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introduction

In September of this year, the Minister of Social Welfare launched a departmental initiative entitled "From Welfare to Well-being" with the aim of rehabilitating welfare's image and seeking greater community buy-in to the longer term goals of ensuring that all citizens are able to contribute positively to society. This article looks at the background to this initiative, the outcomes it promotes, the mechanisms for communicating the vision and briefly identifies other elements being worked on to help make the vision a reality.

Since the advent of the State Sector Act 1988 and the Public Finance Act 1989, the purchasing of departmental services by governments has been undertaken very much according to a linear process based on inputs and outputs leading to outcomes (discussed below). This has greatly improved accountability and improved efficiencies. A side-effect of the new approach, however, has been a narrowing of the focus of groups within the Department. Matters which may have an indirect but nevertheless significant impact on the ability to achieve outcomes are easily taken into consideration. "From Welfare to Well-being" widens the focus on outcomes for the whole Department. It provides an umbrella under which united policy and service delivery can be developed. It also provides a means by which the Department can put itself clearly and publicly on the line as to how, when and in what measure it will contribute towards desirable social outcomes.

background

Since the 1970s the image of New Zealand's welfare system has been in decline. Severe economic problems have helped force a rethink on the basis of support away from universalism towards a targeted approach for those most in need. At the same time changing employment and family patterns have given rise to substantial increases in the numbers receiving unemployment and domestic purposes benefits. For many taxpayers in fulltime employment, income support has been seen as a costly burden creating dependency, while for many beneficiaries income levels are seen as minimal and the stigma of being a beneficiary provides a barrier to escaping the welfare system. Beneficiaries and their dependents are also likely to figure prominently amongst the clientele of the Children and Young Persons Service and the many community welfare services provided under contract to the New Zealand Community Funding Agency.

Neither taxpayers nor beneficiaries view the welfare system with the fondness with which it was regarded from the late 1930s to the 1970s. The reality is, however, that for the foreseeable future close to a third of the population will remain reliant for income support on the benefit system or New Zealand Superannuation for substantial periods in their lives. In short, welfare will continue to be a major influence in determining the sort of society in which New Zealand will live.

the well-being outcomes

Since the passing of the State Sector Act in 1988 and the Public Finance Act in 1989, the services provided by Public Service Departments have been described in terms known as "outputs" while the intended effects of the supply of such services have been called "outcomes". The strength of such terminology is that it allows a degree of precision in definition upon which value for money and performance can be measured. A by-product of such terminology, however, is that images of the services and outcomes can become somewhat leaden and lacking in the inspiration capable of converting understanding into enthusiasm and action. In the area of welfare this has ramifications beyond mere public understanding because it is recognised that if the welfare system is to be effective it not only requires the understanding of the general public but also its involvement in aspects of its delivery, e.g. in voluntary work and neighbourly help.

At the time "From Welfare to Well-being" was conceived within the Department, the "outcomes" for the Department of Social Welfare for 1993/1994 (DSW Corporate Plan 1994:3) included among the 12 definitions the following somewhat uninspiring statements:

· That income maintenance policies and practices do not contribute to continuing dependency of those who are capable of becoming self-sufficient.

· That as far as possible people with disabilities or special needs who cannot manage without assistance have adequate income support and other services.

· That those responsible for children are encouraged to meet their responsibilities.

"From Welfare to Well-being" recants the old statements into more positive, clearly aimed well-being outcomes (described below) and the 1995 Corporate Plan (DSW Corporate Plan 1995:3) developed new outcome statements in compatible terms.

"From Welfare to Well-being". (DSW 1994) identified nine welfare interest areas and sought to define the desired outcomes which could be achieved through departmental and community involvement in developing and delivering solutions.

	Welfare Interest Area
	Desired well-being outcome

	Multi problem families
	Safe family environment

	Family violence
	Restored well-being for victims

	Victims of crime
	Restored well-being for victims

	Youth
	Safe, secure young people

	Benefit fraud
	Legitimate entitlement to benefits

	General income support
	Income Support Service enhanced

	Transition to work
	Transition to work (including people with disabilities)

	Community services
	Effective and available community social welfare services

	Older people
	Greater participation by older people in society.


These well-being outcomes now form an umbrella beneath which specific policies and services can be developed and put in place over a period of one to five years.

Communications Mechanisms

To be credible to all target audiences the "Form Welfare to Well-being" programme can only be communicated by modestly-costed communications media. Central to this has been the graphic portrayal of the image of two hands – one reaching out to the other to give a hand up, not a handout. Multi-media advertising campaigns would have been viewed by many as taking resources which might otherwise be directed at those in need. Indeed, in order to reach key influences in the business community during the launch phase of the campaign, business breakfasts were held in the give metropolitan areas. It was felt to be crucial in the early stage of the campaign to make direct contact with business people who hold the power and ability to create employment opportunities which will help many beneficiaries move towards greater self-sufficiency. This action itself drew criticism from a food-bank advocate (New Zealand Herald 1994).

 If the initiative is to gain creditability it must have ongoing visibility, and awareness must be built amongst those who hold the key to creating opportunities to break the cycle, of welfare dependency for many people. This could not be achieved at absolutely zero cost.

To overcome these difficulties, and to utilise the very substantial human resource of 7000 staff which the Department of Social Welfare employs, a strategy was devised to equip managers throughout the country with a presentation kit which contains guideline speaking notes, a set of overhead transparencies on related facts and copies of the "From Welfare to Well-being" booklet. The booklet outlines the well-being outcomes and also tabulates 37 key milestones which the Department of Social Welfare is contracted by the Government to carry out over the course of the current financial year. In this way the Department's commitment to achieving the outcomes has been highlighted in a very public way. The Department will also take opportunities during the course of 1994/95 to report progress against the milestones.

Managers from some 200 sites throughout New Zealand are offering themselves as speakers to a wide variety of community and professional organisations. In doing so they are fulfilling traditional public representation requirements while also deepening the relationship between the community and their business groups. They are also contributing to dispelling some of the well-entrenched myths which have over the years contributed to the distancing of welfare from the mainstream economy.

building towards the vision

As with any vision, the worth of "From Welfare to Well-being" will be judged by the extent to which it is realised. Already within the Department of Social Welfare the vision has proved helpful in providing a sense of shared purpose which has been somewhat lacking since the 1992 division of the Department into separate business groups. While not diminishing in any way the focus of each of those business groups, "From Welfare to Well-Being" has helped highlight the ultimate goals towards which staff are striving and has demonstrated that success is not determined solely by efficiency but also by effectiveness in contributing to the wider vision.

A number of developments are now taking place under the "From Welfare to Well-being" umbrella including: implementation of a department-wide information technology plan, work on income support and social service strategies, the approval of iwi social services, and the development of crime prevention strategies to support the Government's Crime Prevention Strategy. But the vision will not be realised by the work of the Department on its own. Public attitudinal shifts followed by behavioural changes resulting in the improved safety and security of children within their family and whānau, of greater self-sufficiency by individuals and families and of increasing participation of older people in society will be the longer term yardsticks by which "From Welfare to Well-being" will be measured. Relatively low-key but consistent and positive messages will provide the source by which the vision will take hold and spread throughout New Zealand.
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