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Introducing kaimahi
Kaimahi in Te Reo Māori refers to ‘those who do the work’,
and seems an apt description of the people who are impacted
by this programme.
During the course of the programme we’ve heard varying views on the
appropriate terms to describe interest groups including user, customer,
partner, stakeholder, applicant, external, and more. In an attempt to
accomodate most opinions that have been shared with us, we’ve adopted the
term ‘kaimahi’ as an inclusive term for external user, including applicants,
partners stakeholders, and our own staff.
Anchor Island, James Mortimer 2010
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Introduction
The Department of Conservation (DOC) is working more
closely with others to grow conservation and protect the future
of our special places, land, plants and animals. As part of
our focus on partnership, we are reviewing the authorisation
(permitting) process for Wildlife, Research and Collection
activities undertaken on public conservation land and in
relation to wildlife species. This programme of work is called
‘Outside In’.

The Outside In programme commenced in 2014. At the outset we knew we didn’t
have all the answers, so we knew we needed to start by working closely with the
people who do the work – our kaimahi.
The programme was designed to trial a new way of engaging with our Treaty
partners and kaimahi, and was structured to compliment DOC’s more traditional
methods of change with a co-design approach.
Our mission was to design processes for the authorisation of Wildlife, Research
and Collection activities in collaboration with our kaimahi and Treaty partners,
while fulfilling the intent of the law and keeping the process simple and useable.

Pureora Forest Park, Department of Conservation Te Papa Atawhai
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Harnessing the ideas, energy and experience of many stakeholder groups meant
that targeted cogenerated solutions would ensure we developed a fit for purpose
permitting system and straight forward processes for all to follow.
Throughout 2014 we held a series of engagement activities with our kaimahi. This
included a series of three workshops in locations across the country, 20 Hui in
various locations and 8 questionnaires. We also conducted an internal review of all
related processes. These streams of work ran in parallel to gather a wider and more
accurate view of the diversity in issues and opportunities that could be available
through the review of the authorisation system.
This approach revealed social and technical interdependencies that have not
previously been obvious. It cut to the heart of the matters which connect and
divide DOC and its Treaty and conservation partners, and highlighted the
significance and complexities of some highly controversial topics that surround
and influence the permitting process.
These matters are complicated and not quickly resolved. Acknowledging them
and holding discussions with our kaimahi has been a first step in the long process
towards resolution, but many of these issues will need to be addressed either by the
programme or outside of the scope of Outside In.
This paper outlines the process DOC trialed to allow for a user centred and
codesigned methodology to be followed across the programme. It also details
how, when and why user involvement is critical to both the strengthening of DOC
partnerships and to designing more robust and sustainable solutions.
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Why do we need Outside In?
For conservation partners it is not a question of ‘are
authorisations needed?’, but a question of ‘how do we
effectively achieve the intent of the authorisation’s purpose’.

The Outside In programme is designed to review the process for protecting wildlife
and our natural world while considering the contributions, perspectives and
roles our Treaty and conservation partners have in the wider system. Presently,
the authorisation process managed by DOC is seen by both our staff, Treaty
and conservation partners as legally ambiguous, fraught with confusing policy,
controversial and culturally sensitive.
Frequently, DOC’s process is significantly impacting on those working for New
Zealand’s conservation growth. The level of frustration is no longer acceptable and
has resulted in partners questioning the value in what the current system achieves.
DOC’s new model is about achieving more conservation through others. Outside
In trialled a new way of working that brought together the ideas, energy and
experience of many different stakeholder groups who have been working with DOC
through the authorisation process.

+
Ideas
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+
Energy

=
Experience

Targeted,
co-generated
Solutions

Saddleback, David Cook wildlife photography

Why does the Authorisation system need reviewing?
A wide range of people, organisations and insitutes in New Zealand contribute to
conservation through activities that legally require authorisation from DOC. When
the application process is slow, overly complex and frustrating, this implacts on the
effort and goodwill of contributors. Ultimately the populations, species or places in
need of protection are what suffer.
As one of the major controls for sustaining and caring for our environment, wildlife
and natural treasures, the authorisation process has become reactive, highly risk
averse, ambiguous and siloed.
Additionally, the Wildlife, Research and Collections Authorisations process is a
highly visible face of DOC; with a minimum of 5000 customer contact points per
year it carries huge reputational risk.
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The programme mission

mission

What do we aspire to achieve?
Processes for the authorisation of Wildlife, Research and
Collection activities are designed in collaboration with
our Treaty and conservation partners, fulfilling the intent
of our law and the hard work is done to keep the process
simple and useable.

Processes are designed in collaboration
We want to bring together the ideas, energy and experience of many kaimahi who
have been working for conservation. The way the programme has been structured
is designed to create a platform to:
• Work together to design an authorisation system that proactively
supports conservation growth, a living Treaty partnership and effective
user engagement
• Share the perspectives of others and utilisise communal knowledge
• Work towards a better system with our eye on the ‘best’ system.
Fulfiling the intent of our law
Fundamentally, we want to clarify why we issue permits and understand their legal
and cultural context, stripping back to the basics and unravelling the legal and
policy framework.
Significant policy, legal and practical challenges exist when interpreting the
maintenance of the protection of our wildlife and the integrity of the natural
environment in accordance to the relevant legislation and Treaty obligations.
The process is kept simple
Opportunities exist in moving from a reactive, highly risk averse, siloed system
to a more integrated, partner driven approach.
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Usable for our kaimahi
Usability is defined as the effectiveness, efficiency and satisfaction with which
users are able to achieve their goals through interacting with a system.
Identifying what our kaimahi and Treaty partners need to create a system that
reduces the current levels of frustration and impacts on their interests is critical.
For the process to be usable for our kaimahi, they need to know:
• Why they are required to do something.
• Where they need to go to find the information.
• How the process works.
• What support they will get and what it means for them.
• When they will get an authorisation.
We need to work towards a system that:
• Recognises contributions from our partners and empowers support activities
• Reflects risk to species and places adequately and appropriately
• Connects /feeds /makes research available
• Considers effectiveness of controls from preapplication to post application
• Designed to be future facing and technically sustainable
• Encourages compliance by choice because it is easy to use, clearly understood
and accessible
• Contributes to New Zealanders’ and international visitors’ connection with
protecting New Zealand and our natural resources
What we can improve immediately:
• Major policy decisions
• Long term relationships /work with iwi

‘Simple can be harder than complex – you have to work hard
to get your thinking clean to make it simple. But it’s worth it in
the end because once you get there, you can move mountains.’
– Steve Jobs (Reinhardt, 1998)
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vision

The programme vision

The process for the protection of New Zealand’s wildlife and
our natural world is valued, accessible and easily understood.
It encourages compliance by choice to support conservation
activities and species protection.

Following the initial work looking internally at our current state and hearing from
our partners and stakeholders, the Outside In programme allowed for involvement
from major stakeholders to:
• Generate ideas for fundamental changes to the system
• Create processes that are more appropriate and responsive to users' cultural,
emotional, spiritual and practical needs.
• Drive a shared sense of the direction we aspire to achieve over time.
We will not achieve this all at once – or as a Department in isolation. But this
programme serves as a major step forward to working more closely with our
kaimahi, sharing the diversity in views, knowledge and perceived risk as we work
together to generate ideas and solutions.

Waitutu mountains, James Mortimer 2013
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In an ideal world, the authorisation process:
Is valued:
• Robust, credible, effective (and recognised as such by our kaimahi)
Is accessible
• Easily accessed through technology of choice and found intuitively
(through information design and appropriate site searches etc).
Is easily understood
• Information, forms etc are written in plain language and available publically
• Clear and transparent information and processes.
Encourages compliance by choice:
• Users find it hassle free, easy to do and understand why.
Supports:
• Department, conservation and Treaty partner activities.
• Professional recognition of effort, expertise, conservation effort.
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Better public services and Result 10
The Result 10 outcome is:
New Zealanders can complete
their transactions with
Government easily in a digital
environment.
The Result 10 target is:
By 2017 an average of 70%
of New Zealanders’ most
common transactions with
Government will be completed
in a digital environment.

Better public services
The Government has set 10 challenging results for the public sector to achieve
over the next five years. These targets require a stretch beyond immediately
deliverable results and highlight opportunities for new ways of working together
to deliver better public services to New Zealanders. The work underway in these
areas will, in time, demonstrate innovation and improvement across a connected,
collaborative public sector.
Result 10
As part of the ten Better Public Services results, agencies have been challenged
to make it easy to transact with Government in a digital environment. Results 9
and 10 both aim to improve interactions with Government – Result 9 focuses on
business customers, and Result 10 on individual New Zealanders.
By 2020, the cross-Government Result 10 programme is embedding digital
delivery into Government culture and operations. ‘By default’, digital will become
the primary delivery channel for Government transactions (Department of Internal
Affairs, 2014).
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2.8 million New Zealanders have access to the internet.
(Statistics New Zealand, 2012)

64% use the internet to access government websites.
(Statistics New Zealand, 2012)

40% used more than 1 device to access the internet.
(Statistics New Zealand, 2013)

We need to change our approach to digital service provision
Although agencies have invested heavily in digital channels over the past two
decades, transacting with Government digitally is far from the norm, and the
quality of Government’s digital service offerings often falls short of equivalent
offerings in the private sector.
To address these issues, we need a paradigm shift in Government’s approach to
service delivery, towards ‘a holistic, customer-centred approach, driven at the
whole-of-Government level’. This approach is reflected in New Zealand’s ICT
Strategy and Action Plan, and provides strategic context for Result 10 (Department
of Internal Affairs, 2014).
The System Vision: Digital by Default
Integrated digital service delivery will be ‘how we do things’ in Government.
This will mean working in new ways. Customers will be at the centre of service
design and delivery, Government will be connected and collaborative, and there
will be a culture of digital innovation.
Result 10 is best understood not as an isolated programme of work but as an
outcome that requires coordinated activity across a range of areas. Some of this
activity is also a high priority for other government transformational programmes,
in particular Better Public Services Result 9 and the ICT Strategy and Action Plan
(Department of Internal Affairs, 2014).
As at November 2013, 8 major servive delivery agencies were jointly committed to
work to deliver Result 10:
Department of Internal Affairs, Department of Conservation, New Zealand
Customs Service, Inland Revenue, Ministry of Business Innovation and
Employment, Ministry of Social Development, New Zealand Transport Agency
and New Zealand Police.
The volume of people using DOC’s online hut booking system is a target
measurement for Result 10. As a Government agency, DOC has committed to
helping achieve this result.
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What does that mean for Outside In?
For the Outside in programme this means it is increasingly important to be
designing solutions for the digital environment of the future.
DOC views digital services as key to involving others in growing conservation
– these services will make it easier for the public to access DOC’s resources
as well as freeing up staff administration time to focus on conservation work.
Some examples of DOC digital services already provided include the Volunteer
Management System, eRecruitment and Asset booking system (booking huts,
Great walks, etc.).
Our kaimahi overwhelmingly agree; 91% of ‘Test the Limits’ workshop participants
agreed or strongly agreed that there is a need for an online solution to the
Authorisation process. A further 75% of ideas generated at these workshops were
related to digital solutions.

In the Jan/March 2014 quarter, 30.7% of DOC asset bookings
were made online through the asset booking system.
(Department of Internal Affairs, 2014)

16

‘In 2013 I developed the Identity and Access Management
Strategy for DOC. One of the key objectives of this strategy
is enabling people’s access to conservation IT systems and
information, whether they’re within DOC or without.
A major challenge was finding real-life user stories where
people outside DOC needed access to conservation IT systems
managed by the Department. My engagement with the Outside
In programme has enabled me to understand the roles and
responsibilities of people both internally and externally to DOC.
These insights and understandings will be critical to the success
of DOC’s future systems.’
– Mark Beeson,
DOC ISS team
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What we know: context
Defining the landscape
DOC manages about 8 million hectares on behalf of the Crown and undertakes a
passionate legislative role of responsibility for the preservation and conservation of
our natural and historic heritage.
Fundamentally, we want to clarify why we issue permits and understand their legal
and cultural context. By improving the process, we’ll be able to sustainably deliver
more conservation in the right places, and support living Treaty partnerships.

Volume

600
authorisations
Lengthy
processing
Inconsistent
60 – 80
interactions

An average of 600 authorisations are issued per year
for Wildlife, Research and Collection Activities.

The average processing time in 2012 was 10 months.
This has been reduced to 4 months in 2014.

National consistency throughout the process is low.

A standard (or low impact) permit may involve 60–80
interactions between all of the players – applicant,
Treaty partners and DOC staff.

Legal context

Authorisations
300 policy
documents
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Authorisations are issued under the Wildlife Act and
Conservation Act for activities relating to Wildlife and
under the National Parks Act and Conservation Act
for Research and Collection activities.
Up to 300 policy documents could apply to a single
application.

Consultation
requirements
Individual
processes

Currently, every authorisation issued is required
to be consulted with iwi under Section 4 of the
Conservation Act which requires DOC to give effect to
the Treaty of Waitangi.
Many Treaty Settlements legally specify individual
processes for consultation with iwi to recognise their
local cultural practices and to recognise the status of
Tangata Whenua as guardians of our natural world
under the Treaty of Waitangi.

Cultural context

Indigenous
species

Indigenous flora and fauna species – many of which
are threatened or endangered hold the utmost
significance to Māori culture, communities and
mātauranga Māori.

Constructive
engagement

Applicants and DOC staff do not always understand
the need for constructive engagement with Treaty
partners, or the requirements of consultation.

Tāonga
species
118 iwi

Many indigenous species are regarded as tāonga to
Māori and important to Māori as kaitiaki/guardians.

Māori believe that consultation must be done locally
and you must consult with the relevant whanau,
hapū and iwi. At present there are 118 Government
recognised iwi (Te Puni Kokiri, 2005).

Protection context

Bureaucracy
Recognised
control
50% extinction

The bureaucracy of the process is at times out of kilter
with the level of evident risk.

The authorisation process provides an opportunity to
assess the value and risk of an application and include
conditions for protection.
It’s predicted that 50% of known species will be extinct
by 2050.
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What is user centred design?
User centred design is an approach to designing a product
or a service in which the end user is placed in the center of
the process, providing insights into user needs, experiences,
attitudes and behaviours.

Test the Limits workshop participants, Kahurangi Douglas 2014
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The lenses of user centred design

What is Viable

What is Possible

What is Desirable

Technically
and financially

From DOCs
perspective

From a users
perspective

User centred design puts the people who you are designing the solution for into the
design process to work out what is desirable for them.
To this end, the first phase of the Outside In programme (Understanding the
current situation) is all about identifying what’s desirable and listening to the
various views and needs of our kaimahi who work with us for conservation.
User centred design is a Design Thinking creative problem solving approach.
Design thinking is being increasingly applied to complex business, organisation
and social challenges as every service has a design. The way its delivery
infrastructure is set up, the way customers interact and staff are trained and
equipped, the process and policies they follow – all are results of design decisions.
However, most of the time this is ‘unintended design’ (User Interface Engineering,
2012).

‘Unintended design happens when the team focuses on the
act of development and deployment without any consideration
of what will happen when people try and use it.’
– Jared Spool (User Interface Engineering, 2012)

In many respects, this reflects the current state of the
permitting process and the ‘black hole of confusion’ or
‘tower of never-ending process’.
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The best of both worlds: Traditional and Design thinking
Possible

Viable

Desirable

Traditional Thinking

Design Thinking

Logical

Intuitive

Deductive

Abductive

Requires proof

Asks ‘what if?’

Looks at precedent

Unconstrained by past

Quick to decide

Quick to explore

Right vs wrong

Always a better way

Dislikes ambiguity

Invites ambiguity

Results

Meaning

Traditional methodology is where DOC is comfortable, but Outside In introduces
a design thinking model into our traditional analysis with a more fluid, agile and
interative process.
While the programme’s scope is limited to Wildlife Act and Research and
Collection permits, much of the work is being undertaken in a way that the
thinking, listening and learning can be applied to many other issues or aspects
of DOC’s work in the future.
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Working above and below the line
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To enable us to structure the complexities and allow us to gain a deeper, more
transparent understanding, we had to know:
• The needs and knowledge of those working in the system.
• Our constraints and what aspects of the system can be designed with
our kaimahi
To this end, the programme is focused on three areas:
• What is desirable from a user’s perspective
• What is possible from a Department perspective
• What is viable from a Government perspective.
The user influenced design (above the line), provides the perspectives and needs
that identify what the programme needs to deliver now and in the future to deliver
on the longer term vision and shorter term mission.
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‘Design is a funny word. Some people think design means
how it looks. But of course, if you dig deeper, it’s really how
it works.’
– Steve Jobs (Wolf, 1996)

27

The effect on people using the system

Treaty
partners

DOC

Community
groups

Different
perspectives

Research
Partners

Interested
parties

Stakeholders

Preliminary feedback was received through website submissions and the first series
of national workshops to capture our user experience, frustrations and priorities
for a future system. This enabled an approriate and purposeful engagement
programme to be designed.
Although perceptions differ across our kaimahi groups, we have heard of many
areas which our processes are impacting:
• Maintaining integenerational transfer of knowledge through tikanga and
mātauranga Māori.
• Maintaining the integrity of traditional practice and crafted tāonga.
• National/commercial and student research programmes.
• Programmes that are endeavouring to offer conservation experiences
• Breeding support, rehabilitation and recovery programmes.
• Commercial/economic business etc (not from approval point but from
process point).
• Priority species research areas.

28

Phased delivery
Phase 1: Programme start – September 2014

Understanding
the current situation

Phase 2: July 2014 – October 2014

Exploring
our future options

Phase 3: November 2014 – August 2015

Developing
our solutions

Phase 4: June 2015 – September 2015

Implementing
our changes
The Outside In programme is split into four core phases (in the diagram above):
Understanding, Exploration, Development and Implementation. These four phases
are designed to facilitate the codesign process in a way that produces the best
solutions to meet specific user needs whilst providing opportunity for ongoing
review.
Over the course of the programme we will achieve:
• Usability needs identified – adjustments to our current process /information
sets to improve clarity, understanding, transparency and accessibility in
current process.
• Mini pilots of significant process changes to improvement areas for specified
permit types.
• Rapid prototyping to implementation for identified permit areas.
• Digital system development.
• Learnings applied to other permit types.
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An agile and iterative approach
A new way of working
DOC has traditionally undertaken reviews and analysis of processes internally
and proposed solution /models to kaimahi to comment for refinement.
The design of the Outside In programme has a heavy focus up front on working
with a wide range of kaimahi from the beginning. We are taking a creative problem
solving approach with our conservation partners by sharing complex legal,
Departmental and cultural challenges.
Participants working with us were invited to cooperate with DOC and other users
of the system during several stages of the solutions process. Through a series of
national workshops, people who registered to participate had hands on experience
working with us as we moved through four phases of solution design.

Ask & Listen
What is?

Understanding

Cogenerate Ideas
What if?

Exploration

Codesign Process
What works?

Test and Refine
What’s working?

Development

Implementation

The widening and narrowing of the bands around each question represent
‘divergent’ and ‘convergent’ thinking. In the early part of each phase, we are
challenging ourselves to progressively expand our views. Working with our
kaimahi, we are looking as broadly and expansively as possible in order not to
be trapped by our usual problem framing and pre-existing set of solutions.
After we have generated a new set of ideas, we begin to reverse the process by
converging, progressively narrowing down our options to the most promising.
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Design questions
In order to focus ideas and define the challenges, the
programme created a set of questions to guide and evaluate
the outputs of each design phase.

What is?

We ask:
• Ourselves – what is happening
currently?
• Our kaimahi and Treaty partners
– what is your experience and 		
understanding?
• Our law – what is the intent of
the Wildlife Act and purpose of
authorisations?

What if?

Working together:
• We share the size of the challenge?
• We utilise kaimahi knowledge?
• We push our boundaries?
• We interperet differently?
• What ideas could we generate?

What works?

Designing new processes:
• How could processes take account of
major views? Can these be reconciled?
• What are the options for testing pilots?
• Methods for future engagement?
• Where/how can we empower others?

What’s working?

Test to improve, not validate:
• What worked? What did users find?
• What did the Department find?
• Have risks been adequately addressed?
• How usable? Valuable? Credible?
• Can we simplify further?
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Stakeholder representation
Areas of interest represented by external participants over the programme life

9%
%

Commercial or
Registered Societies

%

19

19

2%

Universities and
Research institutes
Captive Management
eg. Zoo, Wildlife Park

4%

Tangata Whenua
Museums

47%

Community Groups
and Hobbyists

Representing diverse views
The programme has attempted to ensure an adequate sample of Treaty partners,
conservation partners, major stakeholders and other interested parties was
identified. An open invitation extended to participate in, feed into and comment
on the Outside In review through national workshops, surveys and interviews.
The programme has already taken a step toward strengthening these relationships
by entering into value exchange through the design and engagement process.
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It’s truly been a collaborative process, with over 600 kaimahi
and more than 100 DOC staff members participating in various
roles over the course of the programme.
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Assessing workshop materials, Kylie Riley 2014
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Engagement overview
Our engagement activities
1

2

Five ‘Inform & Listen’ workshops were held around the country
during June 2014.These workshops gave kaimahi an opportunity
to be involved in the review process; it also enabled them to hear
other people’s views and to share a deeper understanding of the
complexities surrounding the permitting system. We also provided
an opportunity for interested parties to comment on the review via
online questionnaires.
Six ‘Test the Limits’ workshops were held around the country during
August and September 2014. These workshops were designed to
harness the ideas, energy and experiences of our kaimahi and generate
ideas to begin testing the limits of possible solutions.
Nineteen regional hui were held around the country throughout
September, with an invitation extended to whānau, hapū, iwi and
practitioners of cultural use to share their experiences, views
and aspirations. The hui focused on the cultural use of traditional
materials, and the role of Treaty partners in the consideration of
applications to undertake activities in their rohe.

3

A ‘Landing It’ workshop was held in Wellington in October 2014 and
attended by kaimahi, Treaty partners and DOC staff. The objective of
this workshop was to develop concepts for pilots that built on solutions
and processes identified in the Test the Limits workshops, with a
specific focus on areas relating to kaimahi involvement and impact.

Parallel workstreams and delivery
The following diagrams outline how activity undertaken throughout the
programmme informed the design of our solutions together with our Treaty
partners and kaimahi. The workshops brought together analysis and the needs
of our Treaty partners, kaimahi and staff.

Landing It participants, Kahurangi Douglas 2014
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Phase One:
Understanding

‘Our reputation and credibility are being affected by DOC’s
poor processes – endless timeframes, lack of information or
progress reports.’
– Inform and Listen workshop participant
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Customer journey map, Inform and Listen workshop participants 2014
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Understanding the current situation
The objective of the first phase of the programme, which ran until the end of
September 2014, was to identify the current state of the authorisation process for
Wildlife, Research and Collection.
This phase reviewed our authorisation processes from a policy, scientific and
cultural viewpoint to enable us to interpret the issues broadly.
To complete the picture of the current state and help identify what’s desirable in
possible solutions, it was important to understand the needs of DOC staff, kaimahi
and Treaty partners. A series of 5 ‘Inform and Listen’ national workshops in June
2014. These gave kaimahi their first opportunity to be involved in this review
process, it also enabled them to hear other people’s views and share a deeper
understanding of the complexities surrounding the authorisation process.
Following the workshops, DOC staff were also invited to participate in an internal
information gathering questionnaire on their experiences of the permitting
process.

‘It’s really not clear where the process starts and finishes.’
– Inform and Listen workshop participant

Customer journey maps, Inform and Listen workshop particpants 2014
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Ask & Listen
What is?

Understanding

Exploration

Development

Implementation

Purpose:
Gather current state experiences of the system and what main frustrations are
with current process for issuing Wildlife, Research and Collection authorisations
Inputs
• Concept outline
• Business case
• Programme structure
• Programme initiation
documents

Actions
• Open registration
and engagement
• Analysis of current
state
• Initiate programme
engagement design
• Identify needs and
experiences of kaimahi

Outputs
• Current state analysis
and requirements
to support Phase 2
(Exploration)
• Programme design
brief (outline of process
to follow)

• Define internal and
external requirements
• Refine intent and scope
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Phase Two:
Exploration

‘I’ve been working with DOC for decades. This is the first
time I’ve experienced DOC being genuinely interested in what
we’re doing and taking the time to listen.’
– Test the Limits workshop participant
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Test the Limits participants, Kahurangi Douglas 2014
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Exploring our future options
The second phase of the programme included a series of six ‘Test the Limits’
national workshops held in September 2014. These workshops were designed
to harness the ideas, energy and experiences of many kaimahi groups to begin
testing the limits of possible solutions for the Wildlife, Research and Collection
authorisations process.
The participants’ role during these workshops and hui was to develop what
might be desirable by identifying possible opportunities and ideas for piloting.
These opportunities were then assessed internally to identify what was viable
and possible. This will continue to be an iterative co-design process with potential
solutions being tested and developed further with kaimahi.
Alongside the workshops and hui, the programme’s evaluation teams analysed the
ideas and opportunities raised through our engagement with kaimahi and Treaty
partners. The teams also reviewed the current state and mapped out the process
from beginning to end to help verify where the most beneficial opportunities lie
and identify the boundaries /limitations from policy, process and IT perspectives.

‘Do you know the impact your processes have on taxpayer
funds… you have no idea of what is lost in terms of time,
volunteers, money and resources through the disruptions of
your processes.’
– Test the Limits workshop participant

Test the Liimits participants, Kahurangi Douglas 2014
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Co-Generate Ideas
What if?

Understanding

Exploration

Development

Implementation

Purpose:
Harness ideas, engage experience of many stakeholder groups; challenging them
to ‘think big’ and take the first step to identify possible solutions

Inputs
• Current state analysis
and requirements
• Programme design
brief

Actions
• Create concepts and
options based on
Phase 1 information
• Refine and confirm
engagement design

Outputs
• Report engagement
progress
• Concepts/design
options/proposals

• Explore concepts and
options – THINK BIG
• Filter/prioritise/
assess concepts and
options

47

Phase Two:
Exploration
Tangata whenua engagement

‘The permit process is a barrier to retaining cultural
knowledge and practices.’
– Tangata whenua hui participant
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Example of cultural material use at Ōtautahi (Christchurch) hui, Patricia Wallace 2014
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Tangata whenua engagement
A total of 19 regional hui were held nationally throughout September, with an
invitation extended to all whanau, hapū, iwi and practitioners of cultural use to
share their experiences, views and aspirations.
Staff from the nearest district offices who have relationships with the local iwi
were also invited to attend the hui to listen to the issues and participate in the
discussion.
DOC has a unique role within Government to give effect to Section 4 of the
Conservation Act. We recognise that we need to strengthen relationships with
our Treaty partners through meaningful engagement and provide greater national
consistency while still allowing for local iwi needs. We also need to acknowledge
the relationship between mātauranga Māori and western science when assessing
permit applications. Tangata whenua are both potential applicants, as practitioners
using resources from public conservation land or which are protected under the
Wildlife Act 1953, and DOC’s Treaty partners with views on access to resources by
others within their rohe (area /region).
The purpose of our engagement with Tangata whenua is as much about building
trust and repairing relationships as it is about understanding the unique
perspectives of DOC’s Treaty partners in regards to the Wildlife Act and Research
and Collection authorisations.

Engagement hui location

‘We have loved the opportunity to input to this kaupapa,
and hope this is just the start and that the conversation
continues.’
– Tangata whenua hui participant
50

Material examples and hui participants, photos by Patricia Wallace

Purpose:
Ackowledge experience with cultural use, barriers to interaction with DOC,
and areas tangata whenua would like to see improve in future engagement and
consultation relating to wildlife, rsearch and collection authorisations.

Inputs
• Current state analysis
and requirements
• Programme design
brief
• Treaty principles and
Settlements obligation
assessment work
• Integration of
mātauranga Māori and
Western science report

Actions
• Engage in discussion
about consultation
and engagement for
Authorisations
• Discuss current process
and associated risks
for harvesting cultural
materials

Outputs
• Treaty partner
requirements
• Tangata whenua user
requirements

• Identify areas for
improvement with
highest impact for
tangata whenua

• Outside In guidleines
for consultation and
engagement withTreaty • Explore concepts and
solution options
partners
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Phase Three:
Development

‘I want to actually thank whoever’s decision it was to bring
everyone together. To see something practical happening to
address the issues we have concerns about.’
– Landing It workshop participant
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Landing It participants, Kahurangi Douglas 2014
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Developing our solutions
The third phase of the programme included a 4 day intensive ‘Landing It’ workshop
held in October 2014. We involved staff from across the business in various roles
during the workshop including facilitation, providing subject matter expertise
and record capturing. The first and last day of the workshop were set aside for
programme and DOC staff to ensure they could plan for and utilise the information
gathered during the two days spent with Treaty partners and kaimahi.
We proposed seven pilot topics created from ideas proposed by kaimahi during
earlier engagement activities and developed by the Outside In programme
evaluation teams. The purpose of the workshop was to further refine these initial
pilot topics with Treaty partners and kaimahi to the point where they could be
tested at an on-the-ground level.
From this workshop we left with a clearer understanding of how the process might
work practically, where it might be tested and with whom, and what value should
be prioritised. The project team produced seven pilot proposals for consideration.

‘I really thank you for actually expanding our horizons.’
– Landing It workshop participant

Landing It participants, Kahurangi Douglas 2014
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Co-Design Process
What works?

Understanding

Exploration

Development

Implementation

Purpose:
Develop concepts for pilots that build on solutions and processes identified in
the Test the Limits workshops, focussing in areas relating to kaimahi involvement
and impact.
Inputs
• Concepts/design
options/proposals

Actions
• Develop pilot concepts
with kaimahi, focus on
kaimahi involvement
and impact
• Internal refinement of
pilot proposals and
our solutions in detail
for testing
• Impact assessments

Outputs
• Pilot solutions
proposal documents
for programme
governance/business
decision
• Non-pilot solutions
identified and
progressed to the
point of decisionmaking
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Phase Four:
Implementation

‘It was really good everyone coming together and we really
enjoyed the approach working in smaller individual groups.
It was rewarding to see how we came to the same place in the
end even though we approached the exercises from completely
different perspectives.’
– Translocations review workshop participant
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Implementing our solutions

Test and Refine
What’s working?

Understanding

Exploration

Development

Implementation

Purpose:
Adapt and refine with Treaty partners and kaimahi the solutions proposed in the
Landing It workshop, through a piloting and implementation process.

Inputs
Actions
• Pilot solutions proposal • Test, evaluate and
documents
refine pilots

Outputs
• Service blueprint/
programme journey

• Governance/business
decision

• Service/change
implementation plan

• Plan for
implementation

Making decisions
Two strategic options for implementing our solutions were considered, namely
a big bang approach requiring additional resources, or a longer-term approach
requiring a more structured approach to resource allocation. For various reasons,
the Department decided on the longer-term approach.
To determine which initiatives to progress first, a two stage Value Comparison
exercise was undertaken. Firstly the benefit of doing it vs. the impact of not doing
it was measured; then the outcome of that assessment vs. the cost of undertaking
the work.
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Two-stage value comparison
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Choosing the implementation method
Piloting
The purpose of a pilot is to build a working prototype to test with users. The
solution should be continuously improved upon until it’s ready to go live, replacing
or integrating with existing service(s).
This is the time to resolve any technical or process challenges identified in
earlier design phases, rapidly update and improve, and measure the impact of the
changes. This is an iterative process! Just as with every other phase of the design
process, the solution is designed and tested with the end user to make sure it
meets the user needs identified through earlier design phases.
Just do it
As the previous phases of Outside In have been so thorough, some initiatives
can be delivered without piloting as we have learnt so much and the solution is
obvious. However, this doesn’t mean that solution won’t be tested. User Reference
Groups will be used to ensure the solution is fit for purpose before it is released.
The benefits of this method are that progress is more immediate, and if required
changes can still be made after the project has closed as part of the Business as
Usual work programme.
Phased delivery
Do what we can now with the resources we have available. This method has the
advantage that immediate benefits can be realised, and additional learning can be
made along the way so that the final solution can be adapted to be fit for purpose.
Alignment with other projects
Sometimes, where it makes more sense to align with other Departmental
initiatives, requirements gathered from Outside In have been added to existing
projects or projects in the pipeline. This has the advantage of reducing duplication
of effort across the organisation and ensures resources are not wasted. For example,
the Department’s IT Strategy includes online form functionality for the whole of
the organisation, so it makes sense to wait for that solution to be delivered.
Whichever method is used, where the opportunity exists to implement the change
to other types of authorisations at the same time with no additional cost it will be
done. Alternatively the methods used and issues encountered will be documented
as a ‘template for change’ which can be followed later in the Business as Usual
work programme.
Once these major changes have been implemented, we will continue to review and
improve the all the changes as part of the Business as Usual work programme so it
remains fit for purpose and customer focused.
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Managing the work
Separate projects will be run where the scale of the activity is such that it is
appropriate to manage as a project. The advantages of running a project is that
scope can be controlled, resources can be allocated, and it ensures benefits are
quantifiable, achievable, measured and delivered on time.
Smaller scale activities that are well defined and well known will be added to
the Business as Usual work programme. This has the advantage of minimising
management overheads.

61

Programme
learning

66
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Some key lessons learned

‘I’m hugely heartened by the process I’ve seen here over
the past couple of days. I was instructed to come along and
I felt a bit sceptical. The feeling that I’m taking away is that
what’s been pretty obvious to me since I joined DOC from a
commercial background, that there’s a clear recognition of the
inadequacies of the system. I’m so encouraged by the fact we
have a commitment to see the process through.’
– Chris Lester, Conservation Partnerships Group

Majestic Mitre Peak, Juliet O’Connell 2014
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Some key lessons learned
This project has been full of learnings for the many people who have been
involved. Some are project based, while others are more social in nature.
Key learnings to take into other projects include:
• Never underestimate the value in true listening of kaimahi. Many DOC staff
started involvement in this project saying they understood the issues of
external kaimahi. By the end many acknowledge that it makes sense to design
solutions with others and that this is rewarding for all who participate. This
is a critical element of user centric design that DOC had not used in a large
scale project before. For many of the internal kaimahi who participated in
Outside In, they have taken this enthusiasm and applied it to their normal day
to day roles.
• Many DOC staff worked with other parts of the business they normally do not
engage with, learning more about other areas of the business and how their
work impacts on each other.
• Recognise early on that any social process will require double the effort that
you initially plan on. It is important to enable the time and effort to hear
properly what people have to say and providing the time for people to absorb
and respond.
• This project attempted to utilise internal resourcing that was not entirely
dedicated to this project. It resulted in significant time delays in the early part
of the process. Having dedicated internal resourcing is essential.
• Other project management learnings occurred around the need for clear line
accountability and role of governance.
• The development of a national programme for engaging with whanau, hapū
and iwi for nationally focused projects will be used again and set a framework
for good practice in DOC.
• Many engagement and process tools have been created as part of Outside In
that should be well used in other projects for DOC.
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