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Abstract 
In 2002, Statistics New Zealand introduced business process modelling methods. This was in response to concerns about sharing business process knowledge across the organisation and inefficiencies in the development of common business processes. One output of this move is Statistics NZ's generic Business Process Model (gBPM), which, at the high level, applies to all collections run by Statistics NZ.
Following this, in 2004 Statistics NZ instigated the Business model Transformation Strategy (BmTS), a major long-term strategy and investment focusing on statistical processes and systems. The BmTS aims to improve the way information is managed, by streamlining and standardising business processes, methods and systems across the gBPM – that is, it is fundamentally about changing the way we do our business. 

This paper provides an overview of Statistics NZ's move towards process-oriented statistics production, including the implementation approach used and the progress made to date. It then focuses on the challenges faced and the lessons learnt, and describes how these lessons have been applied through a revised approach to moving the BmTS forward.
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1. Introduction

Statistics New Zealand's move towards process-oriented statistics production began in earnest in mid-2002, with the gradual introduction of business process modelling methods. This move was a response to concerns that the knowledge of critical business processes was too often either held in the heads of key staff, or was automated and embedded within computer systems that were reliant on a small number of technical staff. In addition, there was awareness that many similar processes across the organisation were developed independently. The launch of the Statistics NZ strategic plan in 2002 focused heavily on improving business processes and provided a basis for the introduction of this programme to the organisation.
To have confidence in its outputs, it was important for Statistics NZ to understand all its critical business processes; agree on current best practice for similar processes; and understand the reasons for, and impacts of, the exceptions to standard processes. The introduction of a business process methodology was a means to achieve this. It was also perceived as a consistent method: to communicate how Statistics NZ operates; to support business and IT planning; to improve the orientation and training of staff; to identify areas for IT investments; to enable regular communication; and to improve risk management. 
This paper describes Statistics NZ's move towards process-orientated statistics production. Sections 2 to 4 describe the programmes we set up to make this move and our approach to implementation. Section 5 highlights the successes to date, while section 6 discusses the challenges faced and lessons learnt. Section 7 concludes with an overview of how we plan to move forward.

2. Moving towards process-oriented statistics production

Statistics NZ’s response was to initiate a project that would define enterprise-wide business processes, with particular focus on statistical output processes (that is, our core business), rather than corporate support programmes (that is, human resources, finance, etc). Its primary objective was to "document all major business processes across Statistics NZ using a "best practice" methodology, and identify opportunities to standardise on common processes for the benefit of the organisation."

The key outcome of the programme was the adoption of a disciplined business process approach to describe how the organisation functions and how changes to the organisation and new projects are planned and managed. It was believed this would create a number of opportunities across the organisation:

· increase the quality of business planning, communication and coordination through greater awareness and understanding by staff of the organisation’s business processes

· allow programme managers to assess and manage the risks of the business processes within the projects that make up their programme

· identify commonality of process across programmes and across the whole organisation

· standardise leading processes across the organisation (those that are cost-effective, efficient, produce high-quality outputs, assist with risk management, or have some other value to the business)
· improve the quality and effectiveness of the requirements definition stage for projects 

· increase business ownership of processes

· provide a base for continuous process improvement 

· improve the definition of organisational roles and interrelationship of statistical output areas and support functions.


We worked with external experts to introduce a business process methodology and build our business process modelling skills. These were developed through two pilot projects and then spread across the organisation, working closely with subject matter experts. The modelling approach was widely adopted in Statistics NZ projects in the following two years and is now accepted by staff as a valuable way of describing their business areas. The high-level generic Business Process Model, or value chain, that has resulted from this work is illustrated in figure 1. It depicts Statistics NZ's end-to-end statistical business process from the identification of a statistical need at one end, to the dissemination of statistical outputs to meet that need at the other.

Figure 1: Statistics New Zealand’s High-level generic Business Process Model  
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3. The Business model Transformation Strategy
In mid-2004, after the initial adoption of business process modelling, Statistics NZ instigated the Business model Transformation Strategy (BmTS). At the time, Statistics NZ recognised that their target outcomes could not be achieved effectively using current business processes, systems and information management practices; hence, change was needed. This position was compounded by the government’s significant increase in investment in new official statistics and redeveloped outputs; for example, new social and business performance statistics, new statistics created through data integration projects, and redevelopment of the systems used to compile our national accounts.

Rather than being a discrete project, the BmTS is a major long-term strategy and investment that focuses on our statistical processes and systems. It is an organisation-wide strategy that aims to improve information management by streamlining and standardising our business processes, methods and systems throughout the statistical production cycle – it is fundamentally about changing the way we do our business. As such, the original objectives and outcomes of the initial project were effectively incorporated into the BmTS in 2004.

The BmTS was the first initiative to use the Statistics NZ high-level generic Business Process Model (gBPM) to improve organisation-wide processes and systems. The target end-to-end model that the BmTS aims to operationalise will focus our resources on the need, analyse and disseminate stages, and reduce the resources spent on the intervening stages (develop and design, build, collect, and process) once these have been rationalised, streamlined and standardised. Figure 2 summarises the desired transformation in Statistics NZ's business process model under the BmTS.  

Figure 2: Desired Transformation of Statistics New Zealand's High-level generic Business Process Model Under the BmTS  
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The BmTS also aims to deliver a new processing and information platform on which all of our statistical systems will be built in future. This platform includes three key deliverables:

1. A number of standard, generic end-to-end processes for the collection, processing, analysis and dissemination of statistical data and information, which are applied consistently and with appropriate statistical methods across each subject area at Statistics NZ, whether the data is collected through a collection instrument or from an administrative data source. 

2. A disciplined approach to data management, using a standard information life cycle for all statistical data and information across the organisation.  

3. An agreed enterprise-wide technical architecture as a framework for making systems-design decisions, to ensure that systems solutions created to meet the needs of a particular business group are developed within the standards and disciplines imposed by the information strategy. 

In addition, it was conceived that 10 business components were required to operationalise the new business model for Statistics NZ, as illustrated in figure 3.  
Figure 3: Ten Conceptual BmTS Components
[image: image6.wmf]10. Dashboard / Workflow

10. Dashboard / Workflow

2. Output Data Store

Clean

Data

Data

1. Input Data Store

Raw

Data

RADL

Web

Output Channels

Multi

-

Modal Collection

CURFS

INFOS

E

-

Form

CAI

Imaging

Admin.

Data

Official Statistics System & 

Data Archive

Summary

Data

‘

UR

’

Data

2. Output Data 

Envmt

1. Input Data 

Envmt

9. Reference Data Stores

9. Reference Data Stores

7. Respondent

Management

8. Customer Management

7. Respondent

Management

7. Respondent

Management

8. Customer Management

8. Customer Management

RADL

Web

Output Channels

Multi

-

Modal Collection

CURFS

INFOS

E

-

Form

CAI

Imaging

Admin

.

Data

Official Statistics System & 

Clean

Data

Aggregate

Data

Raw

Data

Summary

Data

‘

UR

’

Data

Clean

Data

Aggregate

Data

Raw

Data

Summary

Data

‘

UR

’

Data

Data Archive

3. Metadata Store

Statistical

Process

Knowledge Base

3. Metadata 

Environment

Statistical

Process

Knowledge Base

3. Metadata Store

Statistical

Process

Knowledge Base

3. Metadata 

Environment

Statistical

Process

Knowledge Base

4. Analytical Environment

5. Information Portal

6.

Transformations

4. Analytical Environment

5. Information Portal

6.

Transformations

4. Analytical Environment

4. Analytical Environment

5. Information Portal

5. Information Portal

6.

Transformations

6.

Transformations

Collect

Process

Analyse

Disseminate


From the beginning, the intended benefits of the BmTS related to business processes were to:

4. Abstract the business users and their processes from the underlying data structures and database systems, and move our statistical staff up the analytical value chain.
5. Provide an environment that allows for more challenging data integration and analysis necessary to meet the increasingly complex policy and research needs of government and the wider research community.
6. Reduce the time to design, build and process information sources, and provide more time for analytical and dissemination processes. 

7. Create the flexibility to respond to changes in user needs and demands. 
8. Provide a standard environment (processes, methods and systems) that will allow staff to quickly get up to speed with new subject matter, simplify the migration of data and systems as underlying technologies change, and reduce maintenance costs.

Other benefits included the increased use of administrative data sources, a flexible range of information access methods and standard range of information management tools, streamlined projects to focus on those more likely to have a real return on investment through reuse, a more satisfying work environment, and standardised skill sets and professional development costs for our staff.

4. Approach to and implementation of the BmTS

4.1 Approach

The BmTS was intended to be a business project, not just an information and communication technology (ICT) project. The business people and processes were to be the key drivers, whereas ICT systems and software were regarded as the enablers (not drivers) of the business processes. The approach to achieving the desired outcomes is summarised by 1) people, then 2) processes, then 3) standards and methods, then 4) ICT.

Statistics NZ recognises the importance of working with the business people in the organisation (for example, statistical analysts, methodologists, data collection, publishing) to streamline and standardise processes and methods before initiating design and building generic systems. Our approach entailed consultation with people across the business and enabled documentation of the processes and methods they use. This has raised awareness and aided acceptance of common solutions (processes, standards, methods and tools). 

In developing generalised systems, initially we plan to reuse existing solution components, perhaps with some redevelopment. If this does not meet user requirements then we need to consider purchasing a system to leverage off external development. After exhausting reuse and buy-in options, we will design and build in-house systems.

4.2 Implementation

The BmTS was originally planned as a nine-year work programme starting in July 2004. To date, it has involved many streams of work and an iterative approach to development and implementation. The first three years focused on setting the strategy for the end-to-end business model BmTS and each of the 10 BmTS components. These were to be implemented through six strategic work programmes (that is, specific business projects), each charged with delivering some elements of the BmTS (three key deliverables across 10 BmTS components). It was also expected that each of these projects adopt the business process modelling approach, and that, in parallel, a generic Business Process Model (gBPM) at the next level of detail (that is, sub-process level) be developed for use across the organisation. By the end of year 3 the aim was to have the BmTS end-to-end platform and the highest priority components in place. However, it was not expected that any single Statistics NZ collection system would be using all of these as an integrated end-to-end solution by the end of year three. 

In years 4 to 6 (2007–2010) we planned to extend existing BmTS components, start work on new components, and migrate existing systems to the BmTS platform, including delivery of the first integrated end-to-end solution for a Statistics NZ collection system. Planning for years 7 to 9 involved further new work and migration of the existing systems to the BmTS platform, although it was anticipated that even after year 9 some of the existing systems could still be operating in the current environment (that is, non-BmTS). 

While the strategy was a success, implementing the BmTS through the six strategic work programmes was not. This was mainly due to the design of the original BmTS approach, which created tension between the delivery of strategic goals and the delivery of output-specific goals resulting in complex, overlapping governance structures. So in late 2006, the implementation approach was changed to ensure that detailed knowledge of BmTS components (developed through specific business projects) was maintained in the longer term and available to the wider organisation. The new structure included: 

· end-to-end business project teams – subject matter experts and end users who provide business and software requirements to the component teams

· component teams – ICT experts who design, build, test and implement software solutions to support the business and software requirements provided by the end-to-end business project teams 

· a core business solutions team – ICT experts who ensure that the various pieces of software delivered by the component teams integrate together.

In mid-2007 (the start of year 4), the implementation approach was revised further, to achieve better integration between the different solutions developed for each of the BmTS components. At this time, the various component teams were disestablished, and the core business solutions team was expanded to extend previous deliveries for the BmTS components, build new aspects, and deliver an integrated end-to-end solution – the first in the BmTS platform. In the broadest terms, the expanded core business solutions team consisted of an IT arm and a business arm.

As part of Statistics NZ’s planning process, a high-level programme scan was completed in late 2007 to assess the delivery, issues, and state of the BmTS. This scan showed:

· The original objectives and principles of the BmTS strategy were still considered vital for a modern National Statistics Office (NSO) – these were subsequently reaffirmed by the Statistics NZ Board, with the addition of a principle to ensure the sustainability of our statistical systems.
· Two key priorities emerging from the original objectives, principles and issues that the BmTS needed to address:

· to retain knowledge, automate processes, streamline procedures and increase capability by improving data and metadata management through generic and integrated infrastructure 

· to reduce the time taken to design, build and process information, allowing more time for analysis and dissemination.
· Statistics NZ still needed to take action to improve its processes and systems, given the current state of these, and some of the cardinal outputs they support. However, a revised approach was required to ensure delivery of the BmTS platform, especially when the implementation of the first end-to-end solution was not progressing as quickly or successfully as originally anticipated. It was time to let the business own and drive the BmTS rather than the other way around, hence, development and implementation of ICT solutions for the BmTS are currently on hold. However, the objectives and principles of the BmTS are still supported, and are currently being progressed through three streams of work: a business case to secure further funds; a focus on process improvement to deliver interim benefits to the organisation; and a brokerage role to share research and knowledge on existing solutions, and promote reuse of these. Section 7 expands further on this new approach.

The following sections provide more details on Statistics NZ’s business process modelling and BmTS successes to date, the high-level challenges with the BmTS implementation in the current environment, the lessons we've learnt from these, and what’s next for the BmTS from 2008 onwards.
5. Deliverables and successes 

To date, solid progress has been made on the strategy elements of the BmTS, and some of the key deliverables that underpin the BmTS – namely the generic end-to-end processes, the standards and methods that support them, and the physical systems, infrastructure and architecture (that is, ICT). These form the BmTS platform and were the key focus of the initial stages of the BmTS. Good progress has also been made on some BmTS components, in particular respondent management, input data environment and transformations, although progress has not been even across all 10 components.  

The key deliverables and successes, which have been delivered by a range of projects progressed from both within and alongside the BmTS programme are outlined below.  
5.1 Strategy deliverables and successes

· White (strategy) papers that set the organisational strategy for both the end-to-end business model, and 8 of the 10 BmTS components (that is, the highest priority BmTS components) – these have been approved by the business and peer reviewed internationally. 

· Broad logical design documents that defined the direction and high-level requirements for 6 of the 10 BmTS components – these are a practical starting point for development projects and represent a move away from silo systems, which is a huge change for both business and service areas.
5.2 Process deliverables and successes

· A generic Business Process model (gBPM) which identifies the standard 'to be' processes for producing all statistical outputs, whether sourced from sample surveys, censuses or administrative data. This has been developed, documented and agreed at a high level (processes and sub-processes) and at a detailed level (activities) for need, collect, process, analyse, disseminate, and is being widely used as a framework across Statistics NZ collections and business areas. Statistics NZ's gBPM is now widely acknowledged as an example of best practice in this area, and has been drawn on heavily by METIS (the Joint UNECE/Eurostat/OECD Work Session on Statistical Metadata) in developing their Generic Statistical Business Process Model (currently a first draft), as part of its Common Metadata Framework.

· The gBPM repository for reviewing and centrally storing business process models, including instructions and templates for process modelling.

· Generic approaches to collection of data, supporting self-complete questionnaires and computer-assisted interviews (CAI).

· Process documentation produced, through use of the gBPM, to understand and record how national accounts statistics are compiled – this has provided a model for similar work going forward and an enduring future resource. 
5.3 Standards and methods deliverables and successes

· Adoption of a standard metadata framework (MetaNet Reference ModelTM (Version 2)) as the base for developing our conceptual metadata model, and identifying metadata terminology and key structures.

· Strengthening of the role of Statistics NZ's Standards Governance Board, which provides strategic direction for the development and promotion of statistical standards and classifications, questionnaire and question standards, and other methodological standards.

· Development and implementation of a Standards Framework Database, a centralised tool for managing the development, delivery, maintenance and access to statistical and methodological standards across all stages of the gBPM.

· Research, development and/or documentation of best practice methods to support standard statistical processes such as coding, editing and imputation, and confidentiality, along with a master list of the transformations used at each stage of the gBPM.

· The investigation and selection of generic tools to enable standard transformation processes and methods, for inclusion in the standard transformations tool box for use across Statistics NZ. Selected tools include, but are not limited to, Blaise (Statistics Netherlands) for computer-assisted interviewing; the Classification Coding System (CCS) (in-house) for coding; BANFF and CANCEIS (Statistics Canada) for editing and imputation; INTERP (in-house) for benchmarking and interpolation; QualityStage (IBM) for data integration; GREGWT (Australian Bureau of Statistics) for integrated weighting; and X12 (Bureau of the Census) / SADJ (in-house) for seasonal adjustment.

· Selection and implementation (in part) of a generic suite of base tools for the analytical environment – SAS Enterprise Guide and Business Intelligence Server (v9), and Microsoft Reporting Services and Analytical Services – this tool selection was based on a comprehensive assessment of the analytical needs of statistical analysts, matched against existing tools.

· Generic business requirements and methodological specifications for cross-classified surveys, including selection weights, response rates, and the like.

5.4 ICT deliverables and successes

· A standardised collection phase in production, including multimodal collection, telephony and customer relationship management (CRM) technology to manage the collection life cycle – this is the most significant and visible success to date.

· Data storage structures for raw collected and clean unit record data, contextualised by metadata, and an interface to load collected data into these structures.

· Proof-of-concept trials in the national accounts business area. These proved that a number of the BmTS principles and concepts could be implemented in practice, namely that workflows and transformations can be implemented and configured by end users and driven or controlled by metadata, that the various BmTS components can be integrated, and that versioning of data and metadata can be made visible and transparent to users. 

· Prototype model completed from collect to clean, incorporating workflow and transformation ICT solutions.

· The integrated output solution, providing a cube builder, analysis environment and interface with our dissemination environment.

· Supporting architecture and graphical user interface standards developed and utilised.

The majority of these successes represent deliverables that are available for Statistics NZ to use now and into the future, irrespective of the approach Statistics NZ takes to complete the BmTS implementation.
6. Challenges and lessons learnt

Challenges come with change, and Statistics NZ's move towards process-oriented statistics production, through the BmTS, has been no exception. Some of the challenges we faced were due to the complexity of our chosen approach to the BmTS, such as:

· attempting to implement a corporate-wide, strategic change initiative and deliver generic solutions by adding to the requirements and deliverables of six different programmes of work, each owned by a different subject matter area

· aiming to deliver a seamless, end-to-end solution but at the outset, splitting the conceptual view of the solution into 10 separate components and allocating each of the six projects a different set of components to deliver.

However, other challenges were those often encountered in any new collection, system development, or large project (that is, they are not specific to the BmTS or Statistics NZ’s approach).  

In order to overcome these, we need to draw on the lessons we've learnt. These may also prove useful for other NSOs pursuing similar goals. As we determine the way forward for the BmTS the key lessons we need to consider are listed below.  Many of these are interrelated.

Please note: To date, we are still in the process of identifying the key lessons learnt from the BmTS. The following is our current perspective which we will refine and add to as we develop the business case to secure further BmTS funding.

6.1 Lessons learnt about balancing specific versus generic goals
· Design the implementation approach to minimise tension between the delivery of output specific goals (for example, the need to deliver new processes and systems within a fixed timeframe) and the delivery of generic strategic goals (for example, the need for a more effective, flexible and generalised approach for the management of information). By doing this, the trick is to keep the subject matter areas engaged and involved in the development, to maintain its relevance and timeliness, and ensure deliverables meet the needs of a range of users.

6.2 Lessons learnt about governance and ownership

· Choose an implementation approach that is supported by a simple governance structure, so that the lines of authority and reporting are clear (for example, to determine relative priorities, make decisions, monitor progress and sign off deliverables). 

· Ensure that the programme has a clear and continuing owner, with ultimate accountability for delivery, and that individual owners are assigned to each of the key supporting deliverables – principles, business processes and requirements, standards, methods, architecture, and software. This is particularly important when deliverables are expected to meet the needs of a wide range of business units (that is, expected to be generic, rather than specific).  

· Clearly define the roles, responsibilities, and accountabilities of owners (including quality management, risk management, change and review processes, and overall implementation success), and ensure these are agreed to and specifically resourced.
6.3 Lessons learnt about translating concepts into solutions

· Ensure that concepts identified earlier in the programme (for example, 10 conceptual BmTS components) do not, by default, become the framework for implementation of physical solutions. To deliver a seamless end-to-end solution, you must start with an end-to-end view of things, that is, prepare an integrated end-to-end solution design first.  

· Identify and articulate the key underlying problems, then consider a range of solution options and a variety of enablers to solve these (people, then processes, then standards and methods, then ICT). Beware of technological infatuation! Fundamental choices about building ICT systems need to be made in the early stages: how many to build and what the scope of each should be. BmTS-type goals and principles cannot be delivered through ICT alone, nor is ICT always the best or only solution. 

· Undertake robust analysis to quantify the costs and benefits, and identify the risks associated with each solution option. Use this information to determine priorities, judge whether the scale of the solution matches the business gains, and help senior management make sound investment decisions. Regularly reassess the issues, costs, benefits and risks as the programme progresses. 

· Target efforts towards the real problem areas, differentiate between the ’could do's’ and the ’must or should do's’, and ‘right-size’ the people and their capability, the business processes and the solution.

6.4 Lessons learnt about implementing an end-to-end solution through ’chunks’ of work

· Think carefully about whether, when and how to split the implementation of the end-to-end solution into smaller, distinct chunks of work. If this is done too soon (for example, before the end-to-end solution design is finalised), there is a high risk that silo solutions will result.

· Each chunk of work must deliver a practical stand-alone solution that provides benefits to the business in its own right. In addition, each chunk delivered must be able to be integrated with other chunks to produce an end-to-end solution, that is, the chunks eventually need to fit back together to form one solution. 

· In relation to solutions enabled by ICT, splitting the implementation into chunks effectively assumes that integration of each individual ICT solution into one whole will be relatively easy.  This assumption needs to be tested and confirmed (through prototypes, proof-of-concept exercises, etc) before starting any ICT system development that is dependent on successful integration. This is particularly important if the underlying ICT integration technology is changing in parallel to an initiative such as the BmTS. 

· If implementation is split into chunks, create a programme manager role to coordinate the interdependencies between chunks. Plan the delivery schedule to ensure that progress on different chunks is well-aligned for successful implementation of the end-to-end solution. This person should have a clearly defined role in the governance structure and be able to provide sound information on the progress of individual chunks as well as the end-to-end solution as a whole.
6.4 General lessons learnt

· Avoid implementing too many organisation-wide changes to improve the uptake and success of each. Ensure that changes implemented are coordinated and that the inter-dependencies and resulting risks are understood. 

· Maintain commitment to, and understanding of, long-term programmes such as the BmTS – especially as key personnel change, as the programme evolves, and as changes are made to the structure and make-up of business areas, project teams and governance boards.  

· Translate the programme's vision, objectives, concepts and principles into clear and agreed terms, and SMART (specific, measurable, achievable, relevant and time-bound) objectives for process improvement and problem resolution.

· Ensure that all aspects of implementation are costed and resourced. Do not try and do the work under a ’business as usual’ allocation, as this is subject to competing priorities outside the programme.  

· Use a business process modelling approach, and get input from centralised service areas (for example, statistical methods), to ensure commonalities are identified and leveraged off. 

· Conduct regular audits to ensure that best practice project management and change management practices and principles are being followed. This includes ensuring behavioural and cultural changes required in the organisation are managed, along with changes in the corporate processes that support the business of producing statistics (for example, training and development).

· Increase the information flow along reporting and accountability lines (that is, to programme managers, owners and governance boards) as risks and issues arise to make sure the right information is brought to the attention of the right people, at the right time.

7. Future direction

In March 2008, the Statistics NZ Board approved some major changes in the way forward for the BmTS.  The proposed changes recognise the challenges that have hindered our ability to proceed and will ensure we draw on the lessons learnt, as well as improve the integration of the BmTS into the wider strategic and management processes of Statistics NZ.   

It has been recognised that progressing the BmTS within strategic projects results in an environment where project goals may become fragmented and deadlines are put at risk.  Therefore, Statistics NZ has decided to focus the next two years on working with government support agencies (that is, the State Services Commission) to build a case for separate funding of BmTS development. This will allow a less risky approach where prototypes can be developed and proven before being implemented within collection programmes. The focus will continue to be on standardising processes and methods, and determining the best way to enable improvements (for example, through culture and people, standards and policies, ICT).   

Over the next two years for BmTS components, there will be no continuation of separately funded ICT development. However, a team will work to ensure that the wider organisation is made aware of the deliverables to date, and that future development projects can reuse or build on them as a base through their own funding. This team will also focus on identifying short-term process improvements to continue to drive the behavioural and cultural changes and keep the organisation moving in the right direction while the case for separate funding of the BmTS is being put together.  

In addition, due to the strong progress made on the respondent management component, this work will continue, with a focus on implementation and expansion of the solutions developed to date. There will also be continuing work on the metadata component, focusing on building a metadata framework for the collection cycle and developing common terminology and understandings.

Since the change in approach was agreed, we have gone through a transition period where ICT commitments to development projects that were previously BmTS partners have been met, and development teams and governance structures have been reshaped to deliver to project owners. In addition, we have begun planning for the business case process, progressed strategies on ownership of key elements of the BmTS (business processes, components, standards and methods, software, etc) to ensure they are sufficiently  supported going forward, and further defined the BST's advisory and process improvement roles.
8. Concluding remarks  

Statistics New Zealand is on its way to implementing process-oriented statistics production, with a focus on business processes and standardisation gradually becoming part of our organisational culture. However, we still have a long way to go to fully achieve the outcomes and capitalise on the opportunities of the original project to define enterprise wide business processes. 

In addition, while Statistics NZ and the senior management team still consider the original objectives and principles of the BmTS vital, we have recognised the need to review and change our implementation approach in order to deliver real benefits to the organisation. This will allow us to address the challenges and draw on the lessons learnt over the past four years, and take the BmTS forward with less risk, more contingency, wider buy-in and regained confidence. 

In summary, the move to process-oriented statistics production and a BmTS-type model is a major undertaking that should not be underestimated. It involves changes on a number of levels – cultural, behavioural, process, standards and technological – which make it difficult to measure progress, and requires an evolutionary model of implementation. So, do not expect to get it 100 percent right the first time, learn from your successes and failures, and be prepared to change your approach if this is not working.
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