




agencies. 
Examples: 

• “Our organisation is an amazing place to work… delivering great results for the
taxpayer.”

• “I have found agency colleagues to be helpful, hardworking and united in a desire
to achieve the best outcome.”

• “It’s a great privilege to serve the public of Aotearoa.”

Leadership and management 

Lower satisfaction organisations: Staff highlight that they want leaders who care about 
wellbeing, provide emotional and practical support, and foster a safe, respectful 
environment. Some comments call for clearer, more transparent communication from 
leadership. Respondents highlight the need for managers to be skilled and 
knowledgeable—especially in people management.  

Examples: 

• “Managers seem to be so busy meeting deadlines that they rarely have the time to
stop and check on the wellbeing of staff members.”

• “More trust and respect placed in staff and less micromanagement.”

• “Having managers that have the skills and knowledge of how to manage people—
rather than top down and ‘do as I said’.”

Higher satisfaction organisations: Leadership is mentioned less often. Where it is 
mentioned, it’s more likely to focus on performance management and process 
improvements. 

Examples: 

• “Provide managers the tools to address bad performance…”

• “Streamlined decision making, with empowered leaders taking responsibility and
owning their decision rights.”

Culture, respect and wellbeing 

In both high and low satisfaction organisations, feeling respected and supported matters; 
some comments highlight stress and fatigue. 

Examples: 

• “Improving the workplace culture so that we stop having the continual exodus of
staff, which then impacts on those left to carry a greater load as well as the
responsibility for training new staff.”

• “The workplace culture at this organisation is great. Our leaders have worked to
make this in my opinion one of the best places to work.”

• “We are trying to deliver too much across too many areas to too perfect a standard
with too much bureaucracy. I believe we need to rationalize what we are trying to
do, to minimize staff burnout and stress.”





3 17 June 2025 EMAILS – The Commission Census team to 
Director, Organisational Capability, Ministry for 
Ethnic Communities 

Released in part 

4 19 June 2025 EMAILS – The Commission Census team to 
Principal Adviser Capability, Ministry of Transport 

Released in part 

If you wish to discuss this decision with us, please feel free to contact 
Enquiries@publicservice.govt.nz. 

You have the right to seek an investigation and review by the Ombudsman of this decision. 
Information about how to make a complaint is available at 
www.ombudsman.parliament.nz  or freephone 0800 802 602. 

Please note that we intend to publish this letter (with your personal details removed) and 
enclosed documents on the Commission’s website. 

Yours sincerely 

Nicky Dirks 
Manager – Ministerial and Executive Services 
Te Kawa Mataaho Public Service Commission 
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Kia ora koutou,

Here’s the latest very important updates about Te Taunaki Public Service Census.

The secure reporting portal will open on Wednesday 14 May. You will get an email
directly from Research New Zealand with your link to access the portal and create your
password. This requires two factor authentication (e.g. have your MS Authenticator at the
ready).

This initial portal will have summary information about scores for your whole agency,
compared against the public service overall. It will also show any change in score for
questions that were asked in 2021. These are available in the portal both as a PDF (handy
document to show your senior leaders) and online in chart or table format. Please share your
agency summary report with your Head of Comms and Head of HR. Your Chief Executive
will be emailed the PDF summary report for your agency on the 14th (same report that is
available to you in your portal).

You, as the lead point of contact for your agency, will be made the portal
administrator. This means you can give portal access to other key contacts working with you
to prepare for public release (e.g. your comms support person). Remember access to results
from the survey must be kept limited to senior leaders and others who are directly involved in
preparing for release of the results, as they are embargoed. We have scheduled some training
sessions next week to show you how to use the portal.

We aim to release an update to the portal the first week of June, this update will
include the “table builder” function that will allow you to explore results for different groups
(e.g. customer-facing, those who work from home, ethnicity). We will also update the portal at
that time to include the business unit reports for large agencies (PDF format). These extras
provide more granular information that potentially have privacy implications. We are being
very careful that we follow our privacy rules so no one can be identified from any reporting. As
a result we haven't quite been able to get everything out in our first release. 

Because it’s taking us longer, we are pushing back our planned date of public release
to 8 July. This means that you will need to wait until 8 July to inform your staff of your results.

Your agency needs to agree on a short action plan prior to public release.

out of scope
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You are expected to:
Identify 2-3 results that your agency is proud of
Identify 2-3 areas of opportunity, plan how you intend to improve each of those areas, and list
actions that your agency will take that supports this improvement
Prepare an initial action plan (no more than one A4 page) outlining the above. This is be shared
with your staff on the day of public release (planned for 8 July) and share with the Commission
for our visibility by 24 June. 

Some notes on action planning:
Australian agencies publish their plans (APS Employee Census 2024 | Australian Public
Service Commission) and this may be a helpful resource if you are looking for ideas on actions
and formatting of plans.
Agencies should focus areas of opportunity on aspects that you have the power to directly
address. This means areas such as job satisfaction and recommending agency as a good
place to work should not be a focus area.
If you want to engage with your staff about your initial action plan, and this causes it to be
significantly modified, please update the Commission as soon as it is finalised.

We are getting senior leaders engaged. The system level results will be discussed with
Chief Executives at an Advance session this week.

Please let us know if you have any questions.

Ngā mihi,

Aidan

Aidan Smith, PhD  (she/her)
Kaitohutohu Mātāmua | Principal Advisor, Insights
Rautaki, Kaupapahere me te Ngākau Pono | Strategy, Policy & Integrity 



What is the engagement index? 

Index scores are useful to summarise results across a group of similar questions. 

There is no universally agreed set of questions to measure employee engagement, but the 
OECD asked New Zealand to report against a set of 10 questions on employee engagement for 
our public servants to be used along with other countries responses in their Government at a 
Glance publication. Their question set includes one question on public service motivation 
(contributing to the common good). We’ve selected four of the OECD questions, and retained 
our own equivalent question on job satisfaction (asked in our 2021 Public Service Census) 
rather than replacing it with their question. 

For the Public Service Census engagement index we use each individual’s score for the 
questions on enthusiasm about their job, recommending their organisation, work giving a sense 
of accomplishment, work contributing to the common good, and job satisfaction (all pictured 
on page 16 of the summary report).  

Because we are using a set of questions that are different from other surveys, we do not 
recommend comparing engagement index scores with other measures (e.g. Gallup).  

The Public Service overall has a .77 enagement score in 2025. 

How is the score created? 

Response options are numerically coded (with a 1 for strongly disagree/very dissatisfied through 
to 5 for strongly agree/very satisfied), any don’t know/prefer not to answer responses are 
excluded from the calculations.  

For each person, they are given a score as the fraction of the maximum score they could give 
across the five questions (25). For example, someone who answered all five questions with a 
strongly agree/very satisfied would have a numerator of 25 and denominator of 25, so a score of 
one. Someone who answered all five questions with an agree/satisfied would have a numerator 
of 20 and denominator of 25, or a score of 0.8.  

These scores are then averaged across the group (in an agency report, this is across the entire 
agency). A perfect engagement score for a group would be one, meaning all staff rated all 
questions in this set as strongly agree/very satisfied, and the worst possible score would be 0.2, 
meaning every staff member said they strongly disagreed/were very dissatisfied with all 
questions in the index. 

What is it useful for? 

The index is helpful to compare performance of different groups (e.g. between agencies, or units 
within a large agency) or the same group over time (e.g. we plan to include this group of 
questions in future surveys so we can track changes). 

Code used to create the engagement index: 



case when code."Q19#" in (1,2,3,4,5) THEN 5 else 0 end as q19_denominator, 
case when code."Q19A#" in (1,2,3,4,5) THEN 5 else 0 end as q19a_denominator, 
case when code."Q20#" in (1,2,3,4,5) THEN 5 else 0 end as q20_denominator, 
case when code."Q27A#" in (1,2,3,4,5) THEN 5 else 0 end as q27a_denominator, 
case when code."Q65#" in (1,2,3,4,5) THEN 5 else 0 end as q65_denominator, 

q19_denominator + q19a_denominator + q20_denominator + q27a_denominator + q65_denominator 
AS engagement_denominator, 

case when code."Q19#" in (1,2,3,4,5) THEN code."Q19#" else 0 end as q19_numerator, 
case when code."Q19A#" in (1,2,3,4,5) THEN code."Q19A#" else 0 end as q19a_numerator, 
case when code."Q20#" in (1,2,3,4,5) THEN code."Q20#" else 0 end as q20_numerator, 
case when code."Q27A#" in (1,2,3,4,5) THEN code."Q27A#" else 0 end as q27a_numerator, 
case when code."Q65#" in (1,2,3,4,5) THEN code."Q65#" else 0 end as q65_numerator, 

q19_numerator + q19a_numerator + q20_numerator + q27a_numerator + q65_numerator AS 
engagement_numerator 

SUM([ENGAGEMENT_NUMERATOR])/SUM([ENGAGEMENT_DENOMINATOR]) AS Engagement 
Index 
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Kia ora Christine,

The overall Public Service also had an engagement index score of 77. So you are bang on average. As
you’ll see in the attached, it has minimal use for you this year, but in future years you’ll be able to see
if you’ve improved across this suite of questions.

Cheers,

Aidan

From: Christine Hogg <christine.hogg2@ethniccommunities.govt.nz> 
Sent: Tuesday, 17 June 2025 2:37 pm
To: Aidan Smith <aidan.smith@publicservice.govt.nz>
Subject: RE: Public Service Census advice on OIAs, media, and when you can update your staff

This email was sent from someone outside of Te Kawa Mataaho. Please take extra
care.

Kia ora Aidan,

Apologies if I have missed this (or perhaps it was discussed when Paul was attending meetings) but I
am trying to understand is there is an overall PS comparison for the Employee Engagement Index
Score?

I’m really trying to understand MEC’s score (0.77) in context.

Any help or advice would be most appreciated.
Ngā Mihi,

Christine Hogg
Director, Organisational Capability
Corporate Services
Ministry for Ethnic Communities| Te Tari Mātāwaka
Level 7, 155 The Terrace, Wellington 6011 | PO Box 865, Wellington 6140

www.ethniccommunities.govt.nz | Facebook

9(2)(a) privacy
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Kia ora Simon,

The attached explains the index and how it’s useful (or not). It’s mainly helpful in comparing
results over time (e.g. next time you’ll be able to very easily see if your overall engagement has
improved), and in comparing results between business units for large agencies. The Commission
does not use it to compare agencies directly- we look at scores for all questions in the survey,
and the engagement questions are just part of that. We consider engagement an outcome of
other factors- not something agencies can directly influence.

Cheers,

Aidan

From: Simon Lourie <S.Lourie@transport.govt.nz> 
Sent: Thursday, 19 June 2025 2:28 pm
To: Census <census@publicservice.govt.nz>
Subject: Question about the engagement score and rankings

This email was sent from someone outside of Te Kawa Mataaho. Please take
extra care.

Kia ora tīma,

2 questions:
I remember Aidan talking about the purpose of the engagement score during one of the
sessions but I cannot remember exactly what was said, and whether it is used as a ranking
mechanism.
I realise that the score itself is an average of those five questions but is there anything else
it is to be used for? Are agencies being ranked based on engagement scores in general or
ranked based on each question?

Thanks,
Simon

Simon Lourie (he / his / Mr)
Principal Adviser Capability | Kaitohutohu Mātāmua
Ministry of Transport Te Manatū Waka



M:  | E: s.lourie@transport.govt.nz | transport.govt.nz

MINISTRY OF TRANSPORT

Wellington (Head Office) | Ground Floor, 3 Queens Wharf | PO Box 3175 | Wellington 6011 | NEW
ZEALAND | Tel: +64 4 439 9000 | 

Auckland | NZ Government Auckland Policy Office |Level 7, 167B Victoria Street West | PO Box
106238 | Auckland City | Auckland 1143 | NEW ZEALAND | Tel: +64 4 439 9000 | 

Disclaimer: This email is only intended to be read by the named recipient. It may contain information
which is confidential, proprietary or the subject of legal privilege. If you are not the intended recipient
you must delete this email and may not use any information contained in it. Legal privilege is not
waived because you have read this email.

Please consider the environment before printing this email.
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