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Richard Hamblin
Director of Health Quality Intelligence, Health Quality and Safety Commission

Richard will investigate how organisations can successfully drive delivery through data and analytics. His aim is to focus on
understanding what makes a great leader of data-driven organisations. He wants to contribute to the public sector’s development

of the right people to lead transformative data teams.

Richard will undertake research and visit organisations in New Zealand and overseas that have world-leading data and analytics
teams, which have helped transform their organisations into being genuinely data-led. He wants to share the lessons of their

success with the New Zealand public sector.

My project



Solving an
urgent
conundrum

“It is relatively straightforward to recruit
extremely good graduates into the public sector;
it is extremely difficult to recruit people of such
high quality with five years’ experience into career
grade posts.

Essentially in those first five years of a career
what we do either encourages people to leave or
knocks out every bit of innovation, imagination
and delight out of them. Analysts are either “lost”
or “squashed”. Like Saturn, we have a tendency to
devour our young.”

Why is this happening? What can we do about it?



LEADERSHIP
& TALENT
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Capability & Outcome

LEADERSHIP SUCCESS PROFILE

Koy Leadership Questions

Leading strategically

Think, plan, and act strategically;
to engage others in the vision,
and position teams, organisations,
and sectors to meet customer
and future needs.

Leading with influence

Lead and communicate in a clear,
parsuasive, and impactful way; to
convince others to embrace change
and take action.

Engaging others

Connect with and inspire people;
to build a highly motivated and
engaged wor

Capability & Outcome

‘Where are we going? And how do we
get there?

Leadership as strategy. You will
position teams, organisations and
sectors to shape, define and respond
to the future. Be it policy or service
delivery, you work effectively with
others to figure out what the future
should look like - and how to

get there.

Koy Leadership Questions
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Dovoloping talont
Coach and develop diverse talent;

to build the people capability required
to deliver outcomes.

Enhancing team porformance
Build cohesive and hlgh p-eﬁ'omlng
teams; to deliver col

that are more than the sum uf
“adividual efforts.

Honest & Courageous

‘How am | building talent for the
future - for my agency and others?

Leadership that builds people
capability. You attract, retain and
develop individuals with the attitude,
skills and potential to deliver results —
for today and tomorrow. You create
positive work environments and
figure out what people need to
deliver results and how to get the
best out of them.

Curious

Deliver the hard messages, and
makes unpopular decisions in a timely
manner; to advance the longer-term
best interests of customers and

New Zealand.

Show curiosity, flexibility,

and openness in analysing and
Integrating Ideas, Information, and
differing perspectives; to make
fit-for-purpose decisions.
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Making it happen -
with & through
others
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Key Leadership Questions

New Zealand Government

Capability & Outcome

‘How do we together build for a
better NZ7*

Leadership that builds sustainability,

resilience and connections. You
ensure capabilities, assets and
initiatives are built with the future of
the State Services system in mind.
You know when and how to use
relationships, ICT, financlal, supply
market and people levers. Managing
the tension between the ‘and, and’
you make decisions for the good

of the system for the long term.

Koy Leadership Questions

Enhancing organisational performance
Drive innovation and continuous
improvement; to sustainably strengthen
long-term organisational performance
and improve outcomes for customers.

Enhancing system performance
Work collectively across boundaries;
to deliver sustainable and long-term
improvements to system and
customer outcomes.

Leading at the political interface
Bridge the interface between Government
and the Public Sector; to engage political

representatives and shape and implement
the Government's policy priorities.

Capability & Outcome

‘How will we turn what we know into
what we do?

Leadersmip um uswvsrs results.
‘You make sure that things happen
by translating strategy into action.
You focus on getting things done,
with and through others — knowing
which key decisions you need to
make, where to influence, when to
collaborate and when to delegate.
You create strong teams that
deliver results.

Self aware & agile

hiovi biti ;
Demonstrate achievement, drive,
ambition, optimism, and delivery-focus;
to make things happen and achleve
ambitious outcomes.

” - k prioriti
Plan, prioritise, and organlse work; to
deliver on and long-term ul:uect.we:s
across the breadth of thelr role.

Achioving through othors
Effectively delegate and maintain
oversight of work responsibilities;

to leverage the capability of direct
reports and staff to deliver outcomes
for customers.

Resilient

Leverage self-awareness to improve
gkills and adapt approach; to
strengthen parsonal capability over
time and optimise effectiveness with
different situations and people.

Show composure, grit, and a sense of
perspective when the going gets
tough; to help others maintain
optimism and focus.



Presenter
Presentation Notes
The problem of how we turn what we know into what we do is a real one, but we may be looking at it the wrong way.  The disconnect between evidence and action is often seen as a failure of delivery.  I’d want to argue it may be as much a failure of knowledge.  Actually public sectors are pretty good at doing stuff.  The trouble is that because we don’t use data in the right way to derive knowledge, we risk energetically and effectively doing the wrong things.

And the cause of this is a troubled relationship with data and how we have used it which stretches back over a long period of time.


Method




Pre-requisite Having a very understanding boss...
one ...about 10 weeks of the year spent doing this




Pre-requisite Having a very good team...
tWO ...taking up the slack
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EXTENSIVE LITERATURE LOCAL INTERVIEWS FIELD TRIPS WITH
REVIEW LEADING ORGANISATOINS
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T Data Science
Campus

* 40 Interviews

e 50 articles, papers and book chapters
* Workshops

* Set piece meetings and presentations
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Results




What we’re doing wrong, what right looks like

So what? (and for that matter

30 years down the wrong rabbit hole:
“how”?)

how we got there and how we get out

Richard Hamblin Richard Hamblin
Leadership Development Centre 2018 Fellow Leadership Development Centre 2018 Fellow
July 2018 December 2018

Why we need to change, how we need to change



The curse of Fred...
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Presenter
Presentation Notes
Taylorism in the public sector
Taylor – association with the assembly line Henry Ford –disaggregation and standardisation of process – increased efficiency, productivity and but alienation and dehumanisation.

At the heart of this is a view that front line workers are undertaking work so mind-numbingly repetitive that they have must “have the mentality of an ox” and the system requires external “controllers” who collect and hold the data of what is really going on and use this to literally “control” the process

Post world war 2 these ideas fell out of fashion (contrast to Deming and Shewhart’s development of Japanese auto industry – the only takers by the 1970s was Trabant) Yet a similar mindset achieved a remarkable resurrection in public sectors across the developed world in the 1980s onwards
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The Data is a mechanism of control...

conseguence
of which is... ...Not a source of insight




This has been catastrophic....

[ i

LOSS OF TRUST DOESN’T WORK (AT LEAST OPPORTUNITY COST
NOT AS WELL AS HOPED)



Data and our capacity to exploit it

I Computing efficiency
7/ Computations per kilowatt-hour

World’s stock of data
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 Measurement for insight (Data for Insight, Data
Science, Discovery Analytics)

* Exploiting all available data (including
unconsidered sources)

So we need to

* Understanding how a system works including

J d d J fO U rt h unconsidered relationships between variables
d : . ‘ : * Focused on providing new knowledge for
ISCI p ine problems of policy or implementation

* New techniques of analysis, programming and
visualisation



Measuremens

=

for insight

* A way of defining the complexity of a system

* A way of describing relationships inside complex
systems

* So we can predict what is likely to happen

* So we know which part of the system to
improve

* Then we can apply other forms of measurement



* Openness about data a pre-requisite
Measurement * End of data as a mechanism of control
fOr |n5|ght _ * Will not h.appen until we change simplistic,
synedochic targets
requires a
mindset sh |ft e (and by the way we won’t have the time either)




Storyteller [
1. | can ask the right questions |
2. | can simplify complicated ideas
3. | am J.K. Rowling

Analyst

1. | can calculate an average
- 2. | know how to use viookup
3. | can use Bayesian analysis

I Five pre-requisites

an excel macro
in at least one language

Higher purpose

DOMAIN .
EXPERTISE S k| I I S

STATISTICAL DATA
RESEARCH PROCESSING
* Roles
“ SCIENCE
MATHEMATICS COMPUTER . - .
* Social positioning
Source: P’almer,rshelly. Data Science for the C-Suite. . I nfl u e n C e

New York: Digital Living Press, 2015. Print.

PUT A MAN




Outputs




Writing

* Big papers
* Blog posts
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ht-interactive-tool-FINAL-AUG-2019.pdf

Created by Richard Hamblin | 2018 LDC Fellowship

Drive insight and change

This interactive tool will help public sector analytical teams learn how to gain real insights from their data.
Find out how to move from primarily monitoring data to capturing real understanding from the information
you collect and analyse. You'll be able to offer more value to your agency and across the public sector, and
better understand the ‘complex adaptive systems’ that provide the services for New Zealanders.

Designed to structure and support your thinking, the tool includes:

|Z Checklists ﬂ Decision trees C@D Links to useful resources

Write on, print out, and share the checklists and decision trees with your team.

LEARN MORE

Why deriving insight from data is valuable

= htips.//www.ldc.govt.nz/assets/Uploads/30-years-down-the-wrong-rabbit-hole-R-Hamblin-July-2018.pdf

How do you go about using data for insight?

=1 https.//www.ldc.govt.nz/assets/Uploads/RICHARD-HAMBLIN-So-what-And-how-for-that-matter-27-02-2020.pdf



https://www.ldc.govt.nz/assets/Drive-insight-interactive-tool-FINAL-AUG-2019.pdf

The six tools

o Monitoring to Insight

Find out what gets in the way of using analytical teams for
insight rather than primarily monitoring. This checklist gets
you to explore what's missing in helping you move towards
insight - could it be lack of skills, mandate, positioning,
leadership, or resources?

Go to >>

o Higher Purpose

Analytical teams need to understand and articulate how they
contribute to their organisation’s goals. This tool gets you to
examine how well your team knows its higher purpose and if
the team’s work is genuinely linked to its organisation’s goals.
If your team isn’t living its higher purpose, explore the barriers
and be directed to other checklists for more help.

If your team can't define its higher purpose, go to the
‘Driver Diagram’.

Go to >>




© Monitoring to Insight

What proportion of team time is spent on routine monitoring?

Is over 50% of the team’s time spent on generating insight to
further the agency’s mission?

Clarify and renegotiate the corporate tasks required -

Your work here is done What's getting in the way?
if a team spends more than half its time on internal

Internal bureaucracy bureaucracy something is amiss?

No mechanism to feed insight into mission >
Lack of skills >
Difficulty in defining policy problems in data terms >

Difficulty in translating analysis results into PO}
stories that policy makers/managers understand

Distrust of analysis/analysts Goto page »

Insufficient data Is this really true? What, precisely, is actually missing?




© Driver Diagram

Driver diagrams help ensure that the higher purpose relates to the day-to-day work, rather than being an unrealistic aspiration. You start
with an overall aim and work back through the drivers that contribute to it, and from there, identify the actions that support these drivers.
This tool will help ground higher purpose into reality.

C2> Read more about driver diagrams: http://www.lhi.org/resources/Pages/Tools/Driver-Diagram.aspx

End goal Primary drivers Secondary drivers

Our organisation exists to... The ways in which we achieve this are... Our work program supports this by...

I Causes we can control
[E i Causes we can influence




O Skills Checklist

Find out about the statistical, visualisation and programming skills that are useful in making the shift to using data as a source of insight.
These resources are a starting point to learning more. (Please note, many of these links come from healthcare, but the underpinning maths and logic apply

more widely.)

Statistical skills Programming skills Visualisation skills moreinfo

DESIGN SKILLS

b

ABILITY TO DESCRIBE CURRENT SITUATION AUTOMATION OF ROUTINE REPORTING

=

Data linkage

Means, medians, rates and proportions Programmatic querying and macros Basic good practice

Tests of normality more info (e.g. accurate representation, clarity of labelling)
Rate difference and Rate Ratio

Tests of difference more info

Robotic Process Automation more info
Use of real estate

Data pacing
Levels and click through

Appropriate filtering

Knowledge of unusual visualisations
(e.g., Sankey, treemap, etc)

SAS
SQL

R
Python
Others

Simple risk adjustment and standardisation more info

Complex (multi variate) risk adjustment and
standardisation more info

Simple time series Spatial/Geographic visualisation

Simple statistical process control prospective
and retrospective more info

Cusum and EWMA mare info

R shiny
Tableau
Power Bl
GIs

Qlik

Simple regression and correlation more info

Logistic regression more info

Multivariate analysis more info

Simulation and modelling
Bayes more info

Decision trees mare info

Machine learning more info




Thank you

https://www.ldc.govt.nz/programmes-and-events/ldc-fellowships/

richard.hamblin@hgsc.govt.nz
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