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Introduction by Natalie Burton 

 
Kia ora tātou, 
 
This document sets out the decisions made on the proposed Customer Experience and Practice change proposal, following careful consideration of 
the feedback received during the consultation period. 
 
I would like to take this opportunity to thank everyone who made a submission on the proposed change. Overall, we received 44 submissions (38 
individual and 6 team submissions) which were thoughtful, valuable, and well-reasoned. Most of the feedback was supportive of the intended 
outcomes the proposal was seeking to achieve, as well as many of the proposed changes. There were also several alternative suggestions provided.  
 
I have read and given much consideration to the all the questions, comments and feedback put forward throughout this process. Your feedback has 
informed the final decisions I have made, and you will see some of this feedback reflected in these decisions.  
 
I would also like to take the opportunity to thank you also for your continued professionalism during what many people will find to be a challenging 
period. While I’m confident these changes will best position the Customer Experience and Practice team to drive operational excellence across 
customer-facing teams, I understand the timing is challenging, and is coming when we are surrounded by uncertainty and change across the 
business.  
 
I continue to encourage you to access the support available to you as we move through the implementation of the decisions set out in this 
document. 
 
Ngā mihi 
 

 
 

Natalie Burton 
Director – Practice and Customer Contact 
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Context 

Our Operating Environment 

Kāinga Ora is New Zealand’s largest social housing provider, managing warm, dry and safe homes for over 180,000 customers in over 75,000 homes. 
One of our core functions as an organisation is Tenancy Management which is delivered through a place-based model, with support from a centre of 
excellence to drive national consistency and evidence based best practice. The centre of excellence is provided through   centralised team who must: 

• Have a sound understanding of our external and internal operating environment (which is both complex and continually changing). 

• Undertake liaison across internal and external stakeholders when setting national direction and practice, to in turn enable customer facing 
teams to focus on delivery within their local contexts.  

• Champion evidence-based best practice and drive a focus on customer across the business. 
   

Our role 

The Customer Experience and Practice (CEP) team is the centre of excellence responsible for developing, implementing and embedding nationally 
consistent practice across our customer facing teams in line with Government and organisation expectations. CEP is primarily focussed on customer 
and tenancy related practice, and drives operational excellence by: 

• Designing, developing and implementing guidance, tools, training and systems changes for customer-facing front line roles. 

• Providing in-depth case management expertise, guidance and support for complex cases and national issues management. 

• Monitoring and reporting to give visibility about great practice, and opportunities for improvement.  
 

Why the need for a change process? 

Firstly, our current resourcing is mismatched to meet demand. CEP emerged through Shaping Kāinga Ora when the Customer Programme was being 
implemented. The team was therefore designed with the needs of that programme in mind. The Customer Programme has now closed and the 
capacity and capability to drive persistent operational excellence across the customer facing teams has shifted. CEP held several FTE vacancies with a 
view to respond to this shift, which in the interim has further exacerbated capacity and capability pressures within the current operating model. A re-
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alignment of resources across CEP is needed to ensure we can deliver business-critical functions and maximise operational excellence moving 
forward. 
 
Secondly, we identified some complementary functions across Kāinga Ora that if better aligned, could support organisation-wide efficiency and 
effectiveness: 

• One example of this was some of the Business Improvement and Change Management functions within People, Governance and Capability 
(PGC). These functions are also working with place-based staff to drive operational excellence. This team offers a complementary function 
that if aligned and integrated with CEP, could strengthen our ability to embed nationally consistent practice at a local level in line with 
organisational direction. 

• Another example was to reconsider how we work with Internal Audit, and how assurance and audits are undertaken across the area of 
tenancy management. 

It is timely and appropriate to consider if alignment of these functions would maximise outcomes.   
 
Thirdly, reflections on current challenges with our operating model led to five foundational work programmes in 2023 to refine how we deliver our 
function. Feedback and experience from our teams and stakeholders in undertaking these work programmes have provided useful insights in 
considering how we might re-shape our operating model moving forward. For example: 

• Standardised ‘one-pagers’ that summarise key messages, processes, changes and quick links are now in place to make delivery of practice 
changes easily understood. 

• Work to develop local operating rhythms have shown the need to help customer facing teams with not only ‘the what’ when it comes to 
leading best practice, but the need to also focus on ‘the how’ and the valuable role that people leaders and regional experts play. 

• Competency and skill mapping reflects an important movement from training on the use of processes/system/tools, towards ensuring our 
teams have the necessary levels of competency and skill to undertake their roles. Implementing practice change will always require an 
element of training but sustaining that change in process/practice requires ongoing reinforcement that cannot be delivered efficiently 
through a centralised team. Driving operational excellence requires a learning culture and a partnership model that empowers people leaders 
and SME to continually strengthen local capability.  

• The Performance Indicator Framework will be a vital tool for individuals, team leaders, regions, and CEP in the future, giving granular visibility 
of practice in priority areas like Disruptive Behaviour and Debt Management to help identify areas of strength, and where additional focus on 
practice changes may be required. Customer facing teams are accountable for their own team's performance, but they need tools such as this 
to enable focus on the right areas. 
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• Finally, the recent stakeholder review gave interesting insights from a regional perspective around their experience of practice change being 
implemented from centralised functions, including what works and what hasn’t worked. Insights like regions wanting an active role in the 
design and delivery of practice change, greater planning, and coordination for all changes across the business including Tenancy, Asset and 
Maintenance and (coordinated programme-level planning and visibility) and well as the importance of practice changes being implemented 
within a robust change management framework are useful to understand when designing an updated operating model. 

 
Finally, we are operating within a constrained fiscal environment across the public sector. We have an obligation to ensure we organise ourselves as 
efficiently and effectively as possible, while making sure we have adequate capacity in the right places to meet current and future demands. This 
might mean we need to do stop doing some things or consider doing some things differently moving forward. 
 

Key outcomes sought 

The following key outcomes have remained front of mind when considering feedback and making the final decisions. We need an operating model 
and supporting structure that:  

• Maximises operational excellence across customer facing teams, whilst staying within our approved resourcing envelope. 

• Enables a simplified experience for customer-facing teams by centralising into CEP: 
o support functions that collectively improve operational excellence 
o training and practice change planning and coordination across tenancy, asset and maintenance.  

• Builds on the capability and insights provided through our five foundational work programmes. 

• Ensures there is adequate capacity for business-critical functions. 

• Strengthens the capability of the team to maximise operational excellence by increasing analytical, change and continuous improvement 
expertise. 
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Consultation  

On 1 May 2024, we commenced consultation with you to seek your views on the proposed changes for the Customer Experience and Practice team. 
Feedback on this proposal was sought over a three-week period. We also ran two drop-in FAQ sessions for people to ask questions and seek 
clarification on the proposal.  
 
We received 44 submissions of feedback (comprised of 38 individual submissions and six team submissions) and answered over 100 questions.  

 

Feedback consideration 

In reviewing the feedback and making final decisions, clarification and input was also sought from Paul Matson, Manager Customer Experience and 
Practice. There has also been follow up conversations with team members and stakeholders where further explanation on feedback was sought. 
 
There was a range of feedback including general comments on the proposed structure, operating model, and resourcing as well as more specific 
feedback relating to each of the proposed teams which are covered in more detail in the following sections. 
 
As you read through the change decision document, you will see where we have considered feedback and made changes to the proposal as a result. 
We have also provided additional clarity to respond to questions raised through the consultation period.  
 
The change decision document outlines the confirmed structure changes and decisions, feedback themes and responses, a summary of what you 
said about the proposal and the organisation structure charts and positions impacts. 
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The fundamental purpose of the Customer Experience and Practice team is to support customer facing teams to achieve operational excellence by: 

• Designing, developing and implementing guidance, tools, training and systems changes for customer-facing front line roles. 

• Providing in-depth case management expertise, guidance and support for complex cases and national issues management. 

• Monitoring and reporting to give visibility about great practice, and opportunities for improvement.  

 
These functions are delivered through an operating model based on cycles of improvement that ensure those with subject matter knowledge and 
expertise at the local level are supported to implement and drive practice change in their offices and that systems are in place to ensure good 
practice is embedded. The operating model is grounded in ensuring these teams have the right tools (e.g., process, guidance, and systems) and are 
supported in understanding current practice, provided with insights on where and how change is needed to drive or enhance operational excellence.    
  
This model works to ensure the right balance of knowledge and expertise exists locally to enable consistent decision making in line with our service 
delivery model.  There will be instances where local teams require guidance and support with complex individual cases to ensure customers are 
receiving the right service or that decision making on individual circumstances is consistent with our legislative framework and policies.  CEP provide 
a central point to provide practice support and guidance on complex cases when they arise.       
  
The model also enables priorities to be driven by understanding current performance and customer experience.  CEP provides the tools to enable 
local teams to understand current performance but also provides monitoring and in-depth quantitative and qualitative analysis of current 
performance and feedback from customers.  This includes “deep-dives” to get a deeper understanding of the drivers of service performance or 
customer experience.  The insights from this analysis will drive priorities for local improvements as well as systemic level change.    
  
There will be instances where the cycle of local continuous improvement needs to be “disrupted” by system level practice design change.  This driver 
for practice change could come internally, where through the continuous improvement cycle, it is identified operational excellence requires change 
to practice.  Practice change may also be externally driven for example, legislative change, new or updated operational policy.    
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Maintaining the right focus 

Key to the success of the Operating Model is ensuring CEP continues to prioritise its efforts on what is most needed to maximise operational 
excellence. This needs to be balanced within the available capacity of CEP to drive change, as well as the reasonable level of change acceptance 
across customer facing teams on an annual basis. There are two key inputs to this balance: volume and priority, which are intended to be reviewed 
quarterly with inputs from customer-facing teams, place-based DCE’s and National Services.
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Confirmed structural changes 

The operating model is supported through aligned structural changes. The high-level confirmed changes are summarised below, then explained in more 
detail in the body of the document (by team) and itemised by position impact in Appendix One. 

The CEP will be organised into five teams: 

• Practice Design 

o Design and develop new or updated practice in the form of processes, guidance and/or systems that enable customer facing teams to 
deliver consistent services to customers. The design of new or enhanced practices is evidence based, draws on data, insights, and best 
practice methods, and developed with input from regional and national SMEs to ensure processes, guidance and other tools are fit for 
purpose solutions for customer facing teams nationally. 

o The practice design work programme will be driven from a combination of priorities that are both “top-down” (e.g., new or updated 
operational policies) and “bottom-up” (e.g., performance issues requiring system change).  This ensures there is the right balance of new 
practice as well as addressing issues customer facing teams are experiencing with existing practice. 
 

• Implementation  

o Will own and maintain a competency framework aligned to practice design and ensure regional teams have the right learning products to 
support the framework.  The learning products are developed with input from regional and national SMEs who are then enabled to 
successfully deliver the learning products to regional teams.     

o Create a mandated single front door co-ordination of front-line practice improvement, with an integrated focus across tenancy/ asset/ 
maintenance given the inter-relationship of frontline roles. 

o The team will also walk alongside regional SMEs and people leaders to ensure practice change is planned for and implemented within a 
robust change management framework, with systems in place to ensure practice change is embedded. 
 

• Practice Support 

o Will pick up the functions of the existing Issues and Operations team including:  
▪ Tribunal team with increased capacity to meet demand  
▪ Issues and operations including case management operational support for regions on complex cases (including Review Group and 

NIR)  
▪ Machinery of Government 
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• Practice Improvement 

o The team will walk alongside the regions to implement management and operating rhythms to enable operational excellence.   

o The team will work with senior regional leaders to drive local practice improvement, informed by competency and performance data that is 
in line with our service delivery model and priorities. 

o Examples of great local practice can be scaled nationally where appropriate. 
 

• Assurance and Insights 

o The backbone of the operating model, this team will have responsibility for both qualitative and quantitative performance analysis at 
national/regional/local levels to gain insights and to translate those insights into action.   

o Insights will be combined from Voice of Customer, Voice of our People, Performance and Competency/skills metrics, Mini service quality 
‘deep dives’, horizon scanning and workforce planning.  
 

The confirmed changes will: 

• Reduce the size of the CEP team by 3 FTE (from 62 FTE to 59 FTE). This is accounted for by: 

a. 29 positions in CEP that will be disestablished, of these: 

i. 17 positions are currently vacant 

ii. 12 individuals are affected by the changes 

b. 26 new positions will be established 
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