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23 May 2012

Baz Kaufman

Senior Strategic Analyst
Wellington City Council
PO Box 2199
Wellington 6140

Dear Baz Kaufman,

Please find attached the McGuinness Institute’s submission on the draft Long Term Plan
2012-22 to the Wellington City Council. The McGuinness Institute works to contribute
strategic foresight and planning and therefore welcomes this opportunity to contribute
research to the city’s Long Term Plan.

We look forward to providing further comment at the oral hearing.

Kind regards,
Wendy McGuinness Rory Sarten
Chief Executive Head of Research
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Contact Details:

Wendy McGuinness

Chief Executive

McGuinness Institute

I: Level 2, 5 Cable Street

p: PO Box 24222, Wellington 6142, New Zealand
t: +64 4 499 8888

e: wmcg@mecguinnessinstitute.org

w: www.mcguinnessinstitute.org

About the McGuinness Institute

The McGuinness Institute, formerly the Sustainable Future Institute, was founded in 2004
and is a non-partisan think tank working towards a sustainable future, contributing
strategic foresight through evidence-based research and policy analysis.

Introduction

The development of the Wellington City Council’s Long Term Plan is an exceptional chance
to engage the community in strategic thinking about our future. Strategic thinking, in its
most simple terms, is a means of identifying and then achieving a desired outcome. A local
government long-term strategic plan should define a shared vision that focuses and inspires
members of the community, and then explains the process for achieving that vision. It
requires a wide-ranging and inclusive process that is carefully considered and structured by
a solid framework. Hence, it is also an invaluable opportunity for dialogue and collaboration
within the local government agency, the wider community, iwi and other stakeholders.

This submission seeks to outline some important observations concerning local
government and how these are relevant to the Wellington City Council’s development of a
long-term strategy. The submission is divided into two parts; Part One considers the
importance of region wide strategic approaches to local government, and developments in
the relationship between local and central government. Part Two looks at the importance of
strategy mapping, and outlines the strategy development framework created by the
Institute.

Attached are four examples of strategy maps developed by participants during the
Institute’s StrategyNZ: Mapping our Future event held in March 2012.
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Part One: Local Government
(i) Strategy for the Region

There are currently 78 local governing entities covering New Zealand, with one that
represents approximately a third of the population. The new Auckland arrangements at a
strategic level are giving the region greater traction in its relationships with both public and
private sector organisations, by virtue of critical mass and a ‘singular voice’. The Auckland
region is now better positioned than any other in the country in understanding and
synthesising disparate goals, and in achieving a unified outcome. This is illustrated
particularly well by the Regional Authority’s increased ability to work with and leverage
central government.

An effective Wellington Regional Strategy would be an invaluable alternative for ensuring
mutual prosperity in the region.! Currently, there is not a strong focus on strategies for
regional coordination within the City Council’s plan. In both the Draft Long Term Plan and
the Draft Long Term Plan Summary the Wellington Regional Strategy is only mentioned
once. This may be largely due to the Local Government Reform debate, which has led to a
public consultation with the Council taking submissions in June on the possible formation
and makeup of greater regional governance structures.

(ii) Local Government versus Central Government

Another important observation for the Institute concerns the relationship between local
and central government authorities in regard to decision making. There has always been a
degree of tension between central and local governance. A notable example is in 1856 when
Henry Sewell, New Zealand’s first Premier, believed that the provinces should be
subordinate to the central ‘governing government’. His position was contested by a narrow
majority of provincialists, resulting in his administration as Prime Minister lasting only a
fortnight.

The recent case of the King Salmon Proposal in the Marlborough Sounds provides an
important illustration of how this relationship between central and local government
continues to generate tensions. The Marlborough District Council is opposed to the proposal
to expand salmon farming operations put forward by the King Salmon company. However,
King Salmon successfully pushed to have the decision put before the Environmental
Protection Authority on the grounds that the Marlborough Sounds area, and therefore the
proposal, was of national significance. This allowed King Salmon to bypass the direct
decision making of the local council based on local priorities and considerations, and to put
the matter before a national body with different priorities and broader economic and
environmental concerns.

1 The Wellington Regional Strategy (WRS) was established in 2007 following a multi-party agreement
between all of the region’s councils. However, an independent review of the Wellington Regional Strategy
published by MartinJenkins in June 2011, found that the most significant issues likely to influence the
region and its economy over the coming decades have not been tackled and the cooperation between
councils had fallen short of strategic engagement
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This also means that the decision will be final and cannot be appealed, as it could be if it was
heard by the local authority. By arguing that the King Salmon proposal was a consideration
of national significance the Minister of Conservation revoked the Marlborough District
Council’s authority to make a decision regarding an issue of local significance. The Institute
believes that situations such as this pose a significant challenge to how local councils can
develop long-term strategies without clear areas of jurisdiction that mandate how far their
decision making powers extend.

PartTwo: Strategy
(i) Communicating Strategy - The Strategy Map

The strategy map included on page 3 of the council’s Draft Long Term Plan Summary is a
useful way to quickly distil the draft strategy into a succinct summary. 2

The Institute has been examining effective approaches to strategy with the overall goal of
developing a general model for strategic thinking that can be applied from across small
organisations and businesses through to planning at a national level. The StrategyNZ:
Mapping our Future event, hosted by the Institute in March 2011, and supported by the
Council, aimed to explore how New Zealanders might develop a strategy map for our nation.

The two-day workshop involved a hundred New Zealanders from around the country
working in groups to develop a vision for New Zealand and then show how that can be
achieved through developing a strategy map. Selected strategy maps from this process were
then presented at the Legislative Council Chamber of Parliament. Key themes that
resonated with the participants were the:

* importance of attracting talent to New Zealand and retaining it;

* the desire to move to a much more entrepreneurial, high-income society;
e the constitutional review;

* the appetite from young people to engage in national dialogues; and

* the desire to have a robust, bicultural and multicultural society.

Particularly prevalent was the idea expressed by Sir Paul Callaghan and picked up by the
participants that New Zealand should be ‘a place where talent wants to live’.

We have also included those strategy maps presented at the Legislative Council Chamber as
an appendix to this submission to provide examples of how a national or regional strategy
map could be structured.

2 A strategy map is a one-page diagram that illustrates all the key elements of a strategy and how they
interlink is the most effective tool for translating strategy to stakeholders.
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(ii) Strategy Development Process - the Strategy Pyramid

The Institute, on request, has further developed a robust strategy development process. The
Institute would like to share this framework to provide some fresh perspectives and new
considerations to inform the Wellington City Council’s strategy process.

Our approach has drawn heavily on the work of Robert S. Kaplan and David P. Norton,
professors at the Harvard Business School who pioneered the strategy mapping process.3
Another important influence on our approach comes from another Harvard Professor,
Robert Simons, whose work demonstrates how important it is to be constantly asking the
right strategic questions. He proposes a number of key questions that should be asked in
order to anticipate change and respond in a way that repositions yourself, your entity, your
city or your country as competitive.*

The approach that we have developed is structured into what we call the Strategy Pyramid.
The pyramid has three overarching components, purpose, strategy and execution. Each of
these is further divided into three stages that are approached as high-level strategic
questions. In total it forms nine steps that should be worked through linearly and are shown
in the Strategy Pyramid on the opposite page.

The first component, purpose, sets the conceptual lens for the rest of the strategy. Broadly it
is asking, what is the problem that we are trying to solve? It is critical those developing a
strategy develop a clear purpose for what they are trying to achieve and an understanding
of the values and ethics that will shape their thinking and actions. This component is
divided into three stages, mission, values and vision. Effectively answering the questions
that these stages present provides the greatest opportunity for wide engagement and
consultation. It is important that the mission, values and vision are shared by those
implementing and those affected by the strategy. While sometimes seen as the most
abstract component of strategy, getting this stage right will result in greater cohesion and
focus for everything that follows. Because this stage is about genuine buy-in, treating it as a
marketing opportunity or using ‘corporate filler’ can undermine the entire strategy.

The second component is strategy. This is generally the most emphasised component of
planning and requires careful consideration in order to maximise the potential leverage
from effectively aligning the parts of an organisation to deliver on its purpose. We divide
this into the stages: strategic intent, drivers and enablers. Strategic intent is a collection of
distinct goals and ambitions that will together begin to realise the vision. This is reframing
the vision in terms of the material and organisational milestones needed to arrive there.
Identifying both the drivers and enablers requires a sound understanding of an
organisations internal mechanisms and assets. Drivers identify key focus areas the strategy
will use to drive activity while enablers outline the means used to achieve the purpose.
Enablers drive change. Finding the most natural alignment between drivers and enablers
can go a long way toward a sound strategy. However, time should always be afforded to
looking at an organisation’s drivers and enablers from new directions and under new light;

See, Robert S. Kaplan & David P. Norton (2008). The execution premium. Harvard Business Publishing.
4 See, Robert Simons (2010). Seven Strategy Questions: A simple approach for better execution. Harvard
Business Publishing.
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finding new ways to approach and understand these is central to genuinely innovative and
transformational strategy.

Strategy Pyramid

Purpose
Strategy
Targets and Initiatives
What will we need to do?
Performance Indicators
How will we know we are successful?
Execution

Strategy Map
How will we translate the strategy?

The final component is execution. This component translates the strategy, manages
strategic initiatives, aligns organisational units, communicates the strategy, and reviews and
updates the strategy. It is divided into targets and initiatives, performance indicators and
developing a strategy map. Targets and initiatives sets out the new modes of action that will
embody the strategy. This can take the form of changes in funding and reallocation of
resources, changes or reorganisation of personnel and whole new initiatives designed to fill
gaps or address specific concerns. Performance indicators are the metrics by which the
implementation of the strategy will be assessed. Robust and honest benchmarking will
provide feedback and allow for monitoring and refining of the strategy in response to things
that are working well and those that are not. Strategies can be let down by inadequate
performance indicators resulting in an organisation not being able to effectively assess the
implementation of their strategy.

The final state of this component is the development of a strategy map. The importance of
communicating the strategy, which as noted above, is critically important.
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