus on assurance/monitoring rather than
infrastructure delivery of megaprojects, which involv hat does delivery.
not reflect its capability. It also raise @otentlal for * Culture and mindset of enabling delivery and removing barriers.
conflicts of interest. g * Governmentis clear about MoT’s mandate as a policy and assurance agency.
* Viewed by the sector as slow, CQ) some, ‘handbrake’ * Aligns business cases and investment within the transport system, and across related
on delivery Q, systems such as housing and urban development.
* Notjoining up the dots acro estments spanning * Leveragestalent across the system (e.g. sector teams).

multiple parts of government.




Current versus proposed future state

System Leader and
Steward

Policy advice

Crown entity
monitoring

Confused about its leadership role and no clear understanding

of its stewardship role.

No unified and agreed Transport system strategy, and current

mode strategies seem to have missed the mark with some

stakeholders.

Lacks confidence (partly because it doesn’t have the technical

capability that is present elsewhere in the system).

Can be too reactive to the government of the day, as opposed

to taking a long-term view.

Sometimes operates under a command-and-control model

where communicates rather than consults. Some parties i

sector liken it to a parent-child relationship. {
/

Advice can be slow, “years behind Ministers thinking”s

Policy advice quality and satisfaction scores are positive, but
this is at odds with feedback from interviewsdnhich indicates
that policy does not have the right focus, is shost-term.and
overly focused on immediate needs.

MoT advice is said to be too responsive to‘Ministers.

Bias towards short-term thinking.

Data and insights is under-invested and dee not seem to be
coordinated at a sector level.

Rules based, compliance focuse(QX)ach to monitoring.
Positive shifts are beginning —@ ore work is needed in this
area.

N

@ ranspe
R re:

MoT and the sec%agree on "'o Kect the Ministry’s system leader and steward
e

role.
rtise'that is credible and respected which enables MoT to

Deep subjectgk X

confidentlﬁ ge Wi vernment and the system.

Takes ng term and intergenerational view of transport system needs.

Collaboerative Iea?shlp model exhibited through engagement and co-design.
%ads the\development of a transport system strategy which effectively aligns

ystem both within itself and with other related systems and reform

uch as: urban development, Resource Management reform, Local
nt changes etc.

Ogr

Gové{

N

Advice needs to be free and frank and represents the long-term intergenerational
needs of the transport system.

Thought leadership around transport system configuration, settings, effectiveness,
dependencies, and relationships.

Needs to be able to understand megatrends and disruptive shifts and incorporate
that into advice to lead the system.

Data and insights needs to be mature and sophisticated and leveraged across the
system.

Provides assurance that Crown Entities have the right governance and operating
models to support the transport system strategy.

Crown entity monitoring should be viewed as valuable and helpful by the Crown
Entities.

Needs strong data and analytics about Crown Entity performance.



Current versus proposed future state (continued)

Where MoT needs to be to reach the Future Excellence Horizon

Advice and * Currently involved in the establishment and delivery of * MoT provides adv@ syste rlties and infrastructure investment.
assurance on long- major projects as opposed to assurance, which is driven by ¢ Investment decisi t a robust, long-term intergeneration basis.
term infrastructure the move to Crown funding of these investments. * Settings for& ent r&gnlse the mix of maintenance and new investment.
investment * The capability to do this is not traditional MoT policy

capabilities. It is not clear that it does this work well.

Regulatory * MoT uses a compliance model towards regulators. R s@ eed to be agile and ready to cope with the change in technology
stewardship * Regulatory settings are restrictive which slows decision apti oss the system.
making. %ds le to anticipate the disruption. Decision rights need to be in the right
* A prescriptive regulatory environment might influence the 0 ac atory configuration needs to be reviewed potentially.

operating model of MoT.




Future focuses to lift capability

We have identified future focuses (things that MoT should do) to lift capability to meet its future contributions and role.
These are expanded upon in the immediate priority actions identified on the following slid%

Leadership, Culture and Direction
\_/

o Develop (with PSC and transport agencies) options for the n relationship capability to support policy

o D elop MaoriCi
optimal transport system configuration. @yste onitoring.
o Co-design a transport strategy with key transport stakeholders, evelop.theagility to respond to Ministerial priorities alongside
that links to other systems (e.g. urban development). % o @ as system leader and steward.
o ldentify and promote desired culture (e.g. proactive, outward &\
focused and resilient).

o Align organisation strategy with MoT’s system role. @Q § Q

o Strengthen system reporting and performance.

Public Finance and Resource management

o Develop a people strategy, with actions t% o Develop tools and infrastructure to improve the use of data and

improve development, retention an' e \ information across the Ministry.
o Recruit and develop the leadership capability v@(soutward

looking, strategic, and engagement focus. \
o Investigate causes of high turnover and i&ﬁe}nent actions to

address these causes.
o Improve MoT’s recruitment propos%n.

o Initiate a sector workforce plan/

ach.




Immediate priority actions

This is a list of actions that MoT can begin immediately to lift capability:

Engage with and enlist the transport sector to develop a multi-modal system strategy whigh accounts for links and
dependencies. This should be an 'NZ Inc. Approach' based on co-design and{partnership principles.

Lead the development of a joint transport sector-wide position regardingthe transport sector’s future priorities and the role
that MoT should play as steward and leader. MoT should present thi§ view tothreincoming government.

Consider how best to align the MoT operating model with changes)and-implications emerging from the system strategy
development process.

Align organisational leadership capability to the new ogeratingtmddel (including organisational strategy, structure, culture,
systems, and processes).

Obtain commitments from the Transport sector and Central Agencies to make talent available for e.g. sectoral teams, two-
way secondments. This should result in a mutualtalent'and capability plan for the transport sector.

Identify MoT’s immediate talent gaps intechnical, system change, and system leadership skills and leverage existing
transport sector talent to address these gaps.

Establish a sectoral team for the system(strategy process. MoT needs to continuously improve the operating model for sector
teams on a project/programme basisi8ectoral teams should be built dynamically for creativity at scale.

|dentify and commit - with clear timelines - to high priority areas requiring a sector team approach. This includes areas such
as the future of aiports, the future of ports, and transport system revenue and funding.

T
]



Immediate priority actions (continued)

* Develop a strategic people plan for MoT that supports the strategy and operating modél. This plan needs to address
recruitment, retention, leadership development, talent acquisition, performance management, current v target state,
gap analysis and action plan.

« Beexplicitand clear about the right target culture and mindset to sGpport thefuture role. Aspects of this new culture
and mindset should include: moving from an organisational poli¢y focus.to.a’systems focus; a relational approach as
opposed to a regulatory mindset; outward-looking as opposed toan insular approach.

* Prioritise and lead a system approach to data and analytiessThis«Could include a 'transport data hub' that is operated
and shared across the whole transport system. Note: thisitransport data hub may not have to reside inside MoT.

* Work with transport sector agencies and Centralégericiesito,identify areas for improvement in respect to system
configuration and operating model choices. Areas for consideration should include MoT’s approach to regulation; the
use of sector teams and workforce management; and the role of MoT in Auckland.

» Clarify MoT’s role in Maori-Crown relationshipsiand the implications this role has for the organisational operating
model and capability lift (examplesdncldde assurance and monitoring of the performance and practice of crown
entities; internal practice; and its relationship'management approach).




Capability Review Programme

What we heard - MoT Capability Review

This document provides unattributed quotes from the interviews undertaken by the Lead
Reviewers during September 2023 as part of the Agency Capability Review of Te Manatli Waka -
Ministry of Transport (MoT).

The quotes are from a mix of external stakeholders (noted as “[Ext]”) and MoT staff and managers
(noted as “[Int]”).

Audrey’s leadership contribution — goodwill, with expectations

e | am really impressed with Audrey. She understands what the task is and isopen-mi @@
interventions...Incredibly relieved to have that leadership in place. [ % K

e Good signs with Audrey. [Ext] %

e Audrey hasimproved things in the organisation. [Ext]

MoTs challenging operating environment Q‘

e Tosay thereis a lot to do in transport would be the u emen century [Ext]

e Is asmall agency with a huge remit, that is not we L |ppe s been in the weeds and
down some rabbit holes. [Ext] % Q

e They have a difficult job — hugely comple)® disru with a small agency that is
not funded probably. [Ext]

e Itis a hard gig for MoT as it sits acro ctor th across many organisations, with a lot
on, and a lot of things Iooklngf ég\

e The role of the Ministry is al t SSIb ieve. [Int]

e | don’t think the importa Mln we I understand in Wellington. [Ext]

Roles and responsibiliti ?\ rt system lack clarity

e Thereisalac one where. [Ext]

e The modelis @ own - s to be thought about from the ground up, to give that role
clarity. [E

e Qver t|m confusion has arisen between the genuine policy advice from MoT
and the operatlo y Waka Kotahi. Many ministers have understood that confusion and
have ‘made h fro it. [Ext]

e With aspe olicy function at Waka Kotahi, would you say, “that is a good use of

resourc probably not. [Ext]
. CIarlz eaIIy important - if you don’t have it, you get duplication. (Ext)

MoT’s as broadened

e There are fundamental structural issues within the system, which means MoT has drifted into
other aspects (mostly because has been asked to) such as procurement, governance, etc. But
these are not where their expertise is. [Ext]

e The Ministry is not the best place to talk about how to do light rail. Government needs to stop
giving stuff it is not good at. It diverts it from its clear, and best role. [Ext]

1]
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System leadership and stewardship

What does it mean being steward in the system? Just need to live it and do the action to
command respect. [Ext]

You can’t just call yourself ‘leader of the system’, you need to earn it. [Int]

What we desperately need is a ‘core’ policy unit, providing quality policy advice, and getting the
legislative settings right. [Ext]

We are paddling in the same direction, but we have all got different roles. [Ext]

We talk about stewardship a lot, but it is not the driver behind the things MoT prioritises. [Int]
You need to earn your place at the table, and then behave and contribute in ways that reinfn

your place there. [Ext]
I’'m struck by the lack of clarity about their system role. Being a tiny agency you need %
really surgical about where to intervene. [Ext] Q

Transport system strategy %

Need a strategy to ensure everyone is heading in the same direction. [Int] Clg(
There is no strategy at the moment, and this means they hed ar: t]

MoT can be diverted into reacting and dealing with issdes,and political staff, rather than
developing and delivering on a strategy. And it is n @ ategy —the hard yards

ati
start on delivering it. [Ext]
Really good strategy and policy sustains puin% orga ' - stops you being buffeted
and enables you to give effect to the Iong{b xt] &W‘
The sector gets the need for long-term stra , more.tha oT does, because the sector
already needs to think that way —vy 't redesi ?&sel in two years, so they are already
thinking about the long term. [E
Need to have the sector eng nvo u can’t plan for resilience on a three-year
cycle. [Ext]
Getting the wider sect ?& and in developing a strategy/long term plan means the
politics become almc% vant, @ can show this is what the sector wants — and there is
unified support includi d unions — then Minister(s) won’t want to push back on

it. [Ext] @ om@\®

Strategic thi@‘ﬁtrat , implementation
e They need to have %set of a systems agency, rather than a policy agency. Go ‘up and

out’. [Ext]

See real sho ism. For example, everyone else in the world has gone into pricing using new
technolo atdon’t seem to be on MoT’s radar. They should be asking — “what do we need
to hap and looking out five years time. Not just considering ‘the now’. [Ext]

Lead p@advisor to government on the transport system — influence, alignment, and
engagement

2|

MoT needs to be able to shape, influence, and guide the sector. [Ext]

| don’t see a concerted effort to move from what is a very traditional policy mindset to what the
DPMC policy project is talking about e.g., how to talk to customers, how to look at innovation,
how to codesign with partners. [Int]

How progress policy is different now from just putting up legislation and papers, and requires
new types of skillsets and ways of working. [Int]

MoT takes a pure policy view and looking out, rather than an end user view and looking in. [Ext]
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Policy advice — quality and capability

Low confidence in the Ministry’s ability to do policy well, relative to other agencies. The Ministry
is not well placed to deliver robust, high quality policy analysis. [Ext]

| worry when | see the policy advice coming out of teams - they are doing their best, great
thinkers, but they don’t know what it means on the ground. [Int]

Fees and funding is a massive issue. We offered to pay people to do it, but it seems like MoT has
put it on the go slow, compared to the rest of the programme. [Ext]

On the Policy side what is valued is writing skills — not the engagement skills, assurance skills.

[Int] %(]/

Long term issues caused by the transport system’s structure

3|

Good to test whether the structure of the system is the right one. It is eareao q
government spend where ministers want to have influence, whereas it r setup as a
‘pure’ system with a Minister and a Crown entity and its Board&;

entin

Need to ask ourselves is the right model in place and are we impl n the right way.
[Ext]
The Crown entities model is broken - go back to the departmental mod%t]

There is friction all the way in how the system is set n

..pushing square pegs into round holes. [Int]

Australian counterparts find it hard to differe% Lﬁ we nf Waka Kotahi and that of the
Ministry — in their view Waka Kotahi would logically be N\ ry. [Int]

Fundamentally we have created - along wi sto e}rgistern countries who have done the

same thing - a high transaction cost | by separa
ncy, they\mi

nder and provider. [Ext]
t be better joined-up. Would see it as a
ntation perspective. [Ext]

If regulatory functions were all in6n
system and would understan icy tc%
Immediate opportunities t S iss @ ith how the system is operating

There could be a cir ker to€herway the system has worked — poorly - for the last while.

[Ext] E@

The tighter fis Mnmenx provide an opportunity to clarify and prioritise roles. [Ext]
keliheod of a new Minister, there is an opportunity to reinforce

With the eleeti d theli
roles, an suppor the PM. [Ext]
It is a work in*progr. s%?reset button has been pushed — the behaviours of the past don’t cut

it at the [Crown £€ntity],board table anymore. [Ext]

Doing the st X rk will help with roles and responsibilities. It will help keep people in their
swim Ianeét

Seeal nouncing of things before going through certain processes and you need to know
ho incentivise that sort of behaviour. [Ext]
Ot encies could help by being stronger on challenging where things are not done to

expected norms or standards. [Ext]
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System relationships based on partnership and a sense of curiosity, and being proactive

e Some personalities have got in the way, but the issue is of poor interaction, poor relationships,
and a lack of trust. [Ext]

e There are good relationships at the lower levels, up to T2, difficulties at CE/board level. All the
tension comes in at the highest level, which is unusual. [Int]

e We have heard Ministry people say to us “Don’t expect us to be like we were during COVID.”
[Ext].

e We miss the curiosity they had during COVID. They were thinking about the future. [Ext]

e We need a Ministry with good system, sector-wide, relationships and that isn’t what sits in t
Ministry at the moment. [Ext] %

e MoT seems detached, are just not participating. [Ext] q%

e What is their level of influence, and what is the level of influence goingfforward? [E

Collaborative leadership % /\J

e I'd like to reiterate, that if you get leadership right, everything éwill sor@‘ out. [Ext]

e Qurroleis to enable the rest of the sector to deliver, incl local govern . How can the
Ministry support them to do the best they can. [Int] @ \%“

e Need to do collective leadership consciously. and be.trained how to'do it as it is not something

that is done naturally. Entirely different way of hing thi nd need to develop those
skills and competencies. [Ext]

Culture and mindset externally and interna’h)

e Thereis a mum/dad to kids type relip (pat mxt]
e There is not a pragmatism, or re@ wha dge there is in the other agencies. This is

not just at an individual level ‘orga ' onal character’ level. [Ext]

e There is a disconnect betwee cya policy functions. [Int]

e We need to be joined up i Iy (@policy, funding and monitoring are all joined up.
[Int] é

e  When we deal with them it do% | collective. When we talk to them, our agency has to
connect them@ \

e Alotofni eetings but not a lot of go forward. [Ext]

Leadership deve opm&%
C

e Managers are v@p ble, but they don’t have enough time to support and guide you. You
need to reIQ r members of team for that. The teams too big and have too much work to

do. [Int
o tisdi t to have the time to manage staff well with 12 direct reports [Int]
o W le are really busy putting out the fires, they don’t focus on professional

dev ment. [Int]

Commissioning and workload

e Thereis a lack of understanding of the thought that needs to go into commissioning. Ministers
wants it, so go and do it. [Int}

e Patchy workload across teams. [Int]

e | notice some Teams are ‘pedal to the pedal’, and other teams are ‘fiddling their thumbs’. [Int]

4|
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Workforce capability and development

e What she [Audrey] can get out of the sector is the juice she needs to enable her to fulfil her
system mandate. [Ext]

e MoT staff need to get out and about. You can’t write a port strategy when haven’t been to a
port. [Ext]

e Both industries - Maritime and Aviation - have staff who have been around a long time, and
need people at MoT who are credible and connected. MoT need to be able to ‘foot it’ with those
staff. If not with a leadership response, at least with an empathetic response. [Ext]

e The Ministry moved away from having experts and now has generic policy people, but some
technological changes are so challenging to understand that you need that specialist knov@

g
to be able to work on it. [Int]
e There are progression pathways around policy teams, but it is much Ie%nal witl@t er

functions. Clearer pathways for moving between teams would hel%
Turnover « &

e Recruitment is a massive cost. If invested in our people, not hav @)Ieaving. If
invested in our current people would save money. [Int

o Alot of our capacity is spent on bringing new people @peed omthings. [Int]

e  65% of staff have been here for two years or less. ~@ of the in the organisation is in

the management team. [Int]

o)
e Ways of working need to survive turnover. [ &\

e Turnover infuriates our stakeholders. [Int

o [t terrifies me the way the Ministry hrough
e Trust is eroded by turnover. But tdr in senio

Mint]
ership is really damaging things. Every
. We need to address that turnover. [Ext]

time we build that relationshk% erre
Diversity and inclusion Q
e Work needs to be dore in the Diversity aféa. We need to be doing a bit more. [Int]

e Equity and inclusiqn re entatio elatively low. We need to create an environment where

s safet\ Bring in diverse views. There is currently low representation of

Diversity and |
different eE?’ ies’ [Intb

5]
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Out of Scope

From: Doug Craig <doug.craig@rdcgroup.co.nz>

Sent: Friday, March 1, 2024 4:29 PM

To: Audrey Sonerson <A.Sonerson@transport.govt.nz>; Brent Johnstén <B.Johnston@transport.govt.nz>; Carmen
Mak <C.Mak@transport.govt.nz>

Cc: Andrew Squires <Andrew.Squires@ publicseryice:govt.nz>; Rob Anderson

<Robert.Anderson@ publicservice.govt.nz>; Martin.Kessick@ publicservice.govt.nz

Subject: Draft Agency Capability Review Report

Kia ora Audrey
Further to our meeting with you on Tuésday, ‘as promised, attached for your review is the draft report.

Once you have had a chaneerto consider the,réport, we would be pleased to receive for consideration any feedback
you may have on the répart. As mentioned, we are also more than happy to meet with you and/or your leadership
team to discuss the Report. We noté&Brent signalled an interest in providing a draft it to your Risk and Assurance
Committee (RAC). We are happy*for this to occur and we would be happy to meet with RAC also if that was helpful.

If there are others thatyou'think would benefit from seeing a draft, we would ask that this be raised with us and the
Commission in the firstiinstance. We would also appreciate you reminding staff and others provided with a copy of
the report, that it iswstill a draft, is likely to change prior to being published and should not be shared more widely
without first cléaring this with us and the Commission.

In terms of the timeline, it would be helpful if you were able to provide feedback and written comments by COP
Friday 22 March. We understand this would allow for RAC to discuss the draft report at its meeting on 19 March.

All Capability Review reports include a section for an agency response (see page 12), and it would be useful if you
were able to provide your response for inclusion in the report by Thursday 28 March.

Once we have considered and reflected on your feedback, we would update our draft report. We understand the
next step would then be for you and the Public Service Commission to agree when a draft should be provided to
relevant Ministers (the Minister of Transport and Minister for the Public Service).



Please let us know if you have any questions.

Finally, can we again express our gratitude to you and your staff for the generous manner in which they have
supported us and the process that has got us this far. We sincerely appreciate that and hope you find our Report
helpful in your leadership of the Ministry and of the Transport system.

Nga mihi

Doug and Brendan

Doug Craig

Director

e. doug.craig@rdcgroup.co.nz
t. 0064 27 721 1010
www.rdcgroup.co.nz

The information contained in this message and or attachments is intended only for the person or entity/to which it istaddressed and may contain
confidential and/or privileged material. If you have received this message in error please notify,the sender immediately and then delete this
message along with any attachments. Any opinions expressed in this message are not necessarilyathose of RDC Group. RDC Group is not
responsible for: (i) any viruses in this email or any attachment; or (ii) any effects this email,or,any attachments havejon your network or computer
system.
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Executive Summary

About this Review

The Agency Capability Review (the Review) of the Ministry of Transport (the Ministry) began in
June 2023, with interviews substantially completed by October 2023. This report presents the
findings of the Review and draws on multiple sources including the Ministry’s self-review and
interviews with Ministry staff, transport agencies, transport stakeholders, and Central Agency
officials. The Review considered the Ministry’s delivery and capability across all aspects of the
Agency Capability Model.

Alongside this Review, in September and October 2023 the Ministry undertéok a change proecess to
implement a new organisational structure. Where possible we comment,onthe impactof the
change process on the Ministry’s capabilities. However, given the newsofganisatighal structure has
not yet been fully embedded, our ratings are based on the structure'as it' was atthe time the
Review was substantially undertaken (unless otherwise stated):

The main period of information gathering and analysis faf this report eccurred in September and
October 2023 and before the Government had formedafterthe 2023:General Election. Work was
subsequently undertaken to reflect the changes in the'Mifistry’s context and priorities in the
report including meeting with the Minister of Transport in February2024.

About the Ministry of Trapsport

The Ministry is the Government’s system lead onstransport. The Ministry provides policy advice,
monitors Crown entities operatinginthe transport'system, and provides regulatory stewardship of
the transport regulatory systems.The Ministry manages a range of stakeholders (including
transport infrastructure gwners, transport sefvice providers, regulators, local government,
stakeholders, and interest'groups) acressiland transport, maritime, and air transport modalities.

Transport plays a erdcial role in thelives of New Zealanders. It moves people, services, and goods
across the codntry=and across,borders, thereby supporting communities, services, and businesses.
It also contributes to other priorities such as urban development and decarbonisation. Given the
important role thattfansport plays - and will continue to play - it is critical that the Ministry has
the capability to éffectively lead the transport system to succeed.

Future€xcellence Horizon

What does$uccess look like for the Ministry over a five-year timeframe?

The Ministry’s small size, and the breadth and complexity of the transport system means it needs
to operate at a system level to achieve success. It needs to effectively align, co-ordinate and
monitor transport Crown entities (such as the New Zealand Transport Agency Waka Kotahi) to
ensure they are delivering what the transport system needs. Similarly, the Ministry must ensure
that policy, funding, and regulatory settings drive and enable the shifts that are required in order
for the transport system to deliver what New Zealand needs now and into the future.



We will know the Ministry is successful when it:

Is respected for being an effective transport system leader - The Ministry will have
developed and agreed a system wide, mode-integrated, vision and priorities for the future
of the transport system. All stakeholders understand what it means for them, why the
vision matters, and what they need to do to help realise this shared aspiration. Evidence
for the respect of key stakeholder groups includes:

o Ministers seeking out and valuing the Ministry’s input on transport policy, funding,
and assurance over transport delivery and investment, and have confidence/in.the
Ministry to deliver its policies.

o Transport Crown entities collaborating effectively with the Ministry, seeking
direction and helping to realise system wide strategic priorities.

o Key transport stakeholders (local government;transport providers) actively
engaging with the Ministry to help shape the fuiture direction’of the transport
system.

Responds to future trends, risks, and opportunities proactively and effectively - The
Ministry has the technical expertise, data and monitoring;-and leadership to effectively
advise Ministers on implementing theichanges necessary to ready the transport system to
deal with challenges and risks, afidwealise oppottunities. We expect to see the following:

o The Ministry can articulate’how its'@wa actions (regulatory, policy, funding), along
with the actions(of transport Crowneentities and stakeholders, work together to
create the shifts,sought by'government (e.g. economic growth and productivity,
urban development and achieVing greenhouse gas emission targets).

o Systems are in pla€etesupport transport funding being sustainable and sufficient
to'méettransport infrastructure replacement and build out costs.

o “Regulation.ds agile and supportive of new transport technology adoption (e.g.
drones,\low carbon technologies) as soon as these technologies are proven.

o Mitigations and resilience measures are in place for risks such as adverse weather
events, natural disasters, and international supply chain disruptions.

é, Transport policy is integrated with related policy areas such as urban land use and
housing.

Leverages its monitoring function to effectively ensure system performance - The
Ministry uses its insights, data, and relationships with transport Crown entities to ensure
they are regulating and delivering investments which represent value-for-money and are
strategically aligned with the overall transport system vision, and government objectives.



What outcomes do New Zealanders expect from the transport system?

Over a five-year horizon, New Zealanders expect a transport system that:*

Unlocks New Zealand’s economic potential - Transport is efficient and integrated,
across roads, rail, ports, airports, intermodal terminals, and key freight centres. This
reduces the costs of goods and services, supports economic growth, and increases
competitiveness and productivity. Transport infrastructure is appropriately sized and
robustly and efficiently sourced.

Supports liveable communities and enhanced quality of life - There is the right mix of
timely, safe, and affordable transport options within local communities that is designed
around the needs of communities and customers. Transport needs are integrated with
land use planning to support long term growth and development objectives.

Resilient to shocks and stresses - Risks and threats from climate'chapge, natuxal
disasters, global instability, and economic shocks are monitored; and mitigations'and
contingencies are in place.

Supports greenhouse gas emissions reduction- The transport systemsis responsive to
taking action to support New Zealand meeting its'greenhouse gas émissions reduction
targets.

What are the contributions the Ministry will have t&meake to achiewe these outcomes?

The Ministry will have to make several contributions to help the system succeed:

Policy and funding advice - The Ministry provides proactive, and influential advice which
prepares policy, funding, and régulatory.settings to meet the long-term needs of the
transport system. This adviee Will incorporate data, and draw on urban and network
economics, finance, and,data and imodelling expertise. Transport advice also needs to be
integrated with wider systems@nd reform programmes (for example spatial and urban
planning).

Advice and assurance on long-term infrastructure investment - The Ministry ensures
transportinvestments reflect value-for-money and strategically align with transport and
wider long-term objéeetives. It can do this through strong partnerships with transport
Crown entiti€s and Wider infrastructure market participants, and effective assurance of
infrastructure ipvestment.

Crown entity monitoring - The Ministry monitors transport Crown entities in a way that
balances oversight and support. The monitoring relationship will be valued by the
Ministry, Ministers and the Crown entities, and the Ministry should know how to
proactively step in to address risks.

Regulatory stewardship - The Ministry continuously monitors and adjusts regulatory
settings to ensure the regulatory system is supporting the needs of the transport system in
line with Government and Ministerial priorities. The Ministry will draw on connections

! These statements align with the Transport Outcomes Framework which currently guides the transport
system. For additional information see page 17.



across regulators and regulated parties, as well as data to ensure settings are appropriate
and that the effectiveness of regulation is monitored.

e Transport System Leader and Steward - The Ministry leads the transport system with
clarity of purpose and a focus on delivering system outcomes. The Ministry will need to
connect and integrate views across the system to develop a shared vision and priorities for
the system, and then use these connections to align stakeholders to realise the vision and
priorities. Achieving clarity of roles and responsibilities across the transport Crown entities
is critical.

Performance challenge

The Ministry has demonstrated its ability to adapt to changing needs, implement change, apd'déliver

The Ministry’s contribution to the COVID-19 response is an outstanding example wheréithe
Ministry quickly adapted to meet the needs of government, businesses,and communities: In a
short amount of time, the Ministry built connections across the system and ensuredithe domestic
transport system and international supply chains remained operational. In interviews, we heard a
lot of recognition for the Ministry’s approach and action during'this crisis peried.

We found several other examples where the Ministry suecessfllly actedon opportunities to lift its
capabilities. For example, the Ministry has lifted itspolicy/capabilityinwrecent years by
implementing new systems and processes such,as the‘Transpertnowledge Hub and the Policy
Quality Framework.

Realising transport system leadership /il belthe Ministry Sgreatest challenge

The transport system needs leadership at many'levels. The system currently lacks a unified long-
term future direction that shapesdecision making and delivery across all transport modes. While
strategies exist in some transportiareas (for example the Freight Strategy and the Government
Policy Statement for lan@, transport (GRS)), there is no cross-transport approach to guide transport
stakeholders and trafisportagencies«=This has resulted in misaligned priorities and work
programmes, andiipfited prioritisation efforts across both transport agencies and infrastructure
providers.

The Ministry also operateswithin a challenging and sometimes competitive environment. Roles
and responsibilities cande unclear and with the pressure of challenging timelines, some of the
expected checks and'balances have been eroded, with impacts on the quality of decision-making.
The sometimes<difficult relationships between agencies has contributed to instances of
contradictory advice to Ministers from transport agencies, which can reflect a lack of consultation,
differing views and a competitive approach between agencies.

While the Ministry describes itself as the transport system leader, through our interviews we found
that many groups do not currently view the Ministry as operating effectively as a system leader.
Stakeholders and transport system participants told us that the Ministry can be reactive, passive
and lacking the necessary technical expertise to be an effective partner or participant in some
parts of the system. This situation has limited the Ministry’s ability to credibly engage and
influence transport agencies, transport stakeholders (such as businesses) and Ministers. The
challenging nature of sector engagements, along with some staff having limited experience in the
transport system, has meant the Ministry has developed a culture of looking more inwards, rather



than reaching out and tapping into the capability (both private and public) across the transport
system.

The Ministry’s overall challenge is to transition from describing themselves as the system leader to
being widely recognised as the system leader. It will need credible and experienced people who
can make this shift, with a clear mandate, engagement approach and culture to step up and lead
the system effectively. It will need to look outwards to engage, broker and connect across the
system and drive the system towards meeting the long-term needs of New Zealanders.

The Ministry’s people underpin its ability to be an effective system leader

Making the improvements to capability and meeting the performance challenges we have set out
in this Review depend heavily on the Ministry having the people it needs to execute its role as.the
system leader. The Ministry has a strong workforce, but there are also staffing challenges,
Turnover has been very high in recent years which has eroded the depth ¢f thie Ministry’s
expertise. Partly due to its small size, it can lack technical expertise in keysareas (pgople with
knowledge of infrastructure, urban economics, finance) and this gap means theMinistry can find it
difficult to meaningfully engage in important policy debates affecting'the transport system and
related systems (for example, urban development and housifgsand how loeal government can
fund and finance infrastructure).

Securing technical expertise and credible and experienced seniorleaders is likely to continue to
prove difficult given recent retention and turnoverchallenges, In the past the Ministry has used
contractors and consultants to secure the techniealiexpertise it heeds. Going forward, the Ministry
will have to think carefully about the kind of skills'it needs,to bring into the Ministry on a
permanent basis, and how it leverages the talent that\alréady exists in transport agencies, local
government, and the private sector{

There are further challenges whichith€ Ministrynwml have to overcome

Additional challenges that are worth nGting here include:

e We heard that poliey advice.ias sometimes been reactive, without the depth of analysis
needed to support Ministers,through trade-off decisions (this has arisen partly due to the
limited, oftechnical expestise on transport and related issues). There has in the past also
been a tendengy, partly driven by Ministerial pressures, to reacting to immediate issues
and concerns, rather than presenting and advocating approaches based on long-term
intergenerational needs.

e AspOted, the culture tends to be inwards looking with a lack of capability and capacity to
effectively engage externally. This needs to shift to a more outward-looking perspective
with an operating approach that understands the user view and ensures this is reflected in
policy development.

e Alack of confidence and technical expertise means that the Ministry may continue to
struggle to effectively engage and integrate transport policy into related policy work areas
- particularly in the areas of housing and land use planning.

¢ While some foundational data architecture is in place, more can be done to utilise data
across the Ministry’s functions, and there is a gap between what is being sought in terms of
data and hard evidence and what is able to be provided, including in terms of cost drivers



and the performance of Crown entities. There are also barriers stopping the effective
sharing of data across transport agencies.

e Balancing responsiveness through the initial phase of the new government as it sets its
transport priorities while maintaining a long-term perspective and fulfilling its stewardship
role.

Insights and opportunities

The Ministry’s immediate focus will be on delivering the Government’s priorities

The Ministry’s immediate focus will rightly be in delivering on the Government’s priorities,
including those in the Government’s 100-day plan, where the Ministry and the transport sectoy
have a number of significant responsibilities. Delivering on these priorities will be crucialttithe
Ministry building the trust, confidence and respect of the new Governmentandsthis wilbprovide a
good platform for the Ministry engaging in a conversation on the oppertdnities setout in this
report.

Delivering the Government’s immediate priorities will build g Strehgsplatforfder Conversations on
the Ministry’s role in the transport system

As those immediate priorities are responded to, the Ministry should seek opportunities to start
working with Ministers and transport stakeholders-to'define and confirm the Ministry’s role, and in
particular its transport leadership role. While this\Review olitlines some of the important
characteristics of this leadership role, including:b€ing mere outwardly focussed, proactive, and
having a system stewardship future focus, the Ministfy,also needs a detailed and agreed definition
that it can use to focus its efforts and its resources:

Answering the following questions will help-theMinistry to define its role:
e What is the uniqué value that ohly the'Ministry can provide for the transport system?

o What does thisunique valtieproposition mean for the roles that the Ministry needs to
play?

o “What is the.priority of these functions (based on the needs of the system)?

o How'doesithe Ministry’s role sit within the wider transport system (including
between transport agencies, local government, community groups, businesses,
mana whenua)?

é. What does it do, and not do and why?

o What role does the Ministry need to play in respect to transport-related policy areas: e.g.
urban development and land use, local government, and housing?

o What are the capability needs of the Ministry to fulfil its core role?
e What options are there to fill any capability gaps?

e Whatis realistic given the current resourcing, size and operating model?



The process used to answer these questions is important to build united support for the Ministry’s
role with government and across the transport system. This will enable the Ministry to prioritise
and focus its efforts, as well as set leadership expectations which are realistic and that the Ministry
can meet.

We recommend the Ministry engage with the government and Central Agencies to begin scoping
answers to these questions. The Ministry should also engage with the Transport Leadership Group
to further define and align the Ministry’s role with the expectations of the sector. Once defined,
this role should be discussed with and confirmed by Ministers. In practice this needs to be an
iterative process of engagement, refining and confirming with Ministers, central agencies and
transport system agencies.

Other medium-term actions (12-24 months)

The key medium-term action for the Ministry is to define and confirm its |€adership role, as
described in the previous section. There are also other medium-term actions'that the Ministry
should undertake:

e Lead the transport system towards strategic alignment by translatingithe/transport
outcomes and Government priorities into agreed séctér priorities totthen flow through to
performance and delivery. This should be based,on a.€o-desiginapproach with the sector
to help ensure a unified response to issues,.build a culture-efcollaboration and resource
sharing, and demonstrate to Ministers and-th&,sectorthe value of collaborative ways of
working.

e Identify the Ministry’s immediat€ capability gaps fortechnical, system change, and system
leadership skills and leverage existing transportsector talent to address these gaps. Work
with transport crown entitiestand CentfallAgencies to access existing talent through
processes such as systentteams (made up of staff from within the Ministry and from across
the transport agencies)afd twosway secondments.

o Develop a strategic,p€ople plan which addresses recruitment, retention, leadership
development, taleht acquisition, and performance management. The plan will need to
have a focus,on understanding and addressing the drivers of turnover, and how it can lift
its recruitmeént brandtoattract the talent the Ministry needs.

e Identify and.eemmit to high priority areas requiring a system team approach (creating a
team of people from across the transport agencies). This includes areas such as transport
system’revenue and funding, roading (nationally significant) and land transport needs of
Augkland,and other cities with significant transportation issues.

e ([ Work with transport sector agencies and Central Agencies to identify areas for
improvement in respect to transport system configuration. Areas for consideration should
include the Ministry’s approach to regulation and its role in infrastructure assurance and
delivery.

Medium term opportunities

The Ministry will need to consider how to phase and prioritise capability improvements to best
meet the needs of Government and transport stakeholders. The following future focuses will likely
be important for the Ministry in the medium term:



Prioritise and lead a system approach to data and analytics. This could include an
upscaled 'transport data hub' that is operated and shared across the whole transport
system. It should build on good progress to date. Note: this transport data hub may not
have to reside inside the Ministry and needs to leverage talent across the system.

Align strategy owned by the Ministry e.g. the Freight Strategy, to the overarching transport
system and government priorities. These strategies should be examined for consistency,
any potential conflicts or competition for the same resources and adapted where
necessary.

Identify the desired Ministry culture and mindset to support its future role. Aspects of this
new culture and mindset should include moving from a pure policy focus to a system fe€us
where the Ministry thinks about the end-to-end system i.e. scoping, planning, desigi
implementation, delivery and maintenance; a regulatory approachsupported by(a
relational approach; outward-looking as opposed to an insular appfoach.
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Responding to the
Challenge

This section contains the Ministry of Transport’s, and the’Public Service.Commission’s
responses to the findings of this Agency Capability'ReView. These responses provide
the platform to build on the insights coming oudt of this reportandreview process.

In this section:
e Ministry of Transport’s responseé

e Public Service Commissioh,response.
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Ministry of Transport
Response

TBC



Public Service Commission
Response

TBC
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Context
cb‘l/

This section presents context about this Review, and the Ministry of T ort’'sop r@
context. It presents Ministry’s mandate and functions and explores k tegic and
organisational themes, including how these themes may deve& rthe m&m term.

In this section: C)
e Scope of the Review 6‘ v
e Ministry of Transport’s role and manda Q %
e Strategic context é &\O
e Ministry of Transport’s orga@&ontev
S
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Scope of the Review

This Review assessed all aspects of the Ministry using the Agency Capability Model, with the main
interviews and analysis period having been completed in early October 2023. As requested by the
Ministry’s Chief Executive, this review considered previous reviews of the Ministry of a similar
nature.

The majority of interviews and analysis were undertaken in September 2023 with drafting the
report in October, November and December. The report has been updated to reflect the shifts in
priorities, and immediate actions (such as the 100-day plan) of the Government, in particular to
ensure itis accurate and remains relevant. However, the Review is always at a point in time and
we have not re-interviewed stakeholders (except for the Minister of Transport). Itis expected that
the context for the Ministry will continue to evolve.

While this Review is focused on the Ministry’s capability, the Review considered the wider
transport system which the Ministry operates within and leads. Comments\are provided oh the
transport system’s configuration in the core function System Stewardship.

Ministry of Transport’s role and mandate

The Ministry is a department under the Public ServiceAet 2020. TheMinistry describes its role as
the Government’s system lead on transport. Its purpeseiis to enable'New Zealanders to flourish,
reflecting transport’s role in shaping our society,eéconemy, andenvironment.? It advances its
purpose through various functions including:?

e policy advice
e Crown entity governance anddmonitoring
o system leadership and.stewardship.

The Ministry is the stewakd,of the transport regulatory system (which is made up of 26 Acts and
268 sets of regulations,and rules).Fhissystem spans three main modes of transport: land (road
and rail), aviationgapd maritime. Thére are some regulatory components in common across all
three modes, such asticensing and certification, regulatory compliance, and enforcement.*

The Ministry works with a wide range of agencies to drive the direction
and performance.of the transport system

The table below outlines the public sector organisations that operate within the transport system
spannifig various roles including planning, funding, investment delivery, and regulatory
compliance.

2 https://www.transport.govt.nz/about-us/ retrieved 11 October 2023.
® Defined in He Rautaki Takunetanga 2021-25 | Strategic Intentions 2021-25, Ministry of Transport, 2023.

4 For an overview of relevant legislation and regulations, see:
https://www.transport.govt.nz/footer/legislation
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Overview of transport agencies

Type of

(131414

Organisation

Role

Advises the government on all policy and regulatory

Enterprises

New Zealand
Limited (MetService)

Public . matters within the transport system and on funding and
. Ministry of .o .
Service Transport governance of the transport Crown entities. Advice
Department P includes legislative, regulatory and policy settings,
funding levels and priorities.
Establishes and monitors civil aviation safety and
Civil Aviation security standards, carries out air accident and incident
Authority (CAA) investigations, and promotes aviation safety and
personal security.
(includes the The Aviation Security Service proyides aviation secutity
Aviation Security services for international and démesti€ air operations,
Service) including airport security, andygassenger@nd baggage
screening.
Croy\{n -, Promotes commercidl and recreation‘vessel safety.
Entities Maritime New e .
Controls entry to,the maritime system. Investigates
Zealand (MNZ) ) .
marine accidents.
New Zealand Funds and maintains lafid trahsport infrastructure.
Transport Agency Manages toadsafety tules and licensing, as well as road
Waka Kotahi (NZTA) | safety education.
Transport Accident | Jnvestigates sighificant air, maritime and rail accidents
Investigation and/incidents,to'determine their cause and
Commission (TAIC) circumstanceés; to avoid similar occurrences in the future.
Crown . .. Fullgovernance, operational and financial responsibility
City Rail Link . - . .
owned Limited (CRL) for the/Auckland City Rail Link, with delivery targets and
companies performance expectations.
. 3 Provides air navigation and air traffic management
Airways Gorporation . . L .
services on a commercial basis. It is also responsible for
of New Zealand . . . - .
| N air traffic services in 28.8 million square kilometres of
Limited . . .
international airspace managed by New Zealand.
Meteorological . . . .
. P her f
State Owned | sehvicalof rovides public weather forecasting services and

meteorological information for international air
navigation under contract to the Civil Aviation Authority.

KiwiRail Holdings
Limited (trading as
KiwiRail Group)

Owns and operates New Zealand's rail networks,
including the Interislander ferry transport service. It also
provides infrastructure and engineering services for
maintaining and improving the rail and ferry networks.

In addition to these transport agencies, the New Zealand Police provides road policing and
maritime patrol services. Local government (such as regional councils, territorial authorities, and
council-controlled organisations such as Auckland Transport) also fund, maintain, and regulate
local road and transport networks. The New Zealand Infrastructure Commission provides
research, advice, support and data on both upcoming projects and infrastructure performance.
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The Government has announced a new National Infrastructure Agency will be created to
coordinate government funding, connect domestic and offshore investments with New Zealand
infrastructure projects, and improve funding procurement and delivery.

Strategic framework

The Ministry’s strategic framework has two main layers. These layers are the transport system-
wide strategies and frameworks, and under this the Ministry specific strategies and plans which
seek to advance the system wide strategies and frameworks. These are discussed below.

Transport system strategies and frameworks

Transport Outcomes Framework %L

The Transport Outcomes Framework (the Framework) was developed by the Ministry in q
consultation with transport system stakeholders in 2018.° It is designe %ﬁtify wht\
government is aiming to achieve through the transport system andinfldence tranSport agencies’
strategies, plans, and interventions. The Framework sets high lev&

tcomessto guide the
transport system, supported by a set of detailed indicators tqik progr sf)
el ;

The Framework, including the five outcome areas is pre

s Q O

Enabling all people to participate in Protecting people from

society through access to social and transport-related injuries and harmful
economic opportunities, such as work, pollution, and making active travel
education, and healthcare. \ PN an attractive option.

Economic prosperity ‘
Supporting economic activity \
via local, regional, and internatio
connections, with efficie
movements of people afid pro s.

eing and
liveability

Environmental sustainability

Transitioning to net zero carbon
emissions, and maintaining or
improving biodiversity, water quality,
and air quality.

\ Minimising and managing the risks from
natural and human-made hazards, anticipating
and adapting to emerging threats, and recovering
effectively from disruptive events.
Government Policy Statement on Land Transport (GPS on Land Transport)

The Land Transport Management Act 2003 requires the Minister of Transport to issue a
Government Policy Statement (GPS) on Land Transport. The GPS outlines a long-term strategic
approach to land transport investment over the next ten years, and the responsibilities of different

5 https://www.transport.govt.nz/assets/Uploads/Paper/Transport-outcomes-framework.pdf
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agencies and decision makers within the land transport system. ¢ As transport system lead, the
Ministry assists the Minister of Transport to develop the GPS. The Government has committed to
beginning work to develop a new GPS reflecting the new Roads of National Significance and new
public transport priorities in the 100-day plan.

Ministry of Transport specific strategies

There are a range of internally developed strategies and plans which the Ministry uses to align its
work programme with transport system-wide strategies and frameworks, and government
priorities. These are outlined below.

Strategic Intentions

The Ministry’s current strategic intentions are set out in He Rautaki Takunetanga 2021-25 |
Strategic Intentions 2021-25, which was updated in May 2023." This documént sets out the
Ministry’s priorities, and these - alongside further government and ministetial’priorities' are used
to develop its annual work programme. These priorities, and associated work pregrammes, will
need to be considered in the context of the new Government. The priorities inrits strategic
intentions are outlined below:

1. Startto decarbonise the transport system

Improve road safety

2

3. Support liveable cities

4. Strengthen New Zealand’s supply chains
5

Enable emerging aviation technologies.

Strategic context

New Zealand’s transport system is complex and faces significant changes over the coming years.
This section outlines the'key themes+towe factored into the Ministry’s Future Excellence Horizon.

New Zealand’stransport system is broad, complex, and interconnected
with otherfsystems

The transport systemsis multi-modal, spanning land, air, and sea, and includes:

vehiclesthat'move people and products
o physicalinfrastructure (e.g. ports, the rail network, roads, and car parks)

o (digitatinfrastructure (e.g. satellite-based navigation infrastructure and aids, travel apps,
ecommunications technologies)

e mobility services (e.g. public transport, bike-sharing, ridesharing)

¢ The current GPS spans 2021/22 to 2030/31, and is accessible here:

https://www.transport.govt.nz/assets/Uploads/Paper/GPS2021.pdf
" https://www.transport.govt.nz/assets/Uploads/F.520MoT20Strategic20Intentions202021-
252028Updated20May20202329.pdf
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e institutions and regulatory systems that influence how the transport system functions and
develops (e.g. through their structures, management practices, rules, policies, and
funding/investment tools). Some parts of the transport system (aviation and maritime in
particular) are subject to international regulation.

These features of the transport system are interconnected and work together to move people and
goods, both nationally and internationally.
Ownership, funding, delivery, and operations of transport is spread across different organisations

Transport infrastructure and services are delivered by a combination of central government, local
government, and private enterprise (including large-scale businesses and, in some cases, many
smaller businesses). Together, these organisations are critical to delivering the system we have
today, and in developing the transport system we need in the future.

Transport infrastructure ownership, funding, delivery, and operations

OET Airport
(and public transport)
Croyglii¥ew Councils, Crown
. Crown (NZTA), Zealand Rail Gauncils, private . ’ ’
Ownership . . private
Councils Corporation and shareholders
R shareholders
KiwiRail)
Governance Boards, councils SOE Boards Boards, councils Boards, councils
National Land Uzjlsrzr(]al:rlsnes and
. Transport Fund €rewn, NLTF, rail Port users, Crown, P & )
Funding . commercial
(NLTF), Crown, users and councils .
. operations, land
councils
use
Delivery and . K'WlR?'l’ Regional . . .
. NZTA, couneils councils (metro Port companies Airport companies
operations -
railwid operator)

The transport systeg impagts - apdNStmpacted by - other related systems

The transport system.enables many'other systems to function. Transport has a role to play in
delivering econémic develepment, urban development and, environmental sustainability, safety,
and resilience to increasing threats and hazards, as examples.

The transport system, and transport-based solutions, will be an important enabler to New
Zealand’s ecofiomic'and social prosperity, in areas such as land use planning and resource
managemeéntyurban design, local government reform, health, and the climate change response.

Long-term planning and investment in transport infrastructure is

required across New Zealand to support its economic potential
Transport enables economic activity by supporting labour markets, and the movement of goods
and services. Investment in a reliable, connected, and modern transport network is critical to

support a high value, productive economy that is connected domestically and internationally.
Transport also plays a role in addressing New Zealand’s productivity challenge.
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Investment is needed across the regions

New Zealand’s transport infrastructure is aging, and much of it will have to be replaced and built
out over the next decade to meet transport needs. The World Economic Forum’s Global
Competitiveness Report 2019 ranked New Zealand 57 out of 141 assessed countries in the
category of supply and quality of transport infrastructure.®

Transport investments need to respond to long-term regional trends such as demographic
change, urban development, and resilience requirements. For example, many urban areas across
New Zealand are grappling with housing and infrastructure challenges due to population growth.
Transport infrastructure investments need to support urban development plans and public
transport to address issues such as congestion levels in major cities and towns.

Auckland will remain a challenging planning environment

Auckland is New Zealand’s largest urban centre and is rapidly growing. Currently 1.7 million
people live in Auckland, with an additional million expected to live in‘Auckland ovér the next 30
years.? Planning, funding, and developing a transport system that'stpports Auekland’s growth will
remain a central focus for New Zealand’s transport system.

Auckland’s transport system has many challenges and ogportunities,including enabling more
people to use public transport, walk and cycle, addresSing egngestienyihcreasing accessibility,
reducing its impacts on the environment and reducingcoad deathsand serious injuries. These
changes require planning, funding, and co-operation‘across«centralland local government, and
Auckland community groups. Such co-operation and co-drdination will be a particular challenge
given the scale and variety of transport agencies operatingwithin Auckland.

Integrated, long-term planning is esSestiagl

There has tended to be a mode-specific appreach to developing and managing transport
infrastructure and assets (which is'dominated in cost and size by road assets, compared to other
asset types). However, gettingithe bestwésults from the transport system requires considering how
all assets (port, rail ,mass transpoft)weork together and what investments are required to support
a suitable transportsystem that supports connections and freight (both at a regional and
internationald{evel).

While some alignment acrass modes exists in current strategic planning documents, more can be
done to align urban planning, infrastructure, and development.*® Transport agencies and local
government will haveto apply long-term planning horizons to develop a clear, strategic pipeline
of high-quality iivestment across the transport system. This will help drive national productivity
through.imptoved business efficiency, access and connectivity both domestically and
internationally, and greater mobility of the workforce.

8 Cited in https://tewaihanga.govt. nz[med|a1g33dg5m5[sector state-of-play- transgort Qdf page 39.

10 See htth ZZtewalhanga govt nz[med|a1g33dg5m5[sector state-of-play-transport.pdf.

20


https://tewaihanga.govt.nz/media/q33dg5m5/sector-state-of-play-transport.pdf
https://www.transport.govt.nz/area-of-interest/auckland/auckland-transport-alignment-project/
https://tewaihanga.govt.nz/media/q33dg5m5/sector-state-of-play-transport.pdf

Adverse weather events and natural disasters will continue to test
transport resilience

Climate change is increasing the likelihood and frequency of extreme weather events. In 2023
alone, New Zealand experienced Cyclone Gabrielle, ex-Cyclone Hale, and the Auckland
Anniversary floods which significantly impacted local communities and stress transport systems.

Sea-level rise, floods, landslides, and non-weather-related disasters such as earthquakes and
tsunami also present significant risks to the transport system. These risks vary across the country
and all regions will have to consider how best to ready their transport infrastructure and services
in light of these risks. This may involve upgrading existing infrastructure to ensure it is resilient to
natural disaster risk and having contingency plans in place to meet transport requirements if
disasters do occur.

The transport system will need to be resilient to economic’headwinds
and global disruptions outside of New Zealand’s control
COVID-19 highlighted New Zealand’s vulnerability to global tpends outside of'eur country’s

control. There are several issues on the horizon which aresimilarly outside of New Zealand’s direct
control but could impact the transport system.** These.inelude:

e Greater outward migration and significant infrastructuré investment could weaken our
labour market - particularly for skills needed to deliveninfrastructure investment.

e Geopolitical tension fracturing supply chdins aridhllimiting access to goods and services
needed to build, maintain, and‘operate criticakinfrastructure.

e Volatile energy prices which ceuld incréase the cost of transport thereby impacting the
affordability of private and public transport. *2

e Persistently highdnflation which gan‘ificrease infrastructure input costs such as labour and
material and gconstrain centraland local government’s ability to finance transport
infrastructdre thgdugh highex interest rates. *

The transport system will need to overcome funding challenges

Local and central government face significant transport funding challenges due to increasing
infrastructure demands; increasing build and replacement costs, and declining revenue. **

Land transp6rtinvestment is currently funded through a range of channels, with the NLTF
historically being the largest single source of funds, with additional Crown contributions and

Paragraph 51

13 https://tewaihanga.govt.nz/media/ueojhtbe/inflation-what-are-the-implications-for-civil-
construction.pdf

¥ Annual Report page 10 https://www.transport.govt.nz/assets/Uploads/MOT-4486 Annual-Report-FA2-
web.pdf
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council spending making up the balance. The NLTF is currently funded from charges levied on
road users, primarily through fuel excise duty, road user charges, vehicle and driver registration
and licensing fees, and revenues from road tolling. Crown contributions are funded out of general
taxation.

Changing dynamics across the transport system such as changes in travel patterns and the use of
alternate modes of transport, including walking, cycling and public transport has created revenue
shortfalls. This has increased the need for Crown revenue to support the NLTF which may not be
sustainable in the future.

Local government faces its own funding challenges due to debt raising limitations and changes in
its rating base. Local government is also stretched funding other growth infrastructure such as
water, wastewater, and stormwater infrastructure.*

The transport system will need to overcome these funding challenges to build and maintain
transport infrastructure, which could include alternative revenue streams,such as time-ofsuse
charges, value capture charges, mileage-based user fees, carbon taxes;tolls, Public Private
Partnerships and data monetisation. Other jurisdictions are exploringithese dptions and currently
employ alternative financing and to deliver and fund transpart projects.

Government will need to manage rising infrastructure costs

There is a need for initiatives to help contain cost pressures as iffrastructure costs have been
rising in recent years. For example, the cost to maintain State highways rose 10 percent, and road
maintenance costs rose 5 percent in 2020.¢ Ciyvil constructionprices have been rising faster than
the general consumer price which indicates,ongoing demand-driven cost inflation.

These impacts may be more pronodngéd,in some regions due to local construction market
conditions. Location may also dfive-high resilien€erequirements which may increase costs. For
example, some local authorities,experience greater risk to their infrastructure due to their
exposure to adverse weather events. Thissmeadns per-capita costs of infrastructure varies across
regions.*’

Transport technology disruption is likely to continue

Changing technologies, inclirding new and improved drones, aircraft, vehicles, and vessels;
autonomous piloting'systems; and low carbon technologies will continue to change the way
people and goods,move. Advancements in areas such as artificial intelligence and blockchain can
also have tran§port applications (blockchain has been trialled in container shipping providing
visibility oficontainers and trade documentation).

These new technologies present significant positive opportunities for government and consumers.
They can support cheaper and more affordable transport options (e.g. electric bikes and scooters)
and help advance priorities such as transport decarbonisation and productivity growth. New

13 See https://tewaihanga.govt.nz/media/g33dgbmb5/sector-state-of-play-transport.pdf.

16 See https://tewaihanga.govt.nz/media/g33dgbmb5/sector-state-of-play-transport.pdf.

7 https://www.productivity.govt.nz/assets/Documents/a40d80048d/Final-report Local-government-
funding-and-financing.pdf.
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technologies such as digital driver licences, and biometric facial recognition have the potential to
improve regulatory enforcement and user convenience.

Regulation makers and regulators will have to be agile and forward looking to protect
communities while unlocking the growth, productivity, and innovation potential of these
technologies.

Some technologies are decentrally adopted (for example, consumers adopted e-scooters as soon
as they were affordable). In these situations, regulations need to anticipate adoption and get
ahead of the risks presented to communities. Other technologies (such as biometric facial
recognition) require aligned standards, legal frameworks, and systems for secure, robust data
interoperability before wide scale adoption.

The transport system can help achieve New Zealand’s greenhousegas
emission targets

The transport system can play a significant role in meeting New Zealand’s greenhouse gas
emission reduction targets. Transport is one of New Zealand’s largest'sources of greenhouse gas
emissions, producing 39 percent of domestic carbon dioxide'emtissions, afidsl7 percent of
greenhouse gas emissions.*® Ministry of Transport forecaSts/Suggest transpert emissions may be
double where they need to be to achieve targets by 2035'without majorinterventions.*

Arange of shifts would be required to significantlyreduce emissionsfrom the transport system.
These include mode shift where people choose leésscarborintensive alternatives to driving (e.g.
public transport), the adoption of low-emissionsVehiclés-and electric vehicles, and decarbonising
heavy transport (increasing the use of biofuels and zere-emissions heavy vehicles).

Some of these shifts can occur through eonsumier cheices and private enterprises responding to
consumer expectations. Howgver, government support and co-ordination across communities
and businesses is likely to e needed.

The Ministry of Tranhspertis organisational context

The Ministfy/has delivered significant work across its key priorities

The Ministry has successfully delivered a range of initiatives within a changing and complex
context over the last few years. Some of the significant areas of delivery include:

e COVID-19 response - the Ministry supported the health response, and ensured transport
codldseconnect New Zealand to the world. It worked with the aviation and maritime
sectors to ensure both freight and people were able to move effectively. The COVID-19
response also highlighted the transport system’s — and by extension the Ministry’s - critical
role in manging the impacts of the pandemic on communities.

18 Based on 2019 estimates, cited in https://environment.govt.nz/publications/aotearoa-new-zealands-first-

emissions-reduction-plan/transport/.

¥ This in reference to the emissions profile to get New Zealand to net zero emissions by 2050, see

https://www.transport.govt.nz/assets/Uploads/Transport-chapter-for-emissions-reduction-plan.pdf.
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e Transport mode strategies and plans - the Ministry released the draft GPS on Land
Transport for consultation in June 2023. The draft GPS sets out transport investment
strategic intentions, and how these investments will be funded and allocated. The Ministry
has started work on a new GPS as set out in the Government’s 100-day plan released in
late 2023. In August 2023, the Ministry released the New Zealand Freight and Supply Chain
Strategy which provides long-term strategic direction for the freight and supply chain
system and involved widespread engagement with stakeholders in its development.

e Decarbonising transport - the Ministry developed the Transport chapter in the Emissions
Reduction Plan which sets out the challenge of reducing transport emissions by 41 percent
by 2035. In December 2022, it released the Decarbonising Transport Action Plan setting out
the detailed actions needed to achieve the plan. The Ministry also led the design of the
Clean Car Standard and the Clean Car Discount Scheme.

e 2023 extreme weather events - the Ministry, as part of the all-of-gévernmentiresponse,
supported the co-ordinated efforts by central and local governnient to respond to
communities affected by extreme weather events across the\North Island.

e Supporting liveable cities - the Ministry has progressedssignificantwork’to support
transport’s contribution in major urban areas, including playing a l€éad role in the Auckland
Transport Alignment Project (ATAP), supporting theimplementation of Community
Connect, and contributing to cross-government work od Resotirce Management Reform.

e Aviation -in 2023, the Ministry helped passithe Ciyil Aviation Bill: a large and complex
piece of legislation which strengthenedwaviationsafety'standards and better enables New
Zealand to meet its international aviation emissiéns obligations. The Ministry also
supported the Air Navigatiofi System Reviewpanel, which published its phase two report
in May 2023.

The Ministry operates withina complex and challenging operating
environment

As leader of the transport system, the Ministry has a wide range of stakeholders across multiple
transport modesiwith varying,interests. This engagement context includes operators working
directly in the land transpert;'maritime, and aviation sectors, industry groups, businesses that rely
on transport, managWhenua, and other members of the community who use and are impacted by
the transport system..Local government is also a significant stakeholder group given its role in
providing transpért infrastructure and public transport.

The COVIB:19 response highlighted the breadth of the transport sector, and the various groups
who have an interest in transport. Through the response, the Ministry built relationships with
stakeholders beyond its normal operating conditions - particularly with commercial transport
operators. The Ministry also went beyond its core policy role to meet the needs of the transport
system at the time (this included co-ordinating communications and response efforts, and
managing procurement, for example, with airlines to maintain freight services).
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Transport agencies have faced delivery and performance challenges

The last five years has seen constraints on the transport agencies’ ability to perform and deliver
major capital projects. These constraints have arisen from the COVID-19 response (which diverted
agency resources), a tight labour market, supply chain issues, inflation, economic volatility, and
funding challenges. There have been delays and cost pressures in many significant investment
programmes, such as the New Zealand Upgrade Programme, CRL, Transmission Gully, and other
capital works within the wider land transport investment programme.

There have also been regulatory performance issues. The most notable issue was identified in
2018, with NZTA failing to exercise adequate oversight over vehicle inspectors and certifiers with
one case resulting in a fatality. External reviews found shortcomings in the way NZTA was
exercising its regulatory functions, and issues in the way the Ministry exercised its monitoring and
oversight functions. The reviews resulted in significant changes in NZTA’s pégulatory fun€tions;
and changes in the Ministry’s monitoring practices.

In 2021, the Ministry commissioned an independent review into road safety inveStment and
delivery. This Review found system level governance and oversight issues (in€luding confused
roles and responsibilities among partner agencies) limiting the system’s abilityto effectively
deliver road safety investments. The review highlighted themneed for the Ministry to play a more
active leadership role within the Road Safety Partnership\Programme=These findings were
overlaid against delivery and performance issues byAlNZRPRolice ahd NZTA, which both agencies are
working to address.

The Ministry’s role has expanded beyond'its:transport advisor role

In recent years, the Ministry has had(tostep beyondtitsitraditional advisor role to provide
purchasing advice and assurancé onithé deliveryefsignificant transport infrastructure and
investment (examples includestheMinistry’s involvement in the New Zealand Upgrade Programme
and the Auckland Light Rail Prgject). To'do this, the Ministry has had to build greater commercial,
investment managementand‘assurancecapability.

The expansion of the'Ministry’s role has been driven by an increasing level of Crown funding being
invested in the'transport system outside of the NLTF. As a result of increased Crown funding,
Ministers have had a greatepresponsibility for overseeing investment decision making and
delivery in way that haveénot in the past. Ministers are more directly accountable for such Crown
funded investment, whereas the Board of NZTA holds responsibility for delivery of investment
made throughtthe NLTF. The increasing role reflects Ministers engaging in a Crown purchasing role
with delivefy agencies, such as NZTA and KiwiRail.

A change process within the Ministry has been completed

In mid-2023, the Ministry’s Chief Executive announced an organisational change process to create
a structure and operating model that is financially sustainable, positions the Ministry to support
the incoming government to deliver its priorities, and is flexible to respond to any new or
emergent priorities. The final decision document stated the change process was also an
opportunity to:

e assess and confirm the Ministry’s core responsibilities and how those are delivered
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e todemonstrate value-for-money from the Ministry’s work

e toincorporate different ways of working, enabling the Ministry to be more efficient and
influential

e toseta prioritised and realistic work programme, recognising the resource we have
available.

The final decision document was provided to the Ministry’s staff in October 2023. The document
references the preliminary findings of this Capability Review (which were discussed with the
Ministry’s chief executive in early October 2023). This Review has, where practicable, considered
the implications of the change process and references relevant changes in the decision document.

Funding and staffing have grown in recent years

Over recent years the Ministry has had steady growth in its staffing FTE anddts,departmental
funding through Vote Transport. In the last financial year (2022/23), theMinistry received $76
million in departmental funding which represents an 80 percent in&se since-2018/19. Current
FTE stands at 241.

o

Ministry of Transport workforce (FTE) and depart@%nding (Vote Transport) 2018/19 -
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Note that departmental funding represents a small part of Vote Transport which totals
approximately $10 billion in 2022/23. Most of the Vote comprises non-departmental
appropriations such as the National Land Transport Programme (34 percent of the Vote for
2023/24) which funds land transport infrastructure.
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Like all departments and public sector agencies, the Ministry will need to contribute to the savings
sought in the Government’s Fiscal Sustainability Programme. The programme is also seeking a
significant reduction in contractor and consultant spend, which will require significant changes
from the Ministry given its relatively high (as a ratio of personnel spend) expenditure on

contractors and consultants.
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Future Excellence Horizon

This section presents the Ministry of Transport’s Future Excellence Horizon, as developed
by the Lead Reviewers, in close consultation with the Ministry and thePublic Service
Commission. This aims to answer the question: What is the contfibution New'Zealanders
need from the agency in the medium term?

This section outlines the future goal that the agency is working towards. Ratings and
discussions in the rest of this report are framed in reference to the ¢ontributions defined
in this section.

In this section

e Outcomes New Zealanders expect inthe future
e Agency contributions necesSary to deliverithese future outcomes.
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Outcomes New Zealanders expect in the future

The Transport Outcomes Framework outlines the outcomes New Zealanders expect from the
transport system. To help frame the Future Excellence Horizon, we have specified the following
detailed medium-term expectations which align with the Framework outcomes: %

Unlock New Zealand’s economic potential - The transport system provides efficient and
integrated roads, rail, ports, airports, intermodal terminals, and key freight centres to
reduce the cost of goods and services, support economic growth, and increase New
Zealand’s competitiveness and productivity. Infrastructure is appropriately sized, robustly
and efficiently sourced, and anticipates future demands. Transport solutions and
connections are seamless and integrated with efficient and reliable freight networks to
enable trade with partners around the world.

Support liveable communities and enhanced quality of life - All.communities have
timely, safe, affordable, and seamless transport options that comnect people to amenities,
services, and businesses. Transport also needs to be integrated with land use planning to
support long term growth. Transport solutions are designed around the needs of
customers and communities, and respond to changing’customer patterns (for example
working from home) and demand to remain fit-fospurpose.

Resilient to shocks and stresses - The trarisportsystem needs to be resilient to the effects
of climate change, natural disasters, security; and economie shocks. Risks and threats
need to be monitored, and mitigatiofs and contingencies need to be in place.
Communities need to be engaged-in risk identification and mitigation planning. A clear
nation-wide and integrated appreach to infrastructure investment is necessary to drive
adaptation and resilience.in‘r€sponse to'threats and risks.

Support achieving greenhouse gas emission reduction targets - The transport system
is responsive in taking'action to'reduce net greenhouse gas emissions through use of
cleaner low-carbon fuéls and'public transport options in New Zealand’s largest cities.

Agency contgibritions hetessary to deliver these future
outcomes

The Ministry is uniquely placed within the transport system to deliver a range of outcomes which
enable the transpartsystem to meet New Zealanders expectations as outlined above. Some of the
most importafit gutcomes include:

Clarity of transport agencies roles and responsibilities - To ensure that transport
agencies are maximising their contribution to the system by operating in a mutually
supporting, non-duplicative way.

Clear future state for the transport system - To help all system participants organise
their efforts around a shared vision which is mutually reinforcing.

20 Key resources used to develop these statements include the Transport Outcomes Framework, the
Ministry’s 2023 Strategic Intentions, and the 2023 Briefings to the Incoming Minister.
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Sustainable funding - To enable the transport investment necessary for a successful
transport system.

Modern regulatory regime - To enable the transport system to benefit from new
technologies (e.g. drones, low carbon fuels, personal transport options) as soon as they
are ready.

The Ministry needs to draw on a range of capabilities to deliver these outcomes. Below we define
where we think each of the Ministry’s core functions need to be in five years’ time for the Ministry
to deliver the necessary contributions. These statements draw on the context discussed in the
previous section and are calibrated to the Ministry’s current resourcing.

Overarching Role: Transport System Leader and Steward

All Ministry functions fit under an overarching purpose of leading and stewarding the transpaort
system. The work of the Ministry all directly or indirectly supports this leadership and stewardship
function. The diagram below provides the hierarchy of core functiofis.

In five years, we expect to see the folléwing;

Connector and integrator.forthe transport system - The Ministry leads change as an
integrator and connettor aefoss thie transport system, and across related systems (e.g.
urban development). The Ministry.issecognised for its proactive leadership, collegial
approach, and focuson intergenerational needs. It works across the transport sector, and
with othersectorsto define'and refine future priorities and direction for the transport
systemyFheMinistry then helps align resources, priorities, and the regulatory environment
to helpithe Sectordeliver!

Translates strategy into delivery - The Ministry drives delivery which seeks to realise
overall strategies and long-term aims for the transport system. The Ministry aligns and can
explai how'decisions - whether they are investment, regulatory, or delivery - advance
long-term objectives. In many cases the Ministry does not deliver directly, (e.g. transport
infrastructure which is delivered through NZTA) but it uses its influences and levers to
drive effective delivery through the transport agencies.

Engaging, informing and influencing stakeholders and communities on trade-off
decisions - The Ministry engages and communicates with stakeholders to ensure they
contribute to and understand trade-off decisions. The Ministry works through the
transport agencies to engage with regional stakeholders and local communities (including
urban, rural, and Maori).
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Optimises transport system configuration - The Ministry collaborates with transport
agencies to optimise the effectiveness of roles and responsibilities and improve the way
transport agencies work together (see further regulatory stewardship). This includes
considering governance and ownership structures, who does what, and what are the best
operating models for those functions. The Ministry also partners with community groups,
private enterprise, and local government to understand regional dynamics (e.g. Auckland,
which is large, complex, and multimodal), and implement system changes that best
support transport outcomes.

Leverages talent across the transport system - The Ministry is skilled at drawing on
talent from across the transport agencies and the wider transport system, including local
government and sectors that intersect with transport. People from across the system seek
to work at the Ministry given its expertise and collaborative leadership approach to
transport issues. It leverages expert skills across the transport sectorto develop system-
wide views to address transport challenges.

Core Function: Policy and Funding Advice

The Ministry has the mandate to position the transport system/ah&ad of trends.and changes
through policy and funding advice. We expect to see the following in five years:

Future and intergenerationally focused THe Ministry’has,a'‘comprehensive view of
transport funding, investment, and regulatory'needs acroessfegions and across short,
medium, and long-term horizons. This view accounts,for mega-trends such as technology
disruption, supply chain shocks,and climate charnge. The Ministry uses these views to
provide a clear and prioritised view of what is\necessary to prepare the transport system
for future challenges and oppoértunitiess

Impactful, influential, andproactive\- The Ministry translates its future focused view of
transport needs into advice that'is respected and supports Ministers decision making. This
advice is proactive; and provides,tangible plans to influence funding, investment, and
regulatory settings'that position the transport system ahead of future challenges and risks.
Advice refleCtsSubject-matter expertise in key areas such as urban economics, funding
and financeyand technology. This advice is respected and influential in transport and
transport-related décision making and policy debates.

Informed by data, evidence and insights - Transport advice is informed by regional
trendsf{demegraphics, demand, funding constraints), international trends (supply chain
dymamics, energy prices), and insights drawn from the Ministry’s connections across the
transport system. Data, evidence, and insights are shared and used effectively by policy
teams across the Ministry, and across the wider transport system to inform transport
Crown entities and investment decisions.

Integrated across wider systems and reform programmes - The Ministry actively
contributes and influences policy debates in related portfolios - such as urban planning,
local government, and economic development - which helps these systems deliver for
New Zealanders. Ministry advice seeks to align transport with these other systems and
helps present a unified view across government about how transport can support the
objectives of other systems and vice versa.
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Core Function: Advice and Assurance on Long-Term Infrastructure
Investment

The Ministry helps ensure transport Crown entities, delivery agencies and transport providers are
making high quality and strategically aligned investments. We expect to see the following in five
years:

e Brings an expert long-term view to investments - The Ministry uses its understanding of
regional and international market dynamics, transport economics, competition policy,
and wider transport and transport-related strategic context to drive high value
investments. The Ministry effectively uses its intergenerational and funding insights to
provide advice that supports the right infrastructure investments being prioritised. The
Ministry is recognised as a trusted advisor to government for its ability to identify and
prioritise well-informed investment in the transport system.

¢ Enables effective purchasing - The Ministry helps Ministers,achieve the odtcomes they
seek by clearly defining and stating the link between govefnment priorities'and
investment outcomes. The Ministry embeds a robust, value-for-money fodused investment
lifecycle approach within the transport system to guidée plrchasing decisions.

e Strong partnerships across transport Crown’entitiés and:the'sector - The Ministry
maintains close partnerships with transportCrown entities\loeal government, and
commercial entities involved in the delivery 6ftransportinfrastructure. These partnerships
provide the Ministry with informatiofito understahdithe infrastructure market, as well as
an influencing channel which the-Ministry can us€ite,execute Ministerial purchasing
intentions. The Ministry suppertsithdse inyolvéd in delivery from initiation through to
execution.

e Effective assurance .TheMinistry assures Ministers and the public that infrastructure
investments are délivered to plan,and-achieve agreed outcomes. The Ministry focuses on
assuring delivery agericies havethe right governance, quality assurance, and benefits
realisation,systems and processes in place. When issues arise, the Ministry confidently
steps into ensutre issues that could impact delivery and benefits realisation are being
effectively'managed andavhere appropriate well understood by Ministers.

Core FunctionyRegulatory Stewardship

The Ministry needs to regularly monitor and adjust regulatory settings to ensure the regulatory
system is supporting the needs of the transport system. Aspects of policy advice - particularly the
ability totake a future and intergenerationally focused approach to regulatory issues and draw on
broad dataand insights to reset and improve regulatory settings - directly contribute to the
regulatory stewardship function. Additionally, we expect to see the following in five years:

o Optimised roles, responsibilities, and decision-rights -The Ministry ensures role,
responsibility, and decision-right clarity across regulators and the Ministry. The Ministry
helps drive effective and efficient regulatory settings, including where regulators and
regulatory systems overlap.

e Datainformed performance monitoring and risk management - The Ministry
understands the outcomes sought from regulatory systems and has performance
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measures in place to report and inform improvements to these systems. Performance
monitoring is supported by active engagement with regulators, regulated parties, and
communities. The Ministry continuously scans for regulatory risks and works with
regulators to proactively manage risks as soon as they are identified.

Partners and engages with regulators, regulated parties, and stakeholders - The
Ministry understanding of regulatory systems is shaped by close engagements policy
agencies, regulators, regulated parties, industry, and communities. Co-design with
regulators and regulated parties is used - where appropriate - to shape regulatory
settings. The Ministry also maintains strong and consistent engagements with
international standard setting bodies and foreign jurisdictions to keep up to date with
international changes and best practice.

Regulatory stewardship is prioritised - The Ministry prioritises effective delivery of
regulatory stewardship functions. It does this through dedicated resourcing and, managing
competing short-term priorities to maintain and improve regulatory frameworks.

Core Function: Crown Entity Monitoring

The transport Crown entities are primarily responsible forimplementing and realising transport
investments and operationalising regulatory systemssand settings.As.monitor, the Ministry has a
significant role in ensuring that Crown entities are performing thieirfuhction and delivering system
wide priorities and strategies. We expect to seeithe following in fiveyears:

Valued monitor - The Ministry and the‘tcansport.Crown entities have a mature and
reciprocal relationship based o mutual respect for each other's system role. The Ministry
values its monitoring role, viewingiit as a Cfiticallever to drive the delivery of wider
transport system strategies.and’goveriiment priorities. Ministers, transport Crown entities,
and stakeholders understand and yalte the Ministry’s monitoring role and related advice.
This sense of value'is dérived from thefobustness of the Ministry’s data informed views,
knowing what questiohs it néeds,to ask and its collaborative approach to supporting the
Crown entities:

Balances oversight'and support - The Ministry guides Crown entities using its transport
system-wide context-and draws on their perspectives to shape system policy settings and
help manage-eonstraints to delivery and performance. The Ministry balances this focus
with effectively Overseeing and advising on the governance, capability, and performance
of thetransport Crown entities.

Integrated with policy - Monitoring is effectively integrated with the Ministry’s policy
function. Monitoring is used to help align Crown entities with wider transport strategies
and objectives.

Proactive risk management - The Ministry maintains a clear strategic approach that
guides its assessment of delivery, performance, and risk within Crown entities. The
Ministry is particularly alert to Crown entity constraints driven by policy and regulatory
settings. It works proactively with Crown entities to address these constraints and drive
delivery and performance.
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Effective governance - The Ministry ensures Crown entity boards continue building the
capability and skills needed to effectively govern their Crown entities. The Ministry actively
supports Ministers to drive board capability and performance. This includes ensuring
advice on board appointments is used as a strategic lever to support Ministers in driving
system performance.
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Delivery

This section assesses how the agency combines and uses its capabilityto deliver key
functions. Ratings and rating justifications are provided, alorg with future'focuses
which identify factors which could impact capability over the time frame ofithe Future
Excellence Horizon.

In this section:
e Respondingto Government Priorities
e Primary role: Transport System Leader and Steward
e Core Function: Policy and/Funding Advice
e Core Function: Regulatofy Stewardship<including system stewardship)
e Core Function: Advice.and Asstirance on Long-Term Infrastructure Investment

e Core Functiop: Crown Entity Monitoring.
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Responding to Government Priorities

1. How does the agency respond to Government Priorities?

What we found

We found a range of examples where the Ministry has effectively responded to Government
priorities. Transport Crown entities and transport stakeholders commented positively on the
Ministry’s proactive and effective engagement approach in support of the Government’s COVID-19
response. The Ministry has also had an important role in enabling Crown funding for previous
Government initiatives such as Auckland Light Rail and New Zealand Upgrade Programme (NZUPY.
The Decarbonising Transport Action Plan, clean car Standard, and Clean Gar Discount schemes are
further examples where the Ministry has helped implement the Government of the day’s\priorities.

However, we heard from stakeholders that the Ministry has had atendency to_ default to a reactive,
tactical, and short-term approach in responding to priorities atithe expense of addressing long-
term strategic issues. There is the opportunity for the Ministrytotake a marebalanced approach
in line with good stewardship and its strategic system leadership accountabilities.

Stakeholders were particularly concerned about the Ministry’s abilityto respond to priorities that
will require capabilities outside of its traditional skill'set (into*areas$uch as commercial and
financial management related to supportinglargainfrastructure’projects). As these are not core
capabilities of the Ministry, they questioned how effectivesthe Ministry’s response in those areas
has been.

Role clarity is needed to help the Miaisthy effectivelyrespond to government priorities

The Ministry’s challenge in,responding effectively to Government priorities relates to having clarity
on its core role, as it hasheén asked tostep into several new functions and roles in recent years.
Before the Ministry commits'to buildscapabilities and capacity in these areas, it should first
determine whethér it'is the best placed organisation within the transport sector to carry these
functions out{It must also éngage with the new Government to clarify role and expectations.

We have heard that that thé Ministry is rightly focussed on working with the new Government to
understand and respond at pace to their priorities. We think it is critical that as those priorities
shift towards the mediim and longer-term it ensures it clarifies and reflects its role as long-term
steward of the tfansport system. The range of shifts signalled throughout this report - particularly
across the care functions - are key foundations which are needed if the Ministry is to effectively
respond to government priorities in the future.

Future focus
We recommend the Ministry focus on the following:

e Continued focus on successfully delivering the priorities of the Government and building
trust and confidence in the Ministry. As opportunities arise seeking and engagement with
the Government and the sector to clarify the Ministry’s role (see Transport System Leader
and Steward)
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Overarching role: Transport System Leader and Steward

4. How does the agency meet its system stewardship responsibilities?
(note regulatory stewardship is discussed separately under Core Function: Regulatory Stewardship)

What we found

The Ministry is the only agency positioned to lead the transport system as a whole. Its unique role
was described as “if not the Ministry, then who?”. As such, we think all Ministry functions are best
framed around the Ministry’s role as transport system leader and steward. This means that
through all the Ministry’s function and actions, the Ministry needs to lead the transport system'-
including transport stakeholders and transport agencies - towards the long-term outcomes
sought by New Zealanders. It also needs to steward this system, which means ensuring that
system settings are fit-for-purpose both now and for future generations.

The Ministry’s actions to support the COVID-19 response demonstfated this leadership and
stewardship capability. The Ministry understood what the government was trying'to achieve, and
interpreted and implemented this vision for the transport system=it did thisthrough open and
proactive collaboration with transport agencies, transport.stakeholdérs, and local authorities. It
did not fall back on traditional roles, rather it identifiéd the sShifts that Were required in the system
and took active steps to address them.

Stakeholders we interviewed were positive aboutithe Ministry’s approach during this period. While
itis not sustainable (for example due to exeessive workloads and deferring of other work) to
always operate as the Ministry did during COVID-19 (and the Ministry has stepped back from this
model), it serves to demonstrate what'is possible,andthe value that the Ministry can bring when it
steps up to its leadership and stewardship potential. We discuss various aspects of these primary
roles below.

The Ministry needs to buildeshared understanding of its role with ministers, transport agencies, and
transport stakeholders

While there was a consistentwiew from Ministry staff that it is the steward and leader of the
transport system, we also\heard that there would be multiple definitions of what that role entails.
The Ministry’s exterpal stakeholders also had a variety of perspectives about its stewardship and
leadership role, andiwhat its ideal role should be. Some stakeholders doubted the Ministry’s
capability to leadror'steward the system given its small size, its current capability, and the
complexity’and ehallenges within the system. They also talked about the difference between
calling yousself system leader and steward and earning that role, and commanding respect in that
role.

The Ministry needs to build a clear understanding internally and externally of its leadership and
stewardship role. This will ensure that it can focus on the capabilities and behaviours necessary to
give full effect to this role. It also helps set expectations across the transport system, clarifying
with its stakeholders what work it undertakes and what it does not undertake.

The Ministry needs to work with Ministers, central agencies and the transport sector agencies to
clarify, define and embed these roles. An iterative and collaborative approach is necessary to
ensure buy-in to the Ministry’s role and ensure that the Ministry’s role is scoped according to the
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greatest needs across the transport system. This process should happen alongside the discussion
on transport system configuration below.

The Ministry needs to ensure that the transport system’s configuration is fit for purpose

Many stakeholders commented on whether the current configuration of the transport system - the
roles, responsibilities, and associated powers of the various transport agencies - is still fit for
purpose. One stakeholder commented “there is friction all the way in how the system is set up.”
We heard that the current system architecture causes significant tensions between transport
agencies, partly because of size and scope imbalances, and partly because of a lack of role clarity
across agencies.

The Ministry is the best positioned agency within the transport system to ensure that roles and
responsibilities are distributed in a way that supports the overall success of the transportsystem.
While it is outside the scope of this Review to recommend a machinery-ofégovernmentstyle
review, the Ministry should consider the changes necessary to reduce friction’and enable‘the
transport agencies to best undertake their roles®

Strategies and priorities need to align across the transport systeni

While some mode-based strategies exist, there are few overarching strategies (with the GPS on
Land Transport as a notable exception) which co-ordinate and align\across modes. The Ministry
and some stakeholders do not consider that system-widé€ overarching strategies are possible and
have instead focused on modal or sub-modal strategies (such as the Freight and Supply Chain
Strategy).?

As aresult, there is no single overarchingtransport system strategy. An overarching system
strategy is a possible method for the\Ministry to-align‘the system and provide leadership. For
example, the OAG recently endoksedia Systemstfategy approach as one of five key pillars of
system leadership.? It is described as ‘...alstrategy that has a vision and an action plan that all
those in the system share’and provides direction, prioritises initiatives, and aligns actions
throughout the system”. The Future Transport Strategy released by Transport for New South
Wales in 2022 proyides an’example of the level of system thinking that may be required.*

While the Ministry=-may decidenot to develop such a detailed transport system strategy, it is
critical for the Ministryto provide system wide alignment and co-ordination. Transport agencies
acknowledge the neéd fona more coherent and cohesive approach that provides a focus for
investment prioritiesfor government and the sector. This would help shift the focus from just the
short-term tothe’strategic and longer-term.

There are-alSo opportunities to better align the Ministry’s strategies. There is currently a range of
strategy documents but no overarching and coherent approach that maps out the priorities within

2 We make additional comments about clarifying roles and responsibilities under core function regulatory
stewardship.

22 See https://www.transport.govt.nz/area-of-interest/freight-and-logistics/new-zealand-freight-and-
supply-chain-strategy/
2z Leading New Zealand’s approach to Housing and Urban Development, Office of the Auditor General, 2023.
While these comments were made in a housing context, and finding equally applies in this situation.

24 Future Transport Strategy: Our vision for transport in NSW.
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those documents towards outcomes, or how they interact with each other. Many specific
strategies involve inherent trade-offs, for example, between reducing transport emissions and
improving transport productivity. The absence of alignment across the variety of transport
strategies reflects and reinforces a siloed approach within the Ministry.

Long-term vision and strategies need to carry through to delivery and implementation

The Ministry has done a lot of thinking about long-term and intergenerational issues and
opportunities in the transport system. The Ministry-led Transport Outcomes Framework is a
positive feature of the transport system, providing an agreed set of outcomes and reporting
progress through a set of transport indicators published on the Ministry’s website. The Framework
is used across the transport system agencies’ external documents and a recent OAG report®
highlighted the system-wide framework as a feature that that other sectors should develop!

The Framework has had more limited impact in system decision-making @r prioritisatign,with
gaps between its high-level outcomes, how the sector operates to achieve,thése outcomes and
alignment on system priorities.

Other longer-term products produced by the Ministry such asthe Generational Investment
Approach seem to have had a limited impact on decision-making and delivery'in the wider system.
There is a disconnect between the long-term, intergenerationdl thinking within the Ministry and
decisions and delivery that is occurring within the transport ageneiesiand others across the
transport system.

The Ministry needs to be able to translate its lang-term and intergenerational thinking to make it
useful and used in delivery in the system? Part of the challefge in this area is getting more clarity
on the levers and relationships it hasito,de this effectively. As one stakeholder told us, “It is not just
creating a strategy - the hard yards start6n deliVering.it”.

The Future Transport Strategyfrom™Transport for New South Wales provides a basis for how the
Ministry could develop aclear system yisionthat is supported by a clearer integrated delivery plan.
Our view is that the Ministrycould haress its system relationships to drive this type of strategic
thinking in the New Zealand context.

The Ministry néedste conpectangPcollaborate with transport agencies and stakeholders

To effectively lead and steward the system, the Ministry needs an outward focus, and act as an
integrator and connectadr across the transport system, and with other related systems, such as
urban development, Stakeholders noted the Ministry’s response during COVID-19 as a good
example ofthistype of relationship and engagement. However, we heard that the Ministry has
reverted-te,its pre-COVID-19 operating model which is seen as inward focused, reactive, and
focused on discharging functions rather than leading. Some transport Crown entities likened their
relationship with the Ministry as parent/child rather than a mature and trusting partnership. The
sector sees the Ministry’s current engagement approach as representing a “minimum viable

% Transport sector: A case study of sector-level performance, Office of the Auditor General, 2023. The report
found several examples of good practice performance reporting that other sectors can learn from, including
“a clearly defined set of meaningful outcomes and outcome indicators (such as the Transport Outcomes
Framework and indicators) that are relevant to the public and the performance of the sector”.
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product”. Having said that, there was general agreement that the transport sector and system
need the Ministry to step into its broader system leadership role.

While the COVID-19 operating model resulted in peak workloads that may not be sustainable on
an ongoing basis, the Ministry should consider how it can carry the best parts of that engagement
approach forward. We discuss this further under the Engagement and Partnerships capability
section of this report.

Furthermore, we see an opportunity for the Ministry to leverage the existing talent that exists
across the transport system. System teams made up of a mix of staff from within the Ministry and
from across the transport agencies could be formed to tackle complex and challenging policy
issues that require a collaborative approach e.g. funding and revenue, the future of airports and
ports.?® More information on system teams is covered in the workforce section.

Future focus

We recommend the Ministry focus on the following:

e Lead the development of a proposal defining and describing the role of the Ministry as
system steward and leader. This should be shared actoss.the transport'system and the
Ministry should use this work to engage the Government on the Ministry’s role with the aim
of meeting government priorities.

e Work with Ministers, transport system agenciés and the'Central Agencies to identify areas
for improving the system configuration, mmcluding roles,%esponsibilities and decision-
rights in relation to transport regulation.

e Lead the transport system towards strategic alignment by translating Government
priorities and the transport odtcomes inte agreed sector priorities to then flow through to
performance and delivery-This appreach should be based on co-design and partnership
principles. This approachwill ensure alunified response to the issues, build a culture of
collaboration and ré€source shatifg, and demonstrate to Ministers and the sector the value
of collaborative ways of werking,

e Reviewandupdate the Ministry’s own strategies and plans (including corporate plans and
sectorof mode strategies) to ensure they are similarly aligned and consistent with the
outcomes and priofities for the system and the priorities of the Government.

%6 See the Workforce Development element for more detail on system teams.
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Core Function: Policy and Funding Advice

2. For each core function, how does the agency deliver value and make a positive impact
for New Zealanders?

3. For each core function, how does the agency demonstrate increased value and impact
over time?

3. How does the agency provide advice and services to Ministers?

What we found

The Ministry has many strengths in its policy advice capability. The Ministry received positive
scores for the quality of advice analysis in the NZIER assessment (4.2 out 6f 5), good Ministerial
satisfaction scores (3.5 out of 5) and timely responses to Official InformationAct (QIA) requests
(96% within the required timeframes). It has a Policy Quality Framework to monitorand improve
its policy advice.

However, we heard mixed feedback about the timeliness ahd'impact of Ministry advice. We heard
of examples where the Ministry’s advice was slow, failed tolrespond to'the complexity of the
transport system, had limited understanding of how'it would betranslated into delivery or the
most recent thinking on the subject matter. Thesestypes of issues may have indirectly contributed
to situations in the past of Ministers seeking alternative transport policy advice (in particular from
NZTA) which has blurred roles and responsibilities around who ‘owns’ transport policy.

We also heard that the Ministry can téndtowards reactive advice, which pulls attention away from
advice on long-term significant issues facing thé transport system. We also heard that some
longer-term advice lacks the urgeficyand impléimentation focus expected by Ministers and
stakeholders. Stakeholders wanted to see'the Ministry lead on issues such as funding and revenue
sources, congestion chafginig ahd how'transport policy can support economic, environmental, and
social wellbeing.

Given the significant shifts required within the transport system, the Ministry needs to address
these issues tolift its ability tovipfluence and impact the transport system through its policy and
funding advice. To do this,iit needs:

e astrategicapproach to prioritise the matters its advises on, and the pace that it progresses
this advige

e subject-matter expertise to underpin its advice

e data and insights which can be used to tailor advice to respond to future challenges and
opportunities.
A long-term strategic approach should guide advising efforts

The Ministry should adopt a strategic approach to its policy advice. The system strategy signalled
in the previous section will help the Ministry understand the long-term direction of the transport
system and prioritise its efforts in the short-term. Aligning advice within a longer-term strategy will
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help the Ministry create the space it needs to make headway on longer-term high impact policy
issues.

Transport system funding is one of the most important longer-term high impact policy issues that
needs to be addressed to enable the shifts required from the transport system. The Ministry is
currently reviewing the revenue system over multiple years, with tactical approaches to enable
funding for immediate investment priorities. We were concerned to hear from stakeholders that
this approach is “too slow” causing them significant anxiety on how they will fund their
operations. The Ministry needs to be able to explain why its approach and pace on anissueisin
the overall long-term interest of the transport system.

The Ministry also needs to ensure that future focused advice accounts for implementation. The
Ministry’s approach to its work on emissions reduction (where it helped shape the Emissions
Reduction Plan, with a supporting Ministry-focused Action Plan) representsran example gf this
approach in action. We encourage the Ministry to build on this style of appréach.

Advice needs to be underpinned by subject-matter expertise

Subject-matter expertise is necessary to create influential adyice. The Ministryneeds to have
expertise in key areas such as market and network economiics;infrastructure,’and data and
modelling. It also needs to access expertise in mega-trends su¢h as climate change and
technology disruption which can have significantlyimpact the transport system. The Ministry
needs to understand these trends and factor these-insights into'the work it prioritises and in the
content of the advice itself.

The Ministry’s high turnover is a limiting/factor to the Ministry’s mainly generalist policy staff
developing deep connections and experience withithe transport system. The Ministry also
struggles to access and retain speecialist.€xpertiSe (stch as skills related to infrastructure
investment). Solutions to these isSues - including system teams - are discussed in the workforce
development section of this report.

Systems teams (made up of staff fromiwithin the Ministry and from across the transport agencies)
could have a significantxole in addressing policy issues such as transport system revenue and
funding, the futtre of airports, and the future of ports given the complexity of these issues and the
capabilities that currently-lie outSide the Ministry.

Data and evidence 0 suppert good policy advice

Data and evidence are a key input into the Ministry’s policy advice. The Ministry appreciates the
importance’of this and has established foundational data ‘architecture’ to drive a system wide
knowledge hub approach. The development of MONTY (an agency-based modelling of how people
and businesses travel under different scenarios, to support better understanding the likely impact
of policy and regulatory decisions) is a positive step. The Transport Knowledge Hub and Best
Evidence Strategy are also strong foundations, and we also heard about strengths within its small
specialist data and evidence team.

However, we heard that data, evidence, and evaluation do not seem to consistently feature
prominently in policy processes and decision-making. There are Ministerial expectations for more
granular, quantitative data on system performance and value, including financial data, to
underpin more robust policy advice. High turnover limits the use of data and tools across the
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Ministry (as it takes time to train analysts in the available data, tools, and resources). We think
there are opportunities for better engagement between data experts and those working in policy
and other areas. The organisational operating model needs to support data integration through
training and upskilling, systems availability and a focus on building a strong culture around the
use of data and analytics tools.

There is also an opportunity for the Ministry to co-ordinate data that already exists in transport
agencies to provide an overall picture of transport system performance.” Presenting a single
authoritative view is a powerful tool to inform the Ministry’s own policy, and the efforts of Crown
entities and transport stakeholders. This data set could reflect the approach we currently see in
the Justice sector.

Transport advice needs to be integrated with related sectors

Transport plays a critical role in giving effect to economic and social outcémeés and this needs
wide engagement with other sectors. These key interdependencies with.othef systems are not
sufficiently developed. We heard that the Ministry is not involved, or insufficiently iavolved in key
discussions where it should be influential at the table. For example, inthigh-profile programmes
and reforms in the areas of housing, local government, education.and health,

The Ministry needs to have a clear understanding of their rolevith respect to other systems and
have a clear approach to its participation and impactin these systems. This should include clear
mapping of the different reforms being undertaken-across govetnment and elsewhere in the
transport system and a clear approach to the engagement/f ‘atllevel’ capability to participate
effectively with their sector partners.

To be successful the Ministry needs a’breadth of cennections across multiple sectors outside the
transport system. This will requiresanfoutwardfoéusibuilt on good communications, relationship
management and networking skills. Strongemand more purposeful engagement in key areas
including housing and urban devetopment, local government, and the wider infrastructure
portfolios should be a prigrity;

Value-for-money

The Ministry has been looking maore deeply at its operations to identify potential savings. For
example, the 2023 Change Decision Document describes a shift in the ratio of
advisor/senior/pringipal'advisor roles to ensure balance between policy expertise and costs.

The other aspect ofialte is how the Ministry drives value within the system settings they manage
or influencesthr@ugh their policy advice. Here we heard some useful tools have been developed,
including.a Value-for-Money framework used for Budget bids in Budget 2022 (that the Treasury
provided it as an example of good practice).

There are significant opportunities for a greater focus on value-for-money in the Ministry’s policy
advice on competition and funding in the transport system, by better understanding market
dynamics and economics as well as competition policy. The Ministry can also add considerable
value by ensuring that the government is a smart purchaser and is receiving value-for-money for
the significant sums allocated to transport projects (this is covered in the ‘other core functions’).

2" We provide further comments on this matter in the Data and Technology section.
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The Ministry’s role in leading the GPS on Land Transport is an area where it can drive further value-
for-money in the transport system. There have been attempts by the Ministry to do this, including
‘deeper dive’ reviews into activity classes within the GPS, but there is still further work to do, with
particular opportunities to bring greater data and evidence into the process.

The Ministry needs to take a systematic approach to position itself as an effective advisor to
Government on value delivered through system expenditure. This includes being able to show
connection to results and outcomes for the system. This same principle applies to other areas,
including Crown funded investment programmes and funding reviews of transport Crown entities.

Future focus

We recommend the Ministry focus on the following:

Identify and implement tools and processes to bring a future focus,n advice andgetahead
of future shifts in policy thinking in transport. To be successful in thésesareas the Ministry
may need to both broaden its talent pool and ensure access,to policy expefts in a wide
range of fields.

Prioritise and lead a system approach to data and analytics, building frem existing work
already underway, including Project Monty, the Tfapsport Evidence Base Strategy and the
Transport Knowledge Hub. This approach couldvineldde a 'transport data hub' that is
operated and shared across the whole tranSpoxt system/(but may or may not be inside the
Ministry).

Identify and commit to high priority poliey areas«equiring a system team approach (see
the workforce section). Possiblé areas for thisway of working include transport system
revenue and funding, the futuge of\airportsyand the future of ports.

Proactively engage with ‘other systems to ensure the transport system is aligned with other
sectoral strategies, reforfivprocesses and change e.g. local government, urban planning
and development, ysespurce management, health reforms.
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Core Function: Regulatory Stewardship

2. For each core function, how does the agency deliver value and make a positive impact
for New Zealanders?

3. For each core function, how does the agency demonstrate increased value and impact
over time?

What we found

Recent examples of the Ministry’s regulatory stewardship approach in action include the
development and implementation of the Civil Aviation Act 2023, and ongoing work to review and
update maritime legislation. Its stewardship efforts have been guided by the Transport System
Regulatory Stewardship Plan which set out the Ministry’s regulatory stewafdship approach from
2019t02022.%

Notwithstanding these examples, we heard of significant challengés acress the transport
regulatory system. Furthermore, we expect that trends such asitechnologicalidisruption will place
further stress and increase public expectations on regulatoriasystems. The MiniStry has an
opportunity to adapt the way it performs its regulatory stewardship role to'meet these challenges.

We note that the Government has announced a new, gevernmentdepartment to be setup which

will assess the quality of new and existing legislationyas well as'‘consolidating regulatory quality
work across the public sector where appropriate T he creatien ofthe new department is likely to
impact on the proposed approaches to the Ministry’s régulatory stewardship role.

Regulatory stewardship efforts needope tdrgeteddna\strategic

We consistently heard commentsthat the transportregulatory environment is out of date, need
urgent reviewing, and is ‘neitheprenablingnor future proofed’. This aligns with the findings of the
Infrastructure Commissi@n;#

The [transpoft] regulatory systemirequires constant review from the Ministry [of Transport] and
renewal to'eope with emerging risks, shocks, and changes in technology. Some changes have been
made t0 the syStem in‘a piecemeal way. This raises the question of a risk of a lack of regulatory
system ceherence, limiting technology choices and a need from the Ministry to ensure that the
regulatory powers,are enabling and empowering.

We also heard that recent legislative changes have not been guided by a clear set of priorities. The
Ministry’s existing Transport System Regulatory Stewardship plan expired in 2022, and while a
new one isiCurrently in development, it has been delayed due to competing priorities. We lack the
informatioh te comment on the nature of the trade-off decisions, however it is concerning that this
key toolforregulatory stewardship was deprioritised.

The Ministry needs to adequately resource regulatory stewardship strategy and prioritisation
efforts given the breadth of the transport regulatory system and the Ministry’s limited resources.
The Ministry needs to understand future trends and work with regulators and regulated parties to

28 https://www.transport.govt.nz/assets/Uploads/Paper/Transport-System-Regulatory-Stewardship-Plan-
2019-t0-2022.pdf
2 Infrastructure Commission report on the State of Transport 2021.
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form a strategic plan which phases review efforts strategically. Effort should be targeted and
phased to leverage related reviews (e.g. reviewing driver licencing and road safety penalties at the
same time which benefits both reviews).

The Ministry needs to ensure clear roles and responsibilities across regulatory systems

Several interviewees described a lack of role clarity between the Ministry and regulators within the
transport regulatory system. One interview noted that wherever there has been this lack of clarity
there has also been duplication of effort.

We heard from some Crown entities that there is an opportunity for greater delegation of decision-
rights, with appropriate checks and balances in place. Currently, decision-rights in the Transport
regulatory system are set at high levels, causing bottlenecks in timelines and sub-optimal use,of
resources, including senior officials being involved in detailed regulatory work.

These issues significantly impact the effectiveness of the regulatory system Lack of clarity fisks
issues falling between the gaps, particularly where responsibilities aregplitacross various
agencies (examples include health and safety, and the regulation‘of'dangerousgoods which spans
all transport Crown entities and New Zealand Police). Decisiori-inaking bottlenecks are also a
concern given the rapid pace of technological development, and the speed that is required for the
regulatory system to respond effectively.

The Ministry should consider undertaking a regulatory'system review with a focus on clarifying
and defining roles and responsibilities. This wouldhrequire work with the regulators to define the
best approach to deliver their respective regulatory roles andiresponsibilities, as well as the
location of decision-rights. The new regulatory stewardship'plan could be an interim step to help
by describing these roles and responsibilities of agencies'and setting out overall regulatory
priorities.*

Monitoring regulatory performdpee is critical

As regulatory steward, thedMinistry can‘also look at how they can drive better reporting on the
transport system’s segulatory perforiiiance, in particular by supporting improvements in the
reporting undertaken by the transpert Crown entities. For example, a recent OAG report identified
the following @ppertunity in NZTA’s regulatory reporting: *

The current suite'ef measures presents some useful information on how Waka Kotahi delivers its
regulatory functions. However, they do not present a clear view of how Waka Kotahi has improved
its performanceor the effectiveness of its regulatory functions. For example, it is unclear whether
the targets that are set relate to the number of compliance activities Waka Kotahi is resourced to
undertake or whether the level of activity is appropriately benchmarked for a regulator of its
nature:

As monitor, the Ministry can influence the performance information Crown entities report on so
that they provide greater insight into regulatory performance. These insights, supplemented with

% A fundamental machinery-of-government style review of roles and responsibilities across the transport
agencies may be necessary to fully achieve an effective and efficient regulatory system. This consideration
however is beyond the scope of this Capability Review.

3 Transport Sector: A Case Study in Sector Level Report, Office of the Auditor General, 2023 Transport
sector: A case study of sector-level performance (oag.parliament.nz
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transport system wide performance measures such as the ones used to monitor the Transport
Outcomes Framework, need to be shared across the Ministry and integrated into policy and
advice. The Ministry could look at developing, with the relevant transport Crown entities,
performance frameworks for the different regulatory systems that enable meaningful reporting on
regulatory system performance. Such frameworks would set out the objectives of the system, and
what performance information is being reported and by whom. Through regular reporting the use
of such frameworks would provide insights for the Ministry and other agencies to improve
regulatory systems as well as support public accountability (through more meaningful reporting
to Parliament and the public).

Value-for-Money

The Ministry’s existing Regulatory Stewardship Plan describes how value-for-money is driven
through cost benefit analysis in Regulatory Impact Assessments, and across the Ministry By
coordinating regulatory changes. However, Crown entity comments abeutroleduplications.and
decision-making bottlenecks (as minor decisions take longer and cambe’Caught in‘a bottleneck of
limited senior official and Ministerial availability) suggest that thefexare greater.oppertunities to
drive value-for-money.

Future focus

We recommend the Ministry focus on the following:

e Ensure regulatory stewardship activities —patticulagly'these’related to strategic planning
and prioritisation of stewardship effdxts —jare resoureed and prioritised. This should
include finalising the new Transpent System Regulatory Stewardship Plan and ensuring it
sets out a review programmemwhich provides suitable assurance on the health of the
transport regulatory system:.

o Work with regulators@nd regulated parties to undertake a regulatory system review, with
a focus on options'to clarify roles and.responsibilities. This includes clarifying where gaps
may exist, addressing/duplication, and ensuring that decision-making is set at a level that
ensures effective operatieniof the system (provided suitable check and balances are in
place).

o  Work with the TransSport Crown entities to establish clear performance frameworks to
understand,asséssiand monitor the performance of transport regulatory systems, with a
focus on connecting the performance of the transport regulators to the overall
performance,of the transport system.
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Core Function: Advice and Assurance on Long-Term Infrastructure
Investment

Question Rating

2. For each core function, how does the agency deliver value and make a positive impact
for New Zealanders?

3. For each core function, how does the agency demonstrate increased value and impact
over time?

What we found

The Ministry needs to help ensure that transport infrastructure investment is effective,
sustainable, and aligned with government priorities and long-term strategic objectives.*’We
comment on two primary aspects of this role below. We note thatin late 2023 the Government
announced its intention to establish a new National Infrastructure Ageney, Ohce that agency’s role
and functions become clearer the Ministry’s role may change.

Guiding and prioritising a nation-wide transport investment pipefiae

The Ministry needs to provide a nation-wide view of the invéstment that is in the current pipeline
and help identify gaps and opportunities to phase and target investments to realise transport
system objectives. As some stakeholders raised with us,there also needs to be a focus on asset
maintenance and replacement.

In some respects, it does this well. It haseffectively suppdrted Ministers to develop a GPS on land
transport, which has been a successful [everfor prioritising NLTF investment towards strategic
outcomes. However, we did not see‘thie Ministryplaying a consistent leadership role in aligning
investments both within the transport system and with related systems (e.g. urban development).
We also heard that the Minjstry’sinvestment advice was sometimes viewed by transport
stakeholders as slow, cumbérsome, and.a ‘handbrake’ on delivery.

To overcome these/hallenges, the Ministry needs to position itself as a strategic purchaser and
advisor on procurement for government investment in the transport system. It needs to be able to
confidently supportMinistersithrough trade-off decisions, as well as assess the delivery readiness
of different investments. The Ministry may need to secure specialist expertise. For example, it will
need people that can engage with the infrastructure market and can advise on this area.

Providing autRegitative assurance of transport investments

With the.incr€ase in direct Crown funding for transport investments, the Ministry has had to
assume a more active role in developing and providing oversight of major investment
programmes. We heard concerns about this role - particularly for infrastructure mega-projects -
with stakeholders highlighting that the Ministry lacks the necessary technical capability to be an
effective participant at the delivery and governance level.

2 Funding these investments is another important dimension of assuring transport investment. We consider
this aspect separately under core function policy and funding advice.
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For the Ministry to effectively undertake this role in the future, it will need to clarify and strengthen
its assurance of infrastructure mega-projects and investment programmes. This needs to be done
in ways that align with its principal advisor and purchaser roles so that it can provide assurance to
Ministers on delivery against benefits, scope and cost parameters. The Ministry will also need to
maintain clear independence and differentiation between its assurance role and its role in
monitoring Crown entities.

From an assurance perspective, the Ministry needs to have the necessary capability to effectively
assure that delivery agencies have the right governance, quality assurance, and benefits
realisation systems and processes in place. This assurance function needs to work closely with its
monitoring and policy advice functions. When issues arise, the Ministry needs to be able to
effectively engage to ensure issues are being effectively managed.

Value-for-money

The Ministry relies heavily on contractors and consultants to source the technical expertise
needed to provide investment advice and assurance. The Ministry will heed to censider the
potential opportunities to base some of these skills within the Ministry. It sholld also explore how
it can better utilise existing capabilities within the transport£rown entities.to reduce its
outsourcing and contracting costs.

We heard of significant opportunities to drive better %alue-for-mongey,inthe transport
infrastructure system, which the Ministry can help.realisé through its assurance role for
investments, and through its advice on system settings. Transport infrastructure stakeholders
commented that decision-making on new developments, planning processes, and limited
contracting and competition within thefinfrastructuredelivery market all drive increased costs.
One key opportunity is developing a’pipelirie of inViestment, to ensure that funding is provided for
infrastructure with the greatest penefitsThe Ministry has an opportunity to work with Crown
entities and the private sectogto understarid andihelp address these cost drivers.

Future focus

We recommend the'Ministry focus on the following:

e Build a'strategic national view of transport investment needs, which enables effective
prioritisation, includingvalue-for-money.

e Clarify the Ministry’s assurance role in mega-projects and infrastructure investment
programmes‘to’ensure it is aligned to its principal advisor and purchaser roles. The
Ministryg@hould provide assurance to Ministers on delivery within its purchaser role, with a
particular focus on the management of project benefits, scope, and cost parameters.

e ‘Develop the required specialist expertise, to be able to confidently support Ministers
through trade-off decisions, as well as assess the delivery readiness of different
investments, set within the context of priorities informed by a clear transport system
strategy.

e Consider the opportunities to base some of the technical assurance skills within the
Ministry and how it can leverage capabilities within the transport Crown entities to reduce
its outsourcing costs.
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Core Function: Crown Entity Monitoring

2. For each core function, how does the agency deliver value and make a positive impact
for New Zealanders?

3. For each core function, how does the agency demonstrate increased value and impact
over time?

What we found

Following the 2018 regulatory failure, the Ministry’s monitoring relationship with NZTA was
independently reviewed. ** This review resulted in changes to the Ministry’s monitoring with a
clear and well-articulated approach, supported by mature relationships across the entities atboth
a board and chief executive level. We heard from Crown entities that this @pproach had a‘positive
impact.

However, we heard that since then the Ministry had moved towardsia more compliance focused
monitoring style, rather than working with, and through the beards, to ensure performance and
delivery. We were encouraged to hear of recent efforts to shifténonitoringaway from a compliance
focussed approach. The Ministry needs to continue this werk,so its monitoring is purpose driven,
built from a rich source of data, evidence, information and intelligenee, and focussed on
supporting improved performance and delivery.

Monitoring should be undertaken in a collab@rative and purposeful way together with and
through the Crown entity boards. Thereshould be a clear annual programme aligned with board
assurance processes and an agreed understanding on key focus areas. The Ministry should
leverage Board monitoring processessupplemented,by areas that it deems a priority. The
Ministry’s advice on Crown entities” capability abhd performance needs to deliver strategic value
and assurance to Ministers,

Building a two-way relations#iip with Cren entities

The Ministry needs,effective working relationships with the Crown entities. Crown entity board
chairs and senfiorleaders acknowledged the importance of the Ministry’s governance and
monitoring roless They,also fieted that there will always be an element of constructive tension in
the relationship.

Many thought these rélationships would be stronger if the Ministry made further efforts to
understanditheir entities’ context, challenges, and direction. There is strong demand from the
Crown entitiés for the Ministry to bring a wider system perspective to its monitoring role and that
this needs to be clearly integrated alongside the oversight of the Crown entities’ capability,
delivery, and performance. They wanted to see the Ministry support boards to drive transport
Crown entity performance in line with wider transport system objectives.

3 Review of the Ministry of Transport’s monitoring of the New Zealand Transport Agency’s regulatory
performance; Martin Jenkins; August 2019, see Review-of-the-Ministry-of-Transports-monitoring-of-the-
NZTA.pdf
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We think the Ministry needs to build an increasingly two-way relationship. The Ministry needs to
present transport system context to guide the Crown entities, and in return, the Ministry needs to
draw on Crown entities perspectives to shape system policy settings and help manage constraints
to delivery and performance. The Crown entities themselves have important context to
understand the overall performance of the system and these insights can be better leveraged.

Supporting good Crown entity governance

Appointing board members is one of the key strategic levers Ministers have to influence the
direction of Crown entities and operation of the transport system. The Ministry has a significant
opportunity to influence the transport system by advising on transport Crown entity board
appointments.

The Ministry needs to leverage its role to ensure Crown entity boards continue building the
capability and skills needed to effectively govern within the changing andidyhamic context'they
operate within. This role needs to be owned and led by senior leaders in theWinistry. Thissincludes
advice on ensuring board skill mix is commensurate with the challenges,the sectorfaces, building
a board that complements the monitoring and assurance role of the Ministryfand one which
continues to upskill and develop to meet new challenges.

Integrating monitoring with other Ministry functions

Insights generated from monitoring activity needs towbeéffectively shared across policy, data, and
finance functions within the Ministry. This helpswalign high lévehsystem settings with delivery
information which is often held by Crown entitiessHowever, Crown entities commented that they
are often ‘joining the dots’ between those involved innmonitoring and other work underway across
the Ministry. The Ministry needs to find ways to drive these connections between monitoring and
the wider organisation, such as processes for information sharing, wider involvement in projects.

Value-for-Money

The independent review of the Ministry’s monitoring function in 2019 did not identify resourcing
concerns. We think this,will continuéte'be the case going forward.

The more significantwalue-for-money dimension lies outside the Ministry, in the way that its
monitoring activities drivessbettér investments and service delivery across the transport Crown
entities. There will be.inereasing need for the monitoring to focus on expenditure through
investment prograrmmes (in terms of outcome delivery for investment), assessment of value
through fundipg reviews, and the value from Crown entity spending. To undertake this role, the
Ministry will’'need to ensure it has the data to support understanding cost drivers, and the
capabilitys(ifncluding financial capability) to use it.

Futurefotus
We recommend the Ministry focus on the following:

e Embed a monitoring framework to ensure a clear monitoring approach that enables
strategic and insightful advice on entity governance, capability and performance.

e Ensure the Ministry’s monitoring function uses a clearly defined approach for assessing the
capability and performance of the transport regulators, and that implementation of this
approach is led alongside policy teams and those with domain expertise. Intelligence and
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insights from external stakeholders, alongside robust performance information, should
inform this approach.

Work with the Crown entity chairs to ensure clarity of understanding of the monitoring
function and how the boards can assist the Ministry to discharge its statutory duty and
ensure a focus on transport outcomes.

Build a stronger value-for-money focus within its monitoring approach to ensure
investment managed through Crown entities is effective, efficient, and well aligned against
transport system priorities.

Ensuring staff undertaking the monitoring of Crown entities have the processes,
mechanisms and expectations to stay better connected across the Ministry, particularly
with the policy and data and analytic teams, and with external stakeholders and groups
that can provide important perspectives and insights on the capability and performance of
the entities.
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Capability

This section provides a targeted consideration of each element of an‘agency’s
capability. It considers the readiness of each capability to suppert the fdture
contributions expected of the agency. Ratings and rating justifications are.provided,
along with future focuses which identify factors which,could impact ‘eapability over the
time frame of the Future Excellence Horizon.

In this section:

e Leadership, Culture, and Direction

e Collaboration and Delivery

e Workforce

e Public Finance and Résource Mapagement.



Leadership, Culture, and Direction

Purpose, vision, and strategy
6. What is the agency’s capability to develop and articulate a relevant and
aligned purpose, vision, and strategy to staff and stakeholders?

7. What is the agency’s capability to consider and plan for possible changes
in its purpose or role in the foreseeable future?

Leadership and governance

8. Whatis the agency’s capability to exercise relevant system and sector
leadership roles?

9. Whatis the agency’s capability to implement and adapt'governancé
arrangements to support effective organisational performance and
delivery?

10.What is the capability of the agency’s senior leadership team to'provide
collective leadership and direction and to implement.change?

Values, behaviour, and culture

11.What is the agency’s capabilityto develop andpromote the Public Service
and organisational behaviqdrs, values and culture needed for the agency
to succeed?

Continuous improvement
12. What is the agency.’s capabilitysto encourage, use, and learn from
evaluative@gctivity?

13.What isithe-agency’s‘capability to report, monitor and use performance
information?

Future focus for: Leadership, Culture, and Direction

To improve,the Ministry’s leadership, culture, and direction capability, we recommend the
Ministrys

e Update the Ministry’s purpose statement to align it with its system leadership and
stewardship responsibilities. This updated purpose statement will need to be reflected in
the Ministry’s organisational strategy, operating model, funding and governance, and
culture.

e Undertake work with staff to identify, describe and promote the culture the Ministry needs
to be an effective system leader and steward (e.g. proactive, outward focused and
resilient).
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¢ |dentify opportunities to enhance its monitoring and evaluation capability so that the
Ministry can more consistently evaluate the value and impact of policy changes, and
system investment.

Purpose, vision, and strategy

We heard from Ministry staff that they believe in the Ministry’s work, appreciate transport’s links to
economic and social wellbeing, and are committed to public service. Similar comments are also
reflected in the Ministry’s latest engagement survey, and staff engagement during the Ministry’s
recent 2023 change management process.

We see an opportunity for the Ministry to update its purpose statement to build on the positive
views of its staff. The Ministry’s current purpose statement** is quite generic and could apply to
any number of agencies and interviewees commented that it does not help to motivate staff-The
Ministry is aware of this, and we are encouraged to see that the 2023 Change/Decision Doeument
signals an updated purpose statement as an upcoming piece of work.

As it progresses this purpose statement update, the Ministry shouldengage carefully,with Ministry
staff, transport agencies, and transport system stakeholders. Jtsshould also reflect the Ministry’s
clarified transport system leader and steward role (a priority action which\wécover in the primary
function section). Once the new purpose statement is in placesthe Ministry will need to ensure it is
integrated in its organisational strategy, operating model} funding.and governance, and culture.

Strategy

The Ministry’s opportunity to lead the sector in'sépporting a system wide strategic planning
process is covered in the transport system leader and'stéward core function. Internally, the
Ministry has a cascade of internal ofganisational.strategies and plans, including its strategic
intentions, output plan, and busingss planning, to=align its annual planning process to longer-term
objectives and Government priorities. As the Ministry starts to develop the system level vision and
priorities, these will needtolink into and drive internal Ministry strategy and planning processes.

Leadership and gov®ernance

Many staff commented positively about the accessibility of the senior leadership team, which
reflects the Ministry’s flatistrueture and small size. Interviewees also commented that having a
relatively new Chief Executive provides an opportunity to refresh the Ministry’s leadership
approach.

As discussed. il the system leadership section, the Ministry’s senior leadership needs to be
outwards focused to fulfil its system leadership role. We heard that the relationship between the
Ministry’s leadership and other transport system leaders has been inconsistent and at times
difficultjwhich can be due to issues of trust on both sides, and this has reinforced an internal
focus. To be a successful system leader, the Ministry needs its leaders to have an outwards focus
and take a collaborative leadership approach - as we heard from one transport stakeholder:

% The Ministry’s current purpose statement: Hapaitia ana nga tangata o Aotearoa kia eke Enabling New
Zealanders to flourish.
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“The Ministry needs to do collaborative leadership consciously and be trained how to do it
as it is not something that is done naturally. It's an entirely different way of approaching
things and they need to develop those skills and competencies.”

Through this leadership approach, the Ministry will be able to align transport agencies more
effectively with transport strategies and government priorities, while also holding them
accountable for performance. The Ministry’s senior leaders will also need to be comfortable
leading through influence, have strong relationship management skills and be resilient to work in
a sector which can involve robust relationships.

Developing collaborative leadership will involve recruiting and building the right cultural fit at a
senior level, based on a clear target culture. Training and development will be important to
building and refining collaborative leadership capability. The Ministry will also need to, as well as
receiving regular feedback from the transport system to test and refine the,approach. An
operating model based on collaborative leadership also needs to balancécollaboratingwith
agencies, while preserving the independence of the Ministry in undertaking monitering and
assurance of performance.

There is an opportunity to improve the effectiveness of transpttsystem goferggce arrangements

The lack of clarity around the Ministry’s system leadershipdole createschallenges for the
effectiveness of the current transport system governance structures.\Eor example, while the
Transport Sector Leadership Group of transport chiefiexecutives provides a useful forum for
discussion and sharing information, we heard it does not have the substance of decision-making
that similar groups have in other sectors.

The Ministry has already identified thé opportunities tovimprove its support for system governance
through its 2023 change process, We'€ncéuragethe Ministry to review this area to help improve
the effectiveness of governance arfangements.

Values, behaviour, and culfure

The Ministry has a good culture tobuildifrom. Staff commented positively on the Ministry’s culture
and the way they areftreated, that'they felt respected, and that the Ministry’s flat structure gave
easy access tofmanagers.

However, we also heard,frem staff that the culture and behaviours can be inward looking and
insular with what s@metimes comes across as a paternal approach towards transport Crown
entities. Stakeholderstold us that the Ministry tends to default to the Ministry’s statutory levers,
rather than a softer collaborative approach. Our impression is that the Ministry’s staff can and
often dowork in an outward focused way with their counterparts in the transport Crown entities,
but issues and tensions have arisen at more senior levels.

To effectively lead the transport system, the Ministry will need to shift from seeing itself as a ‘small
policy agency’ with an internal focus to system leader and steward with an external focus. This
requires building a culture that is outward focussed, relationship based, collaborative,
constructive, mutually trusting, and open to new and alternative ways of thinking and is prepared
to surface conflicting ideas.

Feedback suggests that recent senior leadership appointments have helped shift to a more
external focus, but more is needed if the Ministry is to raise its leadership impact across the
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transport system. We encourage the Ministry to seek to take more responsibility for the whole
system, let go of aspects of its current operating model and embrace the collaborative leadership
approach that a ‘system focus’ requires. The Ministry’s culture, recruitment and workforce
development will also need to align and support this shift.

As previously noted, there is an opportunity for the Ministry to work with the transport sector,
Crown entities and central agencies to take a wider view of and approach to identifying and
deploying talent across the system, including into the Ministry.

Continuous improvement

The Ministry has an experienced evaluation and research team which has good relationships
across the transport system and related systems and produces valuable system insights. Two of
the most valuable system level initiatives include:

e Transport Evidence Base - Ensure the right data, information, researchrand evaluation is
available for decision-making and that there is an established cdlture of gVidence-based
decision-making.

e Transport Knowledge Hub - Connects people acrossithe-transportsystem and promotes
the sharing of transport data, evidence, knowledgegresearch, capabilities, and ideas.

An Office of the Auditor General (OAG) case study on‘transport seetorreporting® found that the
Transport Outcomes Framework and accompanyingindicators'and reporting means the transport
system is advanced in its approach to setting outcomes apd being held to account for its
performance.

These aspects are encouraging, and we heard thatthe Ministry has a strong programme of
evaluation activities underway to.support poliey improvement. However, external stakeholder
expectations are high and are notalways met, Some stakeholders want to see the Ministry
undertake and publish moge evaluations of implemented policy. Some were concerned that the
Ministry did not always follow through'with committed evaluations, and that post implementation
monitoring was limitéd.

We also agree with'the/OAG which identified an opportunity for the Ministry to more clearly
connect its perfermance framework and intervention logic - as it sets out in its strategic intentions
- with the system levelreperting it currently provides on the outcomes framework. The OAG also
said that while the widegange of transport sector strategies, plans, initiatives, and programmes of
work are often individually linked to the transport sector outcomes, there is no integrated account
of how these'strategies and plans “fit together” in contributing to common outcomes. This makes
it difficult todinderstand how the sector intends to achieve its broad outcomes and how progress
will belassessed and reported.

Alongside this opportunity, the Ministry should continue leveraging the relationships, expertise,
and resources of the wider transport sector. This outreach is critical given the Ministry’s size and
the breadth of the transport system. We understand that the Ministry is currently improving the
Transport Knowledge Hub by reducing administrative overheads, and improving the way that the

STransport sector: A case study of sector-level performance (oag.parliament.nz).
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Ministry accesses the transport

look for similar opportun ities.

agenc

ies’ research capabilities. It should continue this work and
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Collaboration and delivery

Customers, clients, and citizens

14. What is the agency’s capability to understand customers, clients and
citizens’ medium and long-term needs, and using these to innovate and
drive better experiences?

15. What is the agency’s capability to employ service design, continuous
improvement and innovation in developing its services?

16. What is the agency’s capability to be open, transparent, and accessible in
actively engaging with stakeholders and citizens?

Maori-Crown Relationship

17. What is the agency’s capability to develop and maintain its engagement
with Maori and to understand and incorporate Maofi perspectives?

Operating model

18. What is the agency’s capability to develop.and adaptan operating model
to support delivery of Government priorities and itscore functions?

19. What is the agency’s capabilitysto evaluate'service delivery options?

Partnerships and external engagement

20. What is the agency’s cdpability'to'eontribute to the success of the agency’s
wider operating systefn(s), including collaborating with partners and
providers?

21. What is thie agenhcy’s capability to manage its context with external
stakeholders andithe public?

Future focusfor: Collaboration and delivery
To improve theMinistry’s collaboration and delivery capability, we recommend the Ministry:

o Mmproyve its ability to understand the views of citizens and reflect it in advice. It can build
this'from the expertise of delivery focussed agencies such as NZTA and the Ministry of
Social Development (MSD).

e Develop astronger and deliberate connection to and understanding of transport system
users, operators, designers and asset owners and integrate these perspectives the
Ministry's advice.

e Continue initiatives to develop the Ministry’s Maori Crown relationship capability,
including how it can be used to enable and support better policy development (for
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example in recognising Maori perspectives) and system monitoring (including
understanding how well Crown entities are engaging with Maori as part of their work).

e Once the Ministry has clarified its role as system leader and steward, it should consider all
elements of its operating model. It needs to be able to respond to Ministerial priorities
alongside the Ministry’s role as system leader and steward.

e Review the use of contractors and consultants with the objective of finding opportunities
to rebalance its reliance on them. The relevant Government procurement guide to
contractors and consultants could be adapted and extended to use as the reviewing
framework.

e Review the current stakeholder engagement framework to ensure it is strategic and
sustainable.

e The Ministry needs to foster a collaborative leadership approach, that is basedon
engagement and strong relationships with the transport system:

Customers, clients, and citizens

The Ministry does not have clients or customers in an operatiohal sense becatise it does not
directly provide services to the public beyond running poli€y gonsultation processes (some recent
examples include its engagements with the public ofithe Clean Car,Rebate Scheme). Its
frameworks for guiding these processes and widespublic engagements are fit for purpose.

However, we heard that the Ministry sometimes strugglesto'act on others' views and stakeholders
commented that Ministry staff were oftefiWilling to listentostheir views but were then frustrated
when the Ministry failed to translate these views into action. This may in part reflect an inward-
focused culture which was similarly noted in thé Ministry’s 2018 Performance Improvement
Framework Review. We heard from staff new-tothe Ministry that its approach to policy is more
“inside out” rather than “outside'in” whenicompared to other public agencies they had worked in.

The Ministry needs to,growits ability to proactively understand citizens experiences and
expectations and réflectthese views,in policy advice. Improving its citizen lens will help it better
understand issues such as the distributional impacts of transport system settings, transport users
wants and need§, and consumepbehaviours. The Ministry can effectively do this by accessing and
leveraging the expertise,initransport Crown entities (such as NZTA) and agencies (such as MSD)
that work closely with the'public on policy matters.

The Ministry alsomeeds to support the Crown entities in the transport system to implement
modernised digital solutions that will provide efficiency benefits as well as enhanced customer
experiehcer

Maori-Crown Relationship

The Public Service Act requires the Ministry to develop and maintain its capability to engage and
understand Maori perspectives. Staff and leadership are interested and enthusiastic about
building their Maori capability, while appreciating the size of this challenge for the Ministry.

We were impressed by the Ministry’s Kahui group, which was established to provide a te ao Maori
perspective on policy work. This is a high calibre group, and we heard that its input is sought and
valued across the Ministry.
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The Ministry has also taken action to help build its cultural capability through Hei Arataki | Ministry
of Transport Maori Strategy. This strategy outlines how the Ministry will improve transport
outcomes for Maori through better engagement with Maori. The strategy’s immediate focus is to
develop staff cultural competencies to better engage with Maori and understand their
perspectives.

Notwithstanding these positive steps, there are significant challenges and stakeholders described
the Ministry as not being mature in its Maori Crown relationship capability. Only five percent of
staff responded that they had a comprehensive understanding of the Hei Arataki strategy at the
time of the 2022 staff engagement survey and senior leadership also had just a modest
understanding of the strategy. Senior leaders will need to increase their understanding of the
strategy, and also champion it to improve its influence across the Ministry.

The Ministry has recently appointed a Director Maori which should help to drive the work’'needed
to address the capability gap it has in the Maori crown relationship. It iscriticabthat thesMinistry
supports this role, as expectations may exceed what is realistic of oné,person to achieve.

To lift the cultural capability of its staff and senior leaders, the Ministry should also continue to
implement Hei Arataki, including identifying the areas wherelimproved Maeri Grown relationship
capability will have the greatest impact on its work. Thesé areas are likely t6 include developing
the capability to enable Maori perspectives to be reflected infelevantpolicy advice, and having
the capability to understand how well the Transpoft,Crown entities'are engaging with Maori in
their work (as they have a more direct engagement fieed).

Operating model

One of the Ministry’s most significant«challenges will he.adapting its operating model to support
its role as system leader and steward¢We'thinkdtineeds to develop an adaptable two-speed
operating model so that it can simtltaneously réspond to the government of the day while taking
a longer-term intergenerationabapproachito the transport system.

Due to the lack of clarity afound the Ministry’s leadership and steward role, the current operating
model s in a state of flix ahd the\Ministry struggles with its various identities as policy shop,
system stewardsand investment delivery assurance agency. We think the current operating model
is mostly focusedon dischargingstatutory roles, rather than assuming responsibility and
leadership for the transport’'system.

As a first step, the Ministry needs to clarify its transport system leader and steward role, and then it
should use thig'clarified role to help shape its operating model (see primary function system
leader and@teward). Without pre-empting the results of this process, we expect the future
operating'model to feature:

e Strongfocus on engagement skills and the capability to operate in a relational and
collaborative manner.

e Monitoring and assurance processes that are robust enough to both influence delivery
and enable the transport Crown entities to focus on their core roles.

e Processes and policies that reinforce and enable its system leadership role across the
organisation (including recruitment and performance management).

e Culture and behaviours which support an outward and collaborative approach.

61



e Ability to proactively engage and mobilise the sector through natural disasters and
national crises, similar to the Ministry’s leadership approach during COVID-19.

Strategic use of contractors and consultants

The Ministry’s current resourcing model relies on buying in external expertise as contractors and
consultants. Due to the small size of the Ministry’s workforce, its ratio of consultants to staff is one
of the highest in the Public Service. This may be appropriate given the specialised skills - such as
finance and infrastructure invested related expertise - that the Ministry requires to fulfil advising
and investment assurance functions.

To respond to Government policy, the Ministry needs to consider how it can better use contractors
and consultants effectively, efficiently, and sustainably. The Ministry should focus on building
sufficient internal expertise to effectively engage with these contracted experts - “enoughtoknow
what it should know” as one stakeholder commented. There needs to be&ufficient internat
expertise to be able to judge the effectiveness and value-for-money of contracted partiessThere
may also be opportunities to better leverage the specialist skills that exist within the transport
Crown entities (e.g. secondments of investment management and assurancelexpertise from
delivery agencies such as NZTA).

We are confident in the Ministry’s ability to adapt its operatingimodet

During the COVID-19 pandemic, the Ministry adaptediitsoperating model to work more closely
alongside the transport sector, engaging in realtime to ensdre efféctive support for the
government’s COVID-19 response. This required a'significant ehange from the Ministry’s
traditional mode of operating. This capability to adapt will serve the Ministry well as it refocuses
its operating model around its systerm leader and steward role.

Partnerships and external ehgdge€ments

Many stakeholder interviewees‘wéere positive about the engagement approach of Ministry staff:
they are open and willingt0 listen. Stakéholders were particularly positive about the Ministry’s
engagement during/COVID-19, comifienting that the Ministry stepped up and out with the sector,
and was proactivepcurious, and engaged. The Ministry’s stakeholder insights report indicated that
interactions between the Ministry and the system “are respectful and the intent and purpose of
the Ministry’s ambitions capfiot be faulted”.

The Ministry undertakesia biannual stakeholder evaluation process which includes a wider
stakeholder sufvey'and in-depth interviews with key senior stakeholders. This is a good process
which providesich information and insights on the Ministry’s engagement with its stakeholders
and the,epportunities for improvement.

Opportunities to better partner and engage with transport agencies and stakeholders

The Ministry would benefit from a more collaborative approach to its engagements. As previously
noted, some of the stakeholders we met described their relationship with the Ministry as ‘parent-
child’ like, rather than as equals or partners. The most recent stakeholder evaluation (July 2022)
noted that Ministry-Crown entity relationships are ‘sub-optimal’ featuring non-strategic and
disjointed interactions (for example, seeking input and co-design on policy in an inconsistent
way).
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The Ministry also needs to address staff turnover as several interviewees commented that the
Ministry’s revolving door of new staff makes it hard to develop and maintain meaningful
relationships. Some stakeholders also observed that in formal cross-sector engagements (e.g.
cross-agency meetings) the Ministry’s representatives often lack the experience and authority to
contribute meaningfully to the discussion which may be a consequence of high turnover.

Stakeholders also signalled their desire for faster, earlier and more meaningful engagement on
policy issues. We heard the Ministry’s approach to engaging on policy can be seen more as
communication rather than consultation. When the Ministry consults, it can and sometimes does
undertake a good process of seeking feedback, but we also heard that some stakeholders thought
the Ministry did not always reflect or consider the feedback they had provided.

How the Ministry can improve its partnership and engagement capability

The Ministry’s success as a system leader requires it to lift its ability to wotkwith transport
agencies which is achieved through partnership and engagement. As stated‘above; the Ministry
needs to foster and build a collaborative leadership approach thatds based on ehgagement and
strong relationships with the transport system.

It should seek ways to implement more co-design and colldbotation processesfor key products
where appropriate. Engagements should be proactive,eatly in’ policy processes, meaningful, and
feature regular updates about current and upcoming'engagements,aeross the transport system.
The Ministry also needs to be clear about the purpesewofengagement, and capacity in which it is
engaging (what ‘hat’ the Ministry is wearing = pafticularly whenengaging with transport Crown
entities). The pace of engagements (particularly=policy censultations) will need to align with
stakeholders and Ministerial expectations.

When thinking about these shiftsytheiMinistry should build on what has gone well. Stakeholders
commented positively on the way'that the Ministry engages within the Auckland transport context
and would appreciate a similarapproach more broadly. We also heard favourable feedback from
stakeholders who participated'in the,early stages of principles-led design projects e.g. the freight
strategy and the Civil’Aviation Bill:

Building the subjectimatter expertise of staff and addressing staff turnover will also play a
significant role\ifh improving this®Capability. Solutions to these issues are discussed in the
workforce developmentsection.
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Workforce

Workforce development
22. What is the capability of the agency to develop its people (including its
diversity and leadership)?

23.What is the agency’s capability to anticipate and respond to future
capacity and capability, and how are they organised to meet demand?

Performance focus
24. What is the agency’s capability to promote and develop a highwerforming
workforce?

25. What is the agency’s capability to manage or improve performange-thatis
not meeting expectations?

Workforce engagement

26. What is the agency’s capability to maintainypoSitive and effective
relationships with its employees, empleyee networks, and unions and
other groups?

27. What is the agency’s capability:ito develop andimaintain a safe, inclusive,
and engaged culture and werkforce?

Future focus for: Workforce

To help the Ministry buildthesvorkforce'capabilities necessary to delivery on its Future Excellence
Horizon, we recomyend the Ministry focus on the following:

o Identify the Ministry’s immediate talent gaps in technical, system change, and system
leadership skills andhleverage existing transport sector talent to address these gaps. Work
with transport:Crown entities and Central Agencies to access existing talent through
processes such as system teams and two-way secondments.

e DevelOpa strategic people plan which addresses recruitment, retention, leadership
development, talent acquisition, and performance management. The plan will need to
have a focus on understanding and addressing the drivers of turnover, and how it can lift
fts'fecruitment brand to attract the talent the Ministry needs.

e Align organisational leadership capability to support the increased focus on the Ministry’s
system leadership role. This means taking opportunities to develop and recruit people
with the strategic and relationship skills to drive sector performance.

e Continue work already underway to create a workplace that is diverse and attracts staff
and management from different backgrounds.
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Workforce development

We heard that the Ministry is a good place for new staff to develop their skills. Its small size means
it provides its people with a wide range of interesting work, compared to other larger agencies,
and several development courses are available for staff and manager. The Ministry prepares
regular workforce reports for the senior leadership team which helps them strategically manage
the Ministry’s workforce. These reports cover key quantitative and qualitative information on
workforce issues and opportunities, including turnover, recruitment, leave management, and
health and safety.

Addressing high staff turnover

The Ministry has faced a staff retention issues for the past several years:

e Itsturnover has been consistently higher than the Public Service average rate fot the past
eight years, with the 2023 staff turnover at 26 percent (compared ¢ thé Public Service
average of 17 percent).

e Atthe time of this Review, approximately 65 percent of staff had beeh at the Ministry for
less than 2 years, with average staff tenure of 2.7 years{eemparedte,ni€an departmental
tenure of 8.2. years).

e The most recent staff engagement survey (July 2022) indicated that at that time over 40%
of staff intended to leave the Ministry withinthe nextd 2umonths.

High turnover is a significant challenge for theMinistry as it limits the experience and expertise of
its workforce impacting all Ministry fungtions, including'its ability to influence and engage
effectively and provide influential policy advice. CutrentMinistry experts are also diverted towards
training and upskilling the constant influx of néwstaff. High turnover also limits the Ministry’s
ability to build deeper relationships with transpart system stakeholders.

The Ministry’s exit questionnaites suggest thiat remuneration opportunities (within and outside
the transport sector) and limited upwardwopportunities are the key drivers for staff leaving. It
could be difficult for theinistry to significantly impact either of these drivers. The Ministry may
have some ability totarget pay towards critical roles, however, this would not address general
dissatisfaction With remuneration. Similarly, the Ministry’s flat structure means there are limited
leadership opportunitieés afd challenges in managers wide span of control, however staff like the
flat structure for itsieasysaccess to senior leaders. A focus on enabling short-term movement of
staff across thestransport system would help in providing upward opportunities for Ministry staff
(further infofmation on the opportunity for system teams is provided later in this section).

The Ministry needs to focus on the other elements that influence attracting and retaining staff.
Buildingwasstrong culture that people want to work in is key, with interesting work, as well as
offering positive working conditions such flexible working, role sharing, and vibrant staff
organisations where possible. The greatest opportunity for the Ministry is to highlight the
challenging but rewarding nature of its work and the impact that individuals through policy and
other interventions can have on the lives of New Zealanders.
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Acquiring the technical skills needed for specialised functions

Looking ahead, the Ministry will increasingly need a wide range of specialist skills and capabilities
that are outside of its general policy workforce. These skills and capabilities include expertise in
areas such as economic modelling, behavioural and market economics, strategic finance, and
investment management. Sourcing these skills will enable the Ministry to better understand the
performance of the system and provide advice to support improved performance and value-for-
money.

A key aspect of the Ministry’s Future Excellence Horizon is to develop and enhance its data and
intelligence functions which will require skills and capabilities in data and analysis. To develop
experience in, and relationships within and outside the system, such as with local governmentthe
Ministry will need more staff with sector-based engagement skills and experience.

Many of these skills are in short supply and there is always considerable competition for specialist
talent. We heard that the Ministry has had difficulty getting the necessary techhical skillsito
undertake its infrastructure mega-projects responsibilities. We heard that someéfithe limiting
factors including current remuneration settings and not having an ongoing, cénsistent need for
that specialist expertise. The Ministry will need to explore opportunities teimprove its talent
acquisition, including working with Central Agencies and.its sector partners; to identify the critical
capabilities the Ministry needs and developing a suite,ofiapproaches.toffilling them. This could
include the development of system teams, the creative use of se€ondments and potentially red
circling critical roles where it is accepted that areffiuneration\premium is warranted.

We did not see a people plan for the Ministry and we think theke is an opportunity to develop a
strategic people plan that supports theif strategy and,operating model. The process of developing
a people plan would help the Minist#y to asticulatéshow it will develop, recruit, and retain the
people it needs to achieve its objéctives!

Leveraging transport-sector wigetalent phrougll system teams

The Ministry may not necessafily be akley(or need) to ‘own’ the specialist capability in needs, but it
should be able to access itwhenweegessary. The Ministry should explore how it can use
secondments and exchange arrangements with industry, local authorities, and transport agencies
to access and sharé'specialistresources.

Crown entity leaderstold\us they are interested in developing explicit and flexible arrangements
to share staff. This would help support the Ministry’s leadership role and embed a stronger
understanding of:Crewn entities within the Ministry.

We think a ‘system teams’ model (teams (made up of staff from within the Ministry and from
acrossthe transport agencies) would be a suitable arrangement to help the Ministry leverage
existing sKills such as those that lie within the transport agencies and potentially wider across the
private sector. System teams also help build a collaborative culture within the transport agencies,
and across the wider transport sector. It can also help upskill Ministry staff who work within these
teams.

System teams can be established to address a particular challenge or issue (developing funding
models for the NLTF could be a good candidate). Once established, the system team could acquire
talent from across the system and the agency with the greatest expertise is appointed to lead -
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this may not always be the Ministry. This team then works within its own governance structures
and budget to deliver the sought outcome.

Opportunities to build greater diversity and develop its workforce

The Ministry’s workforce is not as diverse as other public sector agencies with just 4 percent of the
workforce identifying as Maori and 1 percent as Pasifika. Work is underway with the development
of a new Diversity and Inclusion Strategy to create a workplace that values diversity and attracts
staff and management from different backgrounds. More will be needed with the Ministry
grounding its diversity and inclusion objectives in its strategy and operating model.

We heard that development of staff is mixed. For policy staff there is a more well defined and
developed framework, but for administrative and technical project/type roles the opportunities
are less clear. We also heard that the Ministry’s graduate programme could be improved te
provide a similar level of development focus to that seen in other graduate programmes.

Performance focus

The Ministry has an annual process for staff and manager expectation'setting, tracking progress
throughout the year, and having end of year performance coversations. We,heard that these
processes are clear and accessible, however, these can b€ inconsistently applied.

Approximately one third of staff reported they did nothave regularand effective performance
discussions.*® This likely occurs due to work pressuresion managers,We heard that teams have
inconsistent workloads, with some teams being tnderutiliSed while others feeling ‘under the
pump’. These variations were attributed in partt6 the Ministry’s reactive commissioning process.

To improve performance management application,theMinistry should seek consistent work
allocation across teams to manage waorkloads/Consistent commissioning processes will help
achieve this. We note the Ministry’s changeprocess proposes changes in organisational structure
which should assist in mapaging Span of cantrol and workload management. These changes will
better help managers have/performance’conversations with their staff.

Workforce engagement

We heard from many'staff that they are engaged with the work of the Ministry, invested in their
own work, and generally Believe in the value of what the Ministry does. These comments are
reflected in their mostreeent staff engagement survey results from July 2022:%

e 81 percéntiayerage score for the question ‘Il enjoy working for Te Manatu Waka’ (the
highést'tated question in the survey)

e (79 percent average score for the question ‘Te Manatl Waka is a great place to work’
(second equal highest rated question in the survey).

Our discussions with staff indicated opportunities to improve union engagement, and in particular
considering how to improve the relationship between delegates and the Human Resources area.

% This is an inference from July 2022 engagement survey results which indicated that that 64 percent of staff
responded as having regular and effective performance discussions.
3" How are we travelling - Review and Recommendations (Ask your team) - Ministry of Transport, July 2022.
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The chief executive has met with Public Service Association (PSA) delegates, and the delegates
have appreciated this engagement.

We do not have data on the current level of staff engagement in the Ministry as their last
engagement survey was undertaken in July 2022. The Ministry should consider seeking current
staff engagement insights as this should help the Ministry respond to its high staff turnover rates.
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Public finance and resource management

Investment and asset management

28. What is the agency’s capability to manage investment and assets to
support service delivery and drive performance improvement?

Data and technology

29. What is the agency’s capability to manage and use information as a
strategic asset?

30. What is the agency’s capability to leverage technology to drivg
improvements in service delivery and outcomes?

o

Public finance management \

31. What is the agency’s capability to understand, plangdirect an&ntrol
financial resources to ensure sustainable va,lue-f{)r/money?

Risk and assurance

32. What is the agency’s capability to ider%y and manage agency, Crown and
system-wide risk? \ \

33. What is the agency’s capability te provi@a%su ance that organisational
risks are effectively manag&gnd int(r}gl control environment
improvements are aRpropg)tely prigritised?

X~ &

Future focus for:'Public fimce and resource management

To improve th@nistry’s public finance and resource management capability, we recommend the
Ministry:

e Develop toolg,.h)frastructure and processes to improve the use of data and information
across the'poliey, monitoring and assurance functions of the Ministry. Thisincludes
ensuring’use of data and information is a core part of the induction of new staff.

o (Engage with the Treasury to consider if the Ministry’s vote is optimally structured to
support the Ministry to achieve government priorities.

e Work to address the issues raised in the 2023 Audit Management letter on assurance of
revenue collected by other agencies, and the accounting treatment for the Clean Car
Standard scheme

e Develop adata and information strategy that builds on the existing capabilities and data
and information sharing arrangements. This should include identifying the governance
and oversight arrangements that reflect a system approach to the capture and use of data
and information, rather than an individual agency-specific approach.
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Investment and asset management

This section - including the capability rating - focuses on the Ministry’s direct asset base. The
Ministry’s responsibility for wider transport system investment is discussed under Core Function
advice and assurance on long-term infrastructure and investment.

The Ministry invests in and manages a small asset base of office furniture and IT hardware through
arange of standard processes. New assets are approved through business planning processes,
and IT hardware replacement is managed through standard lifecycle management practices.

The Ministry also directly owns the Milford Sound/Piopiotahi aerodrome. It operates this through a
contract for services with Invercargill Airport, which was agreed in August 2023.

The nature of the Ministry’s asset base is unlikely to change over the medium term. Therefore)jwe
consider existing investment and asset management capability is at the level necessary to Support
the Ministry’s operations.

Data and technology

The Ministry has an IT strategy and architecture underpinned by a shift to cloud-based services
and applications. Operational IT, project, and cyber-securjty résources are\managed through
outsourced partnerships. This approach seems to be workingwell withservice and hardware
positively referred to by staff. The Ministry appears té,get' good IT.support for a small agency at a
reasonable cost. There is positive progress in the,data,and evidence area, including the knowledge
hub and project MONTY (see core function policj\and fundifig adyvice).

Data needs to be accessible and incorparated into thedlinistry’ s functions

Similar to the discussion under the €oré function,peliey and funding advice, assurance and
monitoring teams also inconsistently, aCcess and‘ineorporate data and evidence into their work.
The Ministry’s high turnover €ontribttes tg thisiissue as it takes time for new staff to learn about
existing data, tools, and résoufrces.

Leveraging data frofm the gtross the\[r@fsport system is an opportunity

The most significantepportunity for the Ministry is the ability to leverage data that already exists
within the transport systémy,such as that held by the transport Crown entities. Gathering this data
into one accessible place would provide a valuable resource for its own analysts and the wider
sector.

We found howeyér that arrangements for data access and sharing systems within the transport
system arénot as effective as they could be. For instance, transport agencies that hold data for
regulatory and /or other legitimate public service reasons are often reluctant to provide data
access forpolicy development and research, despite this being possible under section 11of the
Privacy Act.

Negotiations between legal teams (not data practitioners) have required specific use cases to be
specified for access (e.g. a single policy question) rather than providing access for open policy
research, analytics or insights purposes. There are also concerns on the level of assurance on IT
security, and of analytical teams access and use of private and confidential records.

There are a number of possible solutions including:
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e Increase transparency of data governance and security, including IT arrangements and or
employee accountability which can provide assurance to independent crown agencies
that 3rd parties within Government won’t misuse data.

e Curated data sets - data which can be anonymised but retain important information such
as location Open data sets - a really positive initiative which can bring analysis of
government data from 3rd parties and private sector to the public’s awareness but
typically these do strip out most of the information required to undertake any advanced
policy analysis (e.g. equity) within Government.

e Memorandum of Understanding - can be useful and often utilised between the Ministry
and others to agree ongoing data access but also requires continual update and expansion
is often difficult.

e Assured Information Sharing Agreements - legislation which formally sets up data sharing
and access between organisations (significant resource requirements, typically aUtside.of
the data practitioners capabilities, often requiring legal supportwhich.today organisations
have been reluctant to commit to). The Ministry and NZTA have ihvestigatéd this in the
past but the project was stopped largely due to lack of resources:

Uneven IT investment across the system has also driven barriers.in data sharing=Many of the
significant datasets are held on and/or supported by legacy systems and contractors, which might
be efficient within the Crown entity but makes it difficattforthe Ministrysto access this
information. If the Ministry gains access to this infotmation, it then must clean, store, and manage
the data which can create double handling.

Public finance management

This section focuses on the Ministry’s/systems, processesyand practices in managing its relatively
minor departmental appropriations‘and.its finafcial,responsibilities in respect to non-
departmental appropriations which includes.thé NLTF. For a broader discussion of the Ministry’s
role in guiding, driving, and asspring value-for-money infrastructure investment, see core function
advice and assurance onflofg-term infrastructure investment.

Recent reports (inclidingreports,fram Martin Jenkins, KPMG, Probity Consulting and EY) have
generally been pesitive’about the Ministry’s Finance Function. The KPMG report (2023) noted that
the finance seetiofrundectakes thie right core activities, and its costs align with international
benchmarks. Some of the t€ports also commented on the trusted relationship between the
finance and internal teams, and external customers.

The Ministry’s@2021/22 Audit rating for financial information systems and controls was “very
good”, howeverthe 2022/23 rating had dropped to “needs development” and recommended
major improvements be made. The two issues Audit New Zealand raised related to the processes
for providing assurance over the revenue collected by other agencies and the accounting
treatment for the Clean Car Standard Scheme. The Ministry will need to address these two issues.

The Ministry has a coherent cascade between the departmental strategic intentions, output plan
and its business plan. The business plan includes timing and FTE information to link resourcing
decisions to the Ministry's priorities, and we understand it is extending the timeframe to three
years to take a longer-term view and align to a multi-budgeting approach. Capturing this
information will help the Ministry prioritise programmes to achieve outcomes and drive value-for-
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money. We were encouraged to hear of the Ministry’s value-for-money assessment tool used in the
budget bid process, and how it was provided as an example of good practice for other agencies.

We heard from the Ministry that the Vote Transport’s appropriation structure has caused some
additional workload and management issues and could be improved. The Ministry should engage
with the Treasury to consider if the Ministry’s vote is optimally structured to support the Ministry
to achieve its objectives.

High turnover has also negatively impacted the Ministry’s Finance team because it has had to
focus on getting new hires up to speed with the Ministry’s business processes and training new
managers in internal budget systems.

Risk and assurance

The Ministry has a comprehensive set of risk and assurance guidance documents including:

e Enterprise risk Management Guidelines

e Enterprise risk Management Policy

e Enterprise risk Management Framework

e Ministry of Transport risk appetite Statement.

The Ministry engages EY to fulfil the Internal Audit function? With EY, the Ministry establishes an
annual programme of assurance, including audit reviews, which.are agreed by the Senior
Leadership Team. The findings from these reviews-help identifytareas for improvement, address
any capability gaps, and enhance the quality,of the Ministgy’s fuhction and performance.

The Ministry has a long-established Risk@fd Audit Committee (RAC) with three external members
with extensive public management eXpetience. Itis good'practice to review the focus of the
committee against the needs of the ofgafisatiohunder its revised function and operating model
arrangements. We note that some’departments’have both external member(s) of their risk and
assurance/audit committees asWell as an“External Advisory Committee’.

The Auditor-General's guidanCe on committees™® states that “Regularly rotating members allows
fresh thinking andsfew skills to jdin‘the Committee. Members’ terms can be staggered to overlap
and provide some centinuity, with members who have experience interacting with the
department and newer members'who bring fresh perspectives.” In line with the Auditor-General's
guidance the Ministry ¢euld consider how it could regularly rotate RAC membership. This could be
done through staggering members’ terms to provide continuity with members with experience
interacting withthe department and newer members who bring fresh perspectives.

We heard theMinistry’s use of outsourced assurance providers enables them to get a deeper and
wider sét of assurance skills than they would be able to source and afford internally. While these
arrangements have allowed the Ministry to bring a level of experience and expertise onboard than
they might have been able to through a permanent recruitment solution, this cannot substitute for
the Ministry continuing to build organisational capability and maturity with respect to risk and
assurance practices.

38 See Getting the most out of your department's Audit and Risk Committee — Office of the Auditor-
General New Zealand (oag.parliament.nz
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The Ministry’s proposed future work programme is focused on transitioning the Ministry from
being “risk aware to risk intelligent” as a pathway to organisational success which is an
appropriate shift to be making.

As the Ministry focuses on its system leadership and stewardship role, its management of risk will
need to reflect this broader system wide shift in focus. The Ministry has identified system level
risks and associated system assurance activities and processes as an area of opportunity which is
a positive step forward.
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Appendix One - Ratings overview

The Future Excellence Horizon in this report outlines the contributions that MPP will have to
deliver to meet the outcomes sought by New Zealanders. These ratings below assess whether -
given current conditions - these aspects of delivery and capability are at the level required for the
agency to deliver on its contributions.

Delivery

Element Rating

Overall ability to respond to Government priorities

Core functions

Primary function: Transport System Leader and
Steward

Core function — Policy Advice Policy and Funding Advice
Core function - Regulatory Stewardship
Core function — Advice and assurance on Jeng-term

infrastructure investment

Core Function — Crown Entity Monitoring

Capability

Capability area

Leadership, Cuiture, and Direction

Purpose, vision, and strategy
Leadership and’governance
Values,pehaviour and culture
Continuous improvement

Collaboration and Delivery -

Customers, clients, and citizens
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Maori—Crown Relationship
Operating model
Partnerships and engagement

-

Workforce development

Performance focus (L
Workforce engagement @ \q

Public finance and resource management

Investment and asset management \/

Data and technology Q@ %
Public finance 0& &\:

Risk and assurance @Q s Q
Rating scale O
owto ra Q

This report uses the scal ncy capability. For more information on this rating
system, see Appendix.Thre

A\
s

Embe% Developing Weak Unable to rate/not

C)\ rated
<<\
O<<
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Appendix Two - Agency
Capability Model Overview






Appendix Three - Capability
Ratings

Ratings help to clarify relative strengths and highlight the priority areas on which to focus, given
the challenges, risks, and opportunities in the medium term. Ratings are applied in terms of the

future the agency is preparing for (the Future Excellence Horizon) and are not an assessment of
current or past performance.

Indicator Level What it indicates

o Excellent current level of capability to suppertsustained and high levels
of delivery

e Strategic and systematic approach. to foreeasting future capability
challenges and responding acéordingly

o Systems in place to monitorand build capability to meet future demands

¢ Organisational learning andexternal benchmarking used to continuously
evaluate and impreve

¢ Strong changesmanagement Capability to deliver against Future
Excellence\Horizon.

e Comprehensive-andiconsistently good current capability and practices,

with future capability gaps identified
1
s\Demonpstrates plans and activities to change and improve in areas of

\ currentand future capability gaps, and is well placed to continue
improving

o/M0stly aligned to Future Excellence Horizon
|
. o Comprehensive and consistently good organisational practices and
systems in place to support effective management.
o Weakness or gaps in current capability

e Only partial or limited understanding of future state

e Concerns in the agency’s ability to have appropriate future capability and
limited ability to execute change against the future state

e Some current and future capability gaps not clearly identified and
forecasting of future capability challenges needs to be improve.
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e Significant area(s) of critical weakness or concern in terms of delivery
and/or capability and the agency has limited or no awareness of them

e Weakness or gaps in current capability

e Very limited or no view of future opportunities and challenges for the
agencies

e Strategies or plans to respond to areas of weakness are either not in
place or not likely to have sufficient impact.

¢ No evidence available to make a credible judgement. %L
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Appendix Four - List of
agencies interviewed

Ministry of Transport

e Staff and managers
e Kahui
e Risk and Assurance Committee

External agencies

Auckland Light Rail Ltd

Auckland Transport

City Rail Link

Civil Aviation Authority

Greater Wellington Regional Council

la Ara Aotearoa Transporting New Zealand -

KiwiRail

Let’s Get Wellington Moving

Maritime New Zealand

Ministry of Housing and Urban Development

New Zealand Airports Association

New Zealand Automobile/Associdtion

New Zealand Infrastrticttire Commission - Te Waihanga
New Zealand Pglice

New Zealafid,Port Company chief executive officers Group
New Zealand Transport Agency Waka Kotahi

Office for Maori Crown Relations - Te Arawhiti
Transport Accident Investigation Commission

The Treasury
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Appendix Five - List of
Future Focus areas

Delivery

Responding to Government Priorities

Continued focus on successfully delivering the priorities of the Government and building
trust and confidence in the Ministry. As opportunities arise seeking’engagement with,the
Government and the sector to clarify the Ministry’s role (see Trahspert'System‘Leader and
Steward)

Primary function: Transport System Leader and Steward

Lead the development of a proposal defining and/describing the rolé of the Ministry as
system steward and leader. This should be shared across the.transport system and the
Ministry should use this work to engage thexGovernment’orithe Ministry’s role with the aim
of meeting government priorities.

Work with Ministers, transport system‘agenciesand the Central Agencies to identify areas
for improving the system configlration, including’roles, responsibilities and decision-
rights in relation to transpogt regulation.

Lead the transport systemtowards strategic alignment by translating Government
priorities and the transpost outcomes into agreed sector priorities to then flow through to
performance and.delivery. This,approach should be based on co-design and partnership
principles. This approachawillensure a unified response to the issues, build a culture of
collaboratiop’and resource sharing, and demonstrate to Ministers and the sector the value
of collaborative ways of working.

Review and updatethe Ministry’s own strategies and plans (including corporate plans and
sector or mode strategies) to ensure they are similarly aligned and consistent with the
outcomes'and-priorities for the system and the priorities of the Government.

Core function -'Rolicy Advice Policy and Funding Advice

Identify and implement tools and processes to bring a future focus in advice and get ahead
of future shifts in policy thinking in transport. To be successful in these areas the Ministry
may need to both broaden its talent pool and ensure access to policy experts in a wide
range of fields.

Prioritise and lead a system approach to data and analytics, building from existing work
already underway, including Project Monty, the Transport Evidence Base Strategy and the
Transport Knowledge Hub. This approach could include a 'transport data hub' that is
operated and shared across the whole transport system (but may or may not be inside the
Ministry).
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e Identify and commit to high priority policy areas requiring a system team approach (see
the workforce section). Possible areas for this way of working include transport system
revenue and funding, the future of airports, and the future of ports.

e Proactively engage with other systems to ensure the transport system is aligned with other
sectoral strategies, reform processes and change e.g. local government, urban planning
and development, resource management, health reforms.

Core function - Regulatory Stewardship

e Ensure regulatory stewardship activities - particularly those related to strategic planning
and prioritisation of stewardship efforts - are resourced and prioritised. This should
include finalising the new Transport System Regulatory Stewardship Plan and ensuring it
sets out a review programme which provides suitable assurance on the health of the
transport regulatory system.

e Work with regulators and regulated parties to undertake a regulatory systém review, with
a focus on options to clarify roles and responsibilities. This includes clarifying where gaps
may exist, addressing duplication, and ensuring that d€cision-makingis set at a level that
ensures effective operation of the system (provided suitable checkiand-balances are in
place).

e Work with the Transport Crown entities to establish clear pesformance frameworks to
understand, assess and monitor the petformance oftransport regulatory systems, with a
focus on connecting the performancewof the transportregulators to the overall
performance of the transport system.

Core Function - Advice and Assurangcé on Long-Term Infrastructure Investment

e Build a strategic nationalView of transpart investment needs, which enables effective
prioritisation, includingvatue-for-money.

e Clarify the Ministry’sassurance,role in mega-projects and infrastructure investment
programmeés to'erisure it'is aligned to its principal advisor and purchaser roles. The
Ministry'should provide assurance to Ministers on delivery within its purchaser role, with a
particular focus onthésptanagement of project benefits, scope, and cost parameters.

e Develop thefequired specialist expertise, to be able to confidently support Ministers
through trade-off decisions, as well as assess the delivery readiness of different
investments,set within the context of priorities informed by a clear transport system
strategy.

o Consider the opportunities to base some of the technical assurance skills within the
Ministry and how it can leverage capabilities within the transport Crown entities to reduce
its outsourcing costs.

Core Function - Crown Entity Monitoring

e Embed a monitoring framework to ensure a clear monitoring approach that enables
strategic and insightful advice on entity governance, capability and performance.
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Ensure the Ministry’s monitoring function uses a clearly defined approach for assessing the
capability and performance of the transport regulators, and that implementation of this
approach is led alongside policy teams and those with domain expertise. Intelligence and
insights from external stakeholders, alongside robust performance information, should
inform this approach.

Work with the Crown entity chairs to ensure clarity of understanding of the monitoring
function and how the boards can assist the Ministry to discharge its statutory duty and
ensure a focus on transport outcomes.

Build a stronger value-for-money focus within its monitoring approach to ensure
investment managed through Crown entities is effective, efficient, and well aligned agaifist
transport system priorities.

Ensuring staff undertaking the monitoring of Crown entities have¢he’processes,
mechanisms and expectations to stay better connected across the Mihistry, partieularly
with the policy and data and analytic teams, and with exterhal stakeholders and groups
that can provide important perspectives and insights on the capability and performance of
the entities.

Capability

Leadership, Culture and Direction

Update the Ministry’s purpose statement to align it with its system leadership and
stewardship responsibilities. This updated purpese'statement will need to be reflected in
the Ministry’s organisational$trategy, operatingimodel, funding and governance, and
culture.

Undertake work with(staffte’identify, describe and promote the culture the Ministry needs
to be an effectiveSystem leadef and'steward (e.g. proactive, outward focused and
resilient).

Identify oppefttunities to enhance its monitoring and evaluation capability so that the
Ministry gan more cénsistently evaluate the value and impact of policy changes, and
system fvestment.

Collaboration and Delivery

Improve,its ability to understand the views of citizens and reflect it in advice. It can build
this fromithe expertise of delivery focussed agencies such as NZTA and MSD.

Develop a stronger and deliberate connection to and understanding of transport system
users, operators, designers and asset owners and integrate these perspectives the
Ministry's advice.

Continue initiatives to develop the Ministry’s Maori Crown relationship capability,
including how it can be used to enable and support better policy development (for
example in recognising Maori perspectives) and system monitoring (including
understanding how well Crown entities are engaging with Maori as part of their work).
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Once the Ministry has clarified its role as system leader and steward, it should consider all
elements of its operating model. It needs to be able to respond to Ministerial priorities
alongside the Ministry’s role as system leader and steward.

Review the use of contractors and consultants with the objective of finding opportunities
to rebalance its reliance on them. The relevant Government procurement guide to
contractors and consultants could be adapted and extended to use as the reviewing
framework.

Review the current stakeholder engagement framework to ensure it is strategic and
sustainable.

The Ministry needs to foster a collaborative leadership approach that is based on
engagement and strong relationships with the transport system.

Workforce

Identify the Ministry’s immediate talent gaps in technical, s{stem changé, and system
leadership skills and leverage existing transport sector talent to address these gaps. Work
with transport Crown entities and Central Agencies t access existing talént through
processes such as system teams and two-way se¢opdments.

Develop a strategic people plan which addreSses fiecruitpent; retention, leadership
development, talent acquisition, and perfermance management. The plan will need to
have a focus on understanding and addressing thedrivers of turnover, and how it can lift
its recruitment brand to attract the talent'the Ministry'needs.

Align organisational leadership ¢apability to support the increased focus on the Ministry’s
system leadership role. This'mieans taking opportunities to develop and recruit people
with the strategic and relationship skills’to drive sector performance.

Continue work alreadydinderway to,create a workplace that is diverse and attracts staff
and managementffom differentbackgrounds.

Public Finance and Resource Management

Developstools, infrastructure and processes to improve the use of data and information
across the poligy, monitoring and assurance functions of the Ministry. This includes
ensuring usé of data and information is a core part of the induction of new staff.

Engage withithe Treasury to consider if the Ministry’s vote is optimally structured to
supportthe Ministry to achieve government priorities

Work to address the issues raised in the 2023 Audit Management letter on assurance of
reVenue collected by other agencies, and the accounting treatment for the Clean Car
Standard scheme.

Develop a data and information strategy that builds on the existing capabilities and data
and information sharing arrangements. This should include identifying the governance
and oversight arrangements that reflect a system approach to the capture and use of data
and information, rather than an individual agency-specific approach.
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Irene Kilford

Document 4

From:

Sent:

To:

Subject:
Attachments:

Follow Up Flag:

Flag Status:

Hi Audrey,

I trustyou are well.

Martin Kessick <Martin.Kessick@publicservice.govt.nz>

Friday, 5 April 2024 8:15 am

Audrey Sonerson

Capability Review Meeting

1st draft report - how it could be adjusted to respond to MoTs initial
concerns_.docx

Follow up
Completed

I’ve been able to make the following progress since our last discussion abaut the Capability Review;

e Arranged for us to meet with Brendon & Doug on Thursday 11 April at 2:15 (this is the time we have set
aside for your regular catch up). | think we should have a pre-meet if possibles(Currently arranging that
with Sharyn, likely via Teams early on the same day).

e Drafta ‘One Pager’ (attached), for us to discuss in advance/0f thatmeeting (it draws on some of the
points raised in our discussion together with some observationstabeut the PSC template that the
Reviewers used and some comparisons with the-ether live capability reviews).

e |’'ve also been able to commission some analysis'on thegsatings. | won’t send this to you because it
contains analysis against other reviews that are/not yet published, but I’'ll bring it along to our pre-

meet.

Let me know whether my ‘one pager’ is eonsisteént with what you have been working on and whether you can
spare some time for a pre-meet (which'¥d be happy.to.do via Teams if that makes it easier).

Regards

Martin

Confidentiality notice: This emai™ma¥gble confidential or legally privileged. If you have received it by mistake, please tell the
sender immediately by reply, remove this email and the reply from your system, and don’t act on it in any other way. Nga mihi.



MOT Capability Review

Approach to Discussion with Reviewers

Purpose

This note sets out some possible adjustments to the MoT capability review report that would help ensure
the report is relevant to the Ministry’s context and be most useful to the CE and the Ministry.

These adjustments could be set out for the Lead Reviewers to consider, in three key areas:

e Increased specificity on the areas of improvement focus for the next two years.

e Revisiting the ‘ratings’ in light of these adjustments. (]/
Issue - Currently the report identifies system leadership and stewardship as istry’s ary role and
key focus for action, but this approach deprioritises other func llveu%, sets unrealistic
expectations given the size of the Ministry and scope of the sector, t langu ystem leadership
doesn’t resonate, and the focus on this area does not recognise t@ernme t’s\priorities for the Ministry.
An approach to address these concerns uld involve; E

e Context - rename the core function to “sector | (o £ r leadership and performance”)
e Prominence - move to be the last core fun dele @ primary core function” content on

e Repositioning material on the Ministry’s “System leadership and stewardship” core function
System leadership and stewardship %(
n

page 30 &
e Description - change the five-year descrip Oflt$ be choreographer, orchestrator, system
delive

monitor, [but noting these words a@a erenced in the 2018 PIF] (from current text of
connector and integrator, tran S Stfa ry, engaging, information and influencing
households and communiti e off ¢

e Sequencing - lead into %r leade€rship section, through more direct actions on other core

itoring lopment of data. This could be articulated through the
-s %(t section below.

12-24 month action

e Sector leadershipfutur t the Future focus to reflect this is about effective delivery on
its other func ed tON above).

Actions, steg ] \M’areas

Issue - It’s difficult to di the review where to focus, what steps to take to lift capability and
address the opportuni %ntlfled and how this fits in a two year timeframe, while recognising what is
realistic to achlev t the report already attempts to identify the immediate actions and
opportunities, bed across pages 9-10 of the report, but that this falls short and doesn’t really
address the & Q your experience & what you’ve heard, where do | focus my improvement effort over the
next two y‘est

An approach to address these concerns might encompass:

e Reduce the number of future focus - from 39 to under 30.
e Update the two-year timeline in the executive summary, make it clearer and strengthen the links
between them.

1]



MOT Capability Review

Approach to Discussion with Reviewers

e Considerif awider range of ratings would provide more value in highlighting the areas for focus e..g.
those areas that are doing better move to enabling, and those that are worse and need greater focus
move to weak.

Other points and options
This section contains some other actions that might address the general tone of the report

e Preliminary findings - Comparison - the preliminary findings contain most of the key %de
in the report. They seem a bit more helpful because they are all future focussed. F%
e Ratings - too many “developing” ratings - put some greener rati re the Mi is doing
comparatively well e.g. policy advice.
e Findings - substance - the findings are backed up by why% heard &erviews, previous
(

reviews 2018 PIF, and 2021 Debbie Francis Review, as we their fown, documentation e.g.

stakeholder interviews in 2022.

e Findings - tone - the tone of the report differs from e of the p%inary findings. The final
report is based on a template provided for the reviewswHhich a “one good point...however,
these bad points” which deemphaisies the
“however” (NB this “good point, however b

, €i
the two other Capability Review reports.g &'\

2|



Document 5

Irene Kilford

From: Audrey Sonerson

Sent: Tuesday, 9 April 2024 8:39 am

To: martin.kessick@publicservice.govt.nz

Subject: Capability Review

Attachments: Agency Capability Review - Ministry of Transport Feedback (1).docx

Kia ora Martin,

Ahead of our 1:1 discussion Thursday | attach my internal preparation. You will see that the language is such that |
would not/not be looking to send directly to the reviewers as is, but | thought it would be useful for you to see as
well.

Nga mihi,
Audrey

Audrey Sonerson (she / her / Ms)

Hekeretari o te Manatd Waka — Tumu Whakarae | Secretary for Transport & Chief Executive
Te Manatia Waka Ministry of Transport

M: +5°92@ E: a.sonerson@transport.govt.nz | transportt.govt.nz

Executive Assistant: Sharyn Forty | M: $92)(@ | E:. sforty@transport.govt.nz
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MINISTRY OF TRANSPORT
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Te Tuhinga |

Memorandum

To Audrey Sonerson
From Chris Nees and Anastasia Lagoutaris
Date 5 April 2024

Reviewed by Paul O’Connell

Agency Capability Review: Ministry of Transport'‘Eeédbaek te PSC

Purpose
1 To provide you with key points of feedback to raise With’PSC and the agency reviewers.

Key points

2 We welcome the intent behind the review andichance to provide feedback. However, for the
findings to land well and be influential, we have identified three key changes needed:

° A clearer and more realistic,articulationof the Ministry’s role in the transport
system, reflecting our position.as a canduetor, not a top down director.

. A reassessment of the'key challeriges we need to meet into the future. The report
misses the significantfiscal challenges across the Vote, government expectations to
drive large poli€yand investmeént programmes while improving value for money.

) A more praectical and forward-looking approach to what the Ministry focusses on.
The repori/Contains many ideas that tangibly improve the performance of the transport
system. We thinkvour core focus needs to be on leading the sector and stakeholders
through, this periogkof significant change and meeting the our key challenges above.

3 More generally we have concerns about:

o The evidence base in parts of the report, in particular the degree to which isolated
feedback from stakeholders appears to have significantly influenced the findings and
reeommendations. The system is designed to have tension in it, and we would expect
to see some disagreement with what we do and how we are doing it.

) Performance ratings that do not align with the narrative in sections of the report.
For example the ratings in the ‘Delivery’ section of the report fail to recognise our policy
quality and responsiveness to government priorities. This is not the priority capability
the Ministry should be in investing in.

o A range of factual and contextual errors throughout the report.

4 Below we set out more specifically the key changes we think the report needs, with more
detail in the attached appendix.

transport.govt.nz | hei-arataki.nz

HEAD OFFICE: PO Box 3175, Wellington 6140, New Zealand. PH: +64 4 439 9000
AUCKLAND OFFICE: NZ Government Auckland Policy Office, PO Box 106483, Auckland 1143, New Zealand. PH: +64 4 439 9000 Page 1 of 9
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The Ministry’s role in the transport system

5

9

We view our role as being the ‘conductor’ of the system, rather than director. It is important
that the recommendations around system leadership make this distinction.

The report suggests we would sit at the top of the system and direct it to do certain things.
This does not reflect the practical constraints we face as a small (and getting smaller)
agency, nor that the sector would not be well-served by a ‘command-and-control’ type
approach. We would challenge whether such a role would be consistent with the
collaborative approach the report discusses? We also consider that current legislative

structures don’t envisage this role or provide the levers to deliver it.
s 9(2)(9)(i)

As you note in the report, the COVID experience
was an example of performing this kind of role but also unsustainable beyond the short term.
The key features of our role as we see it include:

. A choreographer who sets the expectations across the system’and moniters its
performance and health.

° To intervene as needed to drive performance improvements, incltiding by providing
Ministers with options and levers to do so.

. To facilitate, collaborate and influence both within and outside the transport sector,
ensuring government objectives are achieved, ‘and transport is integrated into other
government policy systems (e.g. planning,climate, heaith).

We recognise the need to lift our performance acrosssthese“dimensions of our role.

The key challenges to meet in the future

10

We also have a different view ofithexkey challenges facing the Ministry, as follows:

Managing significant fiscal challenges across theMote

11

12

13

The Ministry must adapt 10+its Shrinking baseline, which was already forecast to decline
before the Government’s savingsdrequirements. Our challenge here is to focus our
resourcing on the, clear priorities the,government has given us.

More significafitly; this fiscal ehallenge applies across Vote Transport, with all crown entities
and most notablyNZTA., The national land transport programme is facing significant cost
pressures and high delivery expectations. Our role as monitor of the Crown Entities is crucial
to support them to adapt and give Minsters assurance it is occurring.

We expect these, fiscal challenges to endure for at least 3-5 years and therefore are a
significantriority for us to address.

Delivering a large infrastructure programme while ensuring value for money

14

15

The Government has an ambitious programme of infrastructure delivery in the land transport
sector. Its priorities are set out in the GPS and require a significant redirection of effort
across the Ministry and within NZTA. The same challenge applies with rail and ferry
investments. To enable wider the Ministry is also delivering a large and complex programme
of policy work to address the future financing and funding needs of the transport system.

If we deliver these programmes and support NZTA and KiwiRail to do so, it will likely be the
single biggest contribution we could make to system performance for decades. We would
expect to see this recognised in your report.

Memorandum — click 'MoT Styles' tab | then 'Header / Footer Content' button to add short title | Page 2 of 9



Delivering the performance shifts in the transport system that matter for New Zealanders

16

17

We need a much better understanding of how the transport system is currently performing so
we can improve our monitoring role and support the Government to intervene where
necessary.

We acknowledge we are not actively using the existing frameworks and data for
understanding this performance as well as could be the case, so we are missing a key
diagnostic tool. However, the report does not consider this at all.

A forward-looking, practical approach to what the Ministry focusses on,
reflecting our context

18

19

20

21

We are concerned that many of the report’s findings are either too vague or high level to help
improve our performance. They lack sharpness and miss our current context.

The transport system does not need more think pieces and strategies from the Ministry)We
need to get on with addressing the challenges set out above, supporting the government to
achieve its key objectives and enabling the wider transport system, to,do the same.

We think success looks like leading through a period of significant wide-ranging change to
the sector, establishing clarity about the changes, building stakeholder understanding whilst
ensuring a focus on longer-term performance of the system.

We do not agree with the finding that delivery and responding te,government priorities is a
major area of concern or future focus. The repart does not recognise the Ministry’s policy
advice strength and how well the Ministry has responded(to the new Government’s priorities,
For the last five years we have achieved Gpper quartile results in NZIER policy quality
reviews, we've delivered major programmes of work well, and we’ve quickly delivered a
significant set of reforms as part of tfie, 100 day, plan"with positive feedback from Ministers.
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Appendix 1: Key feedback themes identified in the Review

We have identified five themes of specific feedback that apply across the report and are set out below.

Feedback themes

Section

Specific content

1. Improving your evidence
base for conclusions

We would value you adding
evidence to explain how you
have reached your judgements.
For example, whether this is the
overwhelming view of
stakeholders and if it takes into
account the Ministry’s
perspectives.

Executive Summary, p.6, Performance
challenge

Under transport system leadership, you’'ve mentioned that a
“lack of unifiedilong-term future_direction” has resulted in
“misaligned prierities”. We're unsure what this statement
means, and no specificsexamples have been provided. We
aren’t sure'what you are suggesting we do to address this.

4 Delivery, p.36, Responding to
Government Priorities

Youwetalked broadly about stakeholder concerns with the
Ministry. We would like some evidence/detail on the specifics
ofthese coneerns and the situations where they appear.

5 Capability, p.67, Performance focus

You've stated that consistent commissioning processes will
help achieve performance management. We disagree with this
approach. Could you clarify how this would help?

5 Capability, p.70, Investment and
asset management

You've stated that “the nature of the Ministry’s asset base is
unlikely to change over the medium term”. Why? Could you
provide clarification to back this claim?

2 Context, p.20, Long-term planning
and investment in transport
infrastructure 'is required across New
Zealand_ to supportits‘economic
potential

You've noted that New Zealand’s transport infrastructure is
aging and much of it will need to be replaced over the next
decade. What is the basis for this statement and the decade
reference?

5 Capability, p.56yValues, behaviour,
and culture

You’ve mentioned stakeholders say the Ministry “tends to
default to Ministry statutory levers, rather than a softer
collaborative approach”. We disagree with this statement.
What are the examples or situations?

4 Delivery, p.41, Core Function: Policy
and Funding Advice

You've stated that “these types of issues may have contributed
to Ministers seeking alterative policy advice”. We consider this

Memorandum — click 'MoT Styles' tab | then 'Header / Footer Content' button to add short title |
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to be ‘advice shopping’ rather than evidence of poor advice,
which is how the report reads.

4 Delivery, p.42, Core Function: Policy
and Funding Advice

You’ve mentioned you heard that data, evidence, and
evaluation are not consistently featuring in policy processes
and decision-making.

Whilst there is‘to6m, for improvement, we have had overall
positive assessment of:data use and analysis in informing
policy adviceyWe disagree that the metric for judging quality
should be based around stakeholder feedback

4 Delivery, p.48, Core Function: Advice

Youwve stated stakeholders sometimes viewed investment
advice as “slow, cumbersome, and a handbrake on delivery”.
Do the reviewers have a view on whether the balance is right —
much of ourrole and advice has been to make clear the trade-
offs and-implications of investment decisions. This does not
neeessarily align with the priorities of delivery agencies.

2. Clarity of message

We found the report included
unclear statements in a number
of places and would value
clarification of your meaning,
and examples.

Executive Summary, p.4, Euture
Excellence Horizon

This section of the report is unclear and suggests a role for the
Ministry that is different to our articulation. We disagree with
specific points like Ministers aren’t seeking out and valuing our
input, we don’t have resilience measures for adverse weather
events. It also includes very open-ended terms like technical
expertise, agile regulation, build out costs which aren’t given
any specificity about their meaning in this context.

Executive Summary, p.7&S8,
Performance-challenge

Can you explain what our limited technical expertise is, what
you mean by ‘user view’ and why you think we aren’t engaged
in housing and land use planning?

We also disagree with the statements about the Ministry’s role
and challenges in this section, per our overarching comments.

Memorandum — click 'MoT Styles' tab | then 'Header / Footer Content' button to add short title |
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Executive Summary, p.10, Insights and
opportunities

The first medium term action is very vague and hard to turn
into practical action. We are unclear what it means.

The medium-term opportunities are.also vague. Can you be
clearer about what a ‘system focus’ means, why you have
focussed on the transport hub, and'the benefits from ‘strategy
alignment’ that#you suggest?

4 Delivery, p.50, Core Function: Crown
Entity Monitoring

Please refer tothe lastsparagraph on Ministry relationships —
We agree weyneed to clarify and improve our monitoring role,
however we are not clear on what you envisage here. What
wauld-a ‘widersystem perspective to the Ministry’s monitoring”
role look like practically?

5 Capability, p.60, Future focus for:
Collaboration and delivery

You've stated that the Ministry sometimes struggles to act on
others’ views. We’re unsure whether this is the view of
stakeholders or the reviewers. We would appreciate
clarification on whether this suggests we don’t put others’
views to Ministers, or whether it means that stakeholders
consider we advocate for them. If the latter, we don’t agree it is
our role to do so.

We think you need to recognise that that we are ultimately
giving effect to Ministers views, not stakeholders.

We don’t understand what you mean by “the Ministry consider
all elements of its operating model”. What could it ook in
practice?

5 Capability, p:66,"Workforce
development

Please refer to the final two paragraphs discussing a ‘system
teams’ model — we disagree that this would be helpful or a
priority.

5 @apability, p.67, Performance focus

You've mentioned varying team workloads in the Ministry were
partly due to the Ministry’s “reactive commissioning process”.
This doesn’t recognise that the Ministry undertook an

organisation review late last year which will have addressed
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this concern. Our operating model now provides for more agile
responses, as seen by our response to the new government.

Appendix Five — List of Future Focus
areas, p.81, Delivery

We disagree with the comment that.we need to build
government trust and confidence.in the,Ministry. We consider
our response to the new government‘has been very strong.

We also doubt'thé governrhent.will have strong appetite fir the
proposed workwon roles, responsibilities, and definitions of our
role. The practical bénefits of this would need to be spelt out.

Thepoint about broadening our talent pool conflicts with other
suggestions to ‘deepen our transport knowledge.

We/disagreewvith the suggestions to focus on the future of
ports and, ports — why are these listed?

Appendix Five — List of Future Foeus
areas, p.82, Delivery (core functions)

Youthaven't recognised that the GPS is providing a national
view of transport investment needs.

We disagree with the proposed assurance role for the Ministry.
It would require a significant investment in the Ministry and isn’t
a priority for government and risks overlap with NZTA.

We disagree with this view and would like further clarification
around how the Ministry could improve by following these
agencies.

We have identified
contradictions in statements.

Executiver Summary,p.5, Future
Excéllencé Horizon

It doesn’t make sense why you have reframed the transport
outcomes framework — why not just use this?

4 Delivery, p.38;7Overarching role:
Transport System Leader and Steward

Paragraphs three and four contradict each other — the former
states there can’t be an overarching strategy while the latter
recommends one.

We would value further clarity
around how NZTA and MSD do

5,Capability, p.59, Future focus for:
Collaboration and delivery

You've stated the Ministry can “improve its ability to
understand the views of citizens” by looking towards delivery

Memorandum — click 'MoT Styles' tab | then 'Header / Footer Content' button to add short title |
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this differently and how the
Ministry can build expertise from
these agencies.

Appendix Five — List of Future Focus
areas, p.83, Capability

focused agencies like NZTA and the Ministry of Social
Development (MSD)

3. Parts where the reviewers
miss Ministry of Transport
context

Our declining baseline is not
acknowledged (only increases
are discussed)

2 Context, p.26, Funding and staffing
have grown in recent years

This section presents a graph and context around Ministry and
departmental funding from 20180 2024

This material is outdated or
incorrect and needs to be
updated.

2 Context, p.23, The transport system
can help achieve New Zealand’s
greenhouse gas emission targets

Please update this'section to reflect:

“mode shift’.is, not a feature of the current government’s
priorities:

the government’s strategic approach relies on the ETS as the
kewtool for emissions reductions.

Latest emissions projections show we are on track for the first
and second emissions budgets.

2 Context, p.24, The Ministry has
delivered significant'work across’its
key priorities

Please update to reflect the latest draft GPS release was
March 2024.

5 Capability, p.67, Workforce
development

Please update to reflect that the Ministry does not have a
graduate programme.

4. Practical and realistic
expectations about the

Executive Summary, p.3, About the
Ministry of Transport

Ministry’s role in the transport
system

Executive Summary, p.3, Future
Excellence Horizon

ExXecutive Summary, p.5, Future
Excellence Horizon

We disagree with your statements in these sections and ask
that you reassess these, after considering our statements
about our role.
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We disagree with several
statements about the Minstry’s
role. This reflects our
overarching comments in this
note.

4 Delivery, p.37, Overarching Role:
Transport system Leader and Steward

4 Delivery, p.40, Overarching Role:
Transport system Leader and Steward

4 Delivery, p.51, Core Function: Crown
Entity Monitoring

Executive Summary, p.6,7&8,
Performance challenge & Insights and
opportunities

2 Context, p.24, The Ministry operates
within a complex and challenging
operating environment

3 Future Excellence Horizon, p.30;
Overarching Role: Transport System
Leader and Steward

Appendix Five — List ofdFuture’Focus
areas, p.83, Capability

5. Some ratings do not match
the text assessment

A number of sections have been
rated as “Developing”, however
the written descriptions are
largely positive and would justify
a higher rating of ‘embedding’.
We would invite the reviewers to
reflect on these ratings and
whether they are justified. Two
specific examples are noted in
the following columns

4 Delivery, p.36, Responding to
Government priorities

We disagree with your ratings as we have had very positive
feedback about our response to the government’s priorities.
You acknowledge some of these in your first paragraph. Other
parts of your analysis here don’t relate to how well we respond
to government priorities.

4 Delivery, p.41Core Function: Policy
and Funding Advice

We disagree with the ratings in this section as the text reflects
our strengths in policy advice capability, data and evidence
and value for money.

Please provide clarification as to why this has been marked as
Developing?
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Document 6

Irene Kilford

From: Audrey Sonerson

Sent: Monday, 22 April 2024 3:11 pm

To: doug.craig@rdcgroup.co.nz; Boyle; martin.kessick@publicservice.govt.nz
Cc: Chris Nees; Brent Johnston

Subject: Feedback on the draft

Attachments: DRAFT MoT Capability Review report - MOT proposed edits.docx

Dear Brendon, Doug and Martin

Thank you for your time earlier in the month to discuss my comments on the Agency Capability Review. As
discussed, we have redrafted the executive summary to set out how we see our role in the transport system and the
specific performance challenges we face. The result has been to make this summary much shorter and sharper, and
in our view, set us up with a more focussed set of issues for the Ministry to tackle. | think these will alsossupport a
constructive discussion with Ministers. | would also appreciate you making some,comment abot theforward
financial position. The current graph, while correct, doesn’t include the steep decline We are goingto have in
resources available to us, which is important context for the rest of the repott. Perhaps we cauld join the following
to the existing graph?

In the body of the report we havegprovidéd some brief comments in a number of places where we think there needs
to be change or clarification. We have attempted to keep this to a minimum. | wanted to restate my particular
concern that the ratings you have used in section four of the report aren’t a reasonable representation of our total
performance, particularly foreur response to government priorities and the quality of our policy advice. Overall, I'd
like to see more spread, of ratings.

Once we have séema'revised draft version from you we will be in a position to firm up our agency response. I'm
happy for my team,to engage with you directly on any of the specific comments we have made or any further
information or evidence we could provide for you— Chris Nees is our lead from this end.

Nga mihi,
Audrey

Audrey Sonerson (she / her / Ms)

Hékeretari o te Manati Waka — Tumu Whakarae | Secretary for Transport & Chief Executive
Te Manatia Waka Ministry of Transport

M: + Al E: a.sonerson@transport.govt.nz | transport.govt.nz

Executive Assistant: Sharyn Forty | M: §9(2)(@) | E: s.forty@transport.govt.nz
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Lead Reviewer biographies

Brendan Boyle

Brendan has an extensive public service background, with experience
in both senior management and governance, leading change
management projects and digital transformation within the public
service.
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member on the Ministerial Review into the Future for LocalGeyeriiment andsa.council member for
the University of Otago Council. He is also the Director ofEair Way Limited, a dispute resolution
and conflict management organisation.

Doug Craig

Doug brings strong experience as a seniorpublic service,[éader in both
New Zealand and Australia.

Doug previously held the role of Deputy’Commissienér at the State
Services Commission. He alsesheld=r0Oles as Deputy Chief Executive of the
Ministry of Social Development, and DgputysSecretary Policy and Strategy
and Deputy Secretary-Housipg in the'Repartment of Human Services in
the Victorian Publi¢’Service.
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of organisationalculture, Macehinery of Government, governance and regulation as well as
advising on organisational design and change for both central and local government
organisations.



Table of Contents

EXE@CULIVE SUMMIAIY ...cvuuerveeiirrniiirsuirrsuiirsuinisusirsssisrsssismsssissssssssssssssssssssssssssssssssssssssssssnssns 3
Responding to the CRQIIENGE ..............ceveeeeiiirieeuriiinienniirinresiisiienssisssismssssssssssssssssssssssssnnns 7
(0o 71 1 =) ¢ N 10
Future EXCellence HOIZON ............coueeueeueeeeeiiiiiiieeerisiiiiiiinrrinsesssiissssssssssssssssissssssssssssssssnes 23
DEIIVEIY ..c..eeeeeeeeeeereeeereueeeeuretruaserenserenesensserenssessssesssssesenssesensssssssessnssessnssssssssssnssessnsaesen 30
COAPDADIIIEY «cveeneeeeeereerereueereurerenniereaserensesensserenssersssesssssesssssessnsssssssessnssessnsssssnssssnssessnssmase 48

Leadership, Culture, and Direction........cccceeeeeueiirireniiirencseeneceserreneeereenserennnseerennnessee fonoPas bust 49

Collaboration and delivery.........ccceciiiieeiiiiienniiiiieniinieieseniesese e thadlesseneenseseecBosessennnes 54

L1V T 14 o o= . SN S A SR 59

Public finance and resource Management........cccceeeeeereeeee sl Biereneniereennsesatheenessennnsesrennsssenennns 64
Appendix One — RALINGS OVEIVIEW...........covveeuiiireenesederembonciormmnnisnsesssssbonssnssssssssssssssnnsssns 69
Appendix Two - Agency Capability Model OvervieW............ce.Nceeeseeeeereensereeneseeesessansenes 71
Appendix Three — Capability RALINGS..........ce.cumesssteerenssson Bunadeerenseeeenerensserenseeenssessnsseses 73
Appendix Four — List of agencies intervieWed .i.......ce...ccc¥uueeieeueerenneerenrerensserenseessssesensseses 75
Appendix Five — List Of FULUIre FOCUS QEEAS ..........sbeesheeeeeenneeennserennserenerensserensosssssessnseses 76



Executive Summary

About this Review

The Agency Capability Review (the Review) of the Ministry of Transport (the Ministry) began in
June 2023, with interviews substantially completed by October 2023. This report presents the
findings of the Review and draws on multiple sources including the Ministry’s self-review and
interviews with Ministry staff, transport agencies, transport stakeholders, and Central Agency
officials. The Review considered the Ministry’s delivery and capability across all aspects of the
Agency Capability Model.

Alongside this Review, in September and October 2023 the Ministry undertéok a change process to
implement a new organisational structure. Where possible we comment,onthe impactof the
change process on the Ministry’s capabilities. However, given the newsofganisatighal structure has
not yet been fully embedded, our ratings are based on the structure'as it was atthe time the
Review was substantially undertaken (unless otherwise stated):

The main period of information gathering and analysis faf this report eccurred in September and
October 2023 and before the Government had formedafterthe 2023:General Election. Work was
subsequently undertaken to reflect the changes in the'Mifistry’s context and priorities in the
report including meeting with the Minister of Transport in February2024.

About the Ministry of Trapsport

The Ministry is the Government’s system lead onstransport. The Ministry provides policy advice,
monitors Crown entities operatinginthe transport'system, and provides regulatory stewardship of
the transport regulatory systems.The Ministry works with a range of stakeholders (including
transport infrastructure gwners, transport sefvice providers, regulators, local government,
stakeholders, and interest'groups) acressiland, air and sea transport.

Transport plays a erdcial role in thelives of New Zealanders. It moves people, services, and goods
across the codntry-and across,borders, supporting individuals and families, services, and
businesses. It alse contributesto other government priorities such as housing and urban
development. Given'the important role that transport plays in the lives of New Zealanders - and
will continue to plays=.it'is critical that the Ministry has the capability to effectively lead the
transport systemto deliver outcomes that citizens and government expect.

Futufe'txcellence Horizon

What does success look like for the Ministry over a five-year timeframe?

The Ministry’s small size, absence of directive powers, and the breadth and complexity of the
transport system means it needs to operate very deliberately in the system to get results. We liken
this to the role of a conductor. The Ministry does not sit at the top of the transport system and
‘direct’ others. Rather, it needs to effectively align, co-ordinate and monitor transport Crown
entities (such as the New Zealand Transport Agency Waka Kotahi) to ensure they are delivering
what New Zealanders need. Similarly, the Ministry must ensure that policy, funding, and
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regulatory settings are calibrated to deliver the outcomes New Zealand needs now and into the
future.

We will know the Ministry is successful when it is effectively performing its role as a 'conductor’ of
the transport system. In practice this means:

1. Being clear on the outcomes sought across the transport system. The Ministry needs to
use a variety of tools to do this, including the Transport Outcomes Framework, statutory
tools such as the Government Policy Statement on land transport, and through
collaborative processes in sectors such as the Aviation Council.

2. Monitoring performance against these outcomes and intervening to drive
performance improvements when necessary. The Ministry needs to use the insights,
data built through its Crown Entity monitoring function to provide Ministers with ad¥ice on
options to address performance challenges across the system and within the tradsport
entities themselves.

3. Facilitate, collaborate, and influence within and outside thetransport’sector. This
means engagement to ensure that transport policy objectives are achjevedas well as
transport being integrated into other policy systems (esg. planning, climate and health).

What outcomes do New Zealanders expect from the trénspost systemq?

What are the contributions the Ministry will havetofgke to gChiéyéthese outcomes?

The Ministry will have to make several contributiens to helpg thessystem succeed:

e Policy and funding advice - The*Ministry providessproactive, and influential advice which
prepares policy, funding, andregulatory settings to meet the long-term needs of the
transport system. This adyicedwilldrawson économics, finance, and data and modelling
expertise. The Ministry’s‘poliéy advice function includes advising on changes to regulatory
systems to ensure they reflect emerging technology and trends in the transport system.

¢ Crown entity monitoring - The'Ministry monitors transport Crown entities in a way that
balances oversight'and support. The monitoring relationship will be valued by the
MinistrysMidistérs and the Crown entities, and the Ministry proactively addresses risks.

e A‘conductor’ across.the transport system- The Ministry works across the system to
ensure theress clarity of roles and responsibilities, trade offs are made clear to Ministers
and different perspectives are included in advice.

Performance challenge

TheMinistry has demonstrated its ability to adapt to changing needs, implement change, and
deliver...

The Ministry’s contribution to the COVID-19 response is an outstanding example where the
Ministry quickly adapted to meet the needs of government, businesses, and communities. In a
short amount of time, the Ministry built connections across the system and ensured the domestic
transport system and international supply chains remained operational. In interviews, we heard a
lot of recognition for the Ministry’s approach and action during this crisis period.
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We found several other examples where the Ministry successfully acted on opportunities to lift its
capabilities. For example, the Ministry has lifted its policy capability in recent years by
implementing new systems and processes such as the Transport Knowledge Hub and the Policy
Quality Framework.

...and its immediate focus has been on delivering the Government’s priorities

The Ministry’s immediate focus has rightly been on delivering on the Government’s priorities,
including those in the Government’s 100-day plan. The Ministry and the transport sector were
responsible for successfully delivering a number of significant actions. As a result, the Ministry has
built trust and confidence with the new Government. This relationship will provide a good
platform for the Ministry to progress the opportunities set out in this report.

Looking ahead, teMinistry needs to focus on three key challenges
1. Managing significant fiscal challenges across the department....

The Ministry must adapt to its shrinking departmental baseline, which was already forecast to
decline by around 20% before meeting the Government’s savings requirements.

While a smaller organisation means less capacity, it creatés an‘epportunityito reconsider work
programmes and ensure the Ministry is delivering only'what.i$§ mostimportant. The Ministry’s
challenge here is to ensure it has effective internal financial and/people management processes to
target resources at the Government’s priorities@ndthe Ministry's.system and stewardship
responsibilities. The Ministry will also need strong)project’and programme management across
workstreams to ensure accountability apdudelivery.

This fiscal context is likely to endure’for ati€ast 35 years as the government undertakes
significant budget repair. AddressSingthis challenge needs to be a priority to support ongoing
fiscal sustainability within the.Ministry.

...and the wider Vote Transport.

This fiscal challengé appli€s at amuch greater scale across Vote Transport to all Crown entities.
The National Land Trarisport Programme is facing significant cost pressures and there are high
delivery expectations for NZTA. Fhe maritime and aviation sectors rely heavily on third party
revenue for funding and face cost pressures. The Ministry as a monitor will need to work with the
Crown Entities to support'them to adapt to these pressures and give Minsters assurance that they
are achieving value forfmoney.

In its policy’adviee role, the Ministry must also provide advice to Ministers for new funding and
financing teols - both to finance the delivery of significant infrastructure, and to modernise the
revenuecollection system for roading. The outcome of these changes in the revenue system for
land transport will be the most significant shift since the road user charge system was established
in 1978. The large infrastructure investments funded by the new funding and financing tools will
last for decades. The Ministry has a unique opportunity to guide these reforms to make a long-
lasting contribution to the enduring challenges of prioritisation limited resources and delivering
value for money.

2. Delivering a large infrastructure programme while ensuring value for money
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The Government has an ambitious programme of infrastructure and service delivery in the land
transport sector. Its priorities are set out in the draft Government Policy Statement (GPS) and
include significant system reforms that will require a redirection of effort across the Ministry and
within NZTA. Similar funding and financing challenges apply with rail and ferry investments. As
noted above, the Ministry is also delivering a large and complex programme of policy reform to
address the future financing and funding needs of the transport system.

If the Ministry can deliver this policy programme and support NZTA and KiwiRail with successful
implementation, it will likely be the single biggest contribution it could make to system
performance for decades.

3. Delivering the performance shifts in the transport system that matter for New Zealandefs

The Ministry needs to develop a clearer understanding of how the transport system is currently
performing. Without this picture, it is difficult to understand what is going'well and where-action is
needed now and over the medium term to improve performance. Addressingthis challenge will
improve the Ministry’s monitoring role and support the Government to'intervené where necessary.
It will also support the Ministry to communicate about where they arésproposing intervening in the
system and why.

The Ministry has an opportunity to use existing frameworks and data to,create simple yet
compelling performance analysis for the sector and Ministers. Doing'so is likely to highlight
differences in understanding that can then be furthertested, and support work to develop
interventions that will lift performance.

Furthermore, as the Government’s immediate prioritiestaréresponded to, the Ministry has an
opportunity to engage Ministers on workyprogrammes across wider aspects of transport policy.
There are many aspects of the Ministr/’sivork programme that are not stated Government
priorities but still need progressing and direetion from Ministers, including in the aviation and
maritime sectors. The good relatienship already built with Ministers will support engagement on
these work programmesjithe objectivessought and their relative priorities.

Insights andoppertudities
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Responding to the
Challenge

This section contains the Ministry of Transport’s, and the’Public Service.Commission’s
responses to the findings of this Agency Capability'ReView. These responses provide
the platform to build on the insights coming oudt of this reportandreview process.

In this section:
e Ministry of Transport’s responseé

e Public Service Commissioh,response.



Ministry of Transport
Response

TBC



Public Service Commission
Response

TBC



Context
cb‘l/

This section presents context about this Review, and the Ministry of T ort’'sop r@
context. It presents Ministry’s mandate and functions and explores k tegic and
organisational themes, including how these themes may deve& rthe m&m term.

In this section: C)
e Scope of the Review 6‘ v
e Ministry of Transport’s role and manda Q %
e Strategic context é &\O
e Ministry of Transport’s orga@&ontev
S
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Scope of the Review

This Review assessed all aspects of the Ministry using the Agency Capability Model, with the main
interviews and analysis period having been completed in early October 2023. As requested by the
Ministry’s Chief Executive, this review considered previous reviews of the Ministry of a similar
nature.

The majority of interviews and analysis were undertaken in September 2023 with drafting the
report in October, November and December. The report has been updated to reflect the shifts in
priorities, and immediate actions (such as the 100-day plan) of the Government, in particular to
ensure itis accurate and remains relevant. However, the Review is always at a point in time and
we have not re-interviewed stakeholders (except for the Minister of Transport). Itis expected that
the context for the Ministry will continue to evolve.

While this Review is focused on the Ministry’s capability, the Review considered the wider
transport system which the Ministry operates within and leads. Comments\are provided oh the
transport system’s configuration in the core function System Stewardship.

Ministry of Transport’s role and mandate

The Ministry is a department under the Public ServiceAet 2020. TheMinistry describes its role as
the Government’s system lead on transport. Its purpeseiis to enable'New Zealanders to flourish,
reflecting transport’s role in shaping our society,econemy, andenvironment.* It advances its
purpose through various functions including:?

e policy advice
e Crown entity governance anddmonitoring
o system leadership and.stewardship.

The Ministry is the stewakd,of the transport regulatory system (which is made up of 26 Acts and
268 sets of regulations,and rules).Fhissystem spans three main modes of transport: land (road
and rail), aviationgapd maritime. Thére are some regulatory components in common across all
three modes, such asflicensing and certification, regulatory compliance, and enforcement.?

The Ministry works with a wide range of agencies to drive the direction
and performance.of the transport system

The table below outlines the public sector organisations that operate within the transport system
spannifig various roles including planning, funding, investment delivery, and regulatory
compliance.

! https://www.transport.govt.nz/about-us/ retrieved 11 October 2023.
2 Defined in He Rautaki Takunetanga 2021-25 | Strategic Intentions 2021-25, Ministry of Transport, 2023.

3 For an overview of relevant legislation and regulations, see:
https://www.transport.govt.nz/footer/legislation
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Overview of transport agencies

Type of

(131414

Organisation

Role

Advises the government on all policy and regulatory

Enterprises

New Zealand
Limited (MetService)

Public . matters within the transport system and on funding and
. Ministry of .o .
Service Transport governance of the transport Crown entities. Advice
Department P includes legislative, regulatory and policy settings,
funding levels and priorities.
Establishes and monitors civil aviation safety and
Civil Aviation security standards, carries out air accident and incident
Authority (CAA) investigations, and promotes aviation safety and
personal security.
(includes the The Aviation Security Service proyides aviation secutity
Aviation Security services for international and démesti€ air operations,
Service) including airport security, andygassenger@nd baggage
screening.
Croy\{n -, Promotes commercidl and recreation‘vessel safety.
Entities Maritime New e .
Controls entry to,the maritime system. Investigates
Zealand (MNZ) ) .
marine accidents.
New Zealand Funds and maintains lafid trahsport infrastructure.
Transport Agency Manages toadsafety tules and licensing, as well as road
Waka Kotahi (NZTA) | safety education.
Transport Accident | Jnvestigates sighificant air, maritime and rail accidents
Investigation and/incidents,to'determine their cause and
Commission (TAIC) circumstanceés; to avoid similar occurrences in the future.
Crown . .. Fullgovernance, operational and financial responsibility
City Rail Link . - . .
owned Limited (CRL) for the/Auckland City Rail Link, with delivery targets and
companies performance expectations.
. 3 Provides air navigation and air traffic management
Airways Gorporation . . L .
services on a commercial basis. It is also responsible for
of New Zealand . . . - .
| N air traffic services in 28.8 million square kilometres of
Limited . . .
international airspace managed by New Zealand.
Meteorological . . . .
. P her f
State Owned | sehvicalof rovides public weather forecasting services and

meteorological information for international air
navigation under contract to the Civil Aviation Authority.

KiwiRail Holdings
Limited (trading as
KiwiRail Group)

Owns and operates New Zealand's rail networks,
including the Interislander ferry transport service. It also
provides infrastructure and engineering services for
maintaining and improving the rail and ferry networks.

In addition to these transport agencies, the New Zealand Police provides road policing and
maritime patrol services. Local government (such as regional councils, territorial authorities, and
council-controlled organisations such as Auckland Transport) also fund, maintain, and regulate
local road and transport networks. The New Zealand Infrastructure Commission provides
research, advice, support and data on both upcoming projects and infrastructure performance.
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The Government has announced a new National Infrastructure Agency will be created to
coordinate government funding, connect domestic and offshore investments with New Zealand
infrastructure projects, and improve funding procurement and delivery.

Strategic framework

The Ministry’s strategic framework has two main layers. These layers are the transport system-
wide strategies and frameworks, and under this the Ministry specific strategies and plans which
seek to advance the system wide strategies and frameworks. These are discussed below.

Transport system strategies and frameworks

Transport Outcomes Framework %L

The Transport Outcomes Framework (the Framework) was developed by the Ministry in q
consultation with transport system stakeholders in 2018.* It is designe %ﬁtify wht\
government is aiming to achieve through the transport system andinfldence tranSport agencies’
strategies, plans, and interventions. The Framework sets high lev&

tcomessto guide the
transport system, supported by a set of detailed indicators tqik progr sf)
el ;

The Framework, including the five outcome areas is pre

s Q O

Enabling all people to participate in Protecting people from

society through access to social and transport-related injuries and harmful
economic opportunities, such as work, pollution, and making active travel
education, and healthcare. \ PN an attractive option.

Economic prosperity ‘
Supporting economic activity \
via local, regional, and internatio
connections, with efficie
movements of people afid pro s.

eing and
liveability

Environmental sustainability

Transitioning to net zero carbon
emissions, and maintaining or
improving biodiversity, water quality,
and air quality.

\ Minimising and managing the risks from
natural and human-made hazards, anticipating
and adapting to emerging threats, and recovering
effectively from disruptive events.
Government Policy Statement on Land Transport (GPS on Land Transport)

The Land Transport Management Act 2003 requires the Minister of Transport to issue a
Government Policy Statement (GPS) on Land Transport. The GPS outlines a long-term strategic
approach to land transport investment over the next ten years, and the responsibilities of different

4 https://www.transport.govt.nz/assets/Uploads/Paper/Transport-outcomes-framework.pdf
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agencies and decision makers within the land transport system. > As transport system lead, the
Ministry assists the Minister of Transport to develop the GPS. The Government has committed to
beginning work to develop a new GPS reflecting the new Roads of National Significance and new
public transport priorities in the 100-day plan.

Ministry of Transport specific strategies

There are a range of internally developed strategies and plans which the Ministry uses to align its
work programme with transport system-wide strategies and frameworks, and government
priorities. These are outlined below.

Strategic Intentions

The Ministry’s current strategic intentions are set out in He Rautaki Takunetanga 2021-25 |
Strategic Intentions 2021-25, which was updated in May 2023.° This documeént sets out the
Ministry’s priorities, and these - alongside further government and ministetial’priorities' are used
to develop its annual work programme. These priorities, and associated work pregrammes, will
need to be considered in the context of the new Government. The priorities inrits strategic
intentions are outlined below:

1. Startto decarbonise the transport system

Improve road safety

2

3. Support liveable cities

4. Strengthen New Zealand’s supply chains
5

Enable emerging aviation technologies.

Strategic context

New Zealand’s transport system is complex and faces significant changes over the coming years.
This section outlines the'key themes+towe factored into the Ministry’s Future Excellence Horizon.

New Zealand’stransport system is broad, complex, and interconnected
with otherfsystems

The transport systemsis multi-modal, spanning land, air, and sea, and includes:

vehiclesthat'move people and products
o physicalinfrastructure (e.g. ports, the rail network, roads, and car parks)

o (digitatinfrastructure (e.g. satellite-based navigation infrastructure and aids, travel apps,
ecommunications technologies)

e mobility services (e.g. public transport, bike-sharing, ridesharing)

®The current GPS spans 2021/22 to 2030/31, and is accessible here:

https://www.transport.govt.nz/assets/Uploads/Paper/GPS2021.pdf
® https://www.transport.govt.nz/assets/Uploads/F.520MoT20Strategic20Intentions202021-
252028Updated20May20202329.pdf
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e institutions and regulatory systems that influence how the transport system functions and
develops (e.g. through their structures, management practices, rules, policies, and
funding/investment tools). Some parts of the transport system (aviation and maritime in
particular) are subject to international regulation.

These features of the transport system are interconnected and work together to move people and
goods, both nationally and internationally.

Ownership, funding, delivery, and operations of transport is spread across different
organisations

Transport infrastructure and services are delivered by a combination of central government, local
government, and private enterprise (including large-scale businesses and, in some cases, many
smaller businesses). Together, these organisations are critical to delivering the system we.haye
today, and in developing the transport system we need in the future.

Transport infrastructure ownership, funding, delivery, and operations

Road Airport
(and public transport)
Crown (New Councils, Crown
. Crown (NZTA), Zealand Rail Councils, private . ’ ’
Ownership . . private
Councils Corporation and shareholdérs
AR shareholders
KiwiRail)
Governance Boards, councils SOE Boakds Boards, councils Boards, councils
National Land U;:;r(]alélrlsnes and
. Transport Fund Crown, NLTF, ail Port users, Crown, P & )
Funding . commercial
(NLTF), Crown, users and councils .
. operations, land
councils
use
Delivery and . K'W'R?'l’ Regional . . .
A NZTA, councils gountcils (metro Port companies Airport companies
operations .
rail via operator)

The transport System impacts —as1d is impacted by - other related systems

The transport system enables'many other systems to function. Transport has a role to play in
delivering economic dévelépment, urban development and, environmental sustainability, safety,
and resilience to in¢reasing threats and hazards, as examples.

The transport&ystem, and transport-based solutions, will be an important enabler to New
Zealand’s €conomic and social prosperity, in areas such as land use planning and resource
managémeéntyurban design, local government reform, health, and the climate change response.

Long-term planning and investment in transport infrastructure is

required across New Zealand to support its economic potential
Transport enables economic activity by supporting labour markets, and the movement of goods
and services. Investment in a reliable, connected, and modern transport network is critical to

support a high value, productive economy that is connected domestically and internationally.
Transport also plays a role in addressing New Zealand’s productivity challenge.
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Investment is needed across the regions

New Zealand’s transport infrastructure is aging, and much of it will have to be replaced and built
out over the next decade to meet transport needs. The World Economic Forum’s Global
Competitiveness Report 2019 ranked New Zealand 57 out of 141 assessed countries in the
category of supply and quality of transport infrastructure.”

Transport investments need to respond to long-term regional trends such as demographic
change, urban development, and resilience requirements. For example, many urban areas across
New Zealand are grappling with housing and infrastructure challenges due to population growth.
Transport infrastructure investments need to support urban development plans and public
transport to address issues such as congestion levels in major cities and towns.

Auckland will remain a challenging planning environment

Auckland is New Zealand’s largest urban centre and is rapidly growing. Currently 1.7 million
people live in Auckland, with an additional million expected to live in‘Auckland ovér the next 30
years.® Planning, funding, and developing a transport system that'stpports Auekland’s growth will
remain a central focus for New Zealand’s transport system.

Auckland’s transport system has many challenges and ogportunities,including enabling more
people to use public transport, walk and cycle, addresSing egngestienyihcreasing accessibility,
reducing its impacts on the environment and reducingcoad deathsand serious injuries. These
changes require planning, funding, and co-operation‘across«centralland local government, and
Auckland community groups. Such co-operation and co-drdination will be a particular challenge
given the scale and variety of transport agencies operatingwithin Auckland.

Integrated, long-term planning ISg8sential

There has tended to be a mode-specific appreach to developing and managing transport
infrastructure and assets (which isSdominated. in cost and size by road assets, compared to other
asset types). However, gettingithe bestwésults from the transport system requires considering how
all assets (port, rail ,mass transpoft)work together and what investments are required to support
a suitable transportsystem that supports connections and freight (both at a regional and
internationald{evel).

While some alignment acrass modes exists in current strategic planning documents, more can be
done to align urban planning, infrastructure, and development.® Transport agencies and local
government will haveto apply long-term planning horizons to develop a clear, strategic pipeline
of high-quality ifivestment across the transport system. This will help drive national productivity
through.imptoved business efficiency, access and connectivity both domestically and
internationally, and greater mobility of the workforce.

" Cited in https://tewaihanga.govt. nz[med|a1g33dg5m5[sector state- of—Qlay transgort Qdf page 39.

°See htth Mtewalhanga govt nz[medla1g33dg5m5(sector state-of- Qlay transport.pdf.
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Adverse weather events and natural disasters will continue to test
transport resilience

Climate change is increasing the likelihood and frequency of extreme weather events. In 2023
alone, New Zealand experienced Cyclone Gabrielle, ex-Cyclone Hale, and the Auckland
Anniversary floods which significantly impacted local communities and stress transport systems.

Sea-level rise, floods, landslides, and non-weather-related disasters such as earthquakes and
tsunami also present significant risks to the transport system. These risks vary across the country
and all regions will have to consider how best to ready their transport infrastructure and services
in light of these risks. This may involve upgrading existing infrastructure to ensure it is resilient to
natural disaster risk and having contingency plans in place to meet transport requirements if
disasters do occur.

The transport system will need to be resilient to economic’headwinds
and global disruptions outside of New Zealand’s control
COVID-19 highlighted New Zealand’s vulnerability to global tpends outside of'eur country’s

control. There are several issues on the horizon which aresimilarly outside of New Zealand’s direct
control but could impact the transport system.* These.inelude:

e Greater outward migration and significant infrastructuré investment could weaken our
labour market - particularly for skills needed to deliveninfrastructure investment.

e Geopolitical tension fracturing supply chdins aridhllimiting access to goods and services
needed to build, maintain, and‘operate criticakinfrastructure.

e Volatile energy prices which ceuld incréase the cost of transport thereby impacting the
affordability of private and public transport. '

e Persistently highdnflation which gan‘ificrease infrastructure input costs such as labour and
material and gconstrain centraland local government’s ability to finance transport
infrastructdre thedugh highex interest rates. *?

The transport system will need to overcome funding challenges

Local and central government face significant transport funding challenges due to increasing
infrastructure demands; increasing build and replacement costs, and declining revenue. 3

Land transp6rtinvestment is currently funded through a range of channels, with the NLTF
historically being the largest single source of funds, with additional Crown contributions and

Paragraph 51

12 hitps://tewaihanga.govt.nz/media/ueojhtbe/inflation-what-are-the-implications-for-civil-
construction.pdf

3 Annual Report page 10 https://www.transport.govt.nz/assets/Uploads/MOT-4486 Annual-Report-FA2-
web.pdf
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council spending making up the balance. The NLTF is currently funded from charges levied on
road users, primarily through fuel excise duty, road user charges, vehicle and driver registration
and licensing fees, and revenues from road tolling. Crown contributions are funded out of general
taxation.

Changing dynamics across the transport system such as changes in travel patterns and the use of
alternate modes of transport, including walking, cycling and public transport has created revenue
shortfalls. This has increased the need for Crown revenue to support the NLTF which may not be
sustainable in the future.

Local government faces its own funding challenges due to debt raising limitations and changes in
its rating base. Local government is also stretched funding other growth infrastructure such as
water, wastewater, and stormwater infrastructure.**

The transport system will need to overcome these funding challenges to build and maintain
transport infrastructure, which could include alternative revenue streams,such as time-ofsuse
charges, value capture charges, mileage-based user fees, carbon taxes;tolls, Public Private
Partnerships and data monetisation. Other jurisdictions are exploringithese dptions and currently
employ alternative financing and to deliver and fund transpart projects.

Government will need to manage rising infrastructyre,Costs

There is a need for initiatives to help contain cost pressures as ififrastructure costs have been
rising in recent years. For example, the cost to maintain State highways rose 10 percent, and road
maintenance costs rose 5 percent in 2020.* Civil gonstructionprices have been rising faster than
the general consumer price which indicates,ongoing demand-driven cost inflation.

These impacts may be more pronodngéd,in some regions due to local construction market
conditions. Location may also dfive-high resilien€erequirements which may increase costs. For
example, some local authorities,experience greater risk to their infrastructure due to their
exposure to adverse weather events. Thissmeadns per-capita costs of infrastructure varies across
regions.’

Transport technology disruption is likely to continue

Changing technologies, inclirding new and improved drones, aircraft, vehicles, and vessels;
autonomous piloting'systems; and low carbon technologies will continue to change the way
people and goods,move. Advancements in areas such as artificial intelligence and blockchain can
also have tran§port applications (blockchain has been trialled in container shipping providing
visibility oficontainers and trade documentation).

These new technologies present significant positive opportunities for government and consumers.
They can support cheaper and more affordable transport options (e.g. electric bikes and scooters)
and help advance priorities such as transport decarbonisation and productivity growth. New

4 See https://tewaihanga.govt.nz/media/g33dgbmb5/sector-state-of-play-transport.pdf.

13 See https://tewaihanga.govt.nz/media/g33dgbmb5/sector-state-of-play-transport.pdf.

16 https://www.productivity.govt.nz/assets/Documents/a40d80048d/Final-report Local-government-
funding-and-financing.pdf.
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technologies such as digital driver licences, and biometric facial recognition have the potential to
improve regulatory enforcement and user convenience.

Regulation makers and regulators will have to be agile and forward looking to protect
communities while unlocking the growth, productivity, and innovation potential of these
technologies.

Some technologies are decentrally adopted (for example, consumers adopted e-scooters as soon
as they were affordable). In these situations, regulations need to anticipate adoption and get
ahead of the risks presented to communities. Other technologies (such as biometric facial
recognition) require aligned standards, legal frameworks, and systems for secure, robust data
interoperability before wide scale adoption.

The transport system can help achieve New Zealand’s greenhousegas
emission targets

The transport system can play a significant role in meeting New Zealand’s greenhouse gas
emission reduction targets. Transport is one of New Zealand’s largest'sources of greenhouse gas
emissions, producing 39 percent of domestic carbon dioxide'emtissions, afidsl7 percent of
greenhouse gas emissions.'” Ministry of Transport forecaStsSuggest transpart emissions may be
double where they need to be to achieve targets by 2035'without mMajorinterventions.®

Arange of shifts would be required to significantlyreduce emissionsfrom the transport system.
These include mode shift where people choose leésscarborintensive alternatives to driving (e.g.
public transport), the adoption of low-emissionsVehiclés-and electric vehicles, and decarbonising
heavy transport (increasing the use of. biofuels and zero-emissions heavy vehicles).

Some of these shifts can occur through eonsumier cheices and private enterprises responding to
consumer expectations. Howgver, government support and co-ordination across communities
and businesses is likely to e needed.

The Ministry of Tranhspertis organisational context

The Ministfy/has delivered significant work across its key priorities

The Ministry has successfully delivered a range of initiatives within a changing and complex
context over the last few years. Some of the significant areas of delivery include:

e COVID-19 response - the Ministry supported the health response, and ensured transport
codldseconnect New Zealand to the world. It worked with the aviation and maritime
sectors to ensure both freight and people were able to move effectively. The COVID-19
response also highlighted the transport system’s — and by extension the Ministry’s - critical
role in manging the impacts of the pandemic on communities.

17 Based on 2019 estimates, cited in https://environment.govt.nz/publications/aotearoa-new-zealands-first-

emissions-reduction-plan/transport/.

18 This in reference to the emissions profile to get New Zealand to net zero emissions by 2050, see

https://www.transport.govt.nz/assets/Uploads/Transport-chapter-for-emissions-reduction-plan.pdf.
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¢ Transport mode strategies and plans - the Ministry released the draft GPS on Land
Transport for consultation in June 2023. The draft GPS sets out transport investment
strategic intentions, and how these investments will be funded and allocated. The Ministry
has started work on a new GPS as set out in the Government’s 100-day plan released in
late 2023. In August 2023, the Ministry released the New Zealand Freight and Supply Chain
Strategy which provides long-term strategic direction for the freight and supply chain
system and involved widespread engagement with stakeholders in its development.

e Decarbonising transport - the Ministry developed the Transport chapter in the Emissions
Reduction Plan which sets out the challenge of reducing transport emissions by 41 percent
by 2035. In December 2022, it released the Decarbonising Transport Action Plan setting out
the detailed actions needed to achieve the plan. The Ministry also led the design of the
Clean Car Standard and the Clean Car Discount Scheme.

e 2023 extreme weather events - the Ministry, as part of the all-of-government response,
supported the co-ordinated efforts by central and local governmentit6 respond te
communities affected by extreme weather events across thé North Island.

e Supporting liveable cities - the Ministry has progressed significant work to support
transport’s contribution in major urban areas, including playing a leadwole in the Auckland
Transport Alignment Project (ATAP), supporting the implementation of Community
Connect, and contributing to cross-governmeént wiork on Reseurce Management Reform.

e Aviation -in 2023, the Ministry helped pass the CivilAviation Bill: a large and complex
piece of legislation which strengthened aviation safety standards and better enables New
Zealand to meet its international@viation emissiofs.obligations. The Ministry also
supported the Air NavigationSystem Review panel, which published its phase two report
in May 2023.

The Ministry operates\within a complex and challenging operating
environment

As conductor of thé transport syster, the Ministry has a wide range of stakeholders across
multiple transpGrt modes with varying interests. This engagement context includes operators
working directly.in the land.transport, maritime, and aviation sectors, industry groups, businesses
that rely on transport, mana whenua, and other members of the community who use and are
impacted by the transpart system. Local government is also a significant stakeholder group given
its role in providingitransport infrastructure and public transport.

The COVID=19response highlighted the breadth of the transport sector, and the various groups
who have an interest in transport. Through the response, the Ministry built relationships with
stakeholdets beyond its normal operating conditions - particularly with commercial transport
operators. The Ministry also went beyond its core policy role to meet the needs of the transport
system at the time (this included co-ordinating communications and response efforts, and
managing procurement, for example, with airlines to maintain freight services).

Transport agencies have faced delivery and performance challenges

The last five years has seen constraints on the transport agencies’ ability to perform and deliver
major capital projects. These constraints have arisen from the COVID-19 response (which diverted

20


Anastasia Lagoutaris
Please update to reflect the latest GPS release was March 2024.�


agency resources), a tight labour market, supply chain issues, inflation, economic volatility, and
funding challenges. There have been delays and cost pressures in many significant investment
programmes, such as the New Zealand Upgrade Programme, CRL, Transmission Gully, and other
capital works within the wider land transport investment programme.

There have also been regulatory performance issues. The most notable issue was identified in
2018, with NZTA failing to exercise adequate oversight over vehicle inspectors and certifiers with
one case resulting in a fatality. External reviews found shortcomings in the way NZTA was
exercising its regulatory functions, and issues in the way the Ministry exercised its monitoring and
oversight functions. The reviews resulted in significant changes in NZTA’s regulatory functions,
and changes in the Ministry’s monitoring practices.

In 2021, the Ministry commissioned an independent review into road safety investment and
delivery. This Review found system level governance and oversight issues (including confused
roles and responsibilities among partner agencies) limiting the system’s ahilityto effectively
deliver road safety investments. The review highlighted the need for the'Ministry t6 play a more
active leadership role within the Road Safety Partnership Programime. These findings were
overlaid against delivery and performance issues by NZ Policeiand NZTA, which both agencies are
working to address.

The Ministry’s role has expanded beyond its transport'advisor role

In recent years, the Ministry has had to step beyond'itstraditional.advisor role to provide
purchasing advice and assurance on the delivery of significant transport infrastructure and
investment (examples include the Ministry’s involvementinthe New Zealand Upgrade Programme
and the Auckland Light Rail Project). Fodo this, the Ministry has had to build greater commercial,
investment management and assuranCe capabhility:

The expansion of the Ministrys roledas beén driven by an increasing level of Crown funding being
invested in the transport system outsidé ofithe’NLTF. As a result of increased Crown funding,
Ministers have had a greatér résponsibility for overseeing investment decision making and
delivery in way that’have pot in the'past: Ministers are more directly accountable for such Crown
funded investmentyiwhereas the Board of NZTA holds responsibility for delivery of investment
made throughitheNLTF. The'increasing role reflects Ministers engaging in a Crown purchasing role
with delivery agenciesasuch’as NZTA and KiwiRail.

A change process-within the Ministry has been completed

In mid-2023; theMinistry’s Chief Executive announced an organisational change process to create
a structure and operating model that is financially sustainable, positions the Ministry to support
the incoming government to deliver its priorities, and is flexible to respond to any new or
emergent priorities. The final decision document stated the change process was also an
opportunity to:

e assess and confirm the Ministry’s core responsibilities and how those are delivered
e todemonstrate value-for-money from the Ministry’s work

e toincorporate different ways of working, enabling the Ministry to be more efficient and
influential
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e toseta prioritised and realistic work programme, recognising the resource we have
available.

The final decision document was provided to the Ministry’s staff in October 2023. The document
references the preliminary findings of this Capability Review (which were discussed with the
Ministry’s chief executive in early October 2023). This Review has, where practicable, considered
the implications of the change process and references relevant changes in the decision document.

Funding and staffing have grown in recent years

Over recent years the Ministry has had steady growth in its staffing FTE and its departmental
funding through Vote Transport. In the last financial year (2022/23), the Ministry received $76
million in departmental funding which represents an 80 percent increase since 2018/19. Currént
FTE stands at 241.

Ministry of Transport workforce (FTE) and departmental fundirsQlote Transport) 2018/19 -
2023/24
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Note that departmental funding represents a small part of Vote Transport which totals
approximately $10 billion in 2022/23. Most of the Vote comprises non-departmental
appropriations such as the National Land Transport Programme (34 percent of the Vote for
2023/24) which funds land transport infrastructure.

Like all departments and public sector agencies, the Ministry will need to contribute to the savings
sought in the Government’s Fiscal Sustainability Programme. The programme is also seeking a
significant reduction in contractor and consultant spend, which will require significant changes
from the Ministry given its relatively high (as a ratio of personnel spend) expenditure on
contractors and consultants.
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Future Excellence Horizon

This section presents the Ministry of Transport’s Future Excellence Horizon, as developed
by the Lead Reviewers, in close consultation with the Ministry and thePublic Service
Commission. This aims to answer the question: What is the contfibution New'Zealanders
need from the agency in the medium term?

This section outlines the future goal that the agency is working towards. Ratings and
discussions in the rest of this report are framed in reference to the ¢ontributions defined
in this section.

In this section

e Outcomes New Zealanders expect inthe future
e Agency contributions necesSary to deliverithese future outcomes.
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Cutcomes New Zealanders expect in the future

The Transport Outcomes Framework outlines the outcomes New Zealanders expect from the
transport system. To help frame the Future Excellence Horizon, we have specified the following
detailed medium-term expectations which align with the Framework outcomes: *°

Unlock New Zealand’s economic potential - The transport system provides efficient and
integrated roads, rail, ports, airports, intermodal terminals, and key freight centres to
reduce the cost of goods and services, support economic growth, and increase New
Zealand’s competitiveness and productivity. Infrastructure is appropriately sized, robustly
and efficiently sourced, and anticipates future demands. Transport solutions and
connections are seamless and integrated with efficient and reliable freight networks to
enable trade with partners around the world.

Support liveable communities and enhanced quality of life - All.communities have
timely, safe, affordable, and seamless transport options that comnect people to amenities,
services, and businesses. Transport also needs to be integrated with land use planning to
support long term growth. Transport solutions are designed around the needs of
customers and communities, and respond to changing’customer patterns (for example
working from home) and demand to remain fit-fospurpose.

Resilient to shocks and stresses - The trarisportsysten needs to be resilient to the effects
of climate change, natural disasters, security; and economie shocks. Risks and threats
need to be monitored, and mitigatiofs and contingencies need to be in place.
Communities need to be engaged-in risk identification and mitigation planning. A clear
nation-wide and integrated appreach to infrastructure investment is necessary to drive
adaptation and resilience.in‘r€sponse to'threats and risks.

Support achieving greenhouse gas emission reduction targets - The transport system
is responsive in taking'action to'reduce net greenhouse gas emissions through use of
cleaner low-carbon fuéls and'public transport options in New Zealand’s largest cities.

Agency contgibritions hetessary to deliver these future
outcomes

The Ministry is uniquely placed within the transport system to deliver a range of outcomes which
enable the transpartsystem to meet New Zealanders expectations as outlined above. Some of the
most importafit gutcomes include:

Clarity of transport agencies roles and responsibilities - To ensure that transport
agencies are maximising their contribution to the system by operating in a mutually
supporting, non-duplicative way.

Clear future state for the transport system - To help all system participants organise
their efforts around a shared vision which is mutually reinforcing.

19 Key resources used to develop these statements include the Transport Outcomes Framework, the
Ministry’s 2023 Strategic Intentions, and the 2023 Briefings to the Incoming Minister.
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Sustainable funding - To enable the transport investment necessary for a successful
transport system.

Modern regulatory regime - To enable the transport system to benefit from new
technologies (e.g. drones, low carbon fuels, personal transport options) as soon as they
are ready.

The Ministry needs to draw on a range of capabilities to deliver these outcomes. Below we define
where we think each of the Ministry’s core functions need to be in five years’ time for the Ministry
to deliver the necessary contributions. These statements draw on the context discussed in the
previous section and are calibrated to the Ministry’s current resourcing.

Overarching Role: Transport System Leader and Steward

All Ministry functions fit under an overarching purpose of leading and stewarding the transpaort
system. The work of the Ministry all directly or indirectly supports this leadership and stewardship
function. The diagram below provides the hierarchy of core functiofis.

In five years, we expect to see the folléwing;

Connector and integrator.forthe transport system - The Ministry leads change as an
integrator and connettor aefoss thie transport system, and across related systems (e.g.
urban development). The Ministry.issecognised for its proactive leadership, collegial
approach, and focuson intergenerational needs. It works across the transport sector, and
with othersectorsto define'and refine future priorities and direction for the transport
systemyFheMinistry then helps align resources, priorities, and the regulatory environment
to helpithe Sectordeliver!

Translates strategy into delivery - The Ministry drives delivery which seeks to realise
overall strategies and long-term aims for the transport system. The Ministry aligns and can
explai hoew'decisions - whether they are investment, regulatory, or delivery - advance
long-term objectives. In many cases the Ministry does not deliver directly, (e.g. transport
infrastructure which is delivered through NZTA) but it uses its influences and levers to
drive effective delivery through the transport agencies.

Engaging, informing and influencing stakeholders and communities on trade-off
decisions - The Ministry engages and communicates with stakeholders to ensure they
contribute to and understand trade-off decisions. The Ministry works through the
transport agencies to engage with regional stakeholders and local communities (including
urban, rural, and Maori).
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Optimises transport system configuration - The Ministry collaborates with transport
agencies to optimise the effectiveness of roles and responsibilities and improve the way
transport agencies work together (see further regulatory stewardship). This includes
considering governance and ownership structures, who does what, and what are the best
operating models for those functions. The Ministry also partners with community groups,
private enterprise, and local government to understand regional dynamics (e.g. Auckland,
which is large, complex, and multimodal), and implement system changes that best
support transport outcomes.

Leverages talent across the transport system - The Ministry is skilled at drawing on
talent from across the transport agencies and the wider transport system, including local
government and sectors that intersect with transport. People from across the system seek
to work at the Ministry given its expertise and collaborative leadership approach to
transport issues. It leverages expert skills across the transport sectorto develop system-
wide views to address transport challenges.

Core Function: Policy and Funding Advice

The Ministry has the mandate to position the transport system/ah&ad of trends.and changes
through policy and funding advice. We expect to see the following in five years:

Future and intergenerationally focused THe Ministry’has,a'‘comprehensive view of
transport funding, investment, and regulatory'needs acroessfegions and across short,
medium, and long-term horizons. This view accounts,for mega-trends such as technology
disruption, supply chain shocks,and climate charnge. The Ministry uses these views to
provide a clear and prioritised view of what is\necessary to prepare the transport system
for future challenges and oppoértunitiess

Impactful, influential, andproactive\- The Ministry translates its future focused view of
transport needs into advice that'is respected and supports Ministers decision making. This
advice is proactive; and provides,tangible plans to influence funding, investment, and
regulatory settings'that position the transport system ahead of future challenges and risks.
Advice refleCtsSubject-matter expertise in key areas such as urban economics, funding
and financeyand technology. This advice is respected and influential in transport and
transport-related décision making and policy debates.

Informed by data, evidence and insights - Transport advice is informed by regional
trendsf{demegraphics, demand, funding constraints), international trends (supply chain
dymamics, energy prices), and insights drawn from the Ministry’s connections across the
transport system. Data, evidence, and insights are shared and used effectively by policy
teams across the Ministry, and across the wider transport system to inform transport
Crown entities and investment decisions.

Integrated across wider systems and reform programmes - The Ministry actively
contributes and influences policy debates in related portfolios - such as urban planning,
local government, and economic development - which helps these systems deliver for
New Zealanders. Ministry advice seeks to align transport with these other systems and
helps present a unified view across government about how transport can support the
objectives of other systems and vice versa.
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Core Function: Advice and Assurance on Long-Term Infrastructure
Investment

The Ministry helps ensure transport Crown entities, delivery agencies and transport providers are
making high quality and strategically aligned investments. We expect to see the following in five
years:

e Brings an expert long-term view to investments - The Ministry uses its understanding of
regional and international market dynamics, transport economics, competition policy,
and wider transport and transport-related strategic context to drive high value
investments. The Ministry effectively uses its intergenerational and funding insights to
provide advice that supports the right infrastructure investments being prioritised. The
Ministry is recognised as a trusted advisor to government for its ability to identify and
prioritise well-informed investment in the transport system.

¢ Enables effective purchasing - The Ministry helps Ministers,achieve the odtcomes they
seek by clearly defining and stating the link between govefnment priorities'and
investment outcomes. The Ministry embeds a robust, value-for-money fodused investment
lifecycle approach within the transport system to guidée plrchasing decisions.

e Strong partnerships across transport Crown’entitiés and:the'sector - The Ministry
maintains close partnerships with transportCrown entities\loeal government, and
commercial entities involved in the delivery 6ftransportinfrastructure. These partnerships
provide the Ministry with informatiofito understahdithe infrastructure market, as well as
an influencing channel which the-Ministry can us€ite,execute Ministerial purchasing
intentions. The Ministry suppertsithdse inyolvéd in delivery from initiation through to
execution.

e Effective assurance .TheMinistry assures Ministers and the public that infrastructure
investments are délivered to plan,and-achieve agreed outcomes. The Ministry focuses on
assuring delivery agericies havethe right governance, quality assurance, and benefits
realisation,systems and processes in place. When issues arise, the Ministry confidently
steps into ensutre issues that could impact delivery and benefits realisation are being
effectively'managed andavhere appropriate well understood by Ministers.

Core FunctionyRegulatory Stewardship

The Ministry needs to regularly monitor and adjust regulatory settings to ensure the regulatory
system is supporting the needs of the transport system. Aspects of policy advice - particularly the
ability totake a future and intergenerationally focused approach to regulatory issues and draw on
broad dataand insights to reset and improve regulatory settings - directly contribute to the
regulatory stewardship function. Additionally, we expect to see the following in five years:

o Optimised roles, responsibilities, and decision-rights -The Ministry ensures role,
responsibility, and decision-right clarity across regulators and the Ministry. The Ministry
helps drive effective and efficient regulatory settings, including where regulators and
regulatory systems overlap.

e Datainformed performance monitoring and risk management - The Ministry
understands the outcomes sought from regulatory systems and has performance
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measures in place to report and inform improvements to these systems. Performance
monitoring is supported by active engagement with regulators, regulated parties, and
communities. The Ministry continuously scans for regulatory risks and works with
regulators to proactively manage risks as soon as they are identified.

Partners and engages with regulators, regulated parties, and stakeholders - The
Ministry understanding of regulatory systems is shaped by close engagements policy
agencies, regulators, regulated parties, industry, and communities. Co-design with
regulators and regulated parties is used - where appropriate - to shape regulatory
settings. The Ministry also maintains strong and consistent engagements with
international standard setting bodies and foreign jurisdictions to keep up to date with
international changes and best practice.

Regulatory stewardship is prioritised - The Ministry prioritises effective delivery of
regulatory stewardship functions. It does this through dedicated resourcing and, managing
competing short-term priorities to maintain and improve regulatory frameworks.

Core Function: Crown Entity Monitoring

The transport Crown entities are primarily responsible forimplementing and realising transport
investments and operationalising regulatory systemssand settings.As.monitor, the Ministry has a
significant role in ensuring that Crown entities are performing thieirfuhction and delivering system
wide priorities and strategies. We expect to seeithe following in fiveyears:

Valued monitor - The Ministry and the‘tcansport.Crown entities have a mature and
reciprocal relationship based o mutual respect for each other's system role. The Ministry
values its monitoring role, viewingiit as a Cfiticallever to drive the delivery of wider
transport system strategies.and’goveriiment priorities. Ministers, transport Crown entities,
and stakeholders understand and yalte the Ministry’s monitoring role and related advice.
This sense of value'is dérived from thefobustness of the Ministry’s data informed views,
knowing what questiohs it néeds,to ask and its collaborative approach to supporting the
Crown entities:

Balances oversight'and support - The Ministry guides Crown entities using its transport
system-wide context-and draws on their perspectives to shape system policy settings and
help manage-eonstraints to delivery and performance. The Ministry balances this focus
with effectively Overseeing and advising on the governance, capability, and performance
of thetransport Crown entities.

Integrated with policy - Monitoring is effectively integrated with the Ministry’s policy
function. Monitoring is used to help align Crown entities with wider transport strategies
and objectives.

Proactive risk management - The Ministry maintains a clear strategic approach that
guides its assessment of delivery, performance, and risk within Crown entities. The
Ministry is particularly alert to Crown entity constraints driven by policy and regulatory
settings. It works proactively with Crown entities to address these constraints and drive
delivery and performance.
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Effective governance - The Ministry ensures Crown entity boards continue building the
capability and skills needed to effectively govern their Crown entities. The Ministry actively
supports Ministers to drive board capability and performance. This includes ensuring
advice on board appointments is used as a strategic lever to support Ministers in driving
system performance.
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Delivery

This section assesses how the agency combines and uses its capabilityto deliver key
functions. Ratings and rating justifications are provided, alorg with future'focuses
which identify factors which could impact capability over the time frame ofithe Future
Excellence Horizon.

In this section:

Responding to Government Priorities

Primary role: Transport System Leadér and Steward

Core Function: Policy andsFunding Advice

Core Function: Regulatofy Stewardship<including system stewardship)

Core Function: Advice.and Asstirance on Long-Term Infrastructure Investment

Core Functiop: Crown Entity Monitoring.
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Responding to Government Priorities

1. How does the agency respond to Government Priorities?

What we found

We found a range of examples where the Ministry has effectively responded to Government
priorities. Transport Crown entities and transport stakeholders commented positively on the
Ministry’s proactive and effective engagement approach in support of the Government’s COVID-19
response. The Ministry has also had an important role in enabling Crown funding for previous
Government initiatives such as Auckland Light Rail and New Zealand Upgrade Programme (NZUPY.
The Decarbonising Transport Action Plan, clean car Standard, and Clean Gar Discount schemes are
further examples where the Ministry has helped implement the Government of the day’s\priorities.

However, we heard from stakeholders that the Ministry has had atendency to_ default to a reactive,
tactical, and short-term approach in responding to priorities atithe expense of addressing long-
term strategic issues. There is the opportunity for the Ministrytotake a marebalanced approach
in line with good stewardship and its strategic system leadership accountabilities.

Stakeholders were particularly concerned about the Ministry’s abilityto respond to priorities that
will require capabilities outside of its traditional skill'set (into*areas$uch as commercial and
financial management related to supportinglargainfrastructure’projects). As these are not core
capabilities of the Ministry, they questioned how effectiveithe Ministry’s response in those areas
has been.

Role clarity is needed to help@heMMistry effeetively respond to government priorities

The Ministry’s challenge in,responding effectively to Government priorities relates to having clarity
on its core role, as it hasheén asked tostep into several new functions and roles in recent years.
Before the Ministry commits'to buildscapabilities and capacity in these areas, it should first
determine whethér it'is the best placed organisation within the transport sector to carry these
functions out{It must also éngage with the new Government to clarify role and expectations.

We have heard that that thé Ministry is rightly focussed on working with the new Government to
understand and respond at pace to their priorities. We think it is critical that as those priorities
shift towards the mediim and longer-term it ensures it clarifies and reflects its role as long-term
steward of the tfansport system. The range of shifts signalled throughout this report - particularly
across the care functions - are key foundations which are needed if the Ministry is to effectively
respond to government priorities in the future.

Future focus
We recommend the Ministry focus on the following:

e Continued focus on successfully delivering the priorities of the Government and building
trust and confidence in the Ministry. As opportunities arise seeking and engagement with
the Government and the sector to clarify the Ministry’s role (see Transport System Leader
and Steward)
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Overarching role: Transport System Leader and Steward

4. How does the agency meet its system stewardship responsibilities?
(note regulatory stewardship is discussed separately under Core Function: Regulatory Stewardship)

What we found

The Ministry is the only agency positioned to lead the transport system as a whole. Its unique role
was described as “if not the Ministry, then who?”. As such, we think all Ministry functions are best
framed around the Ministry’s role as transport system leader and steward. This means that
through all the Ministry’s function and actions, the Ministry needs to lead the transport system'-
including transport stakeholders and transport agencies - towards the long-term outcomes
sought by New Zealanders. It also needs to steward this system, which means ensuring that
system settings are fit-for-purpose both now and for future generations.

The Ministry’s actions to support the COVID-19 response demonstfated this leadership and
stewardship capability. The Ministry understood what the government was trying'to achieve, and
interpreted and implemented this vision for the transport system=it did thisthrough open and
proactive collaboration with transport agencies, transport.stakeholdérs, and local authorities. It
did not fall back on traditional roles, rather it identifiéd the sShifts that Were required in the system
and took active steps to address them.

Stakeholders we interviewed were positive aboutithe Ministry’s approach during this period. While
itis not sustainable (for example due to exeessive workloads and deferring of other work) to
always operate as the Ministry did during COVID-19 (and the Ministry has stepped back from this
model), it serves to demonstrate what'is possible,andthe value that the Ministry can bring when it
steps up to its leadership and stewardship potential. We discuss various aspects of these primary
roles below.

The Ministry needs to builél a shared tmderstanding of its role with ministers, transport agencies,
and transport queholders

While there was a.consistentwiew from Ministry staff that it is the steward and leader of the
transport system, we also\heard that there would be multiple definitions of what that role entails.
The Ministry’s exterpal stakeholders also had a variety of perspectives about its stewardship and
leadership role, andiwhat its ideal role should be. Some stakeholders doubted the Ministry’s
capability to leadror'steward the system given its small size, its current capability, and the
complexity’and ehallenges within the system. They also talked about the difference between
calling yousself system leader and steward and earning that role, and commanding respect in that
role.

The Ministry needs to build a clear understanding internally and externally of its leadership and
stewardship role. This will ensure that it can focus on the capabilities and behaviours necessary to
give full effect to this role. It also helps set expectations across the transport system, clarifying
with its stakeholders what work it undertakes and what it does not undertake.

The Ministry needs to work with Ministers, central agencies and the transport sector agencies to
clarify, define and embed these roles. An iterative and collaborative approach is necessary to
ensure buy-in to the Ministry’s role and ensure that the Ministry’s role is scoped according to the
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greatest needs across the transport system. This process should happen alongside the discussion
on transport system configuration below.

The Ministry needs to ensure that the transport system’s configuration is fit for purpose

Many stakeholders commented on whether the current configuration of the transport system - the
roles, responsibilities, and associated powers of the various transport agencies - is still fit for
purpose. One stakeholder commented “there is friction all the way in how the system is set up.”
We heard that the current system architecture causes significant tensions between transport
agencies, partly because of size and scope imbalances, and partly because of a lack of role clarity
across agencies.

The Ministry is the best positioned agency within the transport system to ensure that roles and
responsibilities are distributed in a way that supports the overall success of the transportsystem.
While it is outside the scope of this Review to recommend a machinery-ofégovernmentstyle
review, the Ministry should consider the changes necessary to reduce friction’and enable‘the
transport agencies to best undertake their roles®

Strategies and priorities need to align across the transpor system

While some mode-based strategies exist, there are few overarching strategies (with the GPS on
Land Transport as a notable exception) which co-ordinate and align\across modes. The Ministry
and some stakeholders do not consider that system-widé€ overarching strategies are possible and
have instead focused on modal or sub-modal strategies (such as the Freight and Supply Chain
Strategy).?

As aresult, there is no single overarchingtransport system strategy. An overarching system
strategy is a possible method for the\Ministry to-align‘the system and provide leadership. For
example, the OAG recently endoksedia Systemstfategy approach as one of five key pillars of
system leadership.? It is described as ‘...alstrategy that has a vision and an action plan that all
those in the system share’and provides direction, prioritises initiatives, and aligns actions
throughout the system”. The Future Transport Strategy released by Transport for New South
Wales in 2022 proyides an’example of the level of system thinking that may be required.?

While the Ministry=-may decidenot to develop such a detailed transport system strategy, it is
critical for the Ministryto provide system wide alignment and co-ordination. Transport agencies
acknowledge the neéd fona more coherent and cohesive approach that provides a focus for
investment prioritiesfor government and the sector. This would help shift the focus from just the
short-term tothe’strategic and longer-term.

There are-alSo opportunities to better align the Ministry’s strategies. There is currently a range of
strategy documents but no overarching and coherent approach that maps out the priorities within

2 We make additional comments about clarifying roles and responsibilities under core function regulatory
stewardship.

2 See https://www.transport.govt.nz/area-of-interest/freight-and-logistics/new-zealand-freight-and-
supply-chain-strategy/
22 Leading New Zealand’s approach to Housing and Urban Development, Office of the Auditor General, 2023.
While these comments were made in a housing context, and finding equally applies in this situation.

2 Future Transport Strategy: Our vision for transport in NSW.
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those documents towards outcomes, or how they interact with each other. Many specific
strategies involve inherent trade-offs, for example, between reducing transport emissions and
improving transport productivity. The absence of alignment across the variety of transport
strategies reflects and reinforces a siloed approach within the Ministry.

Long-term vision and strategies need to carry through to delivery and implementation

The Ministry has done a lot of thinking about long-term and intergenerational issues and
opportunities in the transport system. The Ministry-led Transport Outcomes Framework is a
positive feature of the transport system, providing an agreed set of outcomes and reporting
progress through a set of transport indicators published on the Ministry’s website. The Framework
is used across the transport system agencies’ external documents and a recent OAG report*
highlighted the system-wide framework as a feature that that other sectors should develop!

The Framework has had more limited impact in system decision-making @r prioritisatign,with
gaps between its high-level outcomes, how the sector operates to achieve,thése outcomes and
alignment on system priorities.

Other longer-term products produced by the Ministry such asthe Generational Investment
Approach seem to have had a limited impact on decision-making and delivery'in the wider system.
There is a disconnect between the long-term, intergenerationdl thinking within the Ministry and
decisions and delivery that is occurring within the transport ageneiesiand others across the
transport system.

The Ministry needs to be able to translate its lang-term and intergenerational thinking to make it
useful and used in delivery in the system? Part of the challefge in this area is getting more clarity
on the levers and relationships it hasito,de this effectively. As one stakeholder told us, “It is not just
creating a strategy - the hard yards start6n deliVering.it”.

The Future Transport Strategyfrom™Transport for New South Wales provides a basis for how the
Ministry could develop aclear system yisionthat is supported by a clearer integrated delivery plan.
Our view is that the Ministrycould harmess its system relationships to drive this type of strategic
thinking in the New Zealand context.

The Ministhgfieeds to gognhectand collaborate with transport agencies and stakeholders

To effectively lead and steward the system, the Ministry needs an outward focus, and act as an
integrator and connectadr across the transport system, and with other related systems, such as
urban development, Stakeholders noted the Ministry’s response during COVID-19 as a good
example ofthistype of relationship and engagement. However, we heard that the Ministry has
reverted-te,its pre-COVID-19 operating model which is seen as inward focused, reactive, and
focused on discharging functions rather than leading. Some transport Crown entities likened their
relationship with the Ministry as parent/child rather than a mature and trusting partnership. The
sector sees the Ministry’s current engagement approach as representing a “minimum viable

24 Transport sector: A case study of sector-level performance, Office of the Auditor General, 2023. The report
found several examples of good practice performance reporting that other sectors can learn from, including
“a clearly defined set of meaningful outcomes and outcome indicators (such as the Transport Outcomes
Framework and indicators) that are relevant to the public and the performance of the sector”.
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product”. Having said that, there was general agreement that the transport sector and system
need the Ministry to step into its broader system leadership role.

While the COVID-19 operating model resulted in peak workloads that may not be sustainable on
an ongoing basis, the Ministry should consider how it can carry the best parts of that engagement
approach forward. We discuss this further under the Engagement and Partnerships capability
section of this report.

Furthermore, we see an opportunity for the Ministry to leverage the existing talent that exists
across the transport system. System teams made up of a mix of staff from within the Ministry and
from across the transport agencies could be formed to tackle complex and challenging policy
issues that require a collaborative approach e.g. funding and revenue, the future of airports and
ports.?> More information on system teams is covered in the workforce section.

Future focus

We recommend the Ministry focus on the following:

e Lead the development of a proposal defining and describing the role of the Ministry as
system steward and leader. This should be shared actoss.the transport'system and the
Ministry should use this work to engage the Government on the Ministry’s role with the aim
of meeting government priorities.

e Work with Ministers, transport system agenciés and the'Central Agencies to identify areas
for improving the system configuration, mmcluding roles,%esponsibilities and decision-
rights in relation to transport regulation.

e Lead the transport system towards strategic alignment by translating Government
priorities and the transport odtcomes inte agreed sector priorities to then flow through to
performance and delivery-This appreach should be based on co-design and partnership
principles. This approachwill ensure alunified response to the issues, build a culture of
collaboration and ré€source shatifg, and demonstrate to Ministers and the sector the value
of collaborative ways of werking,

e Reviewandupdate the Ministry’s own strategies and plans (including corporate plans and
sectorof mode strategies) to ensure they are similarly aligned and consistent with the
outcomes and priofities for the system and the priorities of the Government.

% See the Workforce Development element for more detail on system teams.
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Core Function: Policy and Funding Advice

2. For each core function, how does the agency deliver value and make a positive impact
for New Zealanders?

3. For each core function, how does the agency demonstrate increased value and impact
over time?

3. How does the agency provide advice and services to Ministers?

What we found

The Ministry has many strengths in its policy advice capability. The Ministry received positive
scores for the quality of advice analysis in the NZIER assessment (4.2 out 6f 5), good Ministerial
satisfaction scores (3.5 out of 5) and timely responses to Official InformationAct (QIA) requests
(96% within the required timeframes). It has a Policy Quality Framework to monitorand improve
its policy advice.

However, we heard mixed feedback about the timeliness ahd'impact of Ministry advice. We heard
of examples where the Ministry’s advice was slow, failed tolrespond to'the complexity of the
transport system, had limited understanding of how'it would betranslated into delivery or the
most recent thinking on the subject matter. Thgse types of issues may have indirectly contributed
to situations in the past of Ministers seeking alternative transport policy advice (in particular from
NZTA) which has blurred roles and responsibilities around who ‘owns’ transport policy.

We also heard that the Ministry can téndtowards reactive advice, which pulls attention away from
advice on long-term significant issues facing thé€ transport system. We also heard that some
longer-term advice lacks the urgeficyand impléimentation focus expected by Ministers and
stakeholders. Stakeholders wanted to see'the Ministry lead on issues such as funding and revenue
sources, congestion chafginig and how'transport policy can support economic, environmental, and
social wellbeing.

Given the significant shifts required within the transport system, the Ministry needs to address
these issues tolift its ability tovipfluence and impact the transport system through its policy and
funding advice. To do this,iit needs:

e astrategicapproach to prioritise the matters its advises on, and the pace that it progresses
this advige

e subject-matter expertise to underpin its advice

e data and insights which can be used to tailor advice to respond to future challenges and
opportunities.
Along-term strategic approach should guide advising efforts

The Ministry should adopt a strategic approach to its policy advice. The system strategy signalled
in the previous section will help the Ministry understand the long-term direction of the transport
system and prioritise its efforts in the short-term. Aligning advice within a longer-term strategy will
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help the Ministry create the space it needs to make headway on longer-term high impact policy
issues.

Transport system funding is one of the most important longer-term high impact policy issues that
needs to be addressed to enable the shifts required from the transport system. The Ministry is
currently reviewing the revenue system over multiple years, with tactical approaches to enable
funding for immediate investment priorities. We were concerned to hear from stakeholders that
this approach is “too slow” causing them significant anxiety on how they will fund their
operations. The Ministry needs to be able to explain why its approach and pace on anissueisin
the overall long-term interest of the transport system.

The Ministry also needs to ensure that future focused advice accounts for implementation. The
Ministry’s approach to its work on emissions reduction (where it helped shape the Emissions
Reduction Plan, with a supporting Ministry-focused Action Plan) representsran example gf this
approach in action. We encourage the Ministry to build on this style of appréach.

Advice needs to be underpinned by subject-matter expertise

Subject-matter expertise is necessary to create influential adyice. The Ministry,needs to have
expertise in key areas such as market and network economiics;infrastructure,and data and
modelling. It also needs to access expertise in mega-trends su¢h as climate change and
technology disruption which can have significantlyimpact the transport system. The Ministry
needs to understand these trends and factor these-insights into'the work it prioritises and in the
content of the advice itself.

The Ministry’s high turnover is a limiting/factor to the Ministry’s mainly generalist policy staff
developing deep connections and experience withithe transport system. The Ministry also
struggles to access and retain speecialist.€xpertiSe (stch as skills related to infrastructure
investment). Solutions to these isSues - including system teams - are discussed in the workforce
development section of this report.

Systems teams (made up of staff fromiwithin the Ministry and from across the transport agencies)
could have a significantxole in addressing policy issues such as transport system revenue and
funding, the futtre of airports, and the future of ports given the complexity of these issues and the
capabilities that currently-lie outSide the Ministry.

Data and eviderice tQ Support good policy advice

Data and evidence are a key input into the Ministry’s policy advice. The Ministry appreciates the
importance’of this and has established foundational data ‘architecture’ to drive a system wide
knowledge hub approach. The development of MONTY (an agency-based modelling of how people
and businesses travel under different scenarios, to support better understanding the likely impact
of policy and regulatory decisions) is a positive step. The Transport Knowledge Hub and Best
Evidence Strategy are also strong foundations, and we also heard about strengths within its small
specialist data and evidence team.

However, we heard that data, evidence, and evaluation do not seem to consistently feature
prominently in policy processes and decision-making. There are Ministerial expectations for more
granular, quantitative data on system performance and value, including financial data, to
underpin more robust policy advice. High turnover limits the use of data and tools across the
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Ministry (as it takes time to train analysts in the available data, tools, and resources). We think
there are opportunities for better engagement between data experts and those working in policy
and other areas. The organisational operating model needs to support data integration through
training and upskilling, systems availability and a focus on building a strong culture around the
use of data and analytics tools.

There is also an opportunity for the Ministry to co-ordinate data that already exists in transport
agencies to provide an overall picture of transport system performance.? Presenting a single
authoritative view is a powerful tool to inform the Ministry’s own policy, and the efforts of Crown
entities and transport stakeholders. This data set could reflect the approach we currently see in
the Justice sector.

Transport advice needs to be integrated with related sectors

Transport plays a critical role in giving effect to economic and social outcémeés and this needs
wide engagement with other sectors. These key interdependencies with,othef systems are not
sufficiently developed. We heard that the Ministry is not involved, or insufficiently iavolved in key
discussions where it should be influential at the table. For example, inthigh-pirofile programmes
and reforms in the areas of housing, local government, education.and health,

The Ministry needs to have a clear understanding of their roleAvith respect to other systems and
have a clear approach to its participation and impactin these systems. This should include clear
mapping of the different reforms being undertaken-across goveknment and elsewhere in the
transport system and a clear approach to the engagement/f ‘atllevel’ capability to participate
effectively with their sector partners.

To be successful the Ministry needs a’breadth of cennections across multiple sectors outside the
transport system. This will requiresanfoutwardfoéusibuilt on good communications, relationship
management and networking skills. Strongerand more purposeful engagement in key areas
including housing and urban devetopment, local government, and the wider infrastructure
portfolios should be a prigrity.

Value-for-money

The Ministry has been looking maore deeply at its operations to identify potential savings. For
example, the 2023 Change Decision Document describes a shift in the ratio of
advisor/senior/pringipal'advisor roles to ensure balance between policy expertise and costs.

The other aspect ofialte is how the Ministry drives value within the system settings they manage
or influencesthr@ugh their policy advice. Here we heard some useful tools have been developed,
including.a Value-for-Money framework used for Budget bids in Budget 2022 (that the Treasury
provided it as an example of good practice).

There are significant opportunities for a greater focus on value-for-money in the Ministry’s policy
advice on competition and funding in the transport system, by better understanding market
dynamics and economics as well as competition policy. The Ministry can also add considerable
value by ensuring that the government is a smart purchaser and is receiving value-for-money for
the significant sums allocated to transport projects (this is covered in the ‘other core functions’).

% We provide further comments on this matter in the Data and Technology section.
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The Ministry’s role in leading the GPS on Land Transport is an area where it can drive further value-
for-money in the transport system. There have been attempts by the Ministry to do this, including
‘deeper dive’ reviews into activity classes within the GPS, but there is still further work to do, with
particular opportunities to bring greater data and evidence into the process.

The Ministry needs to take a systematic approach to position itself as an effective advisor to
Government on value delivered through system expenditure. This includes being able to show
connection to results and outcomes for the system. This same principle applies to other areas,
including Crown funded investment programmes and funding reviews of transport Crown entities.

Future focus

We recommend the Ministry focus on the following:

Identify and implement tools and processes to bring a future focus,n advice andgetahead
of future shifts in policy thinking in transport. To be successful in thésesareas the Ministry
may need to both broaden its talent pool and ensure access,to policy expefts in a wide
range of fields.

Prioritise and lead a system approach to data and analytics, building frem existing work
already underway, including Project Monty, the Tfapsport Evidence Base Strategy and the
Transport Knowledge Hub. This approach couldvineldde a 'transport data hub' that is
operated and shared across the whole tranSpoxt system/(but may or may not be inside the
Ministry).

Identify and commit to high priority poliey areas«equiring a system team approach (see
the workforce section). Possiblé areas for thisway of working include transport system
revenue and funding, the futuge of\airportsyand the future of ports.

Proactively engage with ‘other systems to ensure the transport system is aligned with other
sectoral strategies, reforfivprocesses and change e.g. local government, urban planning
and development, ysespurce management, health reforms.
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Core Function: Regulatory Stewardship

2. For each core function, how does the agency deliver value and make a positive impact
for New Zealanders?

3. For each core function, how does the agency demonstrate increased value and impact
over time?

What we found

Recent examples of the Ministry’s regulatory stewardship approach in action include the
development and implementation of the Civil Aviation Act 2023, and ongoing work to review and
update maritime legislation. Its stewardship efforts have been guided by the Transport System
Regulatory Stewardship Plan which set out the Ministry’s regulatory stewafdship approach from
2019t02022.%

Notwithstanding these examples, we heard of significant challengés acress the transport
regulatory system. Furthermore, we expect that trends such asitechnologicalidisruption will place
further stress and increase public expectations on regulatorfasystems. The Ministry has an
opportunity to adapt the way it performs its regulatory stewardship role to'meet these challenges.

We note that the Government has announced a new, gevernmentdepartment to be setup which

will assess the quality of new and existing legislationyas well as'‘consolidating regulatory quality
work across the public sector where appropriate T he creatien ofthe new department is likely to
impact on the proposed approaches to the Ministry’s régulatory stewardship role.

Regulatory stewardship efforts n€ed toe targatediand strategic

We consistently heard comments:that the transportregulatory environment is out of date, need
urgent reviewing, and is ‘neitheprenablingnor future proofed’. This aligns with the findings of the
Infrastructure Commissi@n;®

The [transpoft] regulatory systemirequires constant review from the Ministry [of Transport] and
renewal to'eope with emerging risks, shocks, and changes in technology. Some changes have been
made t0 the syStem in‘a piecemeal way. This raises the question of a risk of a lack of regulatory
system ceherence, limiting technology choices and a need from the Ministry to ensure that the
regulatory powers,are enabling and empowering.

We also heard that recent legislative changes have not been guided by a clear set of priorities. The
Ministry’s existing Transport System Regulatory Stewardship plan expired in 2022, and while a
new one isiCurrently in development, it has been delayed due to competing priorities. We lack the
informatioh te comment on the nature of the trade-off decisions, however it is concerning that this
key toolforregulatory stewardship was deprioritised.

The Ministry needs to adequately resource regulatory stewardship strategy and prioritisation
efforts given the breadth of the transport regulatory system and the Ministry’s limited resources.
The Ministry needs to understand future trends and work with regulators and regulated parties to

7 https://www.transport.govt.nz/assets/Uploads/Paper/Transport-System-Regulatory-Stewardship-Plan-
2019-t0-2022.pdf
2 Infrastructure Commission report on the State of Transport 2021.
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form a strategic plan which phases review efforts strategically. Effort should be targeted and
phased to leverage related reviews (e.g. reviewing driver licencing and road safety penalties at the
same time which benefits both reviews).

The Ministry needs to ensure clear roles and responsibilities across regulatory systems

Several interviewees described a lack of role clarity between the Ministry and regulators within the
transport regulatory system. One interview noted that wherever there has been this lack of clarity
there has also been duplication of effort.

We heard from some Crown entities that there is an opportunity for greater delegation of decision-
rights, with appropriate checks and balances in place. Currently, decision-rights in the Transport
regulatory system are set at high levels, causing bottlenecks in timelines and sub-optimal use,of
resources, including senior officials being involved in detailed regulatory work.

These issues significantly impact the effectiveness of the regulatory system Lack of clarity fisks
issues falling between the gaps, particularly where responsibilities aregplitacross various
agencies (examples include health and safety, and the regulation‘of'dangerousgoods which spans
all transport Crown entities and New Zealand Police). Decisiori-inaking bottlenecks are also a
concern given the rapid pace of technological development, and the speed that is required for the
regulatory system to respond effectively.

The Ministry should consider undertaking a regulatory'syStem review with a focus on clarifying
and defining roles and responsibilities. This wouldirequire work with the regulators to define the
best approach to deliver their respective regulatory roles andiresponsibilities, as well as the
location of decision-rights. The new regulatory stewardship'plan could be an interim step to help
by describing these roles and responsibilities of agencies'and setting out overall regulatory
priorities.?

Monitoring regulatory perfobmence is ctitical

As regulatory steward, thedMinistry can‘also look at how they can drive better reporting on the
transport system’s segulatory perforiiiance, in particular by supporting improvements in the
reporting undertaken by the transpert Crown entities. For example, a recent OAG report identified
the following @ppertunity in NZTA’s regulatory reporting: *°

The current suite'ef measures presents some useful information on how Waka Kotahi delivers its
regulatory functions. However, they do not present a clear view of how Waka Kotahi has improved
its performanceor the effectiveness of its regulatory functions. For example, it is unclear whether
the targets that are set relate to the number of compliance activities Waka Kotahi is resourced to
undertake or whether the level of activity is appropriately benchmarked for a regulator of its
nature:

As monitor, the Ministry can influence the performance information Crown entities report on so
that they provide greater insight into regulatory performance. These insights, supplemented with

2 A fundamental machinery-of-government style review of roles and responsibilities across the transport
agencies may be necessary to fully achieve an effective and efficient regulatory system. This consideration
however is beyond the scope of this Capability Review.

% Transport Sector: A Case Study in Sector Level Report, Office of the Auditor General, 2023 Transport
sector: A case study of sector-level performance (oag.parliament.nz
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transport system wide performance measures such as the ones used to monitor the Transport
Outcomes Framework, need to be shared across the Ministry and integrated into policy and
advice. The Ministry could look at developing, with the relevant transport Crown entities,
performance frameworks for the different regulatory systems that enable meaningful reporting on
regulatory system performance. Such frameworks would set out the objectives of the system, and
what performance information is being reported and by whom. Through regular reporting the use
of such frameworks would provide insights for the Ministry and other agencies to improve
regulatory systems as well as support public accountability (through more meaningful reporting
to Parliament and the public).

Value-for-Money

The Ministry’s existing Regulatory Stewardship Plan describes how value-for-money is driven
through cost benefit analysis in Regulatory Impact Assessments, and across the Ministry By
coordinating regulatory changes. However, Crown entity comments abeutroleduplications.and
decision-making bottlenecks (as minor decisions take longer and cambe’Caught in‘a bottleneck of
limited senior official and Ministerial availability) suggest that thefexare greater.oppertunities to
drive value-for-money.

Future focus

We recommend the Ministry focus on the following:

e Ensure regulatory stewardship activities —patticulagly'these’related to strategic planning
and prioritisation of stewardship effdxts —jare resoureed and prioritised. This should
include finalising the new Transpent System Regulatory Stewardship Plan and ensuring it
sets out a review programmemwhich provides suitable assurance on the health of the
transport regulatory system:.

o Work with regulators@nd regulated parties to undertake a regulatory system review, with
a focus on options'to clarify roles and.responsibilities. This includes clarifying where gaps
may exist, addressing/duplication, and ensuring that decision-making is set at a level that
ensures effective operatieniof the system (provided suitable check and balances are in
place).

o  Work with the TransSport Crown entities to establish clear performance frameworks to
understand,asséssiand monitor the performance of transport regulatory systems, with a
focus on connecting the performance of the transport regulators to the overall
performance,of the transport system.
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Core Function: Advice and Assurance on Long-Term Infrastructure
Investment

Question Rating

2. For each core function, how does the agency deliver value and make a positive impact
for New Zealanders?

3. For each core function, how does the agency demonstrate increased value and impact
over time?

What we found

The Ministry needs to help ensure that transport infrastructure investment is effective,
sustainable, and aligned with government priorities and long-term strategic objectives.*}We
comment on two primary aspects of this role below. We note thatin late2023 the Government
announced its intention to establish a new National Infrastructure Ageney, Ohce that agency’s role
and functions become clearer the Ministry’s role may change.

Guiding and prioritising a nation-wide transport investmefit gipeline

The Ministry needs to provide a nation-wide view of the invéstment that is in the current pipeline
and help identify gaps and opportunities to phase and target investments to realise transport
system objectives. As some stakeholders raised with us,there also needs to be a focus on asset
maintenance and replacement.

In some respects, it does this well. It haseffectively supported Ministers to develop a GPS on land
transport, which has been a successful [everfor prioritising NLTF investment towards strategic
outcomes. However, we did not see‘thie Ministry playing a consistent leadership role in aligning
investments both within the transpoft system and with related systems (e.g. urban development).
We also heard that the Minjstry’sinvestment advice was sometimes viewed by transport
stakeholders as slow, cumbérsome, and.a ‘handbrake’ on delivery.

To overcome these/hallenges, the Ministry needs to position itself as a strategic purchaser and
advisor on procureément for government investment in the transport system. It needs to be able to
confidently supportMinistersithrough trade-off decisions, as well as assess the delivery readiness
of different investments. The Ministry may need to secure specialist expertise. For example, it will
need people that can engage with the infrastructure market and can advise on this area.

Providing @uthoritative assurance of transport investments

With the.increase in direct Crown funding for transport investments, the Ministry has had to
assume a more active role in developing and providing oversight of major investment
programmes. We heard concerns about this role - particularly for infrastructure mega-projects -
with stakeholders highlighting that the Ministry lacks the necessary technical capability to be an
effective participant at the delivery and governance level.

3 Funding these investments is another important dimension of assuring transport investment. We consider
this aspect separately under core function policy and funding advice.
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Chris Nees
Do the reviewers have a view on whether the balance is right? - Much of our role and advice has been to make clear the trade-offs and implications of investment decisions.
This does not necessarily align with the priorities of delivery agencies and there will be natural tension in the system as a result..


For the Ministry to effectively undertake this role in the future, it will need to clarify and strengthen
its assurance of infrastructure mega-projects and investment programmes. This needs to be done
in ways that align with its principal advisor and purchaser roles so that it can provide assurance to
Ministers on delivery against benefits, scope and cost parameters. The Ministry will also need to
maintain clear independence and differentiation between its assurance role and its role in
monitoring Crown entities.

From an assurance perspective, the Ministry needs to have the necessary capability to effectively
assure that delivery agencies have the right governance, quality assurance, and benefits
realisation systems and processes in place. This assurance function needs to work closely with its
monitoring and policy advice functions. When issues arise, the Ministry needs to be able to
effectively engage to ensure issues are being effectively managed.

Value-for-money

The Ministry relies heavily on contractors and consultants to source the technical expertise
needed to provide investment advice and assurance. The Ministry will heed to censider the
potential opportunities to base some of these skills within the Ministry. It sholld also explore how
it can better utilise existing capabilities within the transport£rown entities.to reduce its
outsourcing and contracting costs.

We heard of significant opportunities to drive better %alue-for-mongey,inthe transport
infrastructure system, which the Ministry can help.realisé through its assurance role for
investments, and through its advice on system settings. Transport infrastructure stakeholders
commented that decision-making on new developments, planning processes, and limited
contracting and competition within thefinfrastructuredelivery market all drive increased costs.
One key opportunity is developing a’pipelirie of inViestment, to ensure that funding is provided for
infrastructure with the greatest penefitsThe Ministry has an opportunity to work with Crown
entities and the private sectogto understarid andihelp address these cost drivers.

Future focus

We recommend the'Ministry focus on the following:

e Build a'strategic national view of transport investment needs, which enables effective
prioritisation, includingvalue-for-money.

e Clarify the Ministry’s assurance role in mega-projects and infrastructure investment
programmes‘to’ensure it is aligned to its principal advisor and purchaser roles. The
Ministryg@hould provide assurance to Ministers on delivery within its purchaser role, with a
particular focus on the management of project benefits, scope, and cost parameters.

e ‘Develop the required specialist expertise, to be able to confidently support Ministers
through trade-off decisions, as well as assess the delivery readiness of different
investments, set within the context of priorities informed by a clear transport system
strategy.

e Consider the opportunities to base some of the technical assurance skills within the
Ministry and how it can leverage capabilities within the transport Crown entities to reduce
its outsourcing costs.
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Core Function: Crown Entity Monitoring

2. For each core function, how does the agency deliver value and make a positive impact
for New Zealanders?

3. For each core function, how does the agency demonstrate increased value and impact
over time?

What we found

Following the 2018 regulatory failure, the Ministry’s monitoring relationship with NZTA was
independently reviewed. ** This review resulted in changes to the Ministry’s monitoring with a
clear and well-articulated approach, supported by mature relationships across the entities atboth
a board and chief executive level. We heard from Crown entities that this @pproach had a‘positive
impact.

However, we heard that since then the Ministry had moved towardsia more compliance focused
monitoring style, rather than working with, and through the beards, to ensure performance and
delivery. We were encouraged to hear of recent efforts to shifténonitoringaway from a compliance
focussed approach. The Ministry needs to continue this werk,so its monitoring is purpose driven,
built from a rich source of data, evidence, information and intelligenee, and focussed on
supporting improved performance and delivery.

Monitoring should be undertaken in a collab@rative and purposeful way together with and
through the Crown entity boards. Thereshould be a clear annual programme aligned with board
assurance processes and an agreed understanding on key focus areas. The Ministry should
leverage Board monitoring processessupplemented,by areas that it deems a priority. The
Ministry’s advice on Crown entities” Capability abhd performance needs to deliver strategic value
and assurance to Ministers,

Building a two-way relotibnshipwith Grown entities

The Ministry needs,effective working relationships with the Crown entities. Crown entity board
chairs and seniiorleaders acknowledged the importance of the Ministry’s governance and
monitoring roless They,also fieted that there will always be an element of constructive tension in
the relationship.

Many thought these rélationships would be stronger if the Ministry made further efforts to
understanditheir entities’ context, challenges, and direction. There is strong demand from the
Crown entitiés for the Ministry to bring a wider system perspective to its monitoring role and that
this needs to be clearly integrated alongside the oversight of the Crown entities’ capability,
delivery, and performance. They wanted to see the Ministry support boards to drive transport
Crown entity performance in line with wider transport system objectives.

32 Review of the Ministry of Transport’s monitoring of the New Zealand Transport Agency’s regulatory
performance; Martin Jenkins; August 2019, see Review-of-the-Ministry-of-Transports-monitoring-of-the-
NZTA.pdf
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Please explain if this is widespread or the view of a few?


We think the Ministry needs to build an increasingly two-way relationship. The Ministry needs to
present transport system context to guide the Crown entities, and in return, the Ministry needs to
draw on Crown entities perspectives to shape system policy settings and help manage constraints
to delivery and performance. The Crown entities themselves have important context to
understand the overall performance of the system and these insights can be better leveraged.

Supporting good Crown entity governance

Appointing board members is one of the key strategic levers Ministers have to influence the
direction of Crown entities and operation of the transport system. The Ministry has a significant
opportunity to influence the transport system by advising on transport Crown entity board
appointments.

The Ministry needs to leverage its role to ensure Crown entity boards continue building the
capability and skills needed to effectively govern within the changing andidyhamic context'they
operate within. This role needs to be owned and led by senior leaders in theWinistry. Thissincludes
advice on ensuring board skill mix is commensurate with the challenges,the sectorfaces, building
a board that complements the monitoring and assurance role of the Ministryfand one which
continues to upskill and develop to meet new challenges.

Integrating monitoring with other Ministry functions

Insights generated from monitoring activity needs towbeéffectively shared across policy, data, and
finance functions within the Ministry. This helpswalign high lévehsystem settings with delivery
information which is often held by Crown entitiessHowever, Crown entities commented that they
are often ‘joining the dots’ between those involved innmonitoring and other work underway across
the Ministry. The Ministry needs to fiid ways to drive these connections between monitoring and
the wider organisation, such as processes for information sharing, wider involvement in projects.

Value-for-Money

The independent review of the Ministry’s monitoring function in 2019 did not identify resourcing
concerns. We think this,will continuéte'be the case going forward.

The more significantwalue-for-money dimension lies outside the Ministry, in the way that its
monitoring activities drivessbettér investments and service delivery across the transport Crown
entities. There will be.inereasing need for the monitoring to focus on expenditure through
investment prograrmmes (in terms of outcome delivery for investment), assessment of value
through fundipg reviews, and the value from Crown entity spending. To undertake this role, the
Ministry will'need to ensure it has the data to support understanding cost drivers, and the
capabilitys(ifncluding financial capability) to use it.

Futurefotus
We recommend the Ministry focus on the following:

e Embed a monitoring framework to ensure a clear monitoring approach that enables
strategic and insightful advice on entity governance, capability and performance.

e Ensure the Ministry’s monitoring function uses a clearly defined approach for assessing the
capability and performance of the transport regulators, and that implementation of this
approach is led alongside policy teams and those with domain expertise. Intelligence and
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Anastasia Lagoutaris
We agree we need to clarify and improve our monitoring role, however, we are not clear on what you envisage here.�
What would a "wider system perspective to the Ministry's monitoring" role look like practically?

Chris Nees
We think this statement needs to reflect the fact that we are doing this role.


insights from external stakeholders, alongside robust performance information, should
inform this approach.

Work with the Crown entity chairs to ensure clarity of understanding of the monitoring
function and how the boards can assist the Ministry to discharge its statutory duty and
ensure a focus on transport outcomes.

Build a stronger value-for-money focus within its monitoring approach to ensure
investment managed through Crown entities is effective, efficient, and well aligned against
transport system priorities.

Ensuring staff undertaking the monitoring of Crown entities have the processes,
mechanisms and expectations to stay better connected across the Ministry, particularly
with the policy and data and analytic teams, and with external stakeholders and groups
that can provide important perspectives and insights on the capability and performance of
the entities.
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Capability

This section provides a targeted consideration of each element of an‘agency’s
capability. It considers the readiness of each capability to suppert the fdture
contributions expected of the agency. Ratings and rating justifications are.provided,
along with future focuses which identify factors which,could impact ‘eapability over the
time frame of the Future Excellence Horizon.

In this section:

e Leadership, Culture, and Direction

e Collaboration and Delivery

e Workforce

e Public Finance and Résource Mapagement.



Leadership, Culture, and Direction

Purpose, vision, and strategy
6. What is the agency’s capability to develop and articulate a relevant and
aligned purpose, vision, and strategy to staff and stakeholders?

7. What is the agency’s capability to consider and plan for possible changes
in its purpose or role in the foreseeable future?

Leadership and governance

8. Whatis the agency’s capability to exercise relevant system and sector
leadership roles?

9. Whatis the agency’s capability to implement and adapt'governancé
arrangements to support effective organisational performance and
delivery?

10.What is the capability of the agency’s senior leadership team to'provide
collective leadership and direction and to implement.change?

Values, behaviour, and culture

11.What is the agency’s capabilityto develop andpromote the Public Service
and organisational behaviqdrs, values and culture needed for the agency
to succeed?

Continuous improvement
12. What is the agency.’s capabilitysto encourage, use, and learn from
evaluative@gctivity?

13.What isithe-agency’s‘capability to report, monitor and use performance
information?

Future focus for: Leadership, Culture, and Direction

To improve,the Ministry’s leadership, culture, and direction capability, we recommend the
Ministrys

e Update the Ministry’s purpose statement to align itwith its system leadership and
stewardship responsibilities. This updated purpose statement will need to be reflected in
the Ministry’s organisational strategy, operating model, funding and governance, and
culture.

e Undertake work with staff to identify, describe and promote the culture the Ministry needs
to be an effective system leader and steward (e.g. proactive, outward focused and
resilient).
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Again we disagree with the role you articulate here


¢ |dentify opportunities to enhance its monitoring and evaluation capability so that the
Ministry can more consistently evaluate the value and impact of policy changes, and
system investment.

Purpose, vision, and strategy

We heard from Ministry staff that they believe in the Ministry’s work, appreciate transport’s links to
economic and social wellbeing, and are committed to public service. Similar comments are also
reflected in the Ministry’s latest engagement survey, and staff engagement during the Ministry’s
recent 2023 change management process.

We see an opportunity for the Ministry to update its purpose statement to build on the positive
views of its staff. The Ministry’s current purpose statement® is quite generic and could apply to
any number of agencies and interviewees commented that it does not help to motivate staff-The
Ministry is aware of this, and we are encouraged to see that the 2023 Change/Decision Doeument
signals an updated purpose statement as an upcoming piece of work.

As it progresses this purpose statement update, the Ministry shouldengage carefully,with Ministry
staff, transport agencies, and transport system stakeholders. Jtsshould also reflect the Ministry’s
clarified transport system leader and steward role (a priority action which\wécover in the primary
function section). Once the new purpose statement is in placesthe Ministry will need to ensure it is
integrated in its organisational strategy, operating model} funding.and governance, and culture.

Strategy

The Ministry’s opportunity to lead the sector in'sépporting a system wide strategic planning
process is covered in the transport system leader and'stéward core function. Internally, the
Ministry has a cascade of internal ofganisational.strategies and plans, including its strategic
intentions, output plan, and busingss planning, to=align its annual planning process to longer-term
objectives and Government priorities. As the Ministry starts to develop the system level vision and
priorities, these will needtolink into and drive internal Ministry strategy and planning processes.

Leadership and gov®ernance

Many staff commented positively about the accessibility of the senior leadership team, which
reflects the Ministry’s flatistrueture and small size. Interviewees also commented that having a
relatively new Chief Executive provides an opportunity to refresh the Ministry’s leadership
approach.

As discussed. il the system leadership section, the Ministry’s senior leadership needs to be
outwards focused to fulfil its system leadership role. We heard that the relationship between the
Ministry’s leadership and other transport system leaders has been inconsistent and at times
difficultjwhich can be due to issues of trust on both sides, and this has reinforced an internal
focus. To be a successful system leader, the Ministry needs its leaders to have an outwards focus
and take a collaborative leadership approach - as we heard from one transport stakeholder:

* The Ministry’s current purpose statement: Hapaitia ana nga tangata o Aotearoa kia eke Enabling New
Zealanders to flourish.
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“The Ministry needs to do collaborative leadership consciously and be trained how to do it
as it is not something that is done naturally. It's an entirely different way of approaching
things and they need to develop those skills and competencies.”

Through this leadership approach, the Ministry will be able to align transport agencies more
effectively with transport strategies and government priorities, while also holding them
accountable for performance. The Ministry’s senior leaders will also need to be comfortable
leading through influence, have strong relationship management skills and be resilient to work in
a sector which can involve robust relationships.

Developing collaborative leadership will involve recruiting and building the right cultural fit at a
senior level, based on a clear target culture. Training and development will be important to
building and refining collaborative leadership capability. The Ministry will also need to, as well as
receiving regular feedback from the transport system to test and refine the,approach. An
operating model based on collaborative leadership also needs to balancécollaboratingwith
agencies, while preserving the independence of the Ministry in undertaking monitering and
assurance of performance.

There is an opportunity to improve the effectiveness of trospestsystengeyérfiiance
arrangements

The lack of clarity around the Ministry’s system leadéship role creates challenges for the
effectiveness of the current transport system governance structures!For example, while the
Transport Sector Leadership Group of transport ehief execitives,provides a useful forum for
discussion and sharing information, we heard it.does net.have'the substance of decision-making
that similar groups have in other sectors.

The Ministry has already identified.thé opportufities;to improve its support for system governance
through its 2023 change process=Weencourageithe Ministry to review this area to help improve
the effectiveness of governangearrangements.,

Values, behaviour,andigulture

The Ministry has aigo0d, culture to'huild from. Staff commented positively on the Ministry’s culture
and the way thieyaretreated, that they felt respected, and that the Ministry’s flat structure gave
easy access to managers.

However, we also heardgrom staff that the culture and behaviours can be inward looking and
insular with what semetimes comes across as a paternal approach towards transport Crown
entities. Stakehglders told us that the Ministry tends to default to the Ministry’s statutory levers,
rather than‘a’softer collaborative approach. Our impression is that the Ministry’s staff can and
often do work in an outward focused way with their counterparts in the transport Crown entities,
but issues and tensions have arisen at more senior levels.

To effectively lead the transport system, the Ministry will need to shift from seeing itself as a ‘small
policy agency’ with an internal focus to system leader and steward with an external focus. This
requires building a culture that is outward focussed, relationship based, collaborative,
constructive, mutually trusting, and open to new and alternative ways of thinking and is prepared
to surface conflicting ideas.
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Feedback suggests that recent senior leadership appointments have helped shift to a more
external focus, but more is needed if the Ministry is to raise its leadership impact across the
transport system. We encourage the Ministry to seek to take more responsibility for the whole
system, let go of aspects of its current operating model and embrace the collaborative leadership
approach that a ‘system focus’ requires. The Ministry’s culture, recruitment and workforce
development will also need to align and support this shift.

As previously noted, there is an opportunity for the Ministry to work with the transport sector,
Crown entities and central agencies to take a wider view of and approach to identifying and
deploying talent across the system, including into the Ministry.

Continuous improvement

The Ministry has an experienced evaluation and research team which has good relationships
across the transport system and related systems and produces valuable system insights.Twg of
the most valuable system level initiatives include:

e Transport Evidence Base - Ensure the right data, information, research-and‘evaluation is
available for decision-making and that there is an established culture of evidence-based
decision-making.

e Transport Knowledge Hub - Connects people/acrossithe transport system and promotes
the sharing of transport data, evidence, knowledge, research,'capabilities, and ideas.

An Office of the Auditor General (OAG) case studyontransport sector reporting* found that the
Transport Outcomes Framework and accompanying indicators and reporting means the transport
system is advanced in its approach to setting outcomes and being held to account for its
performance.

These aspects are encouraging, and we heard,that the Ministry has a strong programme of
evaluation activities undegvay to'support'policy improvement. However, external stakeholder
expectations are high and afe not always'met. Some stakeholders want to see the Ministry
undertake and publish,moré evaluations of implemented policy. Some were concerned that the
Ministry did not always follow through with committed evaluations, and that post implementation
monitoring was limitéd.

We also agree with the‘'QAG which identified an opportunity for the Ministry to more clearly
connect its performance framework and intervention logic - as it sets out in its strategic intentions
- with the system levelteporting it currently provides on the outcomes framework. The OAG also
said that while'the wide range of transport sector strategies, plans, initiatives, and programmes of
work areoften individually linked to the transport sector outcomes, there is no integrated account
of howithese strategies and plans “fit together” in contributing to common outcomes. This makes
it difficultto understand how the sector intends to achieve its broad outcomes and how progress
will be assessed and reported.

Alongside this opportunity, the Ministry should continue leveraging the relationships, expertise,
and resources of the wider transport sector. This outreach is critical given the Ministry’s size and

*Transport sector: A case study of sector-level performance (oag.parliament.nz).
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the breadth of the transport system. We understand that the Ministry is currently improving the
Transport Knowledge Hub by reducing administrative overheads, and improving the way that the

Ministry accesses the transport agencies’ research capabilities. It should continue this work and
look for similar opportunities.
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Collaboration and delivery

Customers, clients, and citizens

14. What is the agency’s capability to understand customers, clients and
citizens’ medium and long-term needs, and using these to innovate and
drive better experiences?

15. What is the agency’s capability to employ service design, continuous
improvement and innovation in developing its services?

16. What is the agency’s capability to be open, transparent, and accessible in
actively engaging with stakeholders and citizens?

Maori-Crown Relationship

17. What is the agency’s capability to develop and maintain its engagement
with Maori and to understand and incorporate Maofi perspectives?

Operating model

18. What is the agency’s capability to develop.and adaptan operating model
to support delivery of Government priorities and itscore functions?

19. What is the agency’s capabilitysto evaluate'service delivery options?

Partnerships and external engagement

20. What is the agency’s cdpability'to'eontribute to the success of the agency’s
wider operating systefn(s), including collaborating with partners and
providers?

21. What is thie agenhcy’s capability to manage its context with external
stakeholders andithe public?

Future focusfor: Collaboration and delivery
To improve theMinistry’s collaboration and delivery capability, we recommend the Ministry:

. Imﬁrove its ability to understand the views of citizens and reflect it in advice. It can build
this'from the expertise of delivery focussed agencies such as NZTA and the Ministry of
Social Development (MSD).

o Develop astronger and deliberate connection to and understanding of transport system
users, operators, designers and asset owners and integrate these perspectives the
Ministry's advice.

e Continue initiatives to develop the Ministry’s Maori Crown relationship capability,
including how it can be used to enable and support better policy development (for
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example in recognising Maori perspectives) and system monitoring (including
understanding how well Crown entities are engaging with Maori as part of their work).

e Once the Ministry has clarified its role as system leader and steward, it should consider all
elements of its operating model. It needs to be able to respond to Ministerial priorities
alongside the Ministry’s role as system leader and steward.

e Review the use of contractors and consultants with the objective of finding opportunities
to rebalance its reliance on them. The relevant Government procurement guide to
contractors and consultants could be adapted and extended to use as the reviewing
framework.

e Review the current stakeholder engagement framework to ensure it is strategic and
sustainable.

e The Ministry needs to foster a collaborative leadership approach thatis based on
engagement and strong relationships with the transport system,

Customers, clients, and citizens

The Ministry does not have clients or customers in an operational.sense beeause’it does not
directly provide services to the public beyond running palicy consultation processes (some recent
examples include its engagements with the public onstheClean CariRebate Scheme). Its
frameworks for guiding these processes and wide publiceéngageémentsare fit for purpose.

However, we heard that -Ministry sometimes strugglesto.action others' views and stakeholders
commented that Ministry staff were often willingto listen.to their views but were then frustrated
when the Ministry failed to translate thése views intoaction. This may in part reflect an inward-
focused culture which was similarlyéhoted'in the Ministry’s 2018 Performance Improvement
Framework Review. We heard frdm.staff new to the-Ministry that its approach to policy is more
“inside out” rather than “outside in?*when/compared to other public agencies they had worked in.

The Ministry needs to growsits ability,toyproactively understand citizens experiences and
expectations and reflect these views-injpolicy advice. Improving its citizen lens will help it better
understand issues;such,as the distributional impacts of transport system settings, transport users
wants and needs; and consimer behaviours. The Ministry can effectively do this by accessing and
leveraging the expertise in transport Crown entities (such as NZTA) and agencies (such as MSD)
that work closely withrthe public on policy matters.

The Ministry also needs'to support the Crown entities in the transport system to implement
moderniseddigital solutions that will provide efficiency benefits as well as enhanced customer
experience.

Maori-€reWwn Relationship

The Public Service Act requires the Ministry to develop and maintain its capability to engage and
understand Maori perspectives. Staff and leadership are interested and enthusiastic about
building their Maori capability, while appreciating the size of this challenge for the Ministry.

We were impressed by the Ministry’s Kahui group, which was established to provide a te ao Maori
perspective on policy work. This is a high calibre group, and we heard that its input is sought and
valued across the Ministry.
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Anastasia Lagoutaris
We think you need to recognise that we are ultimately giving effect to Ministers views, not stakeholders.�


The Ministry has also taken action to help build its cultural capability through Hei Arataki | Ministry
of Transport Maori Strategy. This strategy outlines how the Ministry will improve transport
outcomes for Maori through better engagement with Maori. The strategy’s immediate focus is to
develop staff cultural competencies to better engage with Maori and understand their
perspectives.

Notwithstanding these positive steps, there are significant challenges and stakeholders described
the Ministry as not being mature in its Maori Crown relationship capability. Only five percent of
staff responded that they had a comprehensive understanding of the Hei Arataki strategy at the
time of the 2022 staff engagement survey and senior leadership also had just a modest
understanding of the strategy. Senior leaders will need to increase their understanding of the
strategy, and also champion it to improve its influence across the Ministry.

The Ministry has recently appointed a Director Maori which should help to drive the work’needed
to address the capability gap it has in the Maori crown relationship. It iscriticabthat thesMinistry
supports this role, as expectations may exceed what is realistic of oné,person to achieve.

To lift the cultural capability of its staff and senior leaders, the Ministry should also continue to
implement Hei Arataki, including identifying the areas wherelimproved Maeri Grown relationship
capability will have the greatest impact on its work. Thesé areas are likely t6 include developing
the capability to enable Maori perspectives to be reflected infelevantpolicy advice, and having
the capability to understand how well the Transpoft,Crown entities'are engaging with Maori in
their work (as they have a more direct engagement fieed).

Operating model

One of the Ministry’s most significant«challenges will he.adapting its operating model to support
its role as system leader and steward¢We'thinkdtineeds to develop an adaptable two-speed
operating model so that it can simtltaneously réspond to the government of the day while taking
a longer-term intergenerationabapproachito the transport system.

Due to the lack of clarity afound the Ministry’s leadership and steward role, the current operating
model s in a state of flix ahd the\Ministry struggles with its various identities as policy shop,
system stewardsand investment delivery assurance agency. We think the current operating model
is mostly focusedon dischargingstatutory roles, rather than assuming responsibility and
leadership for the transport’'system.

As a first step, the Ministry needs to clarify its transport system leader and steward role, and then it
should use thig'clarified role to help shape its operating model (see primary function system
leader and@teward). Without pre-empting the results of this process, we expect the future
operating'model to feature:

e Strongfocus on engagement skills and the capability to operate in a relational and
collaborative manner.

e Monitoring and assurance processes that are robust enough to both influence delivery
and enable the transport Crown entities to focus on their core roles.

e Processes and policies that reinforce and enable its system leadership role across the
organisation (including recruitment and performance management).

e Culture and behaviours which support an outward and collaborative approach.
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e Ability to proactively engage and mobilise the sector through natural disasters and
national crises, similar to the Ministry’s leadership approach during COVID-19.

Strategic use of contractors and consultants

The Ministry’s current resourcing model relies on buying in external expertise as contractors and
consultants. Due to the small size of the Ministry’s workforce, its ratio of consultants to staff is one
of the highest in the Public Service. This may be appropriate given the specialised skills - such as
finance and infrastructure invested related expertise - that the Ministry requires to fulfil advising
and investment assurance functions.

To respond to Government policy, the Ministry needs to consider how it can better use contractors
and consultants effectively, efficiently, and sustainably. The Ministry should focus on building
sufficient internal expertise to effectively engage with these contracted experts - “enoughtoknow
what it should know” as one stakeholder commented. There needs to be&ufficient internat
expertise to be able to judge the effectiveness and value-for-money of contracted partiessThere
may also be opportunities to better leverage the specialist skills that exist within the transport
Crown entities (e.g. secondments of investment management and assurancelexpertise from
delivery agencies such as NZTA).

We are confident in the Ministry’s ability to adapt itsopergting medel

During the COVID-19 pandemic, the Ministry adaptediitsoperating model to work more closely
alongside the transport sector, engaging in realtime to ensdire efféctive support for the
government’s COVID-19 response. This required a'significant ehange from the Ministry’s
traditional mode of operating. This capability to adapt will serve the Ministry well as it refocuses
its operating model around its systerm leader and steward role.

Partnerships and external ehgdge€ments

Many stakeholder interviewees‘wéere positive about the engagement approach of Ministry staff:
they are open and willingt0 listen. Stakéholders were particularly positive about the Ministry’s
engagement during/COVID-19, comifienting that the Ministry stepped up and out with the sector,
and was proactivepcurious, and engaged. The Ministry’s stakeholder insights report indicated that
interactions between the Ministry and the system “are respectful and the intent and purpose of
the Ministry’s ambitions capfiot be faulted”.

The Ministry undertakesia biannual stakeholder evaluation process which includes a wider
stakeholder sufvey'and in-depth interviews with key senior stakeholders. This is a good process
which providesich information and insights on the Ministry’s engagement with its stakeholders
and the,epportunities for improvement.

Opportunities to better partner and engage with transport agencies and stakeholders

The Ministry would benefit from a more collaborative approach to its engagements. As previously
noted, some of the stakeholders we met described their relationship with the Ministry as ‘parent-
child’ like, rather than as equals or partners. The most recent stakeholder evaluation (July 2022)
noted that Ministry-Crown entity relationships are ‘sub-optimal’ featuring non-strategic and
disjointed interactions (for example, seeking input and co-design on policy in an inconsistent
way).
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You need to recognise that the COVID model was completely unsustainable outside of an emergency context


The Ministry also needs to address staff turnover as several interviewees commented that the
Ministry’s revolving door of new staff makes it hard to develop and maintain meaningful
relationships. Some stakeholders also observed that in formal cross-sector engagements (e.g.
cross-agency meetings) the Ministry’s representatives often lack the experience and authority to
contribute meaningfully to the discussion which may be a consequence of high turnover.

Stakeholders also signalled their desire for faster, earlier and more meaningful engagement on
policy issues. We heard the Ministry’s approach to engaging on policy can be seen more as
communication rather than consultation. When the Ministry consults, it can and sometimes does
undertake a good process of seeking feedback, but we also heard that some stakeholders thought
the Ministry did not always reflect or consider the feedback they had provided.

How the Ministry can improve its partnership and engagement capability

The Ministry’s success as a system leader requires it to lift its ability to wotkwith transport
agencies which is achieved through partnership and engagement. As stated‘above; the Ministry
needs to foster and build a collaborative leadership approach thatds based on ehgagement and
strong relationships with the transport system.

It should seek ways to implement more co-design and colldbotation processesfor key products
where appropriate. Engagements should be proactive,eatly in policy processes, meaningful, and
feature regular updates about current and upcoming'engagements,aeross the transport system.
The Ministry also needs to be clear about the purpeseiof engagement, and capacity in which it is
engaging (what ‘hat’ the Ministry is wearing = pafticularly whenengaging with transport Crown
entities). The pace of engagements (particularly=policy censultations) will need to align with
stakeholders and Ministerial expectations.

When thinking about these shiftsytheiMinistry should build on what has gone well. Stakeholders
commented positively on the way'that the Ministry engages within the Auckland transport context
and would appreciate a similarapproach more broadly. We also heard favourable feedback from
stakeholders who participated'in the early stages of principles-led design projects e.g. the freight
strategy and the Civil’Aviation Bill:

Building the subjectimatter expertise of staff and addressing staff turnover will also play a
significant role\ifh improving this®Capability. Solutions to these issues are discussed in the
workforce developmentsection.
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Workforce

Workforce development
22. What is the capability of the agency to develop its people (including its
diversity and leadership)?

23.What is the agency’s capability to anticipate and respond to future
capacity and capability, and how are they organised to meet demand?

Performance focus
24. What is the agency’s capability to promote and develop a highwerforming
workforce?

25. What is the agency’s capability to manage or improve performange-thatis
not meeting expectations?

Workforce engagement

26. What is the agency’s capability to maintainypoSitive and effective
relationships with its employees, empleyee networks, and unions and
other groups?

27. What is the agency’s capability:ito develop andimaintain a safe, inclusive,
and engaged culture and werkforce?

Future focus for: Workforce

To help the Ministry buildthesvorkforce'capabilities necessary to delivery on its Future Excellence
Horizon, we recomyend the Ministry focus on the following:

o Identify the Ministry’s immediate talent gaps in technical, system change, and system
leadership skills andileverage existing transport sector talent to address these gaps. Work
with transport:Crown entities and Central Agencies to access existing talent through
processes such as system teams and two-way secondments.

e DevelOpa strategic people plan which addresses recruitment, retention, leadership
development, talent acquisition, and performance management. The plan will need to
have a focus on understanding and addressing the drivers of turnover, and how it can lift
fts'fecruitment brand to attract the talent the Ministry needs.

e Align organisational leadership capability to support the increased focus on the Ministry’s
system leadership role. This means taking opportunities to develop and recruit people
with the strategic and relationship skills to drive sector performance.

e Continue work already underway to create a workplace that is diverse and attracts staff
and management from different backgrounds.
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Chris Nees
Can you identify any sectors where this has occurred as a model for us?  It is extremely difficult to get these arrangements in place


Workforce development

We heard that the Ministry is a good place for new staff to develop their skills. Its small size means
it provides its people with a wide range of interesting work, compared to other larger agencies,
and several development courses are available for staff and manager. The Ministry prepares
regular workforce reports for the senior leadership team which helps them strategically manage
the Ministry’s workforce. These reports cover key quantitative and qualitative information on
workforce issues and opportunities, including turnover, recruitment, leave management, and
health and safety.

Addressing high staff turnover

The Ministry has faced a staff retention issues for the past several years:

e Itsturnover has been consistently higher than the Public Service average rate fot the past
eight years, with the 2023 staff turnover at 26 percent (compared t6 thé Public Service
average of 17 percent).

e Atthe time of this Review, approximately 65 percent of staff had beeh at the Ministry for
less than 2 years, with average staff tenure of 2.7 years{eemparedte,ni€an departmental
tenure of 8.2. years).

e The most recent staff engagement survey (July 2022) indicated that at that time over 40%
of staff intended to leave the Ministry withinthe nextd 2umonths.

High turnover is a significant challenge for theMinistry as it limits the experience and expertise of
its workforce impacting all Ministry fungtions, including'its ability to influence and engage
effectively and provide influential policy advice. CutrentMinistry experts are also diverted towards
training and upskilling the constant iaflux of néwstaff. High turnover also limits the Ministry’s
ability to build deeper relationships with transpaert system stakeholders.

The Ministry’s exit questionnaites suggest thiat remuneration opportunities (within and outside
the transport sector) and limited upwardwpportunities are the key drivers for staff leaving. It
could be difficult for theinistry to significantly impact either of these drivers. The Ministry may
have some ability totarget pay towards critical roles, however, this would not address general
dissatisfaction With remuneration. Similarly, the Ministry’s flat structure means there are limited
leadership opportunities afd challenges in managers wide span of control, however staff like the
flat structure for itsieasysaccess to senior leaders. A focus on enabling short-term movement of
staff across thestransport system would help in providing upward opportunities for Ministry staff
(further infofmation on the opportunity for system teams is provided later in this section).

The Ministry needs to focus on the other elements that influence attracting and retaining staff.
Buildingwasstrong culture that people want to work in is key, with interesting work, as well as
offering positive working conditions such flexible working, role sharing, and vibrant staff
organisations where possible. The greatest opportunity for the Ministry is to highlight the
challenging but rewarding nature of its work and the impact that individuals through policy and
other interventions can have on the lives of New Zealanders.
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Acquiring the technical skills needed for specialised functions

Looking ahead, the Ministry will increasingly need a wide range of specialist skills and capabilities
that are outside of its general policy workforce. These skills and capabilities include expertise in
areas such as economic modelling, behavioural and market economics, strategic finance, and
investment management. Sourcing these skills will enable the Ministry to better understand the
performance of the system and provide advice to support improved performance and value-for-
money.

A key aspect of the Ministry’s Future Excellence Horizon is to develop and enhance its data and
intelligence functions which will require skills and capabilities in data and analysis. To develop
experience in, and relationships within and outside the system, such as with local governmentthe
Ministry will need more staff with sector-based engagement skills and experience.

Many of these skills are in short supply and there is always considerable competition for specialist
talent. We heard that the Ministry has had difficulty getting the necessary techhical skillsito
undertake its infrastructure mega-projects responsibilities. We heard that somegfithe limiting
factors including current remuneration settings and not having an ongoing, cénsistent need for
that specialist expertise. The Ministry will need to explore opportunities teimprove its talent
acquisition, including working with Central Agencies andits sector partners; to identify the critical
capabilities the Ministry needs and developing a suite,ofiapproaches.tofilling them. This could
include the development of system teams, the creative use of se€ondments and potentially red
circling critical roles where it is accepted that a,refftuneration\premium is warranted.

We did not see a people plan for the Ministry and we think there is an opportunity to develop a
strategic people plan that supports theif strategy and,operating model. The process of developing
a people plan would help the Minist#y to asticulatéshow it will develop, recruit, and retain the
people it needs to achieve its objéctives!

Leveraging transport-sect@uWide talen§through system teams

The Ministry may not necessafily be abley(or need) to ‘own’ the specialist capability in needs, but it
should be able to access itwhenweeessary. The Ministry should explore how it can use
secondments and exchange arrangements with industry, local authorities, and transport agencies
to access and sharé'specialistresources.

Crown entity leaderstold\us they are interested in developing explicit and flexible arrangements
to share staff. This would help support the Ministry’s leadership role and embed a stronger
understanding ofi\Crewn entities within the Ministry.

We think a ‘system teams’ model (teams (made up of staff from within the Ministry and from
acrossthe transport agencies) would be a suitable arrangement to help the Ministry leverage
existing sKills such as those that lie within the transport agencies and potentially wider across the
private sector. System teams also help build a collaborative culture within the transport agencies,
and across the wider transport sector. It can also help upskill Ministry staff who work within these
teams.

System teams can be established to address a particular challenge or issue (developing funding
models for the NLTF could be a good candidate). Once established, the system team could acquire
talent from across the system and the agency with the greatest expertise is appointed to lead -
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this may not always be the Ministry. This team then works within its own governance structures
and budget to deliver the sought outcome.

Opportunities to build greater diversity and develop its workforce

The Ministry’s workforce is not as diverse as other public sector agencies with just 4 percent of the
workforce identifying as Maori and 1 percent as Pasifika. Work is underway with the development
of a new Diversity and Inclusion Strategy to create a workplace that values diversity and attracts
staff and management from different backgrounds. More will be needed with the Ministry
grounding its diversity and inclusion objectives in its strategy and operating model.

We heard that development of staff is mixed. For policy staff there is a more well defined and
developed framework, but for administrative and technical project/type roles the opportunities
are less clear. We also heard that the Ministry’s graduate programme could be improved te
provide a similar level of development focus to that seen in other graduatée programmes.

Performance focus

The Ministry has an annual process for staff and manager expectation'setting, tracking progress
throughout the year, and having end of year performance coversations. We,heard that these
processes are clear and accessible, however, these can b€ inconsistently applied.

Approximately one third of staff reported they did nothave regularand effective performance
discussions.® This likely occurs due to work pressuresion managers,We heard that teams have
inconsistent workloads, with some teams being tnderutiliSed while others feeling ‘under the
pump’. These variations were attributed in partt6 the Ministry’s reactive commissioning process.

To improve performance management application,theMinistry should seek consistent work
allocation across teams to manage workloads: Cérisistent commissioning processes will help
achieve this. We note the Ministry’s changepro€ess proposes changes in organisational structure
which should assist in mapaging Span of cantrol and workload management. These changes will
better help managers have/performance’conversations with their staff.

Workforce engagement

We heard from many'staff that they are engaged with the work of the Ministry, invested in their
own work, and generally Believe in the value of what the Ministry does. These comments are
reflected in their mostreeent staff engagement survey results from July 2022:%

e 81 percéntiayerage score for the question ‘Il enjoy working for Te Manatu Waka’ (the
highést'tated question in the survey)

e (79 percent average score for the question ‘Te Manatl Waka is a great place to work’
(second equal highest rated question in the survey).

Our discussions with staff indicated opportunities to improve union engagement, and in particular
considering how to improve the relationship between delegates and the Human Resources area.

¥ This is an inference from July 2022 engagement survey results which indicated that that 64 percent of staff
responded as having regular and effective performance discussions.
% How are we travelling - Review and Recommendations (Ask your team) - Ministry of Transport, July 2022.
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Anastasia Lagoutaris
We disagree that a 'system teams' model would be helpful or a priority.�

Anastasia Lagoutaris
Please update to reflect that the Ministry does not have a graduate programme.�

Anastasia Lagoutaris
This doesn't recognise that the Ministry undertook an organisation review late last year which will have addressed your concerns around the Ministry's "reactive commissioning process".�
Our operating model now provides for more agile responses, as seen by our response to the new government.

Anastasia Lagoutaris
You’ve stated that consistent commissioning processes will help achieve performance management.�
We disagree with this approach. Could you clarify how this would help?


The chief executive has met with Public Service Association (PSA) delegates, and the delegates
have appreciated this engagement.

We do not have data on the current level of staff engagement in the Ministry as their last
engagement survey was undertaken in July 2022. The Ministry should consider seeking current
staff engagement insights as this should help the Ministry respond to its high staff turnover rates.
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Public finance and resource management

Investment and asset management

28. What is the agency’s capability to manage investment and assets to
support service delivery and drive performance improvement?

Data and technology

29. What is the agency’s capability to manage and use information as a
strategic asset?

30. What is the agency’s capability to leverage technology to drivg
improvements in service delivery and outcomes?

o

Public finance management \

31. What is the agency’s capability to understand, plangdirect an&ntrol
financial resources to ensure sustainable va,lue-f{)r/money?

Risk and assurance

32. What is the agency’s capability to ider%y and manage agency, Crown and
system-wide risk? \ \

33. What is the agency’s capability te provi@a%su ance that organisational
risks are effectively manag&gnd int(r}gl control environment
improvements are aRpropg)tely prigritised?

X~ &

Future focus for:'Public fimce and resource management

To improve th@nistry’s public finance and resource management capability, we recommend the
Ministry:

e Develop toolg,.h)frastructure and processes to improve the use of data and information
across the'poliey, monitoring and assurance functions of the Ministry. Thisincludes
ensuring’use of data and information is a core part of the induction of new staff.

o (Engage with the Treasury to consider if the Ministry’s vote is optimally structured to
support the Ministry to achieve government priorities.

e Work to address the issues raised in the 2023 Audit Management letter on assurance of
revenue collected by other agencies, and the accounting treatment for the Clean Car
Standard scheme

e Develop adata and information strategy that builds on the existing capabilities and data
and information sharing arrangements. This should include identifying the governance
and oversight arrangements that reflect a system approach to the capture and use of data
and information, rather than an individual agency-specific approach.
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Investment and asset management

This section - including the capability rating - focuses on the Ministry’s direct asset base. The
Ministry’s responsibility for wider transport system investment is discussed under Core Function
advice and assurance on long-term infrastructure and investment.

The Ministry invests in and manages a small asset base of office furniture and IT hardware through
arange of standard processes. New assets are approved through business planning processes,
and IT hardware replacement is managed through standard lifecycle management practices.

The Ministry also directly owns the Milford Sound/Piopiotahi aerodrome. It operates this through a
contract for services with Invercargill Airport, which was agreed in August 2023.

The nature of the Ministry’s asset base is unlikely to change over the medium term. Therefore)we
consider existing investment and asset management capability is at the level necessary to Support
the Ministry’s operations.

Data and technology

The Ministry has an IT strategy and architecture underpinned by a shift to cloud-based services
and applications. Operational IT, project, and cyber-securjty résources are\managed through
outsourced partnerships. This approach seems to be workingwell withservice and hardware
positively referred to by staff. The Ministry appears té,get' good IT.support for a small agency at a
reasonable cost. There is positive progress in the,data,and evidence area, including the knowledge
hub and project MONTY (see core function policj\and fundifig adyvice).

Data needs to be accessible and incefpokated intath@Mifistry’s functions

Similar to the discussion under the €oré function,peliey and funding advice, assurance and
monitoring teams also inconsistently, aCcess and‘ineorporate data and evidence into their work.
The Ministry’s high turnover €ontribltes tg thisiissue as it takes time for new staff to learn about
existing data, tools, and résoufrces.

Leveraging datef frown phe acreSSEHe Transport system is an opportunity

The most significantepportunity for the Ministry is the ability to leverage data that already exists
within the transport systémy,such as that held by the transport Crown entities. Gathering this data
into one accessible place would provide a valuable resource for its own analysts and the wider
sector.

We found howeyér that arrangements for data access and sharing systems within the transport
system arénot as effective as they could be. For instance, transport agencies that hold data for
regulatory and /or other legitimate public service reasons are often reluctant to provide data
access forpolicy development and research, despite this being possible under section 11of the
Privacy Act.

Negotiations between legal teams (not data practitioners) have required specific use cases to be
specified for access (e.g. a single policy question) rather than providing access for open policy
research, analytics or insights purposes. There are also concerns on the level of assurance on IT
security, and of analytical teams access and use of private and confidential records.

There are a number of possible solutions including:
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Anastasia Lagoutaris
Why? Could you provide clarification to back this claim?�


e Increase transparency of data governance and security, including IT arrangements and or
employee accountability which can provide assurance to independent crown agencies
that 3rd parties within Government won’t misuse data.

e Curated data sets - data which can be anonymised but retain important information such
as location Open data sets - a really positive initiative which can bring analysis of
government data from 3rd parties and private sector to the public’s awareness but
typically these do strip out most of the information required to undertake any advanced
policy analysis (e.g. equity) within Government.

e Memorandum of Understanding - can be useful and often utilised between the Ministry
and others to agree ongoing data access but also requires continual update and expansion
is often difficult.

e Assured Information Sharing Agreements - legislation which formally sets up data sharing
and access between organisations (significant resource requirements, typically aUtside.of
the data practitioners capabilities, often requiring legal supportwhich.today organisations
have been reluctant to commit to). The Ministry and NZTA have ihvestigatéd this in the
past but the project was stopped largely due to lack of resources:

Uneven IT investment across the system has also driven barriers.in data sharing=Many of the
significant datasets are held on and/or supported by legacy systems and contractors, which might
be efficient within the Crown entity but makes it difficattforthe Ministrysto access this
information. If the Ministry gains access to this infotmation, it then must clean, store, and manage
the data which can create double handling.

Public finance management

This section focuses on the Ministry’s/systems, processesyand practices in managing its relatively
minor departmental appropriations‘and.its finafcial,responsibilities in respect to non-
departmental appropriations which includes.thé NLTF. For a broader discussion of the Ministry’s
role in guiding, driving, and asspring value-for-money infrastructure investment, see core function
advice and assurance onflofg-term infrastructure investment.

Recent reports (inclidingreports,fram Martin Jenkins, KPMG, Probity Consulting and EY) have
generally been pesitive’about the Ministry’s Finance Function. The KPMG report (2023) noted that
the finance seetiofrundectakes thie right core activities, and its costs align with international
benchmarks. Some of the t€ports also commented on the trusted relationship between the
finance and internal teams, and external customers.

The Ministry’s@2021/22 Audit rating for financial information systems and controls was “very
good”, howeverthe 2022/23 rating had dropped to “needs development” and recommended
major improvements be made. The two issues Audit New Zealand raised related to the processes
for providing assurance over the revenue collected by other agencies and the accounting
treatment for the Clean Car Standard Scheme. The Ministry will need to address these two issues.

The Ministry has a coherent cascade between the departmental strategic intentions, output plan
and its business plan. The business plan includes timing and FTE information to link resourcing
decisions to the Ministry's priorities, and we understand it is extending the timeframe to three
years to take a longer-term view and align to a multi-budgeting approach. Capturing this
information will help the Ministry prioritise programmes to achieve outcomes and drive value-for-
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money. We were encouraged to hear of the Ministry’s value-for-money assessment tool used in the
budget bid process, and how it was provided as an example of good practice for other agencies.

We heard from the Ministry that the Vote Transport’s appropriation structure has caused some
additional workload and management issues and could be improved. The Ministry should engage
with the Treasury to consider if the Ministry’s vote is optimally structured to support the Ministry
to achieve its objectives.

High turnover has also negatively impacted the Ministry’s Finance team because it has had to
focus on getting new hires up to speed with the Ministry’s business processes and training new
managers in internal budget systems.

Risk and assurance

The Ministry has a comprehensive set of risk and assurance guidance documents including:

e Enterprise risk Management Guidelines

e Enterprise risk Management Policy

e Enterprise risk Management Framework

e Ministry of Transport risk appetite Statement.

The Ministry engages EY to fulfil the Internal Audit function? With EY, the Ministry establishes an
annual programme of assurance, including audit reviews, which.are agreed by the Senior
Leadership Team. The findings from these reviews-help identifytareas for improvement, address
any capability gaps, and enhance the quality,of the Ministgy’s fuhction and performance.

The Ministry has a long-established Risk@fd Audit Committee (RAC) with three external members
with extensive public management eXpetience. Itis good'practice to review the focus of the
committee against the needs of the ofgafisatiohunder its revised function and operating model
arrangements. We note that some’departments’have both external member(s) of their risk and
assurance/audit committees asWell as an“External Advisory Committee’.

The Auditor-General's guidanCe on committees™ states that “Regularly rotating members allows
fresh thinking andsfew skills to jdin‘the Committee. Members’ terms can be staggered to overlap
and provide some centinuity, with members who have experience interacting with the
department and newer members'who bring fresh perspectives.” In line with the Auditor-General's
guidance the Ministry ¢euld consider how it could regularly rotate RAC membership. This could be
done through staggering members’ terms to provide continuity with members with experience
interacting withthe department and newer members who bring fresh perspectives.

We heard theMinistry’s use of outsourced assurance providers enables them to get a deeper and
wider sét of assurance skills than they would be able to source and afford internally. While these
arrangements have allowed the Ministry to bring a level of experience and expertise onboard than
they might have been able to through a permanent recruitment solution, this cannot substitute for
the Ministry continuing to build organisational capability and maturity with respect to risk and
assurance practices.

37 See Getting the most out of your department's Audit and Risk Committee — Office of the Auditor-
General New Zealand (oag.parliament.nz
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The Ministry’s proposed future work programme is focused on transitioning the Ministry from
being “risk aware to risk intelligent” as a pathway to organisational success which is an
appropriate shift to be making.

As the Ministry focuses on its system leadership and stewardship role, its management of risk will
need to reflect this broader system wide shift in focus. The Ministry has identified system level
risks and associated system assurance activities and processes as an area of opportunity which is
a positive step forward.
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Appendix One - Ratings overview

The Future Excellence Horizon in this report outlines the contributions that MPP will have to
deliver to meet the outcomes sought by New Zealanders. These ratings below assess whether -
given current conditions - these aspects of delivery and capability are at the level required for the
agency to deliver on its contributions.

Delivery

Element Rating

Overall ability to respond to Government priorities

Core functions

Primary function: Transport System Leader and
Steward

Core function — Policy Advice Policy and Funding Advice
Core function - Regulatory Stewardship
Core function — Advice and assurance on Jeng-term

infrastructure investment

Core Function — Crown Entity Monitoring

Capability

Capability area

Leadership, Cuiture, and Direction

Purpose, vision, and strategy
Leadership and’governance
Values,pehaviour and culture
Continuous improvement

Collaboration and Delivery -

Customers, clients, and citizens
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Maori—Crown Relationship
Operating model
Partnerships and engagement

-

Workforce development

Performance focus (L
Workforce engagement @ \q

Public finance and resource management

Investment and asset management \/

Data and technology Q@ %
Public finance 0& &\:

Risk and assurance @Q s Q
Rating scale O
owto ra Q

This report uses the scal ncy capability. For more information on this rating
system, see Appendix.Thre

A\
s

Embe% Developing Weak Unable to rate/not

C)\ rated
<<\
O<<
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Appendix Two - Agency
Capability Model Overview






Appendix Three - Capability
Ratings

Ratings help to clarify relative strengths and highlight the priority areas on which to focus, given
the challenges, risks, and opportunities in the medium term. Ratings are applied in terms of the

future the agency is preparing for (the Future Excellence Horizon) and are not an assessment of
current or past performance.

Indicator Level What it indicates

o Excellent current level of capability to suppertsustained and high levels
of delivery

e Strategic and systematic approach. to foreeasting future capability
challenges and responding acéordingly

o Systems in place to monitorand build capability to meet future demands

¢ Organisational learning andexternal benchmarking used to continuously
evaluate and impreve

¢ Strong changesmanagement Capability to deliver against Future
Excellence\Horizon.

e Comprehensive-andiconsistently good current capability and practices,

with future capability gaps identified
1
s\Demonpstrates plans and activities to change and improve in areas of

\ currentand future capability gaps, and is well placed to continue
improving

o/M0stly aligned to Future Excellence Horizon
|
. o Comprehensive and consistently good organisational practices and
systems in place to support effective management.
o Weakness or gaps in current capability

e Only partial or limited understanding of future state

e Concerns in the agency’s ability to have appropriate future capability and
limited ability to execute change against the future state

e Some current and future capability gaps not clearly identified and
forecasting of future capability challenges needs to be improve.
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e Significant area(s) of critical weakness or concern in terms of delivery
and/or capability and the agency has limited or no awareness of them

e Weakness or gaps in current capability

e Very limited or no view of future opportunities and challenges for the
agencies

e Strategies or plans to respond to areas of weakness are either not in
place or not likely to have sufficient impact.

¢ No evidence available to make a credible judgement. %L
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Appendix Four - List of
agencies interviewed

Ministry of Transport

e Staff and managers
e Kahui
e Risk and Assurance Committee

External agencies

Auckland Light Rail Ltd

Auckland Transport

City Rail Link

Civil Aviation Authority

Greater Wellington Regional Council

la Ara Aotearoa Transporting New Zealand -

KiwiRail

Let’s Get Wellington Moving

Maritime New Zealand

Ministry of Housing and Urban Development

New Zealand Airports Association

New Zealand Automobile/Associdtion

New Zealand Infrastrticttire Commission - Te Waihanga
New Zealand Pglice

New Zealafid,Port Company chief executive officers Group
New Zealand Transport Agency Waka Kotahi

Office for Maori Crown Relations - Te Arawhiti
Transport Accident Investigation Commission

The Treasury
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Appendix Five - List of
Future Focus areas

Delivery

Responding to Government Priorities

Continued focus on successfully delivering the priorities of the Government and b_u_ilding
trust and confidence in the Ministry. As opportunities arise seeking’epgagement withthe
Government and the sector to clarify the Ministry’s role (see Trahspert'System‘Leader and
Steward)

Primary function: Transport System Leader and Steward

Lead the development of a proposal defining and/describing the rolé of the Ministry as
system steward and leader. This should be shared across the.transport system and the
Ministry should use this work to engage thexGovernment’orithe Ministry’s role with the aim
of meeting government priorities.

Work with Ministers, transport system‘agenciesand the Central Agencies to identify areas
for improving the system configlration, including’roles, responsibilities and decision-
rights in relation to transpogt regulation.

Lead the transport system towards strategic alignment by translating Government
priorities and the transport.eutconiestinto agreed sector priorities to then flow through to
performance and.delivéry. Thisiapproach should be based on co-design and partnership
principles. This approeach willensure a unified response to the issues, build a culture of
collaboratigh andresource'sharing, and demonstrate to Ministers and the sector the value
of collaborative'ways of working.

Review and updatétheMinistry’s own strategies and plans (including corporate plans and
sector or mode Strategies) to ensure they are similarly aligned and consistent with the
outcomes and priorities for the system and the priorities of the Government.

Core function-/Policy Advice Policy and Funding Advice

Identify and implement tools and processes to bring a future focus in advice and get ahead
of future shifts in policy thinking in transport. To be successful in these areas the Ministry
may need to both broaden its talent pool and ensure access to policy experts ina wide
range of fields.

Prioritise and lead a system approach to data and analytics, building from existing work
already underway, including Project Monty, the Transport Evidence Base Strategy and the
Transport Knowledge Hub. This approach could include a 'transport data hub' that is
operated and shared across the whole transport system (but may or may not be inside the
Ministry).
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Chris Nees
Overall this section needs to reflect the comments in the body of the report as well as those below

Anastasia Lagoutaris
We disagree with this comment.�
We consider our response to the new government has been very strong.

Anastasia Lagoutaris
We don't think the government will have strong appetite for the proposed work on roles, responsibilities, and definitions of our role.�
The practical benefits of this would need to be spelt out.

Anastasia Lagoutaris
This point conflicts with other suggestions to deepen our transport knowledge.�


|dentify and commit to high priority policy areas requiring a system team approach (see
the workforce section). Possible areas for this way of working include transport system
revenue and funding, the future of airports, and the future of ports.

Proactively engage with other systems to ensure the transport system is aligned with other
sectoral strategies, reform processes and change e.g. local government, urban planning
and development, resource management, health reforms.

Core function - Regulatory Stewardship

Ensure regulatory stewardship activities - particularly those related to strategic planning
and prioritisation of stewardship efforts - are resourced and prioritised. This should
include finalising the new Transport System Regulatory Stewardship Plan and ensuring/it
sets out a review programme which provides suitable assurance on the health of the
transport regulatory system.

Work with regulators and regulated parties to undertake a regulatory’System review, with
a focus on options to clarify roles and responsibilities. Thisdncludes clarifying where gaps
may exist, addressing duplication, and ensuring that decision*making is set at a level that
ensures effective operation of the system (provided suitable check-and*balances are in
place).

Work with the Transport Crown entities to establish clearperformance frameworks to
understand, assess and monitor the perfermance of transport regulatory systems, with a
focus on connecting the performance of thestransp@rt regulators to the overall
performance of the transport system.

Core Function - Advice and Assurance onLong-Terminfrastructure Investment

Build a strategic national view'6f transpoftinvestment needs, which enables effective
prioritisation, includifig.atue-for-money:.

Clarify the Ministry’s assurance'6le in mega-projects and infrastructure investment
programmes te ensure it.istatigned to its principal advisor and purchaser roles. The
Ministry should provide assurance to Ministers on delivery within its purchaser role, with a
particdlarfocus on the management of project benefits, scope, and cost parameters.
Develop the required'specialist expertise, to be able to confidently support Ministers
through trade=offidecisions, as well as assess the delivery readiness of different
investmentsyset within the context of priorities informed by a clear transport system
strategy.

Cansider the opportunities to base some of the technical assurance skills within the
Ministry and how it can leverage capabilities within the transport Crown entities to reduce
its outsourcing costs.

Core Function - Crown Entity Monitoring

Embed a monitoring framework to ensure a clear monitoring approach that enables
strategic and insightful advice on entity governance, capability and performance.

Ensure the Ministry’s monitoring function uses a clearly defined approach for assessing the
capability and performance of the transport regulators, and that implementation of this
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Anastasia Lagoutaris
We disagree with the suggestions to focus on the future of airports and ports. - Why are these listed?�

Anastasia Lagoutaris
You haven't recognised that the GPS is providing a national view of transport investment needs.�

Anastasia Lagoutaris
We disagree with the proposed assurance role for the Ministry.�
It would require a significant investment in the Ministry and isn't a government priority. The risks also overlap with NZTA.


approach is led alongside policy teams and those with domain expertise. Intelligence and
insights from external stakeholders, alongside robust performance information, should
inform this approach.

e Work with the Crown entity chairs to ensure clarity of understanding of the monitoring
function and how the boards can assist the Ministry to discharge its statutory duty and
ensure a focus on transport outcomes.

e Build a stronger value-for-money focus within its monitoring approach to ensure
investment managed through Crown entities is effective, efficient, and well aligned against
transport system priorities.

e Ensuring staff undertaking the monitoring of Crown entities have the processes,
mechanisms and expectations to stay better connected across the Ministry, particularly
with the policy and data and analytic teams, and with external stakeholders and groups
that can provide important perspectives and insights on the capability and performance of
the entities.

Capability
Leadership, Culture and Direction

e Update the Ministry’s purpose statement to aligp/it withlits §3_y§tem leadership and
stewardship responsibilities. This updatedypurposestatemeént will need to be reflected in
the Ministry’s organisational strategy,\operating model, funding and governance, and
culture.

e Undertake work with staff tosidentify, deseribe and promote the culture the Ministry needs
to be an effective systemdeader.and stéwardye.g. proactive, outward focused and
resilient).

o |dentify opportupities to enhanceitsmonitoring and evaluation capability so that the
Ministry can more'consistently,evaluate the value and impact of policy changes, and
system invéstment.

Collaboration and. Delivery

e |mprove its ability to understand the views of citizens and reflect it in advice. Itcan build
this from the expertise of delivery focussed agencies such as NZTA and MSD.

e Develop'a stronger and deliberate connection to and understanding of transport system
users, operators, designers and asset owners and integrate these perspectives the
Ministry's advice.

e CGontinue initiatives to develop the Ministry’s Maori Crown relationship capability,
including how it can be used to enable and support better policy development (for
example in recognising Maori perspectives) and system monitoring (including
understanding how well Crown entities are engaging with Maori as part of their work).

e Once the Ministry has clarified its role as system leader and steward, it should consider all
elements of its operating model. It needs to be able to respond to Ministerial priorities
alongside the Ministry’s role as system leader and steward.

78


Anastasia Lagoutaris
We disagree with this statement and ask that you reassess this, after considering our previous statements about our role as transport system conductor.�

Anastasia Lagoutaris
We disagree with this view and would like further clarification around how the Ministry could improve by following these agencies.�

Anastasia Lagoutaris
We would value further clarity around how NZTA and MSD do this differently and how the Ministry can build expertise from these agencies.�


Review the use of contractors and consultants with the objective of finding opportunities
to rebalance its reliance on them. The relevant Government procurement guide to
contractors and consultants could be adapted and extended to use as the reviewing
framework.

Review the current stakeholder engagement framework to ensure it is strategic and
sustainable.

The Ministry needs to foster a collaborative leadership approach that is based on
engagement and strong relationships with the transport system.

Workforce

Identify the Ministry’s immediate talent gaps in technical, system change, and system
leadership skills and leverage existing transport sector talent to address these gapsiWWerk
with transport Crown entities and Central Agencies to access existig talent through
processes such as system teams and two-way secondments;

Develop a strategic people plan which addresses recruitmentjretention, leadership
development, talent acquisition, and performance management. fhe plah will need to
have a focus on understanding and addressing thé drivers of turnovier, and how it can lift
its recruitment brand to attract the talent theMinistry needs:

Align organisational leadership capability.to support the increased focus on the Ministry’s
system leadership role. This means taking opportusities,to develop and recruit people
with the strategic and relationship skills to drive.sector performance.

Continue work already underway tocreate a Workplace that is diverse and attracts staff
and management from difféxent backgreunds:

Public Finance and Resource Management

Develop tools, infrastricture and/processes to improve the use of data and information
across the policy, menitoring andvassurance functions of the Ministry. Thisincludes
ensuring uSeof data and information is a core part of the induction of new staff.

Engagewith-the Treasuryto consider if the Ministry’s vote is optimally structured to
support the Ministry to achieve government priorities

Work to addressithe issues raised in the 2023 Audit Management letter on assurance of
revenué collected by other agencies, and the accounting treatment for the Clean Car
Standard,scheme.

Develop a data and information strategy that builds on the existing capabilities and data
and information sharing arrangements. This should include identifying the governance
and oversight arrangements that reflect a system approach to the capture and use of data
and information, rather than an individual agency-specific approach.
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Document 7

Irene Kilford

From: Chris Nees

Sent: Wednesday, 24 April 2024 4:33 pm
To: Doug Craig; xtramail.co.nz

Cc: Martin.Kessick@publicservice.govt.nz
Subject: RE: Feedback on the draft
Attachments: Net departmental revenue chart.xlsx
Hi Doug

Here you go.

Cheers

Chris

From: Doug Craig <doug.craig@rdcgroup.co.nz>

Sent: Tuesday, April 23,2024 10:50 AM

To: Chris Nees <C.Nees@transport.govt.nz>; xtramail.co.nz <bboyle@xtra.co¥z>
Cc: Martin.Kessick@publicservice.govt.nz

Subject: RE: Feedback on the draft

Thanks Chris,
Yes please.
Cheers

Doug

Doug'Craig
Director
egdougcrad@rdcgroup.co.nz

m t. 0064 2/N(21 1010
/ wwi.rdcgroup.co.nz

The information contained in this message and or attachments is intended only for the person or entity to which it is addressed and may contain
confidential and/or privileged material. If you'have received this message in error please notify the sender immediately and then delete this
message along with any attachments. Any opinions expressed in this message are not necessarily those of RDC Group. RDC Group is not
responsible for: (i) any viruses/in this @mail or any attachment; or (ii) any effects this email or any attachments have on your network or computer
system.

From: Chris Negs <€.Nees@transport.govt.nz>

Sent: Tuesday, April 23, 2024 10:18 AM

To: xtramail.co.nz <bboyle@xtra.co.nz>; Doug Craig <doug.craig@rdcgroup.co.nz>
Cc: Martin.Kessick@publicservice.govt.nz

Subject: RE: Feedback on the draft

Kia ora koutou, just to note the chart title in Audrey’s message should be $000 not Smillion. Happy to provide a
corrected version if you are going to include this in the next draft or provide the underlying data.

From: xtramail.co.nz <bboyle@xtra.co.nz>
Sent: Monday, April 22, 2024 4:00 PM
To: Audrey Sonerson <A.Sonerson@transport.govt.nz>




Cc: doug.craig@rdcgroup.co.nz; Martin.Kessick@publicservice.govt.nz; Chris Nees <C.Nees@transport.govt.nz>;
Brent Johnston <B.Johnston@transport.govt.nz>
Subject: Re: Feedback on the draft

Thanks Audrey, as Doug indicated we will confer and get back to you.
Sent from my iPhone

On 22 Apr 2024, at 3:11 PM, Audrey Sonerson <A.Sonerson@transport.govt.nz> wrote:

Dear Brendon, Doug and Martin

Thank you for your time earlier in the month to discuss my comments on the Agency Capability
Review. As discussed, we have redrafted the executive summary to set out how we see our roledn
the transport system and the specific performance challenges we face. The result has been ta"make
this summary much shorter and sharper, and in our view, set us up with a more focussed sét'of
issues for the Ministry to tackle. | think these will also support a constructive discussion with
Ministers. | would also appreciate you making some comment about the forward financial

position. The current graph, while correct, doesn’t include the steep.decline we afe'going to have in
resources available to us, which is important context for the rest of theweport/Perhaps we could
join the following to the existing graph?

<image003.png>

In the body of the report we have provided somedbrieficomments in ainumber of places where we
think there needs to be change or clarification. We‘have attémpted to keep this to a minimum. |
wanted to restate my particular concern that the ratings.you have used in section four of the report
aren’t a reasonable representation of ouf total performange, particularly for our response to
government priorities and the quality/of ourpolicyadvice,” Overall, I'd like to see more spread of
ratings.

Once we have seen a revised draft Version fromiyou we will be in a position to firm up our agency
response. I'm happy for my team to engage with you directly on any of the specific comments we
have made or any further infefmation‘erevidence we could provide for you— Chris Nees is our lead
from this end.

Nga mihi,
Audrey

Audrey Sonerson, (she / her / Ms)
Hékeretari o t¢ Mapatu Waka — Tumu Whakarae | Secretary for Transport & Chief

Executive

Te ManattiWaka Ministry of Transport

M: # g(;@\ E: a.sonerson@transport.govt.nz | transport.govt.nz
Executive/Assistant: Sharyn Forty | M: +5 9@ E: s.forty@transport.govt.nz

<image001.png>

MINISTRY OF TRANSPORT

Wellington (Head Office) | Ground Floor, 3 Queens Wharf | PO Box 3175 | Wellington 6011 | NEW
ZEALAND | Tel: +64 4 439 9000 |

Auckland | NZ Government Auckland Policy Office |Level 7, 167B Victoria Street West | PO Box
106238 | Auckland City | Auckland 1143 | NEW ZEALAND | Tel: +64 4 439 9000 |
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Disclaimer: This email is only intended to be read by the named recipient. It may contain information
which is confidential, proprietary or the subject of legal privilege. If you are not the intended recipient
you must delete this email and may not use any information contained in it. Legal privilege is not
waived because you have read this email.

Please consider the environment before printing this email.

<DRAFT MoT Capability Review report - MOT proposed edits.docx>
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Document 8

Irene Kilford

From: Chris Nees

Sent: Tuesday, 28 May 2024 2:50 pm

To: xtramail.co.nz; doug.craig@rdcgroup.co.nz
Cc: Martin.Kessick@publicservice.govt.nz
Subject: RE: Feedback on the draft

Hi Doug and Brendon
Just wondering if you have an update on this paper and when a new version might be ready?

Thanks
Chris

From: Chris Nees

Sent: Tuesday, April 23,2024 10:18 AM

To: xtramail.co.nz <bboyle@xtra.co.nz>; doug.craig@rdcgroup.co.nz
Cc: Martin.Kessick@publicservice.govt.nz

Subject: RE: Feedback on the draft

Kia ora koutou, just to note the chart title in Audrey’s message/Should’be $000-nat,Smillion. Happy to provide a
corrected version if you are going to include this in the next draft or provide thesunderlying data.

From: xtramail.co.nz <bboyle@xtra.co.nz>

Sent: Monday, April 22, 2024 4:00 PM

To: Audrey Sonerson <A.Sonerson@transport.gowt.nz>

Cc: doug.craig@rdcgroup.co.nz; Martin.Kessick@ publicserviegsgovt.nz; Chris Nees <C.Nees@transport.govt.nz>;
Brent Johnston <B.Johnston@transport.govi=nz>

Subject: Re: Feedback on the draft

Thanks Audrey, as Doug indicatedwe will confer@nd get back to you.
Sent from my iPhone

On 22 Apr 20245.at 3:11 P, Audrey Sonerson <A.Sonerson@transport.govt.nz> wrote:

Dear Brendon, Dotig and Martin

Thank you€oryour time earlier in the month to discuss my comments on the Agency Capability
Reviews Asdiscussed, we have redrafted the executive summary to set out how we see our role in
the transport system and the specific performance challenges we face. The result has been to make
this summary much shorter and sharper, and in our view, set us up with a more focussed set of
issues for the Ministry to tackle. | think these will also support a constructive discussion with
Ministers. | would also appreciate you making some comment about the forward financial

position. The current graph, while correct, doesn’t include the steep decline we are going to have in
resources available to us, which is important context for the rest of the report. Perhaps we could
join the following to the existing graph?

<image003.png>



In the body of the report we have provided some brief comments in a number of places where we
think there needs to be change or clarification. We have attempted to keep this to a minimum. |
wanted to restate my particular concern that the ratings you have used in section four of the report
aren’t a reasonable representation of our total performance, particularly for our response to
government priorities and the quality of our policy advice. Overall, I'd like to see more spread of
ratings.

Once we have seen a revised draft version from you we will be in a position to firm up our agency
response. I'm happy for my team to engage with you directly on any of the specific comments we
have made or any further information or evidence we could provide for you— Chris Nees is our lead
from this end.

Nga mihi,
Audrey

Audrey Sonerson (she / her / Ms) Q)
Hékeretari o te Manati Waka — Tumu Whakarae | Secretary for Trangport & Chief q
Executive Q \

Te Manati Waka Ministry of Transport

M: $9@@ | E: a.sonerson@transport.govt.nz | transpdrt.devt.nz &
Executive Assistant: Sharyn Forty | M: $9(2)@) | E: s.fo @trafbj'l. ovt.nz
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Document 9

Irene Kilford

From: Audrey Sonerson

Sent: Friday, 21 June 2024 2:56 pm

To: martin.kessick@publicservice.govt.nz
Subject: Proposed Ministry response to the PIF

Ministry of Transport Response

Introduction

Since commencing in my role as Secretary for Transport and Chief Executive, | have seen the-Ministry
deliver a range of important work that will create significant benefits for NewZealanders. Inva’relatively
short space of time it has become clear that, while the importance of our role hasn’t changed, the
environment in which we are operating has evolved rapidly and we must adapt with/it.

In that context | would like to thank the reviewers for their report and recommendatians. Inevitably, since
the reviewers undertook the bulk of their work, our operating envirohment again changed significantly. This
includes an organisational change process that | began to implement in October 2023, delivering significant
policy advice at a rapid pace to the incoming governmentysand'managing.within the constrained fiscal
environment.

Our role

The Ministry is clear on its role. Our small size.combined with the*breadth and complexity of the transport
system means we need to operate as a ‘conductor’ of thé\transport system, rather than a director of other
agencies. We will be successful by alignifgyco<ordinating.and monitoring transport Crown entities (such as
the New Zealand Transport Agency Waka Kétahi)4o ensure they are delivering what New Zealanders
need. We must ensure that policy, funding, and/fegulatory settings are calibrated to deliver the transport
outcomes New Zealand needs pow\and intothe.future.

Our key challenges\antdefining success

While the review sets out a’comprehensive list of issues, these can be summarised into three key
challenges that the Ministry'needs,to meet, to be successful.

1. Managing significant'fiscakchallenges across the department and the wider Vote

The Ministry must adapt t@ its shrinking departmental baseline, which was already forecast to decline by
around 20% before pieeting the Government’s savings requirements. This fiscal context is likely to endure
for at least 3-5 years as the government continues to implement its fiscal strategy. Addressing this
challenge is a priority to support ongoing fiscal sustainability within the Ministry.

While a smaller.organisation means less capacity, it gives us an opportunity to reconsider work
programmes and ensure we deliver only what is most important. Addressing this challenge requires
effective internal financial and people management processes to target resources at the Government’s
priorities and the Ministry’s system and stewardship responsibilities. We also need to improve project and
programme management to ensure accountability and delivery.

This fiscal challenge applies at a much greater scale across Vote Transport, to all Crown entities. The
National Land Transport Programme is facing significant cost pressures and there are high delivery
expectations for NZTA. The maritime and aviation sectors rely heavily on third party revenue for funding
and face cost pressures. In our monitoring role, our challenge is to work with the Crown Entities to support
them to adapt to these pressures and give Ministers assurance that they are achieving value for money.
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2. Delivering a large policy and infrastructure programme while ensuring value for money

The Government has an ambitious programme of infrastructure and service delivery in the land transport
sector. Its priorities include significant system reforms that will require a redirection of effort across the
Ministry and within NZTA. Similar funding and financing challenges apply with rail and ferry investments.

In our policy advice role, we need to provide advice to Ministers on new funding and financing tools — both
to finance the delivery of significant infrastructure, and to modernise the revenue collection system for
roading. The outcome of these changes in the revenue system for land transport will be the most significant
shift since the road user charge system was established in 1978. The effects of the large infrastructure
investments funded by the new funding and financing tools will last for decades.

If the Ministry can deliver this policy programme and support NZTA and KiwiRail with successful
implementation, it will likely be the single biggest contribution we make to system performance for decades.

3. Delivering the performance shifts in the transport system that matter for New Zealanders

We recognised the need to develop a clearer view about how the transport system is currently-péerforming.
Without this picture, it is difficult to understand what is going well and where Action is needed/'to improve
performance.

The Ministry has started to develop simple yet compelling performancé, analysis fof the sector and
Ministers. This approach is likely to highlight differences in understanding that can then be further tested,
and support work to develop interventions that will lift performanCe/+Addressing.this’challenge will also
improve our monitoring role function and support the Government to intervene/where necessary.

Finally, as the Government’s immediate priorities are responded to, we'have an opportunity to engage
Ministers on work programmes across wider aspects of transport policy) There are many aspects of our
work programme that are not stated Government priorities but stilllneed to progress, including in the
aviation and maritime sectors. We think the strongirelationships we have already built with Ministers will
support engagement on these work programmies, to get clarity*en the objectives sought and their relative
priorities.

Final thoughts

The findings from this review providesan-input to guide how we set ourselves up for success. Key to this is
being ruthless about where we/put our focus. ;That is why | have focused on the above three critical
challenges for us to address. | am/pleasedwith progress that the Ministry is already making in a short
space of time while being’well, aware of how much there still is to do. Success is a moving target, not a
fixed horizon, and | and, all thé staff in the Ministry are up for the challenge.



Document 10

Irene Kilford

From: Audrey Sonerson

Sent: Friday, 21 June 2024 2:58 pm

To: martin.kessick@publicservice.govt.nz
Subject: Whoops - and here's the remaining feedback
Dear Martin

Thank you for your continued support as the reviewers have developed their report. You have asked for
our agency response (see previous email) and any final feedback.

The report has been significantly improved since the last draft. Thank you for addressing many of our
concerns. There are a few outstanding points that we would like to see changed:

a) We continue to disagree with the focus on piloting ‘system teams’ as a,priority in the-report. We
consistently deliver joint work with Crown Entities across our policy agenda. For example, this
includes the revenue reform programme, reviewing the Drivers Licencing system and reform of
maritime rules. We also note that Crown Entities cannot providé a‘substitute to address limited
policy resource (which includes the resources of PCO, Cabinet Cemmittée capacity, and house
time), which is often the binding constraint we need to manage. We wantto.avoid muddling
accountabilities in the system, which formal joint teams could create. The transport agencies
provide critical subject matter expertise, which we already’obtain through the examples like the joint
work noted above.

b) We think the ‘weak’ ratings for ‘workforce development’ and “paftnerships and external
engagement’ are unwarranted and don’t reflect what we'experience. The discussion on turnover
and technical skills doesn't reflect the eurrent’context"where we have a very low turnover rate and
many of the specialist skillsets referred to are no longer priorities for the Ministry (e.g. direct
management of infrastructure mega’projects)s, Fhe-reviewers have chosen to use the all-of
government turnover data as @ comparator,whieh is inclusive of agencies with large delivery
functions. When comparedtte.primarily policy departments, our turnover is not an outlier as
suggested. As noted aboéve,'we are constantly partnering with transport agencies to deliver the
government’s policy priofities.

c) While we agree there is’a need\to'develop a workforce strategy (and this is underway), the purpose
of doing so istOyensure we have the right people with the right skills to deliver what we need. We
disagree that deliveringeworkforce diversity is end goal of this strategy.

| would also like to offer some‘thoughts on how the review process has worked, from an agency
perspective and what youimight like to consider in future reviews.

The merit of an extefnal review of agency performance is clear. We need such perspectives to assist
leaders in how théy,manage organisations for success. However, | think significant changes to the
approach and/imethedology are needed to make the reports more useful for the relevant agency.

A key issue is that the review has taken an appreciative inquiry approach to the work. The model relies
heavily on views of agencies and stakeholders, without really examining whether those are credible. This
has resulted in a report that reads much like a stakeholder survey, rather than a balanced and evidence-
based assessment of the Ministry and opportunities to improve. We note that this was a problem under the
original ‘capability review’ framework, but will be even more so given the shift back to the PIF.

If we are performing our role well, we would expect to have disagreement and constructive tension with
agencies and stakeholders — we aren’t here to do what they ask. Future reviews need to consider this
issue and perform their own analysis of what is a credible critique and what isn’t.

Future reviews also need to be much clearer and crisper in their advice. This review has struggled to
clearly articulate the highest priorities the Ministry should focus on in the near term and to manage the
1



rapidly changing context including a change of government. This has meant there are too many
recommendations and findings, and some are too vague and high level. In our case, it would be helpful to
be much more practical about what things like ‘system leadership’ ought to look like in practice and what is
it specifically that the reviewers think MoT is not doing or where it needs to improve.

| think a more robust model would be to require Chief Executives to commission a review of this nature on
a regular basis, that meets certain criteria. There are a range of external providers who could perform this
role and apply a robust, repeatable method, rather than relying on individuals who bring their own different
frameworks to the issue. The PSC'’s role would then be to ensure there is accountability for agencies to
deliver on the findings.

As always, happy to discuss and help.
Audrey

Audrey Sonerson (she/her/Ms)

Hékeretari o te Manati Waka — Tumu Whakarae | Secretary for Transport & Chief Executive
Te Manatia Waka Ministry of Transport

M: +5 9@ E: a.sonerson@transport.qovt.nz | transport.govt.nz

Executive Assistant: Sharyn Forty | M: s 9()@) | E: s.forty@transpot.govt.nz
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Irene Kilford

From: Audrey Sonerson

Sent: Thursday, 25 July 2024 5:22 pm

To: Martin Kessick

Cc: Brent Johnston

Subject: RE: Finalising the Performance Improvement Review

Kia ora Martin,
| am reconsidering our agency response in light of your helpful feedback and the changes made by the
reviewers. As a result, it will probably be another few days to get that back to you. | hope therefore to get you

something mid-next week.

Happy to discuss.

Nga mihi,

Audrey

Audrey Sonerson (she/her/Ms)

M: §°@@) E: a.sonerson@transport.qovt.nz | transgort.govt.nz

Executive Assistant: Sharyn Forty | M: 8 9(2)(@) | Exsforty@transport.govt.nz

From: Martin Kessick <Martin.Kessick@publicservice.govt.nz>
Sent: Monday, July 15, 2024 8:54 AM

To: Audrey Sonerson <A.Sonerson@transport.govt=nz>

Cc: Brent Johnston <B.Johnston@transport.govtinz>

Subject: Finalising the Performance Improvement Review.

Kia ora Audrey

Further to our text exchange on Friday, here is a summary of the responses, material and process that
| was referring to;

1. Lead Reviewers. Comments

As mentioned, we forwarded the comments in your email of 21 June to the Lead Reviewers for them
to consider. This is a sammary of what they shared with us in response;

e The Lead%eviewers noted that on their System Teams proposal, they had consistently heard
from Ministry staff (as well as external stakeholders) about the challenges the Ministry had
had in attracting subject matter knowledge and technical expertise. The Lead Reviewers
suggested the system team concept as an approach that would help address that challenge.
They stated that the report identified system teams as a possible solution and didn’t suggest it
would fit every situation.

e Onturnover, the Lead Reviewers noted that the Ministry had high turnover for several years,
compared to both the public service average and individual agencies (including, the second
highest turnover rate across all Public Service Departments for 2022/23). If the Ministry has
more recent data showing a significant reduction in its turnover rate (perhaps because of the
impact of the Fiscal Sustainability Programme on public service recruitment and retention)
that could readily be noted in the report.



e Diversity was only one aspect of workforce that was identified, and certainly not the main
issue. The Lead Reviewers noted that they were not suggesting that the end goal of the
workforce strategy was diversity, and they didn’t think that point was being made in the report.

e Yourfeedback on the model and process suggested that the report should ”be much more
practical about what things like ‘system leadership’look like in practice and what itis it
specifically that the reviewers think MoT is not doing or where it needs to improve.” The Lead
Reviewers noted that ‘System lead on transport’ is how the Ministry describes its role on its
website. They didn’t think it appropriate for them to define that role further and remain
comfortable that this is something the Ministry needs to work out with their system partners
(particularly given the changing context of a new government & Minister).

The Lead Reviewers will not be making further changes to the report (although we do have some
minor amendments to ensure recent developments are captured (such as the finalisation of the GPS
for Land Transport).

2. PSC Draft Response

I’ve attached a copy of the Commissions draft response to the review{We wel€eme any comments
on the draft by the end of the week in which you return from leave, Friday 26duly.

3. MOTs Agency Response

This is the Ministry’s response, and you are obviously,free to framéit'as you choose. The response
does provide an opportunity (as with the recent MPP-&IR Perfermance Improvement Review
responses) to address the future focus areas desctibed inthe report, as well as identifying the
specific actions or areas of improvement that it will takef(fer example under the ‘three key
challenges’ that you identified). There are‘'eomments about improving programme & project
management, effective internal financialmanagementand effective people management processes,
but no specific actions are identified.

The Ministry has again likened'its role to that ofthe ‘conductor of the transport system’. We note that
your description of the ‘canductet’ role is similar to how the ‘system lead on transport’ role is
described in the report €.g. aligning,*\coordinating and monitoring the transport system. Given there
are no references to,the'Ministry being'a ‘conductor’ on its website or other printed material and that
the term doesn’t resenate with stakeholders, is it helpful for the Ministry to introduce that
terminology into the report?

4. Next steps and proposed timeline
The high-level timeline to finalise the reportis;

e MoTprovides PSC with any feedback on the PSC draft Agency response to the Review by
COP Friday 26 July.

e MoT consider PSC comments on the Ministry’s draft Agency response and provide any
update by COP on Friday 26 July.

e PSC provide MoT with the final draft report (updated with minor amendments & context
changes) as soon as it is ready.

e PSC provide MoT with the draft ministerial briefing for the Minister for the Public Service on
Monday 29 July (to subsequently be provided to the Minister of Transport).

e PSC -update the report based on Ministerial feedback.



e PSC -work with the Ministry to go through a process of finalising and publishing the report
— by end of August

Nga mihi,

Martin Kessick (he/him)
Kaikomihana Tautawhi | Assistant Commissioner

Te Aromatai Whakatatutukitanga | System & Agency Performance
s 9(2)(@)

waea pukoro | Tméra: Martin.Kessick@publicservice.govt.nz

Te Kawa Mataaho

. Public Service Commission

Te Kawa Mataaho Public Service Commission glm-
www.publicservice.govt.nz | www.govt.nz fakririag

Confidentiality notice: This email may be confidential or legally privileged Jf ya@l haVe receiveddby mistake, please tell the
sender immediately by reply, remove this email and the reply from your§ygferny,’and dég’t ackon it in any other way. Nga mihi.

This is the text exchange referred to in the above email:

Fri, 12 Jul at 13:58

| hope all is well with you and that
you're looking forward to your week
off. | have a coffee set up with Ruth
next week...great appointment!

I'm trying to get an email out to you
today regarding the Performance
Review. Should | copy it to David as
well? Essentially it covers the Lead
Reviewers comments on your
response, our Agency response as
part of the introduction to the report,
comments on your Agency response
and the process from here.

&

Thanks. Just send it to me and

Brent.

Tue, 13 Aug at 08:17



Kilfi
Stamp


	OC241111 Response letter
	1 OC241111 Release docs_Redacted
	COMBINED docs MARKED UP
	Doc 01 15 July 2024 email
	Doc 02 PDF
	Doc 02a attachment 1
	Slide Number 1
	Purpose
	What is new about this Review
	Draft Future Excellence Horizon
	Strategic context
	Organisational context
	Outcomes New Zealanders expect in the future 
	MoT’s contributions to deliver future outcomes
	Draft MoT future contributions and role
	Draft MoT future contributions and role (continued) 
	Performance challenge and future focus
	Performance challenge 
	MoT needs to clarify its role in respect to key functions
	Current versus proposed future state
	Current versus proposed future state (continued)
	Future focuses to lift capability  
	Immediate priority actions
	Immediate priority actions (continued)

	Doc 02b attachment 2
	Audrey’s leadership contribution – goodwill, with expectations
	MoTs challenging operating environment
	Roles and responsibilities in the transport system lack clarity
	MoT’s role has broadened
	System leadership and stewardship
	Transport system strategy
	Strategic thinking, strategy, and implementation
	Lead policy advisor to government on the transport system – influence, alignment, and engagement
	Policy advice – quality and capability
	Long term issues caused by the transport system’s structure
	Immediate opportunities to address issues with how the system is operating
	System relationships based on partnership and a sense of curiosity, and being proactive
	Collaborative leadership
	Culture and mindset externally and internally
	Leadership development
	Commissioning and workload
	Workforce capability and development
	Turnover
	Diversity and inclusion

	Doc 03 PDF
	Doc 03a attachment 1
	Brendan Boyle
	Doug Craig
	Executive Summary
	About this Review
	About the Ministry of Transport
	Future Excellence Horizon
	What does success look like for the Ministry over a five-year timeframe?
	What outcomes do New Zealanders expect from the transport system?
	What are the contributions the Ministry will have to make to achieve these outcomes?

	Performance challenge
	The Ministry has demonstrated its ability to adapt to changing needs, implement change, and deliver
	Realising transport system leadership will be the Ministry’s greatest challenge
	The Ministry’s people underpin its ability to be an effective system leader
	There are further challenges which the Ministry will have to overcome

	Insights and opportunities
	The Ministry’s immediate focus will be on delivering the Government’s priorities
	Delivering the Government’s immediate priorities will build a strong platform for conversations on the Ministry’s role in the transport system
	Other medium-term actions (12-24 months)
	Medium term opportunities


	Responding to the Challenge
	In this section:
	Ministry of Transport Response
	TBC

	Public Service Commission Response
	TBC
	Scope of the Review
	Ministry of Transport’s role and mandate
	The Ministry works with a wide range of agencies to drive the direction and performance of the transport system
	Strategic framework
	Transport system strategies and frameworks
	Transport Outcomes Framework
	Government Policy Statement on Land Transport (GPS on Land Transport)
	Strategic Intentions



	Strategic context
	New Zealand’s transport system is broad, complex, and interconnected with other systems
	Ownership, funding, delivery, and operations of transport is spread across different organisations
	The transport system impacts – and is impacted by – other related systems

	Long-term planning and investment in transport infrastructure is required across New Zealand to support its economic potential
	Investment is needed across the regions
	Auckland will remain a challenging planning environment
	Integrated, long-term planning is essential

	Adverse weather events and natural disasters will continue to test transport resilience
	The transport system will need to be resilient to economic headwinds and global disruptions outside of New Zealand’s control
	The transport system will need to overcome funding challenges
	Government will need to manage rising infrastructure costs

	Transport technology disruption is likely to continue
	The transport system can help achieve New Zealand’s greenhouse gas emission targets

	The Ministry of Transport’s organisational context
	The Ministry has delivered significant work across its key priorities
	The Ministry operates within a complex and challenging operating environment
	Transport agencies have faced delivery and performance challenges
	The Ministry’s role has expanded beyond its transport advisor role
	A change process within the Ministry has been completed
	Funding and staffing have grown in recent years

	Outcomes New Zealanders expect in the future
	Agency contributions necessary to deliver these future outcomes
	Overarching Role: Transport System Leader and Steward
	Core Function: Policy and Funding Advice
	Core Function: Advice and Assurance on Long-Term Infrastructure Investment
	Core Function: Regulatory Stewardship
	Core Function: Crown Entity Monitoring


	In this section:
	In this section
	Delivery
	Responding to Government Priorities
	What we found
	Role clarity is needed to help the Ministry effectively respond to government priorities

	Future focus

	Overarching role: Transport System Leader and Steward
	What we found
	The Ministry needs to build a shared understanding of its role with ministers, transport agencies, and transport stakeholders
	The Ministry needs to ensure that the transport system’s configuration is fit for purpose
	Strategies and priorities need to align across the transport system
	Long-term vision and strategies need to carry through to delivery and implementation
	The Ministry needs to connect and collaborate with transport agencies and stakeholders

	Future focus

	Core Function: Policy and Funding Advice
	What we found
	A long-term strategic approach should guide advising efforts
	Advice needs to be underpinned by subject-matter expertise
	Data and evidence to support good policy advice
	Transport advice needs to be integrated with related sectors

	Value-for-money
	Future focus

	Core Function: Regulatory Stewardship
	What we found
	Regulatory stewardship efforts need to be targeted and strategic
	The Ministry needs to ensure clear roles and responsibilities across regulatory systems
	Monitoring regulatory performance is critical

	Value-for-Money
	Future focus

	Core Function: Advice and Assurance on Long-Term Infrastructure Investment
	What we found
	Guiding and prioritising a nation-wide transport investment pipeline
	Providing authoritative assurance of transport investments

	Value-for-money
	Future focus

	Core Function: Crown Entity Monitoring
	What we found
	Building a two-way relationship with Crown entities
	Supporting good Crown entity governance
	Integrating monitoring with other Ministry functions

	Value-for-Money
	Future focus


	In this section:
	Capability
	Leadership, Culture, and Direction
	Future focus for: Leadership, Culture, and Direction
	Purpose, vision, and strategy
	Strategy

	Leadership and governance
	There is an opportunity to improve the effectiveness of transport system governance arrangements

	Values, behaviour, and culture
	Continuous improvement


	Collaboration and delivery
	Future focus for: Collaboration and delivery
	Customers, clients, and citizens
	Māori-Crown Relationship
	Operating model
	Strategic use of contractors and consultants
	We are confident in the Ministry’s ability to adapt its operating model

	Partnerships and external engagements
	Opportunities to better partner and engage with transport agencies and stakeholders
	How the Ministry can improve its partnership and engagement capability



	Workforce
	Future focus for: Workforce
	Workforce development
	Addressing high staff turnover
	Acquiring the technical skills needed for specialised functions
	Leveraging transport-sector wide talent through system teams
	Opportunities to build greater diversity and develop its workforce

	Performance focus
	Workforce engagement


	Public finance and resource management
	Future focus for: Public finance and resource management
	Investment and asset management
	Data and technology
	Data needs to be accessible and incorporated into the Ministry’ s functions
	Leveraging data from the across the Transport system is an opportunity

	Public finance management
	Risk and assurance



	In this section:
	Appendix One – Ratings overview
	Appendix Two - Agency Capability Model Overview
	Appendix Three – Capability Ratings
	Appendix Four – List of agencies interviewed
	Appendix Five – List of Future Focus areas
	Delivery
	Capability


	Doc 04 PDF
	Doc 05 PDF
	Doc 05a attachment
	Purpose
	Key points
	The Ministry’s role in the transport system
	The key challenges to meet in the future
	A forward-looking, practical approach to what the Ministry focusses on, reflecting our context
	Appendix 1: Key feedback themes identified in the Review

	Doc 06 PDF
	Doc 06a attachment
	Brendan Boyle
	Doug Craig
	Executive Summary
	About this Review
	About the Ministry of Transport
	Future Excellence Horizon
	What does success look like for the Ministry over a five-year timeframe?
	What outcomes do New Zealanders expect from the transport system?
	What are the contributions the Ministry will have to make to achieve these outcomes?

	Performance challenge
	The Ministry has demonstrated its ability to adapt to changing needs, implement change, and deliver…
	…and its immediate focus has been on delivering the Government’s priorities
	Looking ahead, te Ministry needs to focus on three key challenges

	Insights and opportunities

	Responding to the Challenge
	In this section:
	Ministry of Transport Response
	TBC

	Public Service Commission Response
	TBC
	Scope of the Review
	Ministry of Transport’s role and mandate
	The Ministry works with a wide range of agencies to drive the direction and performance of the transport system
	Strategic framework
	Transport system strategies and frameworks
	Transport Outcomes Framework
	Government Policy Statement on Land Transport (GPS on Land Transport)
	Strategic Intentions



	Strategic context
	New Zealand’s transport system is broad, complex, and interconnected with other systems
	Ownership, funding, delivery, and operations of transport is spread across different organisations
	The transport system impacts – and is impacted by – other related systems

	Long-term planning and investment in transport infrastructure is required across New Zealand to support its economic potential
	Investment is needed across the regions
	Auckland will remain a challenging planning environment
	Integrated, long-term planning is essential

	Adverse weather events and natural disasters will continue to test transport resilience
	The transport system will need to be resilient to economic headwinds and global disruptions outside of New Zealand’s control
	The transport system will need to overcome funding challenges
	Government will need to manage rising infrastructure costs

	Transport technology disruption is likely to continue
	The transport system can help achieve New Zealand’s greenhouse gas emission targets

	The Ministry of Transport’s organisational context
	The Ministry has delivered significant work across its key priorities
	The Ministry operates within a complex and challenging operating environment
	Transport agencies have faced delivery and performance challenges
	The Ministry’s role has expanded beyond its transport advisor role
	A change process within the Ministry has been completed
	Funding and staffing have grown in recent years

	Outcomes New Zealanders expect in the future
	Agency contributions necessary to deliver these future outcomes
	Overarching  Role: Transport System Leader and Steward
	Core Function: Policy and Funding Advice
	Core Function: Advice and Assurance on Long-Term Infrastructure Investment
	Core Function: Regulatory Stewardship
	Core Function: Crown Entity Monitoring


	In this section:
	In this section
	Delivery
	Responding to Government Priorities
	What we found
	Role clarity is needed to help the Ministry effectively respond to government priorities

	Future focus

	Overarching role: Transport System Leader and Steward
	What we found
	The Ministry needs to build a shared understanding of its role with ministers, transport agencies, and transport stakeholders
	The Ministry needs to ensure that the transport system’s configuration is fit for purpose
	Strategies and priorities need to align across the transport system
	Long-term vision and strategies need to carry through to delivery and implementation
	The Ministry needs to connect and collaborate with transport agencies and stakeholders

	Future focus

	Core Function: Policy and Funding Advice
	What we found
	A long-term strategic approach should guide advising efforts
	Advice needs to be underpinned by subject-matter expertise
	Data and evidence to support good policy advice
	Transport advice needs to be integrated with related sectors

	Value-for-money
	Future focus

	Core Function: Regulatory Stewardship
	What we found
	Regulatory stewardship efforts need to be targeted and strategic
	The Ministry needs to ensure clear roles and responsibilities across regulatory systems
	Monitoring regulatory performance is critical

	Value-for-Money
	Future focus

	Core Function: Advice and Assurance on Long-Term Infrastructure Investment
	What we found
	Guiding and prioritising a nation-wide transport investment pipeline
	Providing authoritative assurance of transport investments

	Value-for-money
	Future focus

	Core Function: Crown Entity Monitoring
	What we found
	Building a two-way relationship with Crown entities
	Supporting good Crown entity governance
	Integrating monitoring with other Ministry functions

	Value-for-Money
	Future focus


	In this section:
	Capability
	Leadership, Culture, and Direction
	Future focus for: Leadership, Culture, and Direction
	Purpose, vision, and strategy
	Strategy

	Leadership and governance
	There is an opportunity to improve the effectiveness of transport system governance arrangements

	Values, behaviour, and culture
	Continuous improvement


	Collaboration and delivery
	Future focus for: Collaboration and delivery
	Customers, clients, and citizens
	Māori-Crown Relationship
	Operating model
	Strategic use of contractors and consultants
	We are confident in the Ministry’s ability to adapt its operating model

	Partnerships and external engagements
	Opportunities to better partner and engage with transport agencies and stakeholders
	How the Ministry can improve its partnership and engagement capability



	Workforce
	Future focus for: Workforce
	Workforce development
	Addressing high staff turnover
	Acquiring the technical skills needed for specialised functions
	Leveraging transport-sector wide talent through system teams
	Opportunities to build greater diversity and develop its workforce

	Performance focus
	Workforce engagement


	Public finance and resource management
	Future focus for: Public finance and resource management
	Investment and asset management
	Data and technology
	Data needs to be accessible and incorporated into the Ministry’ s functions
	Leveraging data from the across the Transport system is an opportunity

	Public finance management
	Risk and assurance



	In this section:
	Appendix One – Ratings overview
	Appendix Two - Agency Capability Model Overview
	Appendix Three – Capability Ratings
	Appendix Four – List of agencies interviewed
	Appendix Five – List of Future Focus areas
	Delivery
	Capability


	Doc 07 PDF
	Doc 07a attachment
	Doc 08 PDF
	Doc 09 PDF
	Doc 10_PDF
	Doc 11 PDF

	Doc 04 attachment.pdf
	Purpose
	System leadership and stewardship
	Actions, steps and focus areas
	Other points and options





