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1 Purpose

1.1 Background

This paper has been developed from work undertaken in the period from February to
August 2004 by collaboration between the Family Services National Advisory Council
(FSNAC) representing a range of non government organisations and government
agencies, and the FACS operation group in MSD

The paper is the third in the development of a Strategy for Families, the previous two
being the Ministry of Social Development Family Services Outcomes Hierarchy; Ministry
of Social Development Family Services Strategy Intervention Logic.

The strategy, as developed in the previous two papers, takes as its departure point the
Moemoea, a vision statement developed by the Maori and Pacific Island caucuses, and
adopted by the National Advisory Council as the central focus for the outcomes of the
Strategy for Families.

1.1.1 The Dream: Moemoea

1.1.2.1 In this family

¢ They have knowledge of their whakapapa (genealogy) and history/taonga
(treasures) and are confident within their identity, able to live in the present and
shape their futures

e People can speak their own language

e Spiritual aspects are central to their lives where they wish them to be

e They value and respect all who belong to them, e.g. children and older members
e Are aware of and active within their community

e They realise their roles, functions and responsibilities

e They have sufficient access to resources that they are able to provide for their
needs

e They are able to collectively meet their community and family responsibilities
e They are adaptable, entrepreneurial and well educated

e Are visionary, with a sense of future possibilities

e They are able to own their own homes should they wish to

¢ Family members are able to make decisions about their own lives

e Family members are able to participate in all aspects of life

e People are ‘comfortable in their own skins’

1.1.1.2 The dream will be achieved when

e Elders, Kuia and Kaumatua play a full role within the family in all aspects of life,
and are valued, supported and cared for

e Matua/parents are supported and grow in the way they ‘plant’ and nurture the
family

e Children/tamariki are loved and grow to their full potential
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Objectives for
Government & Non-

Intermediate
outcomes

Societal outcomes

Government Community

¢ Young people are able to achieve choices in all aspects of their lives

¢ All children/tamariki are comfortable and safe in a place where they can learn
safely and well

e People take collective responsibility for their family, whilst being responsible for
their own destiny

e People are able to function well in today’s world, whilst retaining their culture
e They are contributing to a sustainable society and environment

This has been translated into an outcomes framework that guides a pathway towards
‘bringing the Moemoea to life’.

Families and whanau are strong
and richly connected with their
communities. They are able to

support their members wellbeing,
identity, participation in society

and interdependence

fcs outcomes v10 040629.vsd

Families and whanau are strong
with the resources and capabilities
to play full, vibrant and functional
roles for their members and
communities

Families and whanau support
their members throughout their life
development and contribute to
good outcomes for them

Families and whanau have a
strong voice in decision-making,
and are valued as key institutions

in both current society and as

trustees for future generations

The impacts of social, economic,
cultural and environmental change
on families and whanau are
anticipated and understood

I~

Families are richly
connected and active
participants socially and
economically within their
communities

Families have adequate
material resources to bring
up children and young
people

Families have the
knowledge, capabilities and
commitment to support the

development pathways of
their members

Families are resilient, they
can adjust, adapt and
recover from challenges
and adversity

Families are a safe and
secure environment, where
all members live free from
violence

l-/\

Stimulate awareness,

Identify and support families
with complex needs and
vulnerability, especially

Create a system
environment for agencies

Invest in family strengths

dialogue, thinking and and community capacity

action on issues central to
effective family functioning

Services

where these limit
achievement of good
outcomes for children and

and services which enables
more effective responses to
family needs

young people

In supporting these outcomes the strategy seeks to build on and work with the strengths
that exist in families and communities. The strategy recognises that not all families
function in ways which lead to the moemoea, and that the actions of some lead to
adverse effects on family members and in society. It also recognises that some families
need specific assistance from agencies. This strategy, however, is developed on the
premise that families have within them strengths and capabilities which they can use and
develop. Some families do not recognise these strengths, and some strengths that
families have are not always recognised by others.

The challenge is to discover how agencies and NGO’s might support these strengths,
while avoiding an interventionist, problem-focussed approach. The answer lies in the
collaborative approach that the NAC has adopted.

Strategy for Families Programme of Action

Page 5 Strategy for Family Services - Programme of Action 040901



The Programme of Action outlined in this paper is to be regarded as the first step on a
long journey. It attempts to establish a platform of structure and progress upon which
subsequent initiatives can build.

1.2 The programme of action - purpose

A vision-led strategy faces a particular challenge: how it is developed and implemented
is of equal importance to its specific content. There are important implications for this
particular programme of action. The manner of the development of the Outcomes and
the Intervention Logic papers — the free exchange of ideas amongst the representatives
of NGOs and government agencies, the growth of shared understanding and
commitment, the development of those ideas to express new ways of approaching
matters of common concern in a spirit of partnership - are the characteristics required in
the implementation.

The purpose of the programme of action in the Strategy for Families is therefore not so
much to implement the intentions expressed as to bring them to life. The responsibility
to do so in the spirit and meaning of the moemoea lies with all the parties to the strategy.
Ultimately there will be actions under the strategy by families, by the representatives of
non government organisations and other communities of interest, by providers and by
government agencies.

However, although families are at the very core of the strategy, they are, at least initially,
responders to the actions of others. Families’ initiatives on their own behalf will alter in
response to the changes that they perceive happening around them — in the attitude of
others in conversation, in the attitude of providers and agencies in their dealings with
them, in the support that they can get in their communities, in the ready availability of
information and services.

The changes to which families will respond will come through two intertwined streams of
action: the mobilising and galvanising communities of interest and providers on the one
hand, and the mobilising and motivating of government agencies on the other. These
two streams merge at certain times, and support each other. They are, however driven
from two different sources. The development of a programme of action for communities
of interest and providers is a task yet to be undertaken by, and under the auspices of,
the National Advisory Committee. On the other hand government initiatives under the
strategy will require funding and therefore Ministerial support. They are largely the
subject of this paper.

The purpose of this stream is to establish how government agencies will ensure that
their contribution to the strategy brings the moemoea to life, working in partnership with
NGOs, communities of interest and providers. The focus is largely on government action
because it is the easiest and most obvious starting point.

There are some critical themes weaving their way through the programme:
e The initiatives are interlinked and each part needs always to be thought of in the
context of the whole strategy for families, and in terms of its relationship with
other parts;

e This programme of action is a first step in complex systems change, of which the
agencies’ changes are one essential part;
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¢ An important part of building momentum and ensuring sustainability is to utilise
existing initiatives, where it is clear that enhancing these will strengthen
community capabilities;

¢ With limited resources and time, the particular sequence of activities, their mix,
and the level and balance of each is more important than undertaking large
initiatives which may flounder;

o The primary mechanism will be to ‘learn our way forward’: innovating, building up
the evidence for effectiveness, at the same time becoming more efficient in
adopting innovative practices across the sectors;

Two streams of action are used to anchor this first stage in the life of the strategy:

e The first is moemoea driven national/community dialogue in Strand 1.
Developing this dialogue is a critical underpinning to all other initiatives. It should
engages families and communities in vibrant discussions about their role. It is
supported by the extension of the community mapping programmes already
underway. Community mapping is very powerful way to both understand needs
and engage communities in thinking about those needs.

e The second anchor is the extension of the current national programmes in the
health and education sectors focussing on young children in their families. These
programmes already have momentum and reach. They have a very good
breadth on which to pin the development of strategic capability. Well Child starts
in the early years and can provide a platform of universal assessment of
strengths and would act as a reinforcer family/community connection. Early
Education and Well Child in tandem provide the capability for longitudinal
‘transition support’ that can work with families over time. Coupled with attention
to family violence, which moves the strategy into the vulnerability domain and
fulfills the restorative/preventative needs that originally came from the base-line
review, these programmes can anchor the strategy in a very powerful way..
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2 A framework for action — the intervention logic

systems approach

A systems view attempts to take an ‘ecological’ approach — recognising that ‘everything
is connected to everything else’ — and that some of these connections are particularly
important.

The ‘real system’ is composed of the actions and meaning that is created by people as
they play out their lives within the multifaceted institution called family. Its starting point
is therefore the Moemoea, the story about the ideal state which provides the guiding
vision for the system as a whole. If this ‘system’ is to realise the moemoea, then it must
generate an effective mix, level and balance in relationships; between people, people
and organisations, people and services, services and programmes, between the wholes
and parts, so that the system-as-a-whole will play out over time to work for families and
communities.

The intervention logic paper describes four objectives that constitute major strands of
influence within this system:

1.

Stimulate awareness, dialogue, thinking and action on issues central to effective
family functioning

This objective concerns the environment in which families operate, the extent to
which a vision for families is shared, the degree to which their interests are taken
account of by decision makers, the information and understanding of the position of
families which exist in the broader community. It brings the subject of families and
communities onto the table for widespread discussion.

Invest in family strengths and community capacity
This objective is about investing in family strengths, and building the capacity with
communities to support families.

Identify and support families with needs which make them vulnerable.
This objective recognises that from time to time families will need additional support.
It concerns the capacity of government or NGO services to respond to such families.

Strengthen the system environment to deliver more effective responses to family
needs.

This objective recognises that a strategic approach will be needed to address
systemic issues about information management, workforce capability and capacity,
and how to build and sustain cross agency change to mainstream services in a
complex system.

The diagram on the following page describes the chain of logic across the four strands. It
aims to establish a self sustaining pathway, moving towards the vision while addressing
the current issues of concern.

Starting with the Moemoea, the logic of the strategy is portrayed by the linking arrows

The second diagram follows this chain of logic to describe the structural elements or sub
components of the system that embody the mix of strategic capabilities required.
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Figure 1: The 'soft-system' logic flow map

The ‘system’ that...

. Stimulate awareness,
dialogue and action on
issues central to families
functioning effectively

. Invest in family
strengths and
community capacity

. Identify and support
families with needs which
make them vulnerable

. Strengthen the system
environment to deliver
more effective
responses to family
needs

Influences the environment within which families thrive and support good
outcomes for their members

Moemoea Vision plus hard edged
Guiding o analysis & indicators of
Vision , ublic messages performance
VRIS ES o communicate the sustains continuous

strong outcomes vision, reinforced learning & debate

driven policy, by practical
Vision interpreted by funding & service information
frameworks

local community
within a national

framework Families are able to tap into
the community centred
strength developing
Drives local Develops capabilities in resources they need All services build
planning & communities &lservices to strengths, work with
priorities support critical stages & families to empower

situations in family

& reconnect to their
development

There is effective community
early identification of

Services are implemented to family vulnerability

build family capability at
stages & situations where
families are likely to be
for more holistic,

vulnerable
coordinated responses to
. L family needs
Provider & workforce capacity is
continuously developed to
provide more effective
responses to family needs

Services share common
frameworks & information

Outcomes focus plus
local priorities are
driven into service

design through explicit
change processes
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. Stimulate awareness,
dialogue and action on
issues central to families
functioning effectively

. Invest in family
strengths and
community capacity

. |dentify and support
families with needs which
make them vulnerable

. Strengthen the system
environment to deliver
more effective
responses to family
needs

Figure 2: The 'hard system' structural component map

The ‘system’ that...

Influences the environment within which families thrive and support good
outcomes for their members
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agency/NGO ;::1?,22 Vi;r:rllze Tools & information
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3 Avision-led approach

This strategy is a vision-led approach to policy, programme design and implementation.
The two strengths of the strategy are the moemoea which guides thinking and action,
and the power of the ‘linked whole’ systems approach to achieve real and lasting
change.

Within the strategy the National Advisory Council has two critical roles. The first is the
governance and stewardship of the whole, a role complemented by FACS which
provides the home for the strategy. The second is the oversight of the development of
the programme of action for NGOs, communities and service providers — the other half
of the full programme of action.

The worst possible outcome for this strategy is that it becomes a good policy,
implemented poorly. The issue of ‘strategy evaporation’ from conception or plan to front
line implementation is one which is familiar to all large organisations (public and private).
It is a particular risk when the action is complex, requiring collaborative activities from
different organisations with different motivations and accountabilities. In addition, there
is a risk that, in order to ensure that whole is do-able it will be cut into discrete parts and
thereby lose its effectiveness. It must not become another list of detached ‘to do’ actions
on government agency check lists.

The NAC and FACS together have the role of ensuring that the strategy does not
fracture into its constituent parts as the programmes of action unfold.

The programme of action maintains the focus on the rich and connected vision inherent
in the moemoea and the whole system view, and recommends specific programmes that
are shaped and implemented in such a way as to maximise timely and real outcomes.
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4 Action towards the four objectives

The actions described below are portrayed as specific programmes or concepts, but
they should be seen as part of a wider whole. The objective is to create a collective and
sustained effort that, across the fabric of social agencies, builds over time to create
thriving communities, families and individuals. The strength is in the whole.

4.1 Strand 1: Stimulate awareness, dialogue, thinking and
action on issues central to effective family functioning

Figure 3: Strand 1 system logic and structure

System logic

1. Stimulate awareness,

dialogue and action on Moemoea el
issues central to families| ~ Guiding , analysis & indicators of
functioning effectively Vision Translated into Puble s EL G
communicate sustains continuous
strong outCQmes vision, reinforced learning & debate
driven policy, by practical
funding & service information
frameworks

System structure

1. Stimulate awareness, ‘Bringing the .///\ Monitoring ot
dialogue and action on Mo emoe a i : K oni ;“Fg outcomes
issues central to families National & M/ﬁﬁﬂ\ il impact, X
functioning effectively Community Leading for stimulating researc

Dialogue '~ outcomes for Public\aialogue /' an¢ leamns
families & provision of

(Agencies NGOs) information

for families

4.1.1 National/Community Dialogue

The National Advisory committee continues to provide national leadership for the
strategy for families — as a government / community partnership.

This partnership process is explicitly cascaded down through the regions and through
the broader non government sector. The partnership process creates significant
bureaucratic complexity for Ministry of Social development, but it also delivers rich and
lasting benefits.

The sensitive issues associated with state involvement in family functioning and
aspirations can only be traversed in an environment of trust, which a transparent
partnership can deliver. The partnership process will provide regular feedback to all
parties to guide change processes.

The delivery of benefit to families will be felt at the local level in a change in culture and
operating environment, which is critical to achieve local area collaboration. The
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‘dialogue ripples’ also manifest at the local level as partnership between family and
supporting agency, and are the foundation of learning, strength-based, resiliency-
focused services.

Timing
The process has already begun. The process of genuine dialogue needs to continue in
an explicit ever-widening circle of engagement.

Alignments
A Office of the Commissioner for Children
A All core government agency members of NAC

4.1.2 Leading for outcomes for families

The concept of vision-centred leadership, based around the Moemoea, is central to the
National/Community Dialogue process and the successful implementation of family-
centred policies. The realignment of government and community activity to support the
vision (or outcomes range) will occur through changes to systems, structures and
cultures, in both the government and non government sectors.

Government and non-government agencies can provide leadership and ‘walk-the-talk’ of
the policy by undertaking explicit processes of reviewing their own organizational focus
to realign to the rich and aspirational view of family, contained in the Moemoea. This
review should be reflected in practical and meaningful changes in front line activity.
Change processes would include the development of new indicators to support the new
focus.

Timing

This process can start during the 05/06 year. Feedback processes could be undertaken
via the NAC and should provide examples of the types of changes that have been
undertaken as a result of the process.

Alignments

The alignments include many of the strategies announced or enhanced in the 2004
budget, including:

A Working for Families

Family Start expansion

Family Violence

Older Mentors

Pacific Family Violence

Stronger Communities Action Fund

Social Workers in Schools expansion

Family Service Teams Expansion (Justice/Police)

> D> D> > >

4.1.3 Public communications and information to families

The public communications programme is designed to ‘condition’ the broader
environment towards the importance of thriving families and the importance of families to
our society. This conditioning is aimed at families, but also sets the tone and context for
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the other interventions in this proposal and for the more explicit communications
strategy.

The targeted communications strategy focuses on providing practical and useful family
information for critical periods in a family’s life. An example is to expand on some of the
content areas of the curriculum that has been developed in the Parents as First
Teachers programme, so that parents of older children continue to have an improved
understanding their children’s developmental stages. Evidence shows that
understanding of developmental stages reduces family violence.

Timing

The public communications programme is a complex communications task and will
require work-up within the Community Dialogue context. It would be anticipate that the
developmental process may take the 05/06 financial year, with programme roll-out
beginning in 06/07.

Alignments
A Office of the Commissioner for Children

4.1.4 Monitoring outcomes and impact, stimulating research and
learning

The outcome and vision statement provides the base from which to design both an
indicator framework to monitor family functioning and service responsiveness, but also to
develop a research agenda that investigates the gaps in strategy mix. There is not a
great deal of research on how agencies interact with families, as opposed to individuals,
or how to utilise family interactions to build more functional communities. Overseas
research is also often not applicable to the unique environment of New Zealand families
and culture. Vision-centred, as opposed to problem based, indicators and research will
provide the opportunity for the research community to develop thinking within the
culturally supportive environment of the Moemoea and to provide clear direction for
development of practice.

Together with the work of the Families Commission these inform a research agenda that
supports knowledge building on critical issues and supports cross sector discussion on
issues. The approach to implementation proposed later in this paper provides a strong
step in the direction of a more systematic learning-based culture.

Timing

Indicators should be developed as an early objective in order to provide clear beacons to
the broader sector about the things government is interested in measuring and
monitoring. During 2004/05 broader evaluative frameworks should be developed for the
long term monitoring of child developmental outcomes following introduction of new early
years strategies.

Alignments
A MSD Social indicators programme
A Social, health and educational research funding programmes
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4.2 Strand 2: Invest in family strengths and community

capacity.

Figure 5: Strand 2 system logic and structure

Lw

frameworks

System logic
Moemoea Vision plus hard edged
Guiding . analysis & indicators of
Vision Public messages performance
communicate sustains continuous
Vision, reinforced |eaming & debate
2. Invest in family by practical
Vision interpreted by information
Strengths. and . local community
community capacity |  within a national
framework Families are able to tap into
the community centred
strength developing \
Drives local Developfs cagabilities int resources they need
i) & communities & services to ) ;
EITIEE support critical stages & All services build
priorities PO e J .
situations in family \—/ strengths, work with
devek)pment families to empower
& reconnect to their
community
System structure
Public dialogue
2.Invest in family > & provision of
/ information
Strengths and for families
. i [&
Commlumty Develop community Family, parent
capacny capacity & capability '~ strength
development
\ \ Developing family capability
i | at critical stages/situations Building out from i
Local collaboration g early years to Broadly applicabl
/

support: Augmenting
Strengthening
Families

school and youth

4.2.1 Support locality-led community planning for services.

The challenges of effective locality planning require multiple components to be effective,
including community and agency participation, an understanding of local needs, realism
and some consistency across localities. There also needs to be a balance of core
service delivery and some specific services that relate to unique circumstances and

issues.

Locality planning models without a robust methodology suffer from evidence-drift and
inefficient divergence. Central planning is frequently insensitive to real community
needs and fails to support local self determination.

Strategy for Families Programme of Action
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A new way of supporting locality planning is proposed that is based on the vision
(Moemoea) and utilises needs/strengths methodologies. The proposal requires four key
components to be effective.

1. The development of family-centric needs/strengths assessment tools that are
based on the Moemoea to be used at the levels of family, community and
agency. The tools would be used voluntarily to provide a sense at all these
levels of where investment is needed to create a thriving family environment.

2. The needs/strengths tool would be utilized in locality based planning, to provide a
foundation for local area service mapping, and joint community-agency planning.
The use of the tools brings consistency and stability to the planning process
while retaining a vision focused approach and supporting some local variation.

3. The mix, level and balance of services suggested through the locality based
planning processes would be provided by government and non government
organisations. Funding should be made available for specific local organisations
that are delivering a particular service that explicitly adds value within the local
context or that fills a gap identified in the needs/strengths analysis process.

4. The process would also identify capacity building requirements for non
government agencies.

The development of a strengths/needs assessment tool has international precedents
however the content will need to uniquely relate to the articulation of family in New
Zealand. Outcomes for families include better co-ordination of local services that are
tuned to their needs and the opportunity to participate in processes to define community
strengths and needs. Service outcomes include a managed balance of national
consistency (aligned to a vision) and local variation to services. Setrvice efficiency will be
enhanced through improved local coordination.

Timing

The development of the needs/strengths could be completed in the 04/05 year followed
by testing in specific locations at family, community and agency levels — aligned to
community mapping processes.

Locality-led planning using the new tool and process may be ready to commence in
2005/06.

Alignments
A Service Mapping initiative
A Community Development (DIA)
A Stronger Communities Action Fund

4.2.2 Developing family capability at critical stages and situations.

This strategy proposes a significant investment in the early years through the proposed
Well Child / Early Learning / Safe and Strong Families initiative, (outlined earlier).
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One of the core specifications of these modified early years programmes would be to
explicitly support building community connections and community leadership (which
occurs to some extent in these programmes already). The objective of this approach is
to solve immediate problems by connecting people with supportive and functional
contacts in the community and in the process to help to overall community functioning.

Under the new proposals, families will receive more support in the early years to raise
healthy and function children, and to remain strong and connected participants in their
community.

The true value of this investment will be lost if there is no process to ensure
sustainability of these gains during the transition to the school environment and beyond,
for example ongoing support for vulnerable families at critical points in transition — e.g.
settling into primary school and transition to high school. It is also proposed that the
concept of a Well Teen assessment is investigated. However, for much of the population
Well Teen may be more effective when focused less on individuals and more on utilising
the needs/strengths approach to develop a supportive community environment for youth
and maintaining connections between vulnerable families and community support. The
workforce to support this process exists in the Social Workers in Schools programme.

It is proposed that there is a thorough review of PAFT, the HIPPY programme and the
Family Centres in terms of their existing performance and future potential to provide a
conceptual platform for a broad ‘community-connections’ and learning centred service
capability in vulnerable communities. This process can be supported by improved
information for families services outlined in Strand 1.

Timing

Programme delivery will be aligned to the timing for the ‘anchoring’ initiative as
described in Strand 3. The building out of service reach towards school and teen links
should occur once early years enhancements have been implemented. The PAFT,
HIPPY Family Centres review should be completed in 04/05.

Alignments

A MOE, Initiatives under the family and community outcomes
MOH, Well Child, Whanau Ora strategy

TPK whanau strategy

CYF, SWIS

NGOs e.g. Pacific Foundation

> > >

4.2.3 Augmenting the reach of Strengthening Families

Strengthening Families is a program that is based on collaborative interagency support
for families in crisis, utilising a case management model. Some areas have expanded
Strengthening Families to have a broader family/community focus. Strengthening
Families should add to its current focus by leveraging its position to deeply understand
the systemic issues that are leading to the crisis situations it manages.

By utilising the community/family strengths/needs framework, the service/community
mapping approach and the early years focus described above the Strengthening
Families network is ideally positioned to take on a broader mantle, develop a detailed

Strategy for Families Programme of Action Page 17 Strategy for Family Services - Programme of Action 040901



understanding of systemic issues/opportunities and provide support to local leadership
for community-based solutions.

It is likely that Strengthening Families members will require increase training to
undertake these broader roles and increased funding support for co-ordinators.

Timing

This process of augmentation can begin immediately.

Alignments

A Family Start expansion
A Service/community mapping process

4.3 Strand 3: Identify and support families with needs
which make them vulnerable

Figure 4: Strand 3 system logic and structure

System logic
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System structure
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4.3.1 Early identification of family vulnerability and strengths-based
recovery

There are two linked but discrete components to this action thread. There needs to be a
collective cross agency view about the identification of family vulnerability by front line
workers and consistent, reinforcing approaches to provide cost-efficient strength-based
resiliency recovery — ‘working with families’.

This thread is about whole-system change, not pilot processes. Many agencies are
already beginning to work in this manner (early identification/strengths based recovery),
but it is often in a pilot context and it is not cross agency. Implementing the strand will
require support from the dialogue and leadership components of Strand 1.

Actions include a review and approach development, based on sound methodologies
and then strategy enactment primarily through workforce development and usage of
consistent tools (Strand 4). The outcomes will be delivered by changes in skill sets,
confidence levels and cultures as opposed to protocols or rigid systems. A set of well
conceived indicators will be essential to monitor progress because the ‘soft’ nature of the
implementation process (competency and culture driven) means it is susceptible to
bureaucratic inertia and diffusion unless good performance measurement systems are in
place.

The outcome for families is a different experience and value level gained from contact
with front line staff. The outcome for the system is increased efficiency through solving,
not shifting problems, and intervening before families enter expensive crisis zones.

Timing

The development of actionable cross sector vulnerability measures and cost-effective
strengths-based recovery methodologies may take a year. A significant cross agency
training and development programme would follow.

Alignment
A Multi-sector assessment processes
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4.3.2 Well Child/Early Learning/Safe and Strong Families — early
years strategy

The most critical risk/gain time in a family is during the early years. This is when stress
is often at its maximum and concurrently the family environment has the maximum
impact it will ever have on the outcomes for the next generation. The government
recognizes this situation with significant investment in programmes such as Well Child,
Early Childhood Education (both institutional and parent centred) and social supports
such as tax regimes.

However, it can be argued that investment in the early years is not well aligned and does
not deliver the level of client benefit and system capacity development desired, given
current indicators of system failure (such as child abuse rates).

It is proposed that the cornerstone of the Programme of Action is a bold policy move to
create a more robust family/community focussed joint policy and programme structure
for early years and family functioning investment in New Zealand.

The proposal is that an explicit partnership strategy is developed between the education,
health, justice and welfare sectors around such a combination of programmes.

Development of the strategy will require a review of our societal outcomes for the early
years. This review needs to be informed by the emerging evidence on child
development and learning, family functioning and the nature of need in vulnerable
families. It will also require a conceptual and operational partnership between the
relevant sectors in developing programme design, funding and delivery competencies.
The outcomes for families include improved support at critical developmental points,
improved learning outcomes, reduction in poor health outcomes, family violence and
families in crisis. The systems outcomes include a core sector agreement across the
key policy planks and proactive supports for what is the most critical period of
investment the state can ever make in societal health and capability.

Timing

The conceptual change, organizational realignment and programme development
process required is complex and may take more than a year in review and planning
processes. A period of staff development will follow. This is a five year developmental
programme to full implementation.

Alignment

A FSNAC driven National/Community dialogue (see strand 2 description)
MOH Well Child programme.

MOE early years programmes.

MSD FACS accountabilities for family violence, strengthening vulnerable
families, community development, (see below.

Justice and Police for family violence (see below)

> >

4.3.3 Family violence

The current process of consolidation of family violence programme leadership within
FACS should continue, with an emphasis on achieving a whole system change to enable
earlier identification of vulnerability and more rapid response. Given the unstable nature
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of family violence and the potential for rapid escalation, waiting lists and systems that
lead to delayed action require thorough review.

Revitalising the Te Rito strategy within the family focussed environment also requires a
fundamental rethink of the roles and relationships between CYF and non-government
organisations in relation to family violence that impacts on children. The current low-link,
low-trust, low-referral, low-communication environment is ineffective. A new paradigm
needs to be developed with an explicit strategy from CYF to support the building of a
consistent and capable non government sector that is able to address appropriate-level
cases. The change process will require capacity building for NGOs, more consistency
and skill sets with the NGO environment, improved relationships leading to cross
referrals, and improved professional understanding of, and respect for, respective
organizational skills and responsibilities. NGOs need to focus on strength-based
outcomes, leading to improved family resiliency. Building NGO competencies should be
core business for CYF.

The various broader systems changes and local area collaboration methodologies
outlined in this paper will support the challenging task CYF and the non government
sector face.

The outcome for families is correct referral, more timely support, strengths based
solutions that build resiliency and improved outcomes for all family members. System
outcomes include increased efficiency, reduced risk and improved safety at all levels.

The Community Dialogue process can provide a supportive environment for discussions
on the revitalization of Te Rito and rebuilding an effective whole system response.

A review of ‘risk shifting’ as opposed to ‘solution finding’ behaviour is required across
referring agencies (schools, health, police, etc)

Timing

The first step is to review risk shifting behaviour and to look at the system capacity
requirements to develop whole system solution finding behaviour — while developing a
new direction for CYF:NGO relationships.

Alignments

A MSD FACS accountabilities for family violence
Justice and Police

CYF response management initiatives

NGOs, (various initiatives )

> > > >

4.3.4 Reducing Transience

High transience is often a sign of a poorly functioning family or community (not to be
confused with choice transience, e.g. careers that move people around).

Hyper-transience is often a sign of a family that is unable to cope. Transience also
inhibits solutions to the families underlying problems by reducing opportunities for family
linkages and reducing agency ability to help. Transience increases agency costs and
reduces efficiency because high-cost, high-risk clients often require repeated
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interventions because of poor tracking systems. A transience reduction strategy would
involve cross agency identification of vulnerability through identification of dysfunctional
hyper-transience and attempt to stabilise and reconnect the family.

A cross government strategy to reduce dysfunctional transience (may not be tagged as
such) is a greenfields policy direction — it is a problem for everyone but no-one owns it.
It represents an opportunity to develop new ways of solution finding since there are no
entrenched position or organisational boundaries and as such agencies can try new
ways of working with reduce structural barriers.

Benefits to families include a focus on achieving a stable home and community
connection. Achievements for agencies would include reduced cost, improved efficiency
and fewer people in crisis living conditions.

Timing
It is suggested that this strategy could be developed relatively rapidly, potentially using
the Break-though Collaboration methodology (see following section).

Alignments
A MSD Benefit enrolment
A Housing, Bond management, stability of tenancy
A Education school enrolment, truancy
A Health; PHO enrolment immunisation follow up

4.3.5 Early Childhood Education

Components of the Parents as First Teaches and HIPPY programmes need to be
properly reviewed, with the objective of devising a programme which is available to more
of the population but which includes the strengths of both programmes. The advantages
of these competency and strengths-based programmes is the both immediate benefit to
the child but also the benefit to parental skills and confidence (future employment) and
the benefit to community functioning (networks and links to institutions, leadership,
mentoring).

Timing
A detailed evaluation undertaken of PAFT and HIPPY in 05/06 with development of a
broader PAFT programme the following year.
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4.4 Strand 4: Strengthen the system environment to deliver

more effective responses to family needs
Figure 5: Strand 4 system logic and structure
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4.4.1 Tools and information management

There are two major components to action within action strand. The first is the
development of the Moemoea-based needs/strengths assessment and planning
approach. This can build on well established international models to augment more
focussed sector or professional assessment processes. A few also provide possible
conceptual frameworks for linking family and community perspective, providing the
opportunity to focus initiatives such as community capacity mapping processes.
However, the key component for acceptability in New Zealand will be content which
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reflects the unique context for and aspiration of family in New Zealand (whanau
concepts etc). This process will create an alignment across multiple aspects of the
broader strategy and is the structural element for embedding the vision at all levels of
the system.

The second major action component is the development of common information
management frameworks at the level of information systems. Through a structured
approach to common data descriptions and definitions, sharing of summary data more
holistic and responsive services could be achieved for and with vulnerable families. The
intervention logic paper noted the emerging capabilities that exist in a number of sectors,
notably health, which could support this direction. A broad review of current IS/IM
directions is proposed as there are implications of approach, access, security and
infrastructure.

Timing
The needs/strengths tools can be developed during 04/05 as a core task of the NAC
grouping during 04/05.

The future IS/IT value add for service coordination is a substantial task that should be
elevated to CEO-champion level, however, the NAC led process should initially provide
a “service need” perspective on the problem — which can be undertaken during 04/05.

4.4.2 Development of workforce capacity of government and non
government agencies to support new skill sets

Much of this strategy is about explicitly building knowledge, skills and strengths with
families and in communities. New skill sets are required within government and non-
government agencies to deliver on this strategy. Examples include:

e Supporting family vulnerability assessment and learning/resiliency-based
recovery being initiated by front line workers,

¢ Building out from a family focus in the early years programmes to support
community networks,

o CYF support for NGOs to provide trusted consistent services for vulnerable
families,

e Strengthening Families participants require training to build out from case
learnings to take proactive action at the community level.

A coordinated process of staff skill development is proposed that is linked to a the
implementation phasing of the broad components of the Family strategy. The training
should focus on immediate anchor programme requirements while developing
understanding of the fundamental philosophical, relationship and systems underpinning
of the Families Strategy.

Timing
A time spent understanding the new generic skill sets required could occur under the
Community dialogue banner during 04/05 — leading to implementation in 05/06.
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4.4.3 Develop and introduce a process of implementing coordinated
cross-agency change to mainstream services

Co-ordinated cross agency/NGO change is required to develop the interlocking
components at all levels. This is initiated within the National/Community Dialogue
leadership process and it is also required in cross-agency implementation of complex
new strategies. The cross agency/NGO change process is supported by the locality-led
planning and in collaborative training and information systems proposals.

The zone without an explicit cross agency/NGO process is that of the implementation of
new programmes. Current pilot-based innovation trailing and adoption are flawed, slow
and lead to divergence as opposed to converging systems. A new process of
implementation is proposed, which builds on the SSC Circuit Breakers policy and is
based on the Breakthrough Collaboration process used to implement complex changes
to healthcare systems in multiple sites, (see following section).

Timing

Redeveloping the Breakthrough Collaboration methodology and aligning it with the
Circuit Breaker policy work and introducing the concept to agencies may take up to a
year. It would then be ready to use with the major changes proposed for mainstream
services.
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4.5 Anchoring the strategy

With a strategy as complex as proposed the programme of action requires strong and
practical anchor points to build a self sustaining momentum while developing the whole

system capabilities required.
Two streams of action are proposed to anchor programme of action:

e The first is the moemoea driven national/community dialogue in Strand 1.
Developing this dialogue is a critical underpinning to all other initiatives.

e The second anchor is the extension of the current national programmes in the
health, education and social sectors focussing on young children and their
families; both to support families at these critical stages in child development and
to ensure that children can grow within safe and strong families.

The model is described in the graphic below.

Moemoea driven
national/community
dialogue

Enhanced
early years
support

Enhanced
Early

Learning Build out from early

years towards school

Build out from family
towards connected

& functional & youth retaining family
communities strengths & whole
retaining whole system view

system view Safe and

strong
families

Build generic whole
system service
response capabilities
from those developed
within initial anchor

programmes

By focussing the programme action on the dimensions of the Moemoea, applied within
communities, the programme of action will be founded on a balance between vision and
issues of pressing concern. By enhancing programmes that already have momentum
and reach the programme of action will enable broader of capabilities to be progressively

developed:
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e The enhanced early years programmes provide a platform for movement along
the time-line towards the transition from the family-centric pre-school
environment to the more institutional and child-centred school environment. It is
proposed that the aligned policy platform for the early years will be able to add
value when applied in the subsequent school/youth developmental phases

e By evolving a more holistic family centred, strengths-based and community
based approach to family level services, there is a collateral benefit of building
community connections and strengthening the overall community as a place in
which families can thrive. (This approach is already a hallmark of successful
community oriented NGO services, lwi-based services, early learning centres,
Parents as First Teacher programmes, HIPPY programmes, family violence
reduction programmes).

¢ Finally the three core areas identified provide both breadth and depth on which to
build strategic, system level service capabilities. Well Child starts in the early
years and can provide a platform of universal assessment of strengths and would
act as a reinforcer family/community connection. Early Education and Well Child
in tandem provide the capability for longitudinal ‘transition support’ that can work
with families over time. Coupled with attention to family violence, which moves
the strategy into the vulnerability domain and fulfils the restorative/preventative
needs that originally came from the base-line review, these programmes can
anchor the strategy in a very powerful way.

4.6 Implementation approach

The implementation approach is founded on a requirement to achieve real and timely
action through community influence or front line services. Implementation exists in the
chaotic realities of the real world and not in a pristine policy document.

While the programme shape anchored on the streams described above supports
effective capability development, the approach needs to be clear, practical yet able to
handle the complex nature of the context and delivery of social services.

4.6.1 Real world context

The real world context of policy and programme delivery in the area of family policy is
one of enormous complexity and depth across government, non government agencies
and community-based organisations.

Within the government sector there are a broad number of existing laws, regulations
policies and programmes, some universal and some targeted that support and/or
constrain family functioning and activity. There are also a number of new or emerging
programmes in the process of conception, development or implementation.

Existing frameworks (as outlined above) can be changed, however, there are
considerable opportunities to review new and emerging programmes as components of
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a broader change strategy as funding, systems and behaviours and relationships have
not become entrenched.

Some of the emergent policies that impact on family functioning announced in the 2004
budget include:

Working for Families

Community Development DIA

Family Start expansion

Family Violence

Office for the Commissioner for Children
Older Mentors

Pacific Family Violence

Project K

Stronger Communities Action Fund
Social Workers in Schools expansion
Family Service Teams Expansion (Justice/Police)

I v I I T By B D D

There has also recently been a fundamental change to the accountabilities for national
policy and service leadership with the establishment of the Family and Community
Service (FACS) within the Ministry of Social Development (MSD).

FACS now has accountability for a number of important existing initiatives relating to
families, including Te Rito, the family violence prevention strategy, Strengthening
Families, and the community mapping project.

4.7 Approach to the management of innovation adoption

Earlier, the weakness of multiple targeted programmes was identified and an integrative
and universal approach was suggested as a way to introduce cross-government meta-
themes that guide long term policy direction. Similarly, in the process of introducing
innovations to services, the common approach is to use pilot programmes. Pilots have
some strengths in placing a boundary around resource commitment and risk, but have a
number of weaknesses, that are often not recognised:

Isolation — by being a sidebar to general implementation processes, pilots
become administratively isolated and do not benefit from hierarchal support and
horizontal peer comparison and dialogue. Good ideas often fail or are skewed by
personalities in this context.

Lack of transferability — process development that is location specific can grow
with little relationship to broad whole-system implementation and lose
generalisability. Whole system changes require an operational robustness that
pilots rarely deliver — therefore, the transition from pilot to broad service is often
slow and unreliable.

Little useful learning — because pilots are isolated, learning tends to occur
through a post pilot evaluation, rather than during the process. Thus learning
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points are slow to emerge, are not related to mainstream services and have little
applicability to anywhere other than the pilot.

The approach to innovation adoption and diffusion taken within this paper is to avoid
pilots and instead focus on making measured, systematic, incremental, changes to
mainstream services with strong feedback loops and robust system learning and quality
assurance methodologies.

The objective is to continuously maintain the view of the whole, how that whole is
changing and interrelating across organisations over time. This complex requirement of
a joined-up-government approach can only happen with consistent and quality
information about mainstream issues informing decisions at front line, middle, senior
management and governance levels .
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5 Implementation

5.1 Supports, dependencies and the anchoring framework

To achieve maximum impact the implementation of the action areas should be aligned
as there are many dependencies. As described earlier, this paper supports an
integrative and universal approach to programme design and implementation in order to
achieve the benefits of a whole-systems approach.

The concept of using an ‘early years strategy’ as the anchor is being proposed as it is
the most significant and cross cutting areas of work and as such touches all other
proposals. In order to be successful the ‘early years strategy’ will put pressure on the
development of a mix of capabilities across all the strands described above. By
providing focus, political priority and a gravitational pull the early years strategy anchors
the programme of action, enabling it to generate momentum.

The graphic below shows a conceptual picture of the anchor strategy at the centre of the
diagram, surrounded by other ‘early years’ programmes. The four key strands of activity
sit linked to the anchor strategy, supporting it but in turn being supported by it as an
integrating tool. On the outside circle, the broader components of the Family Strategy
are arrayed, with the Activity Strands supporting development in these areas.

Figure 6: Using the 'early years' approach to develop system wide capability
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While the early years approach creates a set of dependencies with all other components
of the strategy, these components have dependencies with each other. The linkages
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that are created mean that whole system collaboration around implementation is critical.
For example, development of the needs/strengths tools is important for functions locality
planning, which is required for implementation of most programmes, but the
needs/strengths tools require development within a partnership context in order to be
appropriate and acceptable, hence there is a need for the NAC to be involved.

A brief overview of dependencies is outlined below. A more detailed review will be
required in the early stages of implementation.

Figure 7: Cross strand interdependencies

Year 1 2 3 4 5 Supports and dependencies

1

Community Dialogue The strand 1 actions provide overall leadership for the
programme, with governance, organisational and
public communications designed to condition the
environment and create momentum and expectation
of change. The communications programme will
require a period of development before
implementation.

Strand 1

The Strand 2 actions are dependent on Strand 4
developments (strengths/needs tools and workforce)
as well as being reliant on the Community dialogue
process to develop a trusting meta-environment for
functional local-level cross sector planning. There are
strong programme links between Strand 2 and Strand

Strand 2

Augmenting Strengthening Families

Early ID of vulnerability strengths recovery The Strand 3 actions are‘depend_ent on Strand 4
" —— workforce development, information management and
Well Child/Well Family initiative tool development initiatives. They are also

supported by Strand 1 conditioning and are
functionally enhanced by the ‘connecting
Transience reduction communities’ approaches in Strand 2.

Family violence capacity building

Strand 3

Enhance early education

The Strand 4 actions require strong aligned signals
from various agencies and from programmes in all
strands to ensure that system capacity development
is compatible, coordinated and future proofed across
whole government systems. Implementation
processes are linked to all major programme
initiatives in all strands.

Strand 4

Implementation timing

5.2 Sustainable structures

It is recognized that to implement a broad set of strategies across agencies and expect
alignment is a large challenge — especially given the historical difficulty of such
approaches (for example Te Rito).

The traditional approach of setting goals and objectives and project teams, which
governance committees often leads to bureaucratic burnout of attendance of multiple
coordinating processes that achieve little action. In this context frustration soon sets in,
fragmentation occurs and strategy evaporates into droplets of activity.
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Project management processes, especially that based out of middle management
positions, is often set up to fail as it is not able to influence the key levers of change
processes.

Studies show that successful implementation of projects, and the sustainability of those
projects requires three key contextual areas to be managed simultaneously.

1. The stakeholder context — which covers the issues such as the relationships
between people and their motivation or support for an idea.
2. The organizational context — which covers the relationships between

organization and things such as organizational accountabilities, funding
structures and competencies

3. The technical context — which includes programme designs, information
systems, knowledge management and other support tools.

Logically, it can be seen that all of these contexts is critical to the implementation of
social policy and programmes and if one is missing, dysfunction or project failure will
occur.

The four strands of activity have been designed so that at the highest level of whole
system change, these three contexts are covered as shown in the graphic below.

Figure 8: Managing stakeholder, organisational and technical context for successful
implementation
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The ‘contextual tripod’ approach needs to be introduced as an enabling concept for
project managers in all positions so that there is vertical and horizontal focus on all
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concepts, creating a broader system with a coherent management approach that is
appropriate for government and non government sectors.

5.3 Development, timing, leadership and linkages to existing
programmes

The proposed programme of action, introduces a number of new policy initiatives. Some

of the initiatives are simple expansions of existing programmes and others are major

policy shifts. A brief analysis of some of the developmental challenges for the

programme of action shows that for many of the areas there is a period of time of review
and development work, as shown in the graphic below.

Figure 9: Initial development challenges
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Comprehensive work up is required for well designed programmes, however, the real
world of public and political expectation is such that early gains arising from new policy
or programme initiative are required to build stakeholder engagement. By building off
current programmes a client oriented learning environment can be created to receive
feedback on new ideas within the community/service environment.

The Leading for Outcomes for Families action area (Strand 1) supports a generic
approach of reorienting strategies to a family centric approach. Three particular areas
which already have momentum have been suggested by stakeholders as concrete
starting points. These are linkage with the proposed 0-6 programme, family violence
prevention and a process of innovation adoption across a range of strategies building on
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an existing process in the suburb of Northcote, North shore. Linkages of these three
strategies are shown below.

Figure 10: Alignment of system capabilities with existing starting points
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The coordination of the process of development for action areas will be substantial with
multiple themes proceeding in different parts of the government and non government
sectors. There is also the challenge of aligning existing policies and supporting the
major new initiative outlined above. There also needs to be an administrative home for
the programme of action and a place where the family centric approach is nurtured and
grown as part of organizational culture.

Considerable administrative support will be required and it is suggested that the new
FACS structures take up the core administrative leadership and coordination roles.
Programme and project level organisational structures and accountabilities will be
required to support the programme of action tasks.

5.4 Implementation cost: efficient and sustainable processes of
iInnovation adoption

5.4.1 Requirements for an explicit change process

Introducing the family focus and early years themes across community, NGO and
government agencies will involve change processes and cross agency coordination of
significant challenge and complexity.

Traditional ‘top down’ protocols are unlikely to be effective as there are multiple agencies
involved and ‘bureaucratic command’ processes are structurally clumsy and non-
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responsive. (This is not a criticism of the organisations, it is a structural outcome of
large multi-level bureaucracies, which is magnified when several large bureaucracies try
and work together).

A hands-off approach, with broad guidance only, allows unacceptable risks due to
uncontrolled divergence of activity across the country and the potential development of
unsafe and highly inefficient practices. The outcome of this approach has been
enthusiastically emphasised by the media in exposure of poorly targeted investments of
taxpayer funds by government agencies.

An ideal system would balance the following needs:

Clear national problem definition — ‘this is the structural problem we are trying
to solve and we know what sorts of changes in outcome we would like to see in
an effective solution’.

A level of consistency — government services require a level of national
consistency in areas such as service access, service parameters, general
resource application and internal processes of measurement and reporting.

Local flexibility — within the context of broad consistency; population diversity
and provider capacity require local interpretations and responses.

Systemic problem solving — broad definitional approaches will not be able to
build effective solutions. Processes of continual refinement and controlled
experimentation on design are required to build effective systems in processes of
complexity.

Safety — enough controls must be in place to establish that service delivery is
considered safe, within the context of government services for vulnerable
families. Safety is also an important concept to provide clear boundaries for staff
(safe experimentation) to encourage flexibility and innovation at a local level.

Value — not all collaborations are worth it. Some may be so administratively
expensive or deliver so little customer value, that while the notion sounds good,
and may suite local bureaucratic drivers, a rational whole-system analysis would
suggest it was not worth proceeding. Conversely, value may be derived from
collaborations that are not immediately and proximately apparent, and require a
broader view for identification. Collaboration is also fertile ground for
interdepartmental cost shifting. Processes need to be in place which provide an
umbrella or whole-government view of value or cost effectiveness.

Feedback systems — multi-agency solutions require multi-agency feedback
systems on issues, progress and learning. Silo-based feedback will inevitably
lead to poor and inefficient decision making. Feedback systems need to support
systems for interagency/NGO collaboration — meaningful linkages at front line,
middle management and senior management.

Learning — the most important of all traits of successful new processes is
basing the conception and implementation within a learning framewaork, with
cross disciplinary experts, good feedback systems and, importantly, structured
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space for learning to occur. Without structured space learning gets lost in the
urgency of daily activity.

5.4.2 Applying the models of Circuit Breaker and Collaborative
Model for Breakthrough Improvement to multi-sector
collaboration

The Circuit Breaker methodology was developed from the ‘Review of the Centre’
recommendations as an approach to resolve intractable multi-agency problems applied
to areas such as family violence. At present it is focused on solving problems and single
site applications. The Circuit Breaker approach shares some basic methodology with a
new model for collaborative learning and problem solving that was developed during the
1990s for introducing change in complex healthcare systems in the United States. The
‘Collaborative Model for Achieving Breakthrough Improvements’ was developed by the
Institute for Healthcare Improvement, a national leader in healthcare quality and safety
innovations in the US. The process has been successful in supporting significant
improvements in system performance and has been influential worldwide in healthcare
reform.

It is proposed to integrate aspects of the Circuit Breaker and the Breakthrough
Collaborative models to create a new method for innovation adoption across mainstream
services in social service provision.

A breakthrough collaborative combines subject matter experts and application experts
who work together in a structured process to select, test and implement changes. The
process alternates between ‘Learning Sessions’, when people from various
organisations came together to learn together and ‘Action Periods’, when teams
members would return to their organisations and test their ideas in real settings. It
typically runs for 6-15 months.

The Breakthrough Collaboration model has the advantages of:

A High level cross agency outcomes are explicit at the beginning of the process.

A The process is part of mainstream, not a pilot

A The process is aligned with collaborative interest at high level, mid level and front
line

A There are explicit cross-agency measurements of progress and feedback

A There is an explicit and structured learning environment

A Learning outcomes are embedded in mainstream practice, not in pilot cul-de-
sacs

A There is a supportive environment that balances broad vision and local
innovation

A There is a clear end to the process

At the end of a Breakthrough Collaborative, an explicit sustainability process would
ensue, in which there is a monitoring of the stakeholder, organisational and technical
contexts of the programme.
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5.5 Vision-centred leadership and the role of the FSNAC

A number of concepts have already been introduced to support effective implementation
of the ‘whole system’ approach outlined in this report. These include:

A A vision-led approach driving a whole system

The development of a relative small number of action themes that are
conceptually linked

The development of an anchoring strategy for the broad implementation
Approaches to encourage sustainable project design

Introducing implementation strategies that balance developing new strategies
and aligning existing strategies

A new approach to innovation adoption which attempts to avoid the fragmenting
effects of pilot programmes.

> >>> >

The core thinking behind these concepts has emerged from a process that has involved
government and non government representatives in a partnership from day one.

This partnership has been the heart the development process and has resulted in a
number of innovative ideas, rigorous quality review and a strong customer focus.

The first action area has outlined the importance of t he NAC in supporting the ongoing
process of National/Community Dialogue that is critical to the successful implementation
of many of the proposed strategies. However, the NAC also has a role within the
broader implementation process.

While MSD and FACS are the administrative engines behind the implementation, it is
proposed that the continued work up of the developmental areas and overall guidance is
vested within the processes that are being established within the NAC process.

The continued role of the NAC has a number of advantages:
A The process of building trust and relationships, which take time, is now well
underway
A The group is knowledgeable and committed
A The group is functional, representative and respected — in government and non
government circles.
A It has a strong interest in making the plan work

A core issue is that the group also vests the programme of action with the imprimatur or
mana of multiple agencies. Developing cross-agency buy in to programmes at a senior
level may be able to reduce some of the cripplingly bureaucratic collaborative processes
that occur at middle management levels in an effort to be informative and inclusive — but
which may paralyse action.

It is proposed that the next stage of the implementation process involves:

A The formal adoption of the Programme of Action

A The setting up of specific administrative accountabilities (initially within MSD and
FACS) to carry the process forward and provide it with an accountability base.

A The setting up of specific work-streams under the mandate of the FSNAC to
carry out further review work and to scope and design specific developmental
tasks

A A continuation of the identification and alignment of existing programmes under
the family strategy programme of action banner
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6 Accountability and work-stream recommendations

6.1 Accountability framework

Accountability structures and details of implementation support processes for the
programme of action will need to be developed within the internal MSD and FACS
structures. It is suggested that:

A Overarching accountability for strategy implementation is set up with a single
point of reference for development over the next year.

A Specific administrative accountabilities are developed for each of the four strand
areas initially — these may be devolved or shaped as the process continues.

A There is a discussion with the Families Commission to ensure here is clarity
about roles and responsibilities for some areas (such as public communications).

A The uptake of the various strategy areas which are not the responsibility of MSD
should be undertaken first under a chief executive umbrella and then through the
administrative auspices of the NAC and internal senior officials groupings.

The FSNAC'’s leadership role, while not limited, does need to focus on some concrete
areas of development. Six work-streams are proposed where the broad mandate and
skill set of the FSNAC members will add the most value. The areas are drawn from an
analysis of the action areas and the implementation approach.

6.2 Developmental work-streams

It is proposed that all work-streams are set up once a broad mandate for the direction is
achieved and that they link into a consistent timeframe and set of reporting milestones.

6.2.1 National/Community Dialogue

The process of expanding the Community Dialogue out through a broader grouping of
Iwi, non government organisations, community organisations and government agencies
— and eventually to the level of families - has been identified in Strand 1. The community
dialogue process will need to be a mix of a guided/managed process and also able to be
flexible enough to meet the needs of the broad cross section of community
organisations. It is proposed that the process include the broader programme of action,
the introduction of the Moemoea, approaches to ongoing Community dialogue (how to
make it sustainable) and specifically picks up the implementation process discussion,
outlined below.

6.2.2 Implementation processes

The programme of action recommends that a new approach is taken to the process of
innovation adoption for new policy initiatives. The process requires a review of the
Circuit Breaker methodology and the Breakthrough Collaboration methodology, with the
objective of preparing a new approach for use in multiple agencies and potentially
across government agencies and NGOs. The work stream would develop the new
approach, suggest a trial area and become the reference group for the initial
implementation.
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6.2.3 Developing needs strengths tools and information management

The development of the needs/strengths tools is integral to embedding the vision-led
approach into structure and systems. The process will bring together the best of
international approaches at developing community assessment tools and frame them
within the uniquely New Zealand articulation of family and community. The process
supports community/service mapping, agency/NGO capacity assessments and would
aid the augmentation of Strengthening Families role in local area coordination.

6.2.4 Aligning existing programmes

One of the initial tasks in the implementation programme is to conduct a review of
existing programmes, and specifically programmes in early phases of development. The
objective is to determine where and how these programmes can be re-orientated to have
a more family centric approach, in line with the Moemoea. It is suggested that this task
may align strongly with the National/Community Dialogue and the Leading for Outcomes
for Families stream, essentially providing some practical and immediately meaningful
content for the Community Dialogue process. It also brings the Government: community
partnership to life in a visible and tangible manner. The review would also involve
existing government agencies and would require a clear operational articulation of the
family centric view in practice.

6.2.5 Anchor strategy —the early years

Much of the conceptual work in the programme of action is embodied the concept of the
integrative and universal approach being proposed for a MOH/MOE/MSD alignment in
the early years. This is a huge conceptual and operational challenge. A work stream is
required to scope the concept, to gather more evidence and to gain the opinions of the
participating agencies and of the community. The objective of the work stream would be
to report back on feasibility and achievability of the proposal, and if so, the first steps that
need to be taken towards the required policy development and action.

6.2.6 System level economic analysis

The developmental base in this proposal has come from a base of social theory, family
resiliency, system dynamics plus a philosophical view of the value society places on
functional and thriving families. The prime system level economic basis for the
programme lies in the efficiency argument regarding improved collaboration and
outcomes of early years programmes. It is noted that in the broader policy context, the
application of a system level economic framework is required to support the investment
proposed. Critical issues, such as investment in the early years and early intervention,
in which outcomes are very difficult to quantify (although strongly evidential in the
literature), are viewed significantly differently with a financial framework.

It is proposed that a FSNAC work stream oversee an economic analysis of the
components of the programme of action and the integrated system as a whole
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7 Pathway forward options
[To be developed post consultation with the FSNAC]
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Appendix 1: The breakthrough collaboration model

A programme of implementation utilising the Breakthrough Collaboration concept for
across agency (joined up) solutions may involve the following steps.

1.

2.

Topic selection: Clear definition of area in which new processes are
required (for example it could be Transience or Family Violence strategies)
Experts recruitment: Development of a national core group of cross agency
content and applications experts. The team undertakes joint learning on
improvement methods and successful breakthrough approaches. The team
develops a vision for the changes and content details.

Enrolment of participating organisations and teams: Participating
districts develop their own cross agency teams, who formally enrol in the
collaborative. These teams are responsible for the local application of the
vision and for sustainability of the team’s effective changes.

Learning sessions: Bring together the locality based implementation teams
and the core national team to exchange ideas. The first learning session
focuses on the vision or ‘Change Package’ and the subsequent learning
sessions focus on assessment and feedback from the Action Periods.
Action Periods: During Action Periods the locality teams test and implement
changes in their local settings — and collect data to assess the impact of
changes. Progress reports are submitted across the whole collaborative.
Model for improvement: The application of changes is guided by a model
of improvement that is based on the fundamental quality cycle of ‘plan-do-
study-act’

Summative congress: There is an end to the formal collaborative where
outcomes are measured and there is a summative congress. Implications for
further improvements or policy are drawn from congress outcomes. At this
point a new service may have been effectively implemented.

A graphical outline of the process is shown below.
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