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INTRODUCTION
A Performance Improvement Framework (PIF) Review of Te Manatu mo te Taiao, the Ministry for the 
Environment (MfE) was conducted 18 months ago in December 2012.  While the Review commented 
posiƟ vely that the agency had come a long way from a very low base in building insƟ tuƟ onal 
capability, it noted that MfE had a vital role across the Natural Resources Sector (NRS) to lead 
improvements that would support environmental sustainability, alongside social, cultural and 
economic development.  Delivery of strong performance was required across at least fi ve signifi cant 
policy prioriƟ es – fresh water, resource management system, marine, climate change and hazards 
and waste minimisaƟ on.  

To achieve this the 2012 PIF Review noted that a number of criƟ cal success factors required signifi cant 
improvement, including: 

• Strengthening its environmental stewardship role

•  Developing and promoƟ ng a long-term vision, strategy and analyƟ cal framework for natural 
resources management that integrates environmental, economic, social and cultural elements, 
ensuring assumpƟ ons, analysis, prioriƟ es and trade-off s are explicit.  This requires a wide range 
of capability across areas such as the TiriƟ  o Waitangi (Treaty of Waitangi), fi scal, economic and 
social impacts, ecosystems and regulatory and insƟ tuƟ onal resource economics

• Aligning MfE’s and NRS’ Four-year Business Planning to the long-term strategy and to annual 
business planning and budgeƟ ng.  Establishing a clear line of sight for staff  across the sector of 
their roles in achieving the annual business plan, the four-year plan and agreed strategic outcomes 
is essenƟ al; 

• Enhancing capability and culture within NRS and MfE that fosters thought leadership and policy 
entrepreneurship

• Strengthening government agency leadership on system-wide, cross-boundary issues, programme 
delivery and collaboraƟ on

• AcceleraƟ ng monitoring and evaluaƟ on across the environment system to ensure there is an 
evidenƟ al base to drive eff ecƟ veness of policy and intervenƟ ons and ulƟ mately, environmental 
outcomes

•  Developing fi nancial and asset management funcƟ ons at MfE to be key enablers of business 
performance improvements.  This is increasingly urgent as budget constraints bite and MfE 
operates over the full span of its core responsibiliƟ es.

Following discussions between MfE and the central agencies, an agency response was drawn up to 
ensure Ɵ mely acƟ on on the Lead Reviewers’ fi ndings.  This Follow-up Review is an opportunity to 
check progress against the acƟ on plan and test whether MfE’s direcƟ on is sƟ ll appropriate and if it is 
on track to achieve its Four-year Excellence Horizon.
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Therefore, the scope of the Follow-up Review is to provide feedback on progress over the past 18 
months, with parƟ cular focus on the following areas:

1 Purpose, vision and strategy 

Medium- to long-term strategy was seen as the criƟ cal challenge for the next few years to focus 
and prioriƟ se MfE’s eff orts.  How well will recent iniƟ aƟ ves, such as the analyƟ cal framework for 
the sector and the new operaƟ ng model, support this and what more is needed?

2 MfE’s leadership role in major environmental system reforms 

MfE’s leadership role in the environmental management system will need to be demonstrated in 
leading the fresh water and resource management reforms. This must include an understanding 
of council and stakeholder needs, strong planning for implementaƟ on and execuƟ on that moves 
beyond policy development, the right capability and an eff ecƟ ve approach to monitoring and 
evaluaƟ on of progress against desired policy outcomes. 

3 Monitoring, evaluaƟ on and review  

The Lead Reviewers noted that MfE had a “patchy understanding of whether environmental 
legislaƟ on is achieving its stated purpose” and that good evidence was essenƟ al for decision-
making and measuring progress.  What more could be done to embed in the way MfE operates 
more systemaƟ c monitoring of the eff ecƟ veness of intervenƟ ons and progress being made 
towards policy outcomes, including for climate change, water, the Hazardous Substances and 
New Organisms Act 1996 (HSNO), the Resource Management Act 1991 (RMA)?

4 Capability, especially to provide thought leadership 

MfE and NRS were seen to need greater thought leadership and policy entrepreneurship, including 
building the knowledge base and skillsets for a modern policy environment.  NRS members need 
to engage for the sector, not their individual agency perspecƟ ves, and give appropriate aƩ enƟ on 
to longer-term research and stewardship issues. What more could MfE do, as sector leader, to 
strengthen thought leadership and policy capability internally and across the sector?

5 Financial management and planning 

Improvements in fi nancial and resource management are criƟ cal to improve business performance.   
While some improvements have been made, MfE recognises there is sƟ ll a need to embed sound 
fi nancial management and planning in the business and therefore feedback is sought on what 
more could be done?

6. Environmental informaƟ on and reporƟ ng 

Environmental informaƟ on and reporƟ ng was considered in 2012 as an important aspect of core 
business.  LegislaƟ on will be introduced to give eff ect to a new environmental reporƟ ng system 
that will provide credible public informaƟ on and evidence for decision-making.  Work with 
providers is under way to improve data quality and consistency. 
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Desired Future State:  Four-year Excellence Horizon
The 2012 Review provided a descripƟ on of the ‘Performance Challenge’ and ‘Desired Future State:  
Four-year Excellence Horizon’, which is sƟ ll largely relevant. This Follow-up Review has taken the 
opportunity to update the Four-year Excellence Horizon in light of progress since the 2012 PIF 
Review.  MfE has taken steps to address, in part or full, each of the criƟ cal success factors.  

While MfE’s direcƟ on and progress is on track, the areas requiring focus going forward include 
developing a strategic plan populated with measurable environmental outcomes, building thought 
leadership and innovaƟ on into how MfE and the sector does business, opƟ mising its high-leverage 
model through deeper collaboraƟ on and delivering those environmental outcomes.  This will enable 
MfE to be an outcomes-, delivery- and stakeholder-centric organisaƟ on.

This Follow-up Review was undertaken in June 2014.  

A list of interviews undertaken during the Follow-up Review is in Appendix A.

Paula Rebstock
Lead Reviewer 

Anita Mazzoleni
Lead Reviewer 
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AGENCY RESPONSE
The Ministry for the Environment (MfE) welcomes this Follow-up Review, which gives us confi dence 
that improvements made aŌ er our fi rst Review in 2012 are on track. The Ministry thanks the Lead 
Reviewers for their insights and feedback and also our central and local government colleagues, 
stakeholders, management team and staff  for the contribuƟ ons they made to the Review through 
interviews and meeƟ ngs.

The PIF Review in 2012 described seven criƟ cal success factors that the Lead Reviewers regarded as 
in need of signifi cant improvement. Our focus since then has been on addressing these criƟ cal 
success factors and making progress towards the Four-year Excellence Horizon described in the 
Review. We are commiƩ ed to conƟ nuing with the improvements already under way and ensuring 
that they are well embedded in the way we work. 

Since 2012 we have reposiƟ oned our role in the environmental management system to focus on 
long-term stewardship, co-developed a comprehensive analyƟ cal framework with the Natural 
Resources Sector and modifi ed our operaƟ ng model to, among other things, allocate specifi c 
resources to strategic thinking. 

We are currently using the natural resources analyƟ cal framework to beƩ er understand the 
environmental management system and the interacƟ ons between the various players. This will 
provide the analyƟ cal base and evidence for a more strategic approach to government intervenƟ ons 
in the system. Together with the changes already made, this project will provide a strong foundaƟ on 
for the Ministry’s future development.

The major recommendaƟ on from the 2014 Follow-up Review is concerned with the need for a 
strategic plan, populated with measurable environmental outcomes. The Ministry acknowledges the 
need to give this priority.

The Ministry will further develop its thinking about outcomes as part of preparing the 2014 Briefi ng 
to Incoming Ministers, building on exisƟ ng work in several major work programmes. Priority will 
then be given to developing a strategic plan, with measurable environmental outcomes and targets, 
to be completed by June 2015.  In preparing for the Budget 2015 process, the Ministry will also 
review and improve the performance measures used to report progress externally and internally.

We will give further consideraƟ on to how we can most eff ecƟ vely encourage thought leadership and 
innovaƟ on in the way the Ministry and the Natural Resources Sector work, including the opƟ on of 
establishing an innovaƟ on hub. The Ministry will also conƟ nue working towards deeper and broader 
collaboraƟ on with our partners and stakeholders. 

The Lead Reviewers recognise that the Ministry has come a long way in recent years and has a vital 
role to play in complex, oŌ en contenƟ ous, mulƟ -generaƟ onal issues. This Follow-up Review reassures 
us that we are well posiƟ oned to conƟ nue the journey.

Paul Reynolds
Chief ExecuƟ ve
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EXECUTIVE SUMMARY
There is increasing recogniƟ on that New Zealand’s natural resources are coming under pressure 
from compeƟ ng uses and in some criƟ cal areas are approaching biophysical and usage limits.  

In this context the success of MfE’s mission – Environmental stewardship for a prosperous New 
Zealand – is intrinsically linked to the success of other sectors and MfE has a vital role across NRS to 
lead improvements that would support environmental sustainability, alongside social, cultural and 
economic development.    

In the past six years MfE has come a long way from a very low base.  It has taken a systemaƟ c 
approach to building organisaƟ onal capability.  This involved a number of step-changes, including 
fundamental reposiƟ oning of MfE’s mission, role, organisaƟ onal design, accountabiliƟ es, culture 
and capability and leading paradigm shiŌ s in the way NRS agencies collaborate and leverage off  each 
other’s insƟ tuƟ onal resources.

Over the past 18 months since the 2012 PIF Review this has enabled MfE to facilitate change in 
signifi cant policy prioriƟ es – fresh water, resource management, the Exclusive Economic Zone (EEZ), 
climate change and hazards and waste minimisaƟ on.  

While MfE’s direcƟ on and progress is on track, there is sƟ ll much to do to consolidate a long-term 
strategy. The areas requiring focus for MfE going forward include:

• developing a strategic plan populated with measurable environmental outcomes, building 
thought leadership and innovaƟ on and opƟ mising its high leverage model through deeper and 
broader collaboraƟ on to deliver those environmental outcomes  

• crystallising integraƟ on of the economy and environment components into a sustainable 
development agenda requiring MfE and NRS to specify a long-term natural resources strategy 
that is underpinned by explicit and measurable environment outcomes  

• MfE needing to double its eff ort to keep stakeholders aligned as it develops its long-term strategy 
and connects its planning to the strategy  

• it would be Ɵ mely for MfE to look again at the role of challenge and debate in delivering its 
strategy.  Thought leadership is by its nature disrupƟ ve but MfE’s operaƟ ng model and culture 
now has a high degree of resilience to manage this.

These criƟ cal steps will be a game changer for MfE.  They will enable it to fully move from being a 
process-centric organisaƟ on to one that stakeholders recognise as a thought leader that is outcomes, 
delivery and stakeholder centric. 
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DESIRED FUTURE STATE: FOURͳYEAR EXCELLENCE HORIZON

Environment
The environment within which MfE operates has changed signifi cantly.  There is increasing recogniƟ on 
that New Zealand’s natural resources are coming under pressure from compeƟ ng uses and in some 
criƟ cal areas are approaching biophysical and usage limits.  In other areas, there is recogniƟ on that 
our regulatory regimes are not fi t for purpose, someƟ mes regarding the protecƟ on of the environment 
and others in terms of supporƟ ng sustainable use of natural resources. We have gone from a focus 
on making marginal improvements to the policy framework, to seeing desire for more fundamental 
reforms in areas such as freshwater, oceans, HSNO and resource management systems.   

This will raise addiƟ onal challenges for MfE, as the organisaƟ on is stretched to provide high quality, 
innovaƟ ve policy advice that is evidenced based and grounded in a deep understanding of how any 
changes will impact the players across the system.  This will put a premium on MfE’s organisaƟ onal 
depth, breadth and fl exibility.

Given the inevitable contestability over the use of our natural resources for economic, conservaƟ on, 
recreaƟ onal and customary purposes, stakeholder engagement and collaboraƟ on has taken on even 
greater signifi cance.  This trend is inevitably going to conƟ nue.  MfE has certainly liŌ ed its eff ecƟ veness 
in this area, though not to a consistent standard across stakeholders and not in a consistent manner 
within MfE.  Going forward, there will need to be a more sophisƟ cated approach.  The Land, Air, 
Water Aotearoa Forum (LaWF) experience has provided a live example of what is possible in areas 
that jusƟ fy high levels of public collaboraƟ on.  It is vital that NRS takes lessons from this experience, 
as should the rest of the Public Service.

Business strategy
MfE plays an important role in many sectors: environment, economy (eg, transport, primary 
industries, tourism, minerals) social, Treaty, legal, local government, etc. The success of the MfE 
mission – Environmental stewardship for a prosperous New Zealand – is intrinsically linked to the 
success of other sectors.  The MfE strategy has recognised this co-dependence and taken its 
leadership of NRS seriously, as well as its wider non-central government sector roles.  Nevertheless, 
there is sƟ ll much to do to consolidate a long-term strategy and analyƟ cal framework for environment 
management and to link MfE’s four-year plan and annual plan and budgeƟ ng process. Recent focus 
on developing the analyƟ cal framework is an important step.  

To crystallise the integraƟ on of the economy and environment components into a sustainable 
development agenda requires MfE and NRS to specify a long-term natural resources strategy that is 
underpinned by explicit and measurable environment outcomes. The use of the NRS analyƟ cal 
framework can bring discipline and focus to this strategy but MfE needs to be careful to not 
overcomplicate the process. The importance of thought leadership and policy entrepreneurship at 
this stage cannot be overemphasised.  MfE and its sector partners have capability gaps in these skills 
that need to be addressed as a maƩ er of priority.

As MfE develops its long-term strategy and connects its planning to the strategy, it will need to 
double its eff ort to keep stakeholders aligned.  The performance challenge currently faced by MfE 
suggests a further step-change is required in the culture, values and behaviours that support MfE’s 
business.  We had strong feedback from MfE staff  that they would welcome more robust challenge 
and debate, greater organisaƟ onal innovaƟ on and a focus on what excellence means for the 
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organisaƟ on in the future. There is an opportunity in business strategy planning to draw staff  further 
into the leadership of the future direcƟ on of MfE by using an iteraƟ ve process between Environment 
Leadership Team (ELT) and staff . 

The development of an environment strategy with measurable outcomes is the next game changer 
for the Ministry and NRS.

OperaƟ ng model
MfE has largely reposiƟ oned its operaƟ ng model over the last few years. It reoriented the leadership 
team to focus on strategic and outward-facing strategies; set up a Directors’ Forum to run the day-
to-day business of the organisaƟ on; improved accountability lines; established people development 
systems; reviewed administraƟ on support funcƟ ons, etc.  In addiƟ on, it invested considerable 
resource in its sector leadership role, which is now paying signifi cant dividends.

Importantly, MfE has adopted a new operaƟ ng model that brings Directorates together that 
encompasses informaƟ on, policy, and implementaƟ on capability from within MfE and across NRS.  
This operaƟ ng model drew lessons from the Freshwater and the Resource Management System 
Reforms.  While it is too early to say whether these innovaƟ ons will be durable, it is certainly 
encouraging to see MfE rapidly adapt its operaƟ ng model in response to business need.  

Improvements within the MfE operaƟ ng model have largely been in generic policy areas. Looking 
forward, MfE needs to ensure that informaƟ on, evaluaƟ on, implementaƟ on and delivery receive 
greater aƩ enƟ on at the policy design phase.  

One of the criƟ cal risks for MfE to manage is its capacity to meet its stewardship responsibility, while 
also maintaining a credible base-level competency across its full scope of responsibility.

Change capability
MfE has taken a systemaƟ c and staged approach to developing the organisaƟ onal capability of MfE.  
This necessarily took place over several years and involved a fundamental reposiƟ oning of MfE’s 
mission, role, organisaƟ onal design, accountabiliƟ es, culture and capability.  Despite this rebuild of 
organisaƟ onal machinery, there are some criƟ cal business funcƟ ons that can play a more strategic 
role in liŌ ing MfE’s performance.  Of parƟ cular note are the fi nancial and resource management 
funcƟ ons, which sƟ ll operate at the transacƟ onal rather than enabling end of the conƟ nuum.   While 
the Ministry has made notable progress on its annual and four-year business planning and its 
analyƟ cal framework that integrates across the economy and environment, without a long-term 
environment strategy and measurable outcomes it will conƟ nue to struggle to get a full return on 
the investments it has made in other areas.

It is Ɵ mely for ELT to clearly arƟ culate what success looks like in explicit outcome terms and what 
MfE as an organisaƟ on needs to look like over the medium term to meet its performance challenge.  
While much progress has been made, MfE must move quickly to close this gap so its staff  and 
partners can be enlisted eff ecƟ vely to deliver agreed environmental outcomes. Given the focus and 
capability of the Directors’ Forum and the heightened confi dence and resilience across the Ministry, 
there is much to be gained from allowing far more of the organisaƟ on to be involved in expediƟ ously 
specifying the environment strategy, including measurable outcomes and impacts. 

The experience of co-locaƟ ng signifi cant capability from other agencies, as a result of seƫ  ng up the 
Water Directorate, has yielded some interesƟ ng insights into the culture, behaviours and values of 
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MfE.  Firstly, it proved the organisaƟ on can be very agile in changing its structure, accountabiliƟ es 
and ways of operaƟ ng if there is a strong business need to do so.  Secondly, it has drawn aƩ enƟ on to 
the advantages that diversity of perspecƟ ve, challenge and robust debate can bring and the inference 
that there has not been enough of this at MfE.  Thirdly, it has demonstrated that the posiƟ ve aspects 
of the MfE culture have a high degree of resilience to the introducƟ on of outside behaviours that 
MfE has previously been concerned about.  Overall, it quesƟ ons whether it would be Ɵ mely for MfE 
to look again at culture, especially with respect to the role of challenge and debate. Thought 
leadership is by its nature disrupƟ ve but the analyƟ cal framework and operaƟ ng model helps 
miƟ gate any risks this may pose.  Finally, the recent focus on ‘good too great to excepƟ onal’ has 
served to underscore the value MfE puts on excellence but without a clear statement of what success 
looks like,  the real impact of this is limited.

What will success look like in four years?
MfE would have successfully led development of a long-term vision and strategy for environmental 
stewardship in New Zealand. This strategy would be underpinned by measurable outcomes and a 
mulƟ -disciplinary analyƟ cal framework that provides a transparent means to set prioriƟ es, make 
trade-off s, sequence policy and programme improvements and integrate economic and environmental 
objecƟ ves.  MfE would have garnered support for this framework, with government recognising it 
provides a long-term policy glide path that accommodates current government prioriƟ es but does 
so with long-term impacts and objecƟ ves in mind. MfE and NRS would be respected for thought 
leadership and policy entrepreneurship in using the analyƟ cal framework to underpin development 
of a long-term natural resources strategy.  They would be respected for their focus on implementaƟ on 
and delivery of environmental outcomes. 

The backdrop of beƩ er long-term strategy, analyƟ cal frameworks and public engagement would 
have allowed the Government to make sustainable progress, while acknowledging that full impacts 
will take place over the longer term, on a number of pressing issues, including: freshwater 
management, resource management system, marine and coastal management, HSNO and climate 
change.

Freshwater management
MfE would have led NRS to deliver a legislaƟ ve framework that allows for the allocaƟ on of freshwater 
to the highest economic use that is socially and environmentally sustainable.

Resource management system 
MfE would have delivered a new resource management framework that facilitates economic growth 
that is environmentally sustainable, with lower compliance costs and appropriate planning 
Ɵ meframes, for which MfE would have provided leadership and guidance to the implemenƟ ng 
authoriƟ es.  MfE would be monitoring implementaƟ on to ensure that the changes make a real 
contribuƟ on to facilitaƟ ng economic growth that is socially and environmentally sustainable.  

Marine and coastal management
Led by MfE, NRS would have developed, as an urgent priority, a marine strategy that would be 
delivering economic growth from this resource in an environmentally sustainable manner.  MfE 
would have led NRS to deliver a long-term vision and strategy for the marine environment and a 
legislaƟ ve framework that allows the allocaƟ on of marine resources to the highest economic use 
that is socially and environmentally sustainable.  
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Together with reforms to the RMA that MfE would have led, the marine strategy would have the 
potenƟ al to facilitate the Ɵ mely development of new industry sectors, such as oil and gas and mineral 
exploraƟ on, making a signifi cant contribuƟ on to New Zealand’s economic growth targets in an 
environmentally and socially sustainable manner.  

Climate change
MfE would have provided naƟ onal leadership in preparing New Zealand for the medium- and longer-
term planning consequences of climate change on our economy and lifestyle.  MfE would have 
provided eff ecƟ ve leadership to the public sector, including local government, on transiƟ oning to a 
low-carbon economy.   New Zealand would have conƟ nued meeƟ ng its internaƟ onal climate change 
obligaƟ ons.

HSNO and waste minimisaƟ on
MfE would have provided a low cost and simplifi ed compliance environment for businesses to 
manage waste and hazards, including a system that acknowledges appropriate levels of self-
compliance.

MfE would be respected for providing a credible plaƞ orm for sustainable development in 
New  Zealand.  CriƟ cal to its success will have been:

• an overarching long-term vision, strategy and mulƟ -disciplinary analyƟ cal framework for environment 
management that could handle the complexity and longevity of issues and allow for transparency 
of assumpƟ ons, data, analysis, key trade-off s and prioriƟ es. It would be supported by well specifi ed 
environmental outcomes and impacts

• a long-term strategy and analyƟ cal framework for the natural resources system that could 
integrate the economy and environment. MfE would have ensured it had alignment across the 
sector with government and the wider public through Ɵ mely and eff ecƟ ve informaƟ on, analysis 
and collaboraƟ on. This would have built from the environment and economy principles developed 
earlier by NRS. The sector would have ensured it had the experƟ se and informaƟ on it needed to 
develop and uƟ lise its analyƟ cal framework  

• ready access to capability across core competencies, such as environmental management, the 
TiriƟ  o Waitangi, economic and social impacts, ecosystems, micro-, regulatory and resource 
economics and pracƟ cal business experience 

• a culture that values and fosters thought leadership and policy entrepreneurship at the sector 
level and within MfE. MfE would be seen as bold and innovaƟ ve, fast to move from strategy to 
outcomes, proacƟ ve and strategic.  Importantly, it would be seen as the country’s experts on the 
environment and natural resource management systems. To do this, MfE would have fi lled its 
senior analyst and principal analyst roles and would be leading the thinking around major policy 
projects, across all of its areas of core accountability. Debates within MfE and with the sector and 
stakeholders would have been robust, challenging and open

• MfE’s leadership role in ensuring: consistent, comprehensive and reliable informaƟ on collected 
at a local level to allow eff ecƟ ve monitoring of all players;  naƟ onal guidance on system-wide and 
cross-boundary issues; eff ecƟ ve collaboraƟ on between local government and central government 
at the planning stages; and oversight of major reforms implementaƟ on  

• eff ecƟ ve monitoring and evaluaƟ on regimes for all criƟ cal environment management reforms 
over the last four years.  This would have been providing a strong evidenƟ al base to underpin 
future advice and policy and programme improvements
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• fi nancial and resource management funcƟ ons within MfE that enable strong improvements in 
business performance. In addiƟ on to meeƟ ng compliance and transacƟ onal requirements, the 
recording and use of fi nancial and resource informaƟ on would have been driven by strategic 
need.  InformaƟ on Technology (IT) and fi nancial systems drive the MfE operaƟ ng environment 
and allow clear lines of sight from its expenditure to its impact.  These would have allowed MfE to 
idenƟ fy choices and new ways of operaƟ ng, acceleraƟ ng improvements in business performance, 
despite increasingly Ɵ ght fi scal constraints.  This would have been parƟ cularly important in liŌ ing 
eff ecƟ veness as major policy iniƟ aƟ ves move into the implementaƟ on stage.    

UlƟ mately, MfE will know it has made a diff erence to the long-term wellbeing of New Zealanders, 
because it will have been successful in providing environmental stewardship, while supporƟ ng 
New Zealand to sustainably grow, uƟ lising its natural resources.  This success would be mirrored by 
the success in achieving other components of the Government’s growth agenda, including meeƟ ng 
targets to substanƟ ally grow New Zealand’s exports and improve standards of living.
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PERFORMANCE CHALLENGE

Sustainable economic, social and environmental development is fundamental
New Zealand’s natural resources are under increasing pressure from compeƟ ng uses and in some 
criƟ cal areas are increasingly approaching their biophysical and usage limits.  Management of our 
natural resources has been, and will conƟ nue to be, a complex and contenƟ ous cross-sector, mulƟ -
generaƟ onal issue.  MfE has a vital cross-cuƫ  ng role in leading NRS, whose purpose is to manage the 
interacƟ on between the economy and the environment, which is central to New Zealand’s social, 
economic and environmental wellbeing.  It is criƟ cal that any increase in economic performance 
from the use of natural resources is socially and environmentally sustainable and enduring. 

Natural resources are a key enabler and contributor to the Government’s growth agenda. For this 
reason MfE is responsible for an extensive set of outcomes, including to:

• improve the resource management framework to manage environmental eff ects and allocate 
resources within environmental limits

• improve quality, fl ow and availability of freshwater through more eff ecƟ ve management 
frameworks

• decrease New Zealand’s net emissions of greenhouse gases below business-as-usual levels in a 
cost-eff ecƟ ve way 

• reduce harm from natural, chemical and biological hazards and from waste through more eff ecƟ ve 
management frameworks

• achieve beƩ er soluƟ ons to environmental problems by supporƟ ng community involvement and 
acƟ on and internaƟ onal cooperaƟ on

• improve the relaƟ onship between MfE and Māori by negoƟ aƟ ng and implemenƟ ng fair, durable 
and fi t-for-purpose deeds of seƩ lement and environmental accords. 

These outcomes highlight two criƟ cal success factors for MfE: more eff ecƟ ve resource management 
frameworks and stakeholder buy-in and collaboraƟ on.

IntegraƟ ng across the environment and economy requires policy entrepre-
neurship 
It is vital that New Zealand has a transparent and evidence-based approach to seƫ  ng prioriƟ es and 
making trade-off s in environment management through Ɵ me. New Zealand needs a long-term 
strategy and analyƟ cal framework for environment management that is capable of generaƟ ng a 
glide path that New Zealanders broadly sign up to and that can allow for varying government 
prioriƟ es through Ɵ me. CreaƟ ng and promoƟ ng an overarching long-term vision, strategy and 
analyƟ cal framework for MfE, developing a long-term natural resources strategy using an analyƟ cal 
framework for NRS and highlighƟ ng the complexity and longevity of some of the issues, are essenƟ al 
for sustainable development in New Zealand. It is widely acknowledged that bold and innovaƟ ve 
thinking is required to achieve this. 

MfE, as sector leader, must make development of an analyƟ cal framework for its stewardship a 
priority and to underpin development with NRS of a long-term strategy and analyƟ cal framework for 
management of natural resources. It must also bring the environmental informaƟ on and experƟ se 
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central to its environmental stewardship role, so it can be properly integrated with other agencies’ 
experƟ se and informaƟ on. 

Long-term vision, strategy and analyƟ cal framework aƩ racts public buy-in
Anchoring current environment and economy prioriƟ es in a long-term vision and strategy, supported 
by a mulƟ -disciplinary analyƟ cal framework, is essenƟ al. However, it will only be successful if there 
is widespread public buy-in to the vision and strategy. There is an important lesson from the LaWF 
iniƟ aƟ ve, which arguably has set a new standard for government agencies on eff ecƟ ve collaboraƟ on 
and stakeholder engagement.  The challenge comes in understanding how lessons from the LaWF 
can be cost-eff ecƟ vely taken into a much broader arena, covering the whole of the environment 
management system. 

The current context creates immediate opportuniƟ es
There are current opportuniƟ es for MfE to lead improvements in outcomes for New Zealand across 
at least fi ve key policy prioriƟ es: fresh water, resource management system, marine, climate change 
and hazards and waste minimisaƟ on.
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PROGRESS SINCE THE 2012 PIF REVIEW 
Signifi cant progress has been made in major work programme areas over the past 18 months since 
the PIF Review, especially through:

• reform proposals to strengthen naƟ onal direcƟ on for fresh water and support for decision-making 
processes 

• preparaƟ on of a package of resource management reform proposals and improved engagement 
and support

• implementaƟ on of new legislaƟ on and regulaƟ ons for the Exclusive Economic Zone 

• internaƟ onal engagement on climate change

• a new framework and legislaƟ on for independent naƟ onal environmental reporƟ ng

• improvements to the hazardous substances regime to reduce harm and increase compliance

• a statutory review of the waste levy and beƩ er evidence about what actually happens to waste 
in New Zealand. 

Freshwater
The 2012 LaWF report covered tools for managing within limits and achieving freshwater objecƟ ves, 
including integrated catchment management, good management pracƟ ce, allocaƟ on approaches 
and consenƟ ng.  During 2012 and 2013, MfE undertook the background policy work and public 
consultaƟ on on delivering freshwater reform.  In 2013 the Government announced the next stage of 
the reforms, including amending the naƟ onal policy statement (NPS), introducing the naƟ onal 
objecƟ ves framework (NOF) to support a more integrated process for agreeing values, and 
establishing an eff ecƟ ve naƟ onal monitoring and reporƟ ng system.  MfE is also supporƟ ng improved 
decision-making processes between councils, community and iwi/Māori through alternaƟ ve 
planning processes and a consistent approach to generaƟ ng and using scienƟ fi c and economic 
informaƟ on. 

Going forward, MfE must determine measurable environmental outcomes and targets for freshwater 
and Ɵ melines and programmes to deliver these.  MfE will populate NOF with values, aƩ ributes and 
naƟ onal boƩ om lines for fresh water based on scienƟ fi c work and consultaƟ on.  A representaƟ ve set 
of economic and environmental impact studies across regions will support informed decision-making 
about water quality and quanƟ ty limits and management approaches.  Best pracƟ ce approaches and 
guidance for collaboraƟ ve planning and other technical maƩ ers will be developed in partnership 
with councils, based on agreed prioriƟ es.   It is also anƟ cipated that policy work will be aimed at 
ensuring freshwater resources are managed effi  ciently and eff ecƟ vely within limits, the available 
water can move to higher value uses, access to water is improved for new or excluded users, and iwi 
and Māori rights and interests are recognised appropriately.  

Resource Management System
Management of natural resources under RMA is mostly devolved, though MfE has some statutory 
obligaƟ ons.  Within this system MfE aims to ensure that RMA decisions will achieve sustainable 
management.  MfE’s role is also to lead and support thinking about the future of the system, including 
opƟ ons beyond the scope of RMA.  Since 2012 MfE has supported a package of RMA reforms through 
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policy advice, consultaƟ on and legislaƟ ve draŌ ing, aimed at improving the workability and cost-
eff ecƟ veness of RMA and the quality of decision-making.  MfE has also refi ned and expanded tools 
for providing guidance and support to local decision-makers.  Guidance on managing onshore 
petroleum development acƟ viƟ es, including hydraulic fracturing, was released and has been well 
received.  A plan database now holds informaƟ on about the status and change process of every plan 
across the country.  A review of the Environmental ProtecƟ on Authority (EPA) aŌ er its fi rst three 
years will take place in 2014, as required by legislaƟ on.  MfE intends to develop a more strategic and 
internally coordinated approach to MfE’s interests in EPA, with a stronger focus EPA’s role in the 
environmental management system.

MfE has also supported policy development, consultaƟ on and legislaƟ ve draŌ ing for more far-reaching 
reform proposals aimed at improving the quality of planning under RMA.  To ensure that MfE can 
proacƟ vely advise the Government on the future of the resource management system (RMS) it has 
developed an outcomes framework/logic model to guide the work and facilitate thought leadership. 
Development of a medium-term outlook for RMS has begun, alongside building up the evidence base 
and developing a framework for evaluaƟ on.  Going forward, MfE’s objecƟ ves for RMS are:

• MfE will determine measureable environmental outcomes and targets for RMS and Ɵ meframes 
and programmes to deliver these

• advising on and implemenƟ ng reform in line with government policy in a way that is likely to 
achieve the environmental outcomes

• improving support for councils and others to ensure robust decision-making 

• building the evidence base to improve understanding of how the RMS is working and how policy 
choices may impact it

• developing a medium-term view on how RMS might evolve

• meeƟ ng MfE’s statutory obligaƟ ons.

Marine & EEZ
Since 2012 MfE has been developing and implemenƟ ng the Exclusive Economic Zone and ConƟ nental 
Shelf (Environmental Eff ects) Act 2012 (EEZ) and supporƟ ng regulaƟ ons.  This has been a complex 
task as comprehensive management regimes, including environmental eff ects for the two biggest 
users of the EEZ  – fi shing and transport – remain largely intact.  There are also interfaces with oil spill 
response, health and safety and biosecurity legislaƟ on, parƟ cularly with WorkSafe and MariƟ me 
New Zealand.  The EEZ Act came into force in 2013 and the new regulatory regime will be in place in 
2014, allowing marine users to transiƟ on from fragmented environmental regulaƟ on under Crown 
minerals and mariƟ me safety regimes.  The EEZ regime has been compared favourably with RMA by 
the mining sector in its recently released briefi ng to the incoming government.  The EPA’s role has 
signifi cantly expanded to administer the new EEZ regulatory regime.

Going forward, MfE intends to determine measurable environmental outcomes and targets for the 
marine environment and the EEZ and Ɵ melines and programmes to deliver these.  We agree that 
taking a broader, more integrated and strategic approach to resource management across marine 
interests should be a key focus for NRS.  It must concentrate on exploring ways to deliver economic 
return from New Zealand’s EEZ that are environmentally sustainable.  NRS aims to address signifi cant 
informaƟ on gaps (only 3% of the EEZ is currently mapped) and beƩ er manage the complex system 
of regulaƟ on and governance (currently at least 25 statutes) is appropriate.
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Climate change and Emissions Trading Scheme (ETS)
New Zealand remains compliant with its obligaƟ ons under the United NaƟ ons Framework ConvenƟ on 
on Climate Change (UNFCCC) and the Kyoto Protocol.  The NZ ETS is the main mechanism for 
establishing an incenƟ ve to reduce emissions and for assisƟ ng in meeƟ ng current and future 
internaƟ onal obligaƟ ons.  An Amendment Act passed in 2012 extended the transiƟ onal provisions in 
the NZ ETS beyond their previously planned life, and made a number of technical changes, and a 
decision has been made to close the NZ ETS to internaƟ onal off set units from 2015.  In 2013 New 
Zealand announced a target of reducing emissions by -5% on 1990 levels by 2020, in anƟ cipaƟ on of 
a new global agreement on climate change, which is to cover the post-2020 period.

Going forward, New Zealand’s key goal for climate change remains a broadly-based internaƟ onal 
agreement.  This is now focused on the United NaƟ ons Conference of the ParƟ es in Paris in 2015, 
which is expected to be a major step in developing and deciding on an agreement to take eff ect from 
2021 and the domesƟ c policy seƫ  ngs that would support it.  This will provide the opportunity for 
beƩ er analysis to support a bundle of domesƟ c policies and future emission profi le, which will build 
a naƟ onal conversaƟ on and put plans behind targets for a decarbonising future.  MfE will need to 
determine measurable environmental outcomes and targets for New Zealand to achieve its 
contribuƟ on to miƟ gate climate change and to prepare for its eff ects, and Ɵ melines and programmes 
to deliver these.   

Environmental reporƟ ng 
Since 2012, in consultaƟ on with experts, MfE has been developing a framework to direct 
environmental reporƟ ng. An Environmental ReporƟ ng Bill that provides a legislaƟ ve basis for 
independent, reliable naƟ onal reporƟ ng was introduced in 2014. The aim is to improve public 
confi dence in environmental reporƟ ng by producing robust, independent reports using transparent 
processes and accurate data to which there is open access.  NaƟ onal environmental reporƟ ng will be 
a joint responsibility of the Secretary for the Environment and Government StaƟ sƟ cian, conducted 
at arm’s-length from the government of the day, with the Parliamentary Commissioner for the 
Environment providing an independent opinion on any aspect of the reporƟ ng. The expectaƟ on is 
that one environmental domain report (eg, air, fresh water) will be released every six months and a 
synthesis report every three years.  Work is already under way on the domain and synthesis reports 
and new indicators for reporƟ ng are being developed.  MfE is working with science providers to 
ensure the data needed is available and is of suffi  cient quality. A data improvement plan for 
environmental reporƟ ng and a science sector stakeholder engagement plan are being developed to 
guide this work.  New indicators have been developed for air quality and new indicators and modelling 
methodology have been developed for naƟ onal reporƟ ng on river condiƟ on.  NaƟ onal environmental 
monitoring standards have been established for the collecƟ on of freshwater quality informaƟ on and 
are being considered for other environmental domains.

Going forward, MfE plans to determine measurable environmental outcomes and targets for each 
domain area and its components and Ɵ melines and programmes for delivering these.  Key results to 
achieve include the establishment of a robust regime for co-producƟ on of environmental reporƟ ng 
with StaƟ sƟ cs New Zealand and producƟ on of the fi rst round of domain reports and the synthesis 
report.  NaƟ onal environmental reporƟ ng must operate as a collaboraƟ ve process since most of the 
data is held by others. MfE must also work with other agencies across the environmental management 
system to acquire the quality data needed to underpin naƟ onal reporƟ ng and policy informaƟ on 
requirements and to ensure that science providers understand MfE’s research needs and prioriƟ es.  
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Hazardous substances and new organisms
MfE’s major focus is on improving New Zealand’s hazardous substance management regime to help 
New Zealand businesses be safe, sustainable and successful.  Proposed amendments to HSNO  have 
been developed and are being considered as part of the Health and Safety Reform Bill.  The changes 
are intended to reduce harm from hazardous substances in the workplace by assisƟ ng businesses 
and individuals to more easily understand safety requirements.  

For new organisms MfE’s stated focus is on idenƟ fying improvements to HSNO and regulaƟ ons to 
increase effi  ciency and eff ecƟ veness, beƩ er manage risks and ensure the regime can meet the needs 
of fast-evolving technologies.  Working closely with EPA, the implementaƟ on agency for HSNO, MfE’s 
aim is to improve monitoring and evaluaƟ on of the Act, parƟ cularly of environmental eff ects and 
chronic harm and to use this to assess the performance of the HSNO regime.  Health and Safety 
Reform is a joint work programme with the Labour and Environment division of the Ministry of 
Business, InnovaƟ on and Employment (MBIE).  The two agencies are well aligned in relaƟ on to the 
direcƟ on of this work and are working closely together.

Going forward, MfE intends to determine measurable environmental outcomes and targets for 
HSNO and Ɵ melines and programmes for delivering these.  Over the next three to fi ve years MfE will 
progress reforms to the hazardous substances policy framework to reduce harm, while ensuring that 
the applicaƟ on and reassessment processes are eff ecƟ ve and cost-effi  cient. Much of the hazardous 
substances work is connected to reform of the workplace health and safety system.  Alongside this 
MfE will implement new internaƟ onal obligaƟ ons related to hazardous chemicals and waste. 

Waste minimisaƟ on and management
MfE is seeking to consolidate the Waste MinimisaƟ on Act 2008 (WMA) and progress recommendaƟ ons 
from the statutory review of the waste disposal levy.  Evidence on what actually happens to waste in 
New Zealand indicates that the majority goes into non-municipal landfi lls and farm dumps. It is 
therefore potenƟ ally not subject to appropriate environmental controls or to the waste disposal 
levy.  A key focus of the review of the waste levy is whether it is being applied fairly and correctly and 
what needs to be done to ensure a level playing fi eld for those paying the levy.  The review is also 
looking at the impact the levy is having on changing waste behaviour and the eff ecƟ veness of the 
funding granted, both through the Waste MinimisaƟ on Fund and directly to territorial authoriƟ es.  
The review has also found that waste levy funds are spread too thinly across too many projects to 
make a measurable diff erence. Criteria for evaluaƟ on of applicaƟ ons have been amended to beƩ er 
encourage funding to be invested in dealing with waste streams, with the highest potenƟ al to cause 
harm to the environment.  MfE has provided advice to the Government on encouraging beƩ er 
producer responsibility for waste streams or products of most concern.  Since the WMA was enacted 
in 2008, 11 voluntary product stewardship schemes have received accreditaƟ on.  However, voluntary 
schemes appear to have had limited eff ecƟ veness so far in reducing waste volumes or reducing 
harm and therefore recent advice has focused on the need to consider regulatory opƟ ons for some 
problem wastes.

Going forward, MfE must determine measurable environmental outcomes and targets for waste 
minimisaƟ on and Ɵ melines and programmes for delivering these.  In the short to medium term MfE 
is seeking to consolidate the WMA and progress recommendaƟ ons for change, resulƟ ng from the 
statutory review of the waste disposal levy.  MfE is also working towards closer alignment of non-
departmental funds with policy outcomes, for the funds administered by MfE and across NRS.
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ORGANISATIONAL CHANGES AT MFE SINCE THE 2012 PIF 
REVIEW

Environmental outcomes and Strategic Plan
Since 2012 there has been a fundamental shiŌ  in the way MfE thinks about the environmental 
management system and its role in ensuring it operates eff ecƟ vely.  Recognising the need for a more 
strategic approach to environmental management and planning of future work, MfE has put in place 
many of the tools and work programme to achieve this.  An analyƟ cal framework for natural resources 
was co-developed with NRS. It is being used to develop the sector’s briefi ng for incoming Ministers 
and to explore MfE’s understanding of the environmental management system and medium-term 
programme.  

The shiŌ  in the way MfE thinks about its role in leadership and stewardship across the environmental 
management system is increasingly evident at senior levels and refl ected in the Four-year Plan and 
accountability documents, which have a stronger emphasis on MfE’s overall responsibility for a 
joined-up environmental management system and how MfE will need to work in future at the centre 
of that system.  The wider systems approach indicated in the Four-year Plan is sƟ ll in its early stages. 
Planning conƟ nues to be variable in quality and there is considerably more work needed to share 
this approach across the organisaƟ on and to embed it in MfE’s work and strategic documents. 

Going forward, the new naƟ onal environmental reporƟ ng system, as proposed in the Environmental 
ReporƟ ng Bill, will also provide an evidence base that contributes to beƩ er understanding of progress 
against longer-term outcomes, once these are defi ned.  A programme to arƟ culate the medium-
term direcƟ on for MfE work is under way and the proposed review of the MfE outcomes framework 
has been deferred unƟ l the medium-term work is completed.  This PIF Follow-up Review strongly 
suggests that it is imperaƟ ve for MfE to undertake this work simultaneously, iteraƟ ng the top-down 
and boƩ om-up views to make Ɵ mely progress.  Defi ning measurable environmental outcomes and 
targets, as well as Ɵ melines and programmes for delivering these, are criƟ cal to success and represent 
the next game changer for MfE.  Those defi ned environmental outcomes will drive MfE’s long-term 
strategic plan and the medium- and short-term acƟ on plans arising from it.  MfE will then have a 
clear view for the environmental management system of:

• what its overall objecƟ ve is (mission)

• where it is going (vision)

• what success will look like (measureable environmental outcomes)

• a roadmap of how it is going to get there (the strategic plan from which the medium-term, four-
year plan and annual plan are derived)

• how it is tracking and how far it has to go (including environmental pressure reports).

Unless MfE has clearly arƟ culated the targeted environmental outcomes from which everything else 
drives, the environmental management system risks being piecemeal and not as eff ecƟ ve nor 
delivered as effi  ciently as it needs to be.  Tools such as the analyƟ cal framework will underpin the 
strategic plan and will facilitate trade-off s and prioriƟ es, both within MfE’s work programmes and for 
NRS.  Defi ning environmental outcomes, Ɵ melines and programmes will serve as MfE’s call to acƟ on, 
connecƟ ng key stakeholders, including MfE staff , within a whole-of-system approach to environmental 
management so each understands the contribuƟ on they make to achieving environmental outcomes.  
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OperaƟ ng model to support outcomes delivery 
A review of the operaƟ ng model was undertaken internally in 2013, adopƟ ng the best elements of 
the earlier approach to the fresh water and resource management reforms. The new operaƟ ng 
model in place from 2013 established mulƟ -disciplinary directorates covering policy, regulatory 
policy, implementaƟ on and science/informaƟ on. It ensures that responsibility for monitoring of 
policy implementaƟ on and eff ecƟ veness will sit alongside the related policy work. It also set up a 
new Stewardship Directorate to help strengthen the Ministry’s stewardship focus, with responsibiliƟ es 
in strategy, evaluaƟ on, thought leadership, naƟ onal environmental reporƟ ng and internaƟ onal 
engagement.  As a result, silos within the organisaƟ on are increasingly disappearing.  The ulƟ mate 
test of the operaƟ ng model will be whether policy work in the future beƩ er anƟ cipates implementaƟ on 
and delivery constraints, risks and opportuniƟ es.

Sector engagement and relaƟ onships 
MfE conƟ nues to work towards deeper relaƟ onships with iwi leaders, as well as with seƩ led iwi 
where MfE has obligaƟ ons under TiriƟ  o Waitangi seƩ lements. RelaƟ onships with strategic 
stakeholders conƟ nue to deepen and are now coordinated with acƟ vity by directors, so that MfE 
connects with key organisaƟ ons at diff erent levels. There has been a stronger focus on working 
closely with implementaƟ on agencies, especially EPA and regional councils.  

As stakeholder relaƟ onships widen and deepen, MfE could consider invesƟ ng in a customer 
relaƟ onship management (CRM) database so that the informaƟ on can be uƟ lised across MfE. This 
would mean stakeholders would not have to repeat or restart conversaƟ ons (largely a consequence 
of MfE’s high staff  turnover), which is a concern for them.  Stakeholders required to implement 
reforms are also seeking MfE to address their implementaƟ on issues at the front end of any reforms 
and to road test proposed changes before they are implemented.  

MfE conƟ nues to lead the close work with other NRS agencies in a way that is a paradigm shiŌ  from 
tradiƟ onal collaboraƟ on across central government agencies.  Within NRS, a cross-agency reference 
group has been an eff ecƟ ve forum for coordinaƟ ng advice on the RMA reforms and prioriƟ es for 
naƟ onal direcƟ on and a process for assessing future topics to enable more strategic decision-making 
at naƟ onal level about prioriƟ es and more certainty at local level.  The Natural Resources Framework 
was developed in collaboraƟ on with other NRS agencies.  A project led by MfE and the Department 
of ConservaƟ on (DOC) to compile a stocktake of the collecƟ ve policy capabiliƟ es across NRS was 
completed in 2013.  This found common issues across the sector, including the shape of the workforce, 
and the skillsets and confl ict between NRS collaboraƟ ve approaches and agency performance 
drivers.  NRS agencies have completed a medium-term strategic study of marine issues.  NRS agencies 
agreed to three cross-agency objecƟ ves for policy development on climate change, relaƟ ng to an 
internaƟ onal agreement, domesƟ c miƟ gaƟ on and adaptaƟ on.  MfE expects that up to 50% of each 
principal analyst’s Ɵ me will now be spent on strategic and cross-Ministry acƟ viƟ es.  

Eff ecƟ veness of intervenƟ ons in delivering environmental outcomes
The 2012 PIF and MarƟ n Jenkins reviews found that evaluaƟ on to beƩ er understand system 
performance and how MfE’s legislaƟ on and intervenƟ ons are working was not yet well embedded in 
MfE’s acƟ viƟ es.  A cross-Ministry evaluaƟ on network has been established following the 2013 review 
of the operaƟ ng model and a strategy to promote conƟ nuous improvement in monitoring and 
evaluaƟ on is being developed.  The need for beƩ er research, monitoring and evaluaƟ on is now 
higher.  Many research, monitoring and evaluaƟ on strategies have been or are being developed, 
though not many implementaƟ on reviews and evaluaƟ ons have been completed to date.  
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Capability
A more acƟ ve recruitment programme aimed at strengthening capability and increasing capacity, 
especially for implementaƟ on of the major reforms, was begun in 2013.  This liŌ ed the head count 
to around 300 full-Ɵ me equivalent (FTE) staff .  MfE staff  are demonstraƟ ng new-found confi dence 
and resilience from working in an organisaƟ on that has proven it can be agile and deliver major cross 
cuƫ  ng policy work in fresh water and RMA acƟ viƟ es and an operaƟ ng environment that encourages 
assumpƟ ons to be challenged even under high workloads and Ɵ ght Ɵ meframes.  Much of the 
processes and pracƟ ce built from 2008 has been embedded systemaƟ cally in ways that have 
diminished leadership dependency.  As major policy work is completed, MfE’s work will increasingly 
be focused on implementaƟ on and it is expected to conƟ nue to do this smartly by deepening its 
model of leveraging off  the exisƟ ng connecƟ ons, staff , resources and assets of other central and 
local government stakeholders.  

MfE sƟ ll has some of the highest staff  engagement scores in the public sector.  Nevertheless, 
addressing the causes (including the young age profi le of staff  and the Ɵ me to achieve pay scales 
relaƟ ve to the rest of the public sector) and the consequences of high turnover is a key issue for staff  
and external stakeholders.  MfE should evaluate indirect, as well as the high direct costs of turnover 
to validate the considerable payback esƟ mated from higher staff  retenƟ on.   

Financial and resource management
BeƩ er tools are now available to support fi nancial management; forecasƟ ng and budgeƟ ng is now 
done online, which signifi cantly improves the effi  ciency of compiling informaƟ on across MfE. 
Managers now get their monthly results through a dashboard and can access real-Ɵ me informaƟ on 
about expenditure on contracts.  Annual planning and four-year planning is more robust.  Signifi cant 
changes have been made in informaƟ on and communicaƟ ons technology (ICT), with the focus being 
on building strong foundaƟ ons that will support a more strategic approach in future.  Since July 2013 
MfE has been working on alignment of ICT service delivery with Land InformaƟ on New Zealand 
(LINZ) and moving from an ‘owned and operated’ model to a ‘managed service’ model.  The ICT 
infrastructure has been moved to an external data centre that also provides services to LINZ. The 
Offi  ce of the Auditor-General has conƟ nued to grade two key elements of MfE’s audit results as ‘very 
good’.  More aƩ enƟ on is needed to ensuring that expenditure provides value for money, especially 
sharing informaƟ on about the performance of contractors and suppliers.  Business planning is 
stronger over the four-year horizon but sƟ ll generally needs to be more systemaƟ c at directorate and 
team level, with clear linkages to accountability documents.  
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WHAT MORE IS NEEDED? 
MfE asked the Lead Reviewers to idenƟ fy what more could be done in the following areas, listed in 
order of priority for MfE:

1 Purpose, vision and strategy 

The 2012 PIF Review noted the imperaƟ ve to have a medium- to longer-term strategic plan and 
outcome measures.  It was noted that a strong analyƟ cal framework was necessary, given the 
complexity of issues, and that the Ministry would need an operaƟ ng model capable of delivering on 
its mission.  

Since 2012 MfE, together with NRS, has taken a number of important steps to improve its stewardship 
of the sector, including through the development and increasing use of an environment analyƟ cal 
framework, a revised operaƟ ng model and a well specifi ed Four-year Plan.

Looking forward, the big game changer for the Ministry and sector is to specify a long-term strategy, 
with measurable environment outcomes, including deliverables for the near and medium terms.  
Without this the sector does not have a strong call to acƟ on, especially relaƟ ve to other sectors that 
have long been focused on explicit statements of what success looks like.  It is very diffi  cult to get 
alignment within the Ministry, let alone across the sector or with key partners, without a strategy.  
Without alignment, cumulaƟ ve impact will be too slow to emerge.  The Ministry is currently running 
a high leverage model without the strategy needed to anchor and direct it.

With an explicit strategic plan and measurable outcomes, the centre of gravity for the Ministry can 
shiŌ  to being outcomes, stakeholder and delivery oriented rather than introspecƟ ve and process 
oriented. The Ministry is currently working towards this but it needs to be careful to not over 
complicate this stage.  While there are gaps in the evidence base, many of the scienƟ fi c targets and 
measurements exist, as does agreement on how long some of these will take to address.  Such 
environmental outcomes have been set before, with programmes to reach achievable targets that 
have made demonstrable environmental improvements, for example, in areas such as air quality 
standards and emissions limits for climate change obligaƟ ons.    

2 MfE’s leadership role in major environmental system reforms

In the 2012 PIF Review it was noted that MfE’s leadership role in the environmental management 
system will need to be demonstrated through leading the fresh water and resource management 
reforms.  It was recognised that this would require an understanding of council and stakeholder 
needs, strong planning for implementaƟ on and execuƟ on that moves beyond policy development, 
the right capability and an eff ecƟ ve approach to monitoring and evaluaƟ on of progress against 
desired policy outcomes.

Since 2012 MfE has made signifi cant progress in the areas of fresh water, RMA, air quality, 
environmental reporƟ ng and in building the eff ecƟ veness of NRS.  It is also posiƟ oning itself to get 
ready for the 2015 work on climate change, which may require it to do some fi rst principles thinking, 
without starƟ ng over.  The HSNO and waste areas are also receiving dedicated focus.  In the case of 
EEZ, the Ministry has had to take correcƟ ve acƟ on to address implementaƟ on and delivery issues 
that were not anƟ cipated when the policy was developed.

While it must be acknowledged that MfE is responsible for some of the most complex policy issues, 
and it is increasingly seen to be improving its performance, there is sƟ ll work to do to meet its sector 
leadership ambiƟ ons.  UnƟ l MfE and NRS set a clear long-term direcƟ on, supported by measurable 
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environment outcomes, including in the medium term, it will struggle to fulfi l its leadership role.  To 
move from being a confi dent facilitator to a leader, the Ministry needs to be clear what success looks 
like.  Only then will its engagement with partners be purposeful and allow it to eff ecƟ vely enlist 
others to its mission. 

Looking forward, there are a number of other maƩ ers the Ministry needs to make progress on, 
including geƫ  ng far beƩ er at uncovering and addressing actual implementaƟ on risks at the policy 
stage; managing external stakeholder expectaƟ ons through the Government decision-making stages; 
working with infl uenƟ al external parƟ es to build appropriate coaliƟ ons at diff erent stages; and 
ensuring that feedback loops from evaluaƟ on and monitoring work in pracƟ ce.  Most importantly, 
the Ministry needs to conƟ nue to shiŌ  from process focused to outcomes, stakeholder and delivery 
focused.

3 Monitoring, evaluaƟ on and review 

Prior to the 2012 PIF Review, MfE was compliance monitoring its obligaƟ ons.  However, it gave liƩ le 
aƩ enƟ on to evaluaƟ ng the eff ecƟ veness of its intervenƟ ons nor how it was contribuƟ ng to policy 
outcomes.  Since then MfE has made a signifi cant step-change in entrenching the language of 
monitoring, review and evaluaƟ on across the whole organisaƟ on and embedding this in most of its 
processes.  

These processes could become a real gauge for MfE to assess the eff ecƟ veness and effi  ciency of 
environmental intervenƟ ons where it defi nes its environmental outcomes, as these set the 
benchmarks against which those intervenƟ ons are measured and the priority they should be given.  
Without those outcomes, MfE is likely to risk these processes becoming an extensive compliance 
exercise.

MfE should also lock down the benefi ts it has idenƟ fi ed from exisƟ ng reviews, including with NRS, to 
remove mulƟ ple duplicaƟ ons across funds, as well as refocusing them to achieve the defi ned 
environmental  outcomes.  This will tangibly demonstrate to the organisaƟ on the value to be gained 
from these monitoring and evaluaƟ on reviews.

4 Capability, especially to provide thought leadership 

The 2012 PIF Review noted that the Ministry and NRS were in need of greater thought leadership 
and policy entrepreneurship, including through building its knowledge base, skillsets and longer-
term research and stewardship.  

Since 2012 MfE has taken a number of important steps, including reinvigoraƟ ng its Directors’ Forum, 
freeing up resource and Ɵ me for strategic thinking, developing an analyƟ cal framework and 
eventually fi lling the principal analyst posiƟ ons.

Looking forward, MfE needs to fi nd explicit ways to insƟ tuƟ onalise thought leadership, recognising 
that by its nature thought leadership is necessarily disrupƟ ve.  The Ministry should take comfort that 
the analyƟ cal framework can help miƟ gate the risks this might present.  Most importantly the 
Ministry and NRS need a long-term environment strategy, including near- and medium-term 
deliverables, and associated outcome measures to focus and direct thought leadership to those 
things that will make the biggest diff erence.

In the long term MfE needs to grow its capacity but in the short term it needs to idenƟ fy and empower 
thought leaders and put them in the right roles. The Ministry needs to keep an acƟ ve watch on its 
high turnover, the balance of generalist to specialist, economic experƟ se and whether it is overweight 
policy versus implementaƟ on and delivery capability.
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A number of approaches could be considered, such as an external brain’s trust and an environment 
innovaƟ on hub.  It would be useful for ELT and the Directors’ Forum to explicitly revisit the Ministry’s 
risk appeƟ te in light of the changes it has made to its operaƟ ng model, the analyƟ cal framework and 
the strategic plan and outcomes, once the laƩ er are put in place.

5 Financial management and planning

The 2012 PIF Review idenƟ fi ed that while MfE had made signifi cant improvements in streamlining 
internal support processes and funcƟ ons, including signifi cant reducƟ on in support FTE, the fi nancial 
management and planning systems operated at a fairly rudimentary level and much more could be 
done for them to work as organisaƟ on enablers.  

Since 2012 MfE has conƟ nued to develop its support systems and make some progress in fi nancial 
reporƟ ng, including management reporƟ ng, external accountability documents and in planning.  
There have been some good results, including much greater clarity in the Statement of Intent (SOI) 
and Four-year Plan, although for many stakeholders it is diffi  cult to understand how these, along 
with the analyƟ cal framework and MfE’s mission statement join together to provide clarity around 
MfE’s purpose.  MfE has achieved strong ESCO raƟ ngs, especially in service performance, albeit on 
some low-eff ect outcome measures.  There is sƟ ll some way to go to opƟ mise fi nancial management 
and planning and MfE has idenƟ fi ed other acƟ viƟ es to liŌ  performance of these funcƟ ons.  

Nevertheless, the key to having an excellent fi nancial management and planning funcƟ on that can 
truly assist the organisaƟ on to deliver on its defi ned outcomes, is one where good fi nancial and 
planning funcƟ ons are a given and the focus remains fi rmly on performance monitoring, with both 
internal and external reporƟ ng focused on measuring actual performance against true outcome 
measures and the eff ecƟ veness of intervenƟ ons.

6 Environmental informaƟ on and reporƟ ng 

The 2012 PIF Review noted that the paucity and inconsistency of environmental informaƟ on and the 
lack of consistent guidance on standards and quality for collecƟ ng environmental informaƟ on was 
an area of real concern for a number of stakeholders.  Much of the informaƟ on was scaƩ ered across 
a number of central and local government stakeholders.  The new environmental reporƟ ng legislaƟ on 
will result in a step-change in the consistency, quality and standard of environmental reporƟ ng over 
Ɵ me.  MfE has conƟ nued to demonstrate its agility and eff ecƟ veness in the way it has approached 
the implementaƟ on of this legislaƟ on, maximising its model of leveraging resources across its central 
and local government relaƟ onships, including exisƟ ng databases and environmental informaƟ on 
and the independence and robustness of StaƟ sƟ cs New Zealand.  

The environmental informaƟ on and reporƟ ng resulƟ ng from this legislaƟ on can also be a real game 
changer for MfE.  This is provided MfE uses the domain and synthesis reports and pressure reports, 
with a consistently high integrity of data and evaluaƟ on, to proacƟ vely drive its work programmes 
on a Ɵ mely basis.  

MfE should also use these to predict necessary adaptaƟ ons to its operaƟ ng model so they can be 
implemented in Ɵ me to facilitate rather than inhibit delivery of environmental outcomes through 
the work programmes.
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CONCLUSION
The Ministry is on track to meet its Four-year Excellence Horizon, which remains largely relevant.  
We have taken the opportunity to refresh the Excellence Horizon for the Ministry to refl ect 
developments and improvements made over the last two years.  Looking forward, the biggest risk to 
the Ministry meeƟ ng the improvements it needs to make to deliver on its mission is a failure to now 
rapidly agree its long-term strategic plan and measurable environment outcomes.  The Ministry has 
the capability to address this.  
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APPENDIX A ͵ INTERVIEWEES
Minister of Finance, Hon Bill English

Minister for the Environment, Hon Amy Adams

DairyNZ

Fonterra

Federated Farmers

Land & Water Forum

New Zealand Planning InsƟ tute

Environmental ProtecƟ on Authority

Ministry for Business, InnovaƟ on & Employment

Te Puni Kokiri

StaƟ sƟ cs New Zealand

Waikato River Authority

Canterbury Earthquake Recovery Authority

Bay of Plenty Regional Council

Auckland Council

Petroleum ExploraƟ on & ProducƟ on AssociaƟ on

Agcarm

Contact Energy
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ABBREVIATIONS USED IN THE REPORT
The following abbreviaƟ ons and acronyms are used in this report:

CCRA Climate Change Response Act 2002

CEEF Chief ExecuƟ ves Environment Forum (central and regional government)

DOC Department of ConservaƟ on

EEZ Exclusive Economic Zone

ELT Environment Leadership Team (Chief ExecuƟ ve and Deputy Secretaries)

EPA Environmental ProtecƟ on Authority

ESCO Environment, systems, and controls underlying the fi nancial statements

HSNO Hazardous Substances and New Organisms Act 1996

ICT InformaƟ on and communicaƟ ons technology

IPCC Intergovernmental Panel on Climate Change

ICT InformaƟ on and communicaƟ ons technology

LAaWF Land, Air, Water Aotearoa Forum

LINZ Land InformaƟ on New Zealand

LUCAS Land Use and Carbon Analysis System

MBIE Ministry of Business, InnovaƟ on and Employment

MFAT Ministry of Foreign Aff airs and Trade

MfE Ministry for the Environment

MOT Ministry of Transport

MPI Ministry of Primary Industries

NES NaƟ onal environmental standard

NOF NaƟ onal objecƟ ves framework for freshwater

NPS NaƟ onal policy statement

NRS Natural Resources Sector (central government)

NZ ETS New Zealand Emissions Trading Scheme

RMA Resource Management Act 1991 

SOI Statement of Intent

UNFCCC United NaƟ ons Framework ConvenƟ on on Climate Change

WMA Waste MinimisaƟ on Act 2008


