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Good, better, best approach
Each of these states involve actions that are quick 
wins and easiest to implement, others that require 
more time and effort, and lastly actions that require 
the most resources. These actions are outlined this 
way so that we can start the content transformation 
process immediately leading to instant results. 
These are aligned with the Customer Experience 
Standards.

Our goal for this strategy
The goal of this content strategy is to enable DIA 
to provide essential services to New Zealanders 
through effective content management. In other 
words, this content strategy makes sure that our 
customers’ goals and DIA’s business goals are both 
met through:      

 - managing information to make it easier for our 
people and customers to understand and digest

 - increasing the findability of content

 - supplying a ‘single source of truth’ to customers

 - fostering trust and confidence in DIA’s digital 
channels. 

 - In even more frank terms, this document lays out 
how we’re doing content around here now.

What is a content strategy?
Content strategy focuses on the planning, creation, 
delivery, and governance of content.  Ensuring 
that we have useful and usable content that is well 
structured and easily found is vital to improving the 
user experience of the services we have to offer.  
This is a living document that needs regular 
updating to align with the changing needs of 
 our users and the organisation.

This content strategy aims to:

 - align content with DIA’s purpose and goals

 - reduce the cost of production

 - create more efficient ways of working

 - create quality content that is findable and 
presented in a useful format

 - clarify who’s responsible and accountable

 - make sure all the content we produce meets 
people’s needs.

This document outlines 
the strategic direction for 
content within DIA’s Service 
Delivery Operations.  
It includes a series of best 
practice recommendations 
with multiple actions for 
each that we’ll use as an 
implementation plan for 
transitioning into good, 
better, best states.  

This is a content strategy, but not like 
we know it. In fact, this strategy is much 
more of an action plan, hence the use 
of ‘playbook’ in the title. It’s not meant 
to rest idle in the cloud, or waste away 
in Cohesion; it’s to be printed, used, 
iterated upon, and updated regularly 
by the passionate people at DIA who 
believe in the power of content as a 
transformational too taking us where 
we want to go.
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About this document

Introduction



Our content vision will help make this a reality 
by ensuring:

 - Our customers can easily find the 
information they need when they need it.

 - Our staff can have access to clear, concise, 
and consistent information that help them 
provide quality service to customers.

 - Our content team has processes in place 
to create content that serves both staff and 
customers.

Our Te Ara Manaaki vision is ‘Our customers 
and their whanau are at the heart of our 
trusted identity and life event services, and we 
continuously make it easier for them to access 
those services.’

Content vision
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TOM principles
1. Customer centric services designed and 

delivered around our diverse customers, 
customer choice, anywhere, anytime.

2. Mobile convenience - self service, services 
simplified end to end, designed for mobile 
first.

3. Joined up - integrated services and shared 
information, single view of customer, common 
customer experience.

4. Lower cost to serve - efficient, flexible, 
consolidated, reuse, scalable.

5. Trusted and reliable - reputable, authoritative, 
managed risks, safe, secure, privacy protected.

6. Capable people - customer focus, connected 
informed, agile, insightful.

SDIM - Service Delivery Information 
Management
The five principles for SDIM are based on 
the Target Operating Model, best practice, 
kotahitanga, manaakitanga, whanaungatanga 
and he tāngata.

 - Open and transparent content

 - Author once, publish many places 

 - Open access by default

 - Single source of truth

 - Information relevant to delivering a service is 
available whenever and wherever it is needed

 - Information supporting service delivery is 
governed with clear ownership and oversight

 - Information supporting service delivery is 
current, easy to maintain, and created for its 
users

 - Leverage existing investment in information 
management capability

Strategic positioning

The content strategy 
aligns the overall SDO 
strategy and therefore 
with the following:
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Customer Experience Framework

The Customer Experience Standard consists of 
three key focus areas in the form of high level 
statements:

1. Accessing our services – ease and availability

2. Using our services – consistent delivery and 
customer centric

3. The overall customer experience – from access 
through to use of our services

 
The People Experience Standard is intended 
to provide guidance on the general level of 
experience expected/required for our people 
(staff) when delivering our services.

 

This standard consists of three key focus areas  
in the form of high level statements:

1. People capabilities - assisting and supporting 
our people to deliver our services

2. Systems and processes - assisting and 
supporting our people in the delivery of  
our services

3. The overall people (staff) experience  
in delivering our services – confident, capable 
and engaged

Access Strategy
1. Establish relevance in the 21st century

2. Think beyond the traditional citadel

3. Select and make available the right stuff

4. Greater focus on digital – digitisation  
and born digital

5. Improve the tools and technology for access

Data Informed Strategy
1. Know our customers

2. Know our success

3. Know how

4. Know our data 
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We want to help 
customers find the 
information they 
need to be able to 
self-serve.

We want to 
champion and build 
an understanding 
of the importance 
of content to 
deliver meaningful 
experiences 
throughout the 
organisation.
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1. We have an unstructured  
content team
The content team is new and unformed. 
Because there is so much work in flux, putting 
processes in has been overlooked. Some content 
people across the business don’t have previous 
experience in content, which makes content 
management and delivery difficult. 

2. We don’t have clear roles and 
responsibilities
A flat hierarchy isn’t working. There are many 
content creators and designers across the 
business, but they are siloed and are unaware of 
what others are doing. Everyone is responsible for 
the work, and yet no one is accountable because 
writers don’t “own” their work. This lack of 
ownership leads to a high level of disengagement.

3. There is no transparency or 
accountability
Within the content team, people are unaware of 
what their co-workers are working on. Within the 
wider business, people are unsure about what the 
content team does and the benefits they bring to 
DIA. When content projects derail, there is no one 
to hold responsible (mainly because of the lack of 
hierarchy and management roles), but plenty of 
blame to go around.

4. We have too many channels and 
content creators are everywhere
DIA has a lot of content and knowledge channels. 
Many of them double up on information, and 
often present information that is out of date and 
unhelpful to both staff and customers. Content 
creators are scattered across the business, both 
physically (Pip & Vic) and from a work perspective 
(BAU, TAM, GIS, Marketing & Comms, Making 
it Happen, etc). These silos hinder the flow of 
information.

Diagnosis of current state

These ten pain points are all very 
related to each other, so if they 
seem repetitive, it’s because the 
current content management is 
a vicious circle, so for example, 
the lack of roles results in an 
unstructured content team, which 
is also the result of too many 
systems, and so forth. The good 
thing to keep in mind when you’re 
reading these negative points, is 
that they are entirely fixable if we 
follow the recommendations and 
actions later on in this document.



We want to 
champion and build 
an understanding 
of the importance 
of content to 
deliver meaningful 
experiences 
throughout the 
organisation.

We want to improve 
our content 
experience so 
that customers 
and staff trust the 
information they’re 
getting.

We want to make 
our content 
accurate and 
consistent across all 
channels to lessen 
the load on staff.

We want to create 
systems and 
processes that 
allow people to 
work, think, and act 
as a team.

 9 

5. We don’t have a strong team 
culture
Content strategy is about people, and this is 
our biggest failing. Our content people are 
disengaged and unhappy because they don’t 
have agency over the work they do, they’re 
lacking purpose, and they don’t have clear 
management. We don’t know what matters 
 to us as a team, we don’t have a why, we  
don’t even work in the same spaces together.   

6. Our content designers are  
in the dark
The content team and GIS team both self 
manage. While many of our content designers 
have expertise in content, this information  
isn’t shared between the two teams. Without  
a clear idea of which team is responsible for 
what, toe are tread on, work gets overlooked, 
fingers pointed, and the discord between  
the teams grows. 

7. Our sign off process is difficult to 
navigate
The lack of a workflow process means we 
don’t know who has final sign off on work. 
There is ambiguity around who is responsible 
for updating content (depending on the 
channel), a lack of peer review which leads to 
misinformation going live, and general confusion 
as to who is in charge of what. This ambiguity is 
stressful on team members.

8. The content team split between 
BAU, TAM & GIS
As an organisation, we create an enormous 
amount of content to support our products, 
services, business processes, and customers. Our 
main content creating teams work in isolation, 
which leads to content silo traps. We create and 
recreate content without having a big picture 
of our customers’ requirements, and no one is 
responsible for managing the overall customer 
experience. We’ve created Making It Happen 
as a response to the gaps that result from this 
dissonance, but we can do better.

9. Our low visibility leads to low 
credibility in the wider business
People in different areas of DIA are unsure of 
what the content team does and how important 
our work is. This low visibility has led to a general 
distrust of our work and our lack of process 
doesn’t help with this branding either. Content 
requirements with tight deadlines get thrown at 
us haphazardly because no one knows how busy 
we are or what our capacity is. 

10. Our content creation process  
is reactive
Our content process is reactive because of many 
of the above pain points. People in the business 
don’t understand our capacity or constraints. 
People in the team work on things they’re given 
without having the opportunity to discuss 
changes properly with product owners. No time 
is spent on asking whether or not changes or new 
content will actually benefit the customer. Lastly, 
the content team is burdened with the stress of 
producing work that they don’t fully understand 
the reasons for. And there isn’t a person in place 
to advocate on behalf of them.



Strategic priorities

We want to help customers find the information they need 
to be able to self-serve.

We want to champion and build an understanding of the 
importance of content to deliver meaningful experiences 
throughout the organisation.

We want to improve our content experience so that 
customers and staff trust the information they’re getting.

We want to make our content accurate and consistent 
across all channels to lessen the load on staff.

We want to create systems and processes that allow 
content creators to work, think, and act as a team.

1.
2.
3.
4.
5.



Current State
Content is inconsistent across different channels which confuses customers. 
There hasn’t been much consideration of metadata, taxonomy or SEO to help 
customers find the information they need quickly, which leads to more calls to 
the call center. Often, the content is out of date which leads to big frustration 
for customers and staff trying to help them. The CSOs in particular are the ones 
who bear the brunt of customers being unable to find the information they’re 
looking for themselves.

We want to help 
customers find the 
information they 
need to be able to 
self-serve.

Priority one

Content needs to be fit 
for purpose for staff and 

customers.

 
 

What does a customer 
need to read to understand – 

the language is super complex.

 
The logic should be: get 

something right for the contact centre 
staff and you’ve got the content right for 

customers.

 
 

Metadata is 
so important but 
misunderstood.

Content is inconsistent - 
customers don’t trust the 

source of truth.
If we’re going to be 

supporting the customers 
into the right channels, CSOs 

need the help - all of their energy 
goes into making sure they 

have the detail right.

Content 
for staff and 

customers should be the 
same - maybe extra things for 

the staff - but tone and 
voice, and clarity 

Content 
is inconsistent 

so customers don’t 
trust the source of 

truth.
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You tend to 

need someone who is 
going to own and love the 

content process.

We want to 
champion and build 
an understanding 
of the importance 
of content to 
deliver meaningful 
experiences 
throughout the 
organisation and 
across all channels.

Current State
Many people across the organisation are unaware of how important 
content is for our channels and for working efficiently as an 
organisation. This leads to a lot of content requests required in 
tight timeframes and sloppy delivery because of a reactive process. 
The content team feels overwhelmed and stressed because of the 
time frames, and other parts of the business get frustrated because 
timings are out. In the end, the content produced isn’t our best work, 
leading to frustrations for customers. The lack of visibility of what the 
content team is working on leads to a general distrust, and the lack of 
accountability leads to a lack of credibility. 

Priority two

There is a lack of 
confidence around the 

space - generally people 
don’t know what the content 

team is doing - last minute 
flurry, things need to be 

rewritten.”

Visibility 
- we need 

to get people to 
understand what 

we’re doing.

The content team has 
been doing the bare 

minimum, barely keeping 
their heads above water.

 
There is a significant 

underestimation of how much 
time the content team needs to 

schedule stuff in. It should be at least 10 
days notice.

People 
in the business 

get frustrated with 
the amount of time that it 

takes things to be corrected 
but it’s a complicated 

process. 12 



Current State
We have a lot of systems that we use for content (ie CSI, Tuwhiria, Cohesion, 
individual folders, etc) so staff have a hard time finding the information they 
need. Some of the content is inconsistent and out of date because there are 
no processes to review and refine. The new information repository isn’t fit for 
purpose and people are worried that when it goes live it will have the same 
problems as what we’re currently using. The siloed content structure and the 
friction between BAU, TAM, and GIS make it difficult to establish process.

We want to improve 
our content 
experience so that 
customers and staff  
trust the information 
they’re getting.

Dynamics 365 terrible 
decision - doesn’t support 

Agile or code teams like 
source control. 

 
No thought 

about content or 
how to approach it.

Content for staff and 
customers should be the 

same - maybe extra things for 
the staff - but tone and voice 

and clarity should be the 
same.

 
The content writers 

weren’t trained to do this task 
so it’s not consistent. There are 1000s 

of pages that need rewriting and multiple 
projects have started and failed in trying 

to replace this copy.

How do we 
support people to get 

it right without constantly 
bombarding them with 

emails and scripts?

Some groups 
within SDO struggle 

with Tuwhiria because the 
content is out of date, but 
they don’t have the time 

to correct it.

 
There are too 

many systems that hold 
information and people don’t 
know where to look for it, so 
it’s easier to email Making it 

Happen.”

Priority three
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Current State
Old and inconsistent content leads to frustration and extra work for customers, 
CSOs, case managers, and other areas of the business (such as Business 
Uptake). There are many different content creators working across the business 
in a siloed structure wherein they are unaware of what needs updating, 
refreshing, reusing, or deleting. The lack of process causes stress on the 
business, as well as content creators themselves because they’re unsure of 
what they own. This lack of visibility around what content we have, what needs 
to be created, and what needs to be rewritten is problematic as there is no real 
accountability, which leads to a general lack of trust.

We want to make our 
content accurate and 
consistent across all 
channels to lessen 
the load on staff.

Priority four The content team for the 
most part focus on the words 

on the page and not the overall 
collective importance – “it’s built 

we just have to turn it on” 
mentality.

What 
does good 

content even look 
like?

 
When the content 

team is at capacity - other 
people from around the 

business create the 
content.

 
The content team 

for the most part focus on 
the words on the page and not the 
overall collective importance – “it’s 

built we just have to turn it on” 
mentality.

 
Content was the 

biggest gap for release 1. They 
didn’t understand the implications of 

what happens to other teams when they 
don’t produce the work on time

Content 
decisions don’t 

follow a workflow. 
People say, “I want this 

thing, go and do it!” and 
then steps are missed and 

the work doesn’t get 
done.

 
People interpret the 

style guides differently. There 
is a style guide for scripts but 

many scripts don’t align 
with it.

 
The content team 

only looks at the customer 
side of things. They have 

no processes, so they don’t 
communicate.
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Current State
There are no systems in place for content creators to know what work is in 
flight, what is coming up, what their co-workers are working on, and what 
content needs to be created, changed, and deleted. Content creators are not 
aligned on a vision, and roles and responsibilities are vague at best. There 
are problems around accessibility, capacity, and culture, leading to a team of 
talented creators with low morale who are unsatisfied with their work, stressed 
out, and are often out of the office on sick leave.

We want to create 
systems and 
processes that allow 
content creators to 
work, think, and act 
as a team.

The new team was 
created out of a restructure 
- they have no real content 

expertise.

 
I feel 

understaffed - I need 
to have staff in the 

office more.

 
How do we work as 

a content cohort in order to 
bridge the gap where we are 

now to where we want to 
go?

Because 
we’re not selling a product, 

we don’t look at targets, so there’s 
no accountability, no one owns targets 

because there are none.

Right 
now everybody’s 

responsible, but no one is 
accountable.When roles and 

responsibilities aren’t clear or 
defined this leads to problems and 
friction between the teams (TAM & 

BAU & GIS).

Content 
team doesn’t have 

service delivery backgrounds 
- will make the changes before 

questioning it. Do they understand the 
reasons for the change? Who should be 

making these decisions?

Priority five

 
No thought has 

thought about content or 
how to approach it. We don’t 
have clarity on what we own 

so we sometimes step 
on toes.

 
The GIS team should 

be within the content team. 
It makes no sense to have 

them separate.

 
No one knows 

what the content 
team does.
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Content principles

 We design content with data

 We understand our audience

 We are digital by nature

 We build confidence 

 We test and measure

1.
2.
3.
4.
5.

Content principles should 
reflect DIA’s constraints to 
help teams make realistic 
decisions and reflect our 
aspirations. They align with 
our priorities and enable us 
to work in a more forward-
looking way.
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Whenever possible, we use data about our users and the organisation 
to make content decisions.

We let data drive decision-making, not assumptions or guesswork. We 
let data guide us during prototyping and testing with users, when we 
take our services live, and then we iterate in response. Analytics are 
always built-in, always on, and easy to read. They’re an essential tool 
to keeping our content fresh, relevant, and helpful to our customers.

We design content 
with data

Principle one
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We learn what our audiences need, why they read our content, and 
how we can better serve them.

While DIA services are for all New Zealanders, our content may only 
appeal to a certain segment of that audience at any given time. This 
is why we have to research the audience for our content to find out 
who they are, what they need to do, and how our content can help 
them do it – our audiences include both our customers and our staff. 

Once we know who we’re writing for and what they need, we’re able 
to ensure that our content is helpful and findable. 

We understand  
our audience

Principle two
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Our goal is to help people self-serve. This means that the content we 
create is designed with a digital focus and can be accessed across all 
new and emerging platforms.

When we produce content, we’re producing it for a variety of devices, 
screens, and platforms. Our customers’ behaviours evolve more quickly 
that we realise – when we’re digital focussed, we’re prepared to serve 
them and interact with them in the ways that they want.

We write for digital. This means we know how to structure our content 
so customers can easily, find, read, and navigate it. We use processes to 
help us evaluate whether we should update, rewrite, or delete content. 
We see gaps in our content through regular audits, inventories, and 
meetings.

We are digital by 
nature

Principle three
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We design content to offer a self-service 
experience that reduces abandonment by 
guiding customers through interactions 
using language that is clear and credible.

We create content based on 3 factors: 
Clarity, Credibility, and Confirmation 
to stop self-service from being an 
overwhelming experience.

We build confidence 
with our content

Principle four

Clarity: Our content is easy to understand and information 
is easy to follow. Functionalities are simple and help guide 
customers with clear links to specific tasks. We use language 
that is human and jargon-free.

Credibility: Our content makes customers feel like we’ve 
put some thought in how we present information. The 
information we give them is relatable and believable by 
being active and action-oriented.

Confirmation: Our messaging always indicates resolution 
so that customers know they’ve completed their task. We 
reassure customers by communicating timelines, so they 
don’t feel the need to get in touch to “double check”.
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We never assume content works. We test it with our audiences to 
ensure it does, and measure quality on every page.

We know that content is never finished, it’s only at different life cycle 
stages. We always assume our content can be improved, and test this 
assumption regularly. 

By not researching, measuring, and testing content, we rob ourselves 
of the opportunity to learn how customers and staff understand and 
react to various tones, word choices, and content structures. 

Content testing is an ongoing, living challenge that we do during the 
design stage, and after any content has been implemented in order 
to exactly pinpoint what words, phrases, and content people respond 
best to. 

We test and 
measure

Principle five
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Recommendations
Culture and leadership matter. Content strategy is ultimately about people.  
If we put the right processes in place, and give people an understanding of  
their roles and the importance of content to the success of DIA’s services,  
we’ll be better placed to meet the requirements of the Target Operating Model.
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Good, better, best actions
Each of these recommendations is based on best practices in content 
strategy philosophy. They have been determined through:

 - Interviews with key stakeholders across the business.

 - Interviews with content creators in the team and around  
the business (where content creation is vital to the success  
of various pieces of work/programmes).

 - Workshop with SCSOs to gain a better understanding of how  
content is not working for them.

 - Researching how other governments, content agencies, and  
content producers approach digital transformation.

 - An understanding of the importance of aligning this content  
strategy with current DIA strategies (such as TOM, etc).

 - Meetings with strategists working at other agencies to see how 
they’re using content to transform the business (Transport Agency, 
The Greater Wellington Region, IRD, MBIE, New Zealand Red Cross, 
NZTA.)

The following 10 recommendations serve as mini projects for the team 
to follow. Each of them align with particular priorities, and come under 
a ‘Good, Better, or Best’ category. Each recommendation comes with 3 
actions – there could of course be many more, but we want to keep the 
implementation of this strategy as simple as possible so we’ve chosen 
the most vital actions to complete.

 - Good = an action that can be implemented in a short timeframe with 
little resource; results in instant benefits for staff and customers. The 
focus here is on delivering an MVP - minimum viable product for new 
and existing services.

 - Better = an action that will take a higher level of planning and 
resources; will lead to a more robust and process driven way of doing 
content at DIA. The focus here is on moving to an optimal state, 
where we develop our services further and towards the TSSD vision.

 - Best = an action that takes the most amount of time, planning, and 
resources but will ultimately lead the content function at DIA to TOM 
‘green state’ success. The focus here in on being at optimal state, 
which means we’re delivering transformed and innovative services. 
We’re at Green State here, and this is exactly where we want to be.
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Recommendations to consider

1. We must understand and evaluate our current content experience to plan for the future

2. We must review our content regularly 

3. We must create visibility over the work being done by the content team

4. We must build a strong culture within the content team

5. We must create intelligent caontent

6. We must optimise our metadata to be searchable 

7. We must create a strict governance structure to manage content

8. We must grow our content team’s capabilities

9. We must reconsider the structure of the content team

10. We must get buy-in from the wider business

 24 



 25 

We must understand 
and evaluate our 
current content 
experience to plan  
for the future

Recommendation ten

Before creating content and delivering  
it to customers, we need to figure out  
how well our current content is performing,  
and identify any gaps.

ACTION 1

Identify customer needs
We need to have an in-depth understanding of our customers,  
both internal and external, to be able to create and structure  
content that meets their needs.

 
Create personas that will help us understand:
 - What content each customer uses and when

 - How they access our content

 - How they want to access our content

 - What level of detail they want from our content

 - What their goals are in using our content

Conduct a needs assessment
 - Interview customers and people within DIA who have contact  

experience with our customers

 - Interview staff to see if content is meeting their needs

 - Analyse existing customer information (CX team)

 - Gather information using surveys social media, etc

 - Review web analytics for invaluable data

Good   |   Aligned with priorities: 1, 3
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How to map our content ecosystem:

1. List out all the things in our content ecosystem including websites, teams, 
audiences, people, channels, systems, guidelines, governance documents, 
forms, etc. 

2. Place them on a canvas and draw arrows between them. Don’t overthink 
it! Just start making obvious connections. 

3. Define relationships by labeling the arrows. The labels should be verbs: is, 
has, owns, manages, publishes, influences, is related to, and so forth. 

4. Refine and fill in details until it looks right. Schedule working sessions with 
collaborators over a couple of weeks. 

5. Socialise and verify. The diagram needs to make sense to everybody. Pass 
the map and get feedback, especially from subject matter experts, content 
designers, and other stakeholders you’ve identified. Adjust to fit. 

Good   |   Aligned with priorities: 3, 4, 5ACTION 2

Map our content ecosystem
We know that our content isn’t currently working, but we need to get a 
strong idea of how content is created, managed, and delivered throughout 
DIA. Our content ecosystem includes all of our products, brands, content 
types, teams, technologies, and/or channels. 

A content ecosystem map is a visual representation of your content 
reality—what we have and where it’s at. The mapping process will us 
decide which channels need to be inventoried in the first place. 

Once the map is complete, it becomes a tool for:

 - understanding how content works in our organisation

 - onboarding more content collaborators

 - process planning

 - conducting gap analysis

 - prioritising content projects

 - managing change.
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ACTION 3

Perform detailed content audits
During a content audit, we look at our content analytically and critically to 
determine how effective it is. 

A content audit is just an accounting of the information in DIA that. We 
do them to analyse how content is written, organised, used, reused, and 
delivered to our various audiences. It helps us assess its value and identify any 
opportunities for reuse.

 
How to perform a content audit:

1. Identify scope: We don’t need to start huge, which is why this action spans 
across good, better, best, depending on how in-depth we want to go. A 
representative example is enough to get started.

2. Decide what to audit: We can select as much content or as little as we 
want. We can focus on specific areas such as Passports, and look at web 
pages, brochures, newsletters, press releases, and more. 

Good   |   Aligned with priorities:  3, 4, 5

3. Assess the quality of the content: Look at the content to determine:

 - Does it meet our customers’ needs?

 - Does it use the right terminology?

 - Is it well written?

 - Is it up-to-date?

 - Is the tone right?

 - Does it follow the style guide?

 - Is the level of detail right?

 - Are there gaps?

4. Determine which information for reuse: copy and paste. Content is often 
written and rewritten with changes for each new version. This results in 
inconsistent content and increased costs to the business. 

5. Interpret findings and develop recommendations: Go through your 
findings and come up with solid recommendations to put this audit into 
action. Are there pages that need to be killed? Say so. Is there information 
that can be consolidated? Recommend it.
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We must review  
our content 

Recommendation two

Content is a living thing, especially in an 
organisation where change is constant. We 
can’t be guilty of providing information that 
is out of date or incorrect. If we implement 
good processes, we’ll be able to deliver our 
staff and customers information so they can 
perform the tasks they need to do.

ACTION 1

Analyse our content lifecycle & tweak it
Content is developed in many different ways by many different people in 
many different departments across the DIA. If there are established content 
creation processes, they may differ from department to department. 

We need to create unified processes so that everyone involved in creating, 
developing, storing, and publishing content does it the same way, interacts 
effectively, and shares content. 

All content moves through a life cycle. It’s all conceptualised, planned, 
created, and maintained in some way by someone.

How to identify our content lifecycle:

1. Determine key players. Key players in content will include:

 - Customers (internal and external)

 - Content designers

 - SMEs

 - Product owners

 - Design & UX

 - Learning development

 - Marketing

2. Interview them: Once you know who is involved, you have to ask them the 
following questions: (as examples)

 - What is your role? What are your responsibilities?

 - Who do you work with during the content creation process? How 
effective are these relationships?

 - How do you collect information to write:? How well does this work?
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How to build a new lifecycle:

1. Strategise and ideate 
Your content team leader along with high-level representatives of DIA’s 
business units will form a Content Strategy Working Group who will meet 
quarterly to discuss how content can be used to drive business goals. 
Teams come with problems, ideas, and upcoming content needs.  
Deliverables: Establishing goals; Upcoming needs; New content 

2. Plan 
Content designers across the business come together quarterly to review 
ideas, assess resources required, and determine a plan for production, 
maintenance, and evaluation. 
Deliverables: Editorial calendar; RACI chart; Communications plan; KPIs

3. Design & create 
Content designers  design and develop content according to the plan. 
This is ongoing and is managed by JIRA and a scrum board so that work is 
visible at all times. 
Deliverables: Text & email notifications; CSI scripts; Web copy (etc)

4. Publish & distribute 
The content team publishes and distributes content to our audiences on 
the appropriate channels for maximum effect. This is ongoing and adheres 
to our editorial calendars, JIRA, scrum boards and roadmap. 
Deliverables: Web pages 

5. Evaluate & maintain 
The content team creates an ongoing maintenance schedule to ensure our 
content remains relevant, accurate, and up-to-date. 
Deliverables: Web pages and scripts that are consistent and up-to-date; 
Stronger working relationships within content team.

Good   |   Aligned with priorities: 3, 4, 5

 - How do you handle document control? How effective is this?

 - What tools do you use?

 - What process do you follow to create content? How effective is this 
process?

 - How much guidance do you get to create content?

 - What suggestions could you make to improve the process?

 - How is sign-off managed?

 - How do you determine what type of product you will deliver?

 - What types of material do you design?

 - How do you communicate requirements to content designers?

 - What are the major challenges you face in your job? 

3. Use findings to improve existing processes or design new ones.
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ACTION 2

Review all style guides
Like content strategies, style guides are living documents that should be 
reviewed and iterated upon. As our team grows and changes over time, our 
style guide will help us keep our content consistent.

 
How to review our style guide

1. Do regular reviews to keep maintenance easy 
If we have to do extra work to update our style guide when making changes 
to our tone and voice, it’s not going to stay up-to-date. Updating the guide 
is a priority, but maintenance is critical to this. Depending on how quickly 
you iterate on content, we should look at our guide as regularly, either 
weekly or monthly. When you’re making changes to your site, update your 
style guide as part of the workflow.

2. Host a workshop to see what needs changing 
Our content is inconsistent which indicates that either our style guide 
isn’t being used, or is being interpreted differently by different content 
designers. Hosting regular workshops to discuss what’s working and 
what’s not is a good way to come up with ideas on how to make the guide 
easier to use.

3. Make the style guide more usable 
An online style guide is great for digital access, but also makes it easy to 
forget. Bring the style guide to the forefront of people’s minds with printed 
posters and physical booklets that people around the business can refer 
to. 

Good   |   Aligned with priorities:  4, 5 ACTION 3

Create a content working group
Why a working group

Content people in DIA are scattered throughout departments rather than on 
a single team so it’s important to have a mechanism in place to ensure all 
content aligns to a common strategy. PIP doesn’t work for content designers 
because they see it as a waste of time. Content designers don’t feel consulted 
or heard, and there is no engagement about what content is needed or what 
the deadlines are. A working group will give us a framework to plan that works 
for the content team and the wider business.  
 
What the group will do
The working group creates strategic alignment across departments and 
channels. They’ll aim to:

 - Align expectations of content teams.

 - Ensure all business, audience, and content team goals are considered.

 - Plan for upcoming content requirements and needs.

 - Develop and promote a proactive and collaborative approach to content.

 - Enable content strategy team members to liaise with their departments, 
gathering concerns and insights, and distributing information.

 - Review current content and keep it maintained and up-to-date.

Who should be involved
The group should include representatives from senior management plus 
passionate content creators across all departments and channels.  
 
How it’s structured:
The content strategy working group will meet at varying intervals to plan for 
and review content initiatives: annually, quarterly, and monthly.

Better   |   Aligned with priorities: 2, 5
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We must create 
visibility over  
the work being done 
by the content team 

Recommendation three

Visibility is equal to credibility. The lack of 
trust around the content team, and within it, 
is due to a lack of transparency. Transparent 
leadership is the key to fostering a culture of 
trust between leaders and their employees, 
and the wider business. 

ACTION 1

Use Jira to track work and make it visible to DIA
The Jira platform is a workflow engine that would allow us to track units of 
work through customisable workflows. Work can be organised into projects, 
where granular user permissions are defined and roles assigned to users and 
groups. It comes with built-in project templates so the team can get started 
quickly on projects. The most important thing about using Jira is the ability 
to track issues with both control and complete transparency. If we’re an agile 
team, we should be using products that help us be agile.

Perks:

 - plan projects from backlog to sprint

 - create fully customisable Scrum and Kanban Boards

 - robust reporting features

 - log time against work

 - plan current and future sprints

 - customise workflows to suit non-software development needs

 - create multiple boards in each project

GIS is already using Jira, so it won’t be difficult to implement it within the 
content team. A senior content designer can make it happen easily. Then, you 
can get someone with Jira knowledge to host a workshop showing the team 
how to use it most effectively. 

Good   |   Aligned with priorities: 2, 5
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What’s a  Scrum Board? 
It’s a tool that helps teams make what they’re working on visible. The board 
can take many physical (i.e. whiteboard and stickers) and virtual forms  
(i.e. software tools), and is a good place to hold stand-ups. The board is 
updated by the team and keeps them focused on the tasks that remain  
and their priorities.

 
Why Scrum Board
1. Promotes team interaction and discussion: Throughout the day you will 

see teammates, stakeholders and members of other teams stop by the 
board for discussion. This increases greatly if the board is located near  
the team and highly visible

2. Visibility: Anyone walking by can make a quick second assessment on 
where the team is in the iteration. No cards left for a row? That story is 
complete. No white cards left, just green cards? Only testing remains.  
Lots of pink cards? Lots of defects.

3. Support full team commitment: Now the whole team sees all of the  
tasks daily.

 
Easy as to implement
We already have some Scrum Masters in the house. Alan O’Kane is keen  
to work with the content team to guide them through how scrum can work  
for them.

Good   |   Aligned with priorities: 2, 5ACTION 2

Use a scrum to show DIA what we’re working on
DIA is going full Agile, but the content team is still very much waterfall. 
When implemented right, scrum enables fewer content creators to 
produce more content, in way less time. Agile content designers will 
work in a collaborative way that is centered on the customer rather than 
working within existing silos and hierarchies. 

 
How it works

Each Sprint consists of five components:

1. The Backlog: A prioritised to-do list. It must be regularly maintained 
and the order of priority agreed on by stakeholders and content 
creators.

2. Sprint Planning/Kickoff: The team chooses what work to do in the next 
Sprint and, if needed, breaks the projects in the backlog into smaller 
tasks. Generally the longest meeting of the Sprint.

3. Daily Standup: The team meets for 15 minutes to discuss what they did 
yesterday, what they plan to do today, and if anything is holding them 
back (blockers to be resolved).

4. Sprint Review: A bragging session at the conclusion of a Sprint where 
the team demonstrates all their completed work to stakeholders and 
any other interested parties.

5. Retrospective: A discussion of the Scrum process, the team, and what 
improvements can be made for the next iteration. Only content creators 
attend this meeting.
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ACTION 3

Create a communications plan to highlight  
achievements and work in flight
Don’t underestimate the power of internal communications. If people are 
unaware of what the content team is doing, make it clear through an internal 
newsletter. Internal newsletters are important tools for keeping teams 
informed company-wide, and this is especially true for larger organisations 
like DIA where teams are often in silos. Team members rely on these emails to 
know what’s happening around the business.

This is the easiest fix for increasing visibility of work, and it doesn’t have to be 
a weekly novella. We can whip up something punchy and well-written, bullet 
pointed out, to let the company know what we’re working on. We’re writers at 
heart – this is kids play.

Why newsletters?

1. Keep everyone informed on important content changes. Forms are 
changing? Let people know.

2. Create clarity between disparate teams. Show what different teams are 
accomplishing to cultivate understanding between groups that don’t 
usually work together.

3. Put an end to endless email threads. 

4. Highlight individual team members. Charlotte’s new citz page is killing it 
with record numbers of users? Tell the world about it and introduce her to 
people who might not know her.

5. Ensure important messages don’t get lost. We don’t use slack, so 
messaging can be difficult. 

6. Gives staff info they can share easily.

7. Reinforces transparency. Sharing information helps show that the content 
team cares about being open and honest.

8. Creates a meaningful piece of work for content designers to work on when 
they’re low on copy work.

.

 

Good   |   Aligned with priorities: 2, 5
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We must build a 
strong culture within 
the content team 

Recommendation four

In a working environment with a strong 
culture, people understand and believe that 
thinking, planning, decisions, and actions 
are better when done cooperatively. This 
environment doesn’t develop in a vacuum, 
it takes work and patience. Culture within 
the content team is lacking, but it doesn’t 
have to be this way. With a little effort, we 
could create an environment where content 
creators are valued, respected, and excited 
about coming in each day.

ACTION 1

Design a team charter
A team charter is a document that is developed by the content team that 
clarifies direction and establishes boundaries. The charter should be 
developed in a group session to encourage understanding and buy-in.

 
How to create a team charter
1. Key questions to ask: Who is the team leader? When that person isn’t 

available, who is the second in command, and so on? What do key 
stakeholders need and expect from this team? What does each team 
member bring to the team, and what are their individual expectations? 

2. Decide what success looks like. How is it measured?

3. Spell out the principles to guide the team.

4. Craft a mission statement that is succinct.  

5. Create interim deadlines, goalposts, and milestones, to determine how 
work, performance, and team interactions map back to the charter.

6. Spell out who is doing what and for whom and assess all the expertise 
needed for the team to achieve its goals.

7. Note gaps to fill. Are new team members needed (contract, part-time, 
occasional participants from within the company)?

8. Create a RACI (Responsible, Accountable, Consulted, Informed) matrix of 
roles and responsibilities.

9. Ensure that every team member’s voice is sought, recorded and reflected 
in the definitions. If even one team member doesn’t feel heard or involved, 
or doesn’t support the structure, the team likely won’t succeed.

Good   |   Aligned with priorities: 2, 5
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ACTION 3

Implement regular meetings
Team meetings and 1-1s are excellent, but quarterly or yearly away days 
are a great way to get content designers excited about our work here. The 
traditional thinking behind team-building activities is that they should 
increase camaraderie and encourage employees to think about each other’s 
strengths. An awayday should challenge and inspire us, while giving us a 
break from the daily routine.

There are many forms and effects of team building that we should consider 
– for example, group cohesion, effective planning, or different and more 
efficient ways of communicating.

Thinking about the end goals of any team-building activity is essential 
to get value for money. What issues do we need to address? How will the 
chosen activity improve performance for your specific projects? Will we feel 
challenged and motivated to work together as a team? What do we want to be 
doing differently after the event?

 
Checklist of questions to ask:
 - How will this event develop us as a team?

 - What changes can we expect to experience back in the workplace?

 - How can we ensure the impact of the event doesn’t quickly dissolve?

 - Will everyone feel engaged with the activities?

 - What is it about the event that will encourage people to do things 
differently?

 - How are we able to measure the effectiveness of the event?

ACTION 2

Implement regular meetings
Staff meetings help keep everyone informed and up to date. They let us 
collaborate as a team by providing feedback, sharing ideas, and asking 
questions. They don’t always have to take place in front of the scrum 
board – go out for a coffee, walk and talk, or even a beer. 

 
Benefits:

 - Increases the productivity of the team

 - Creates a culture of feedback

 - Reduces workplace stress

 - Offers respite from day-to-day operations

 - Offers a learning and improvement opportunity

 - Helps strengthen relationship with team members

 - Provides time for addressing issues

 - Ensures visibility over each others’ work

 - Keeps team members engaged with clear communication

 - Lets team members know they’re part of a team

Good   |   Aligned with priorities: 1, 3 Better   |   Aligned with priorities: 5
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We must create 
intelligent content

Recommendation five

Intelligent content is content that’s 
structurally rich and semantically 
categorised. It’s automatically discoverable, 
reusable, reconfigurable, and adaptable.

ACTION 1

Create content that is structurally rich
To be intelligent, content has to be modular. Modular content is designed 
for reuse. Instead of creating documents one at a time, we create discrete 
components of content (modules) and assemble them into documents and 
other content products. Creating modular, reusable content components 
makes it easy to repurpose content across sets of related content – such as 
online help, marketing brochures, product splash pages, and product data 
sheets – for a product or product family.

Modular content is flexible content. We can review it and put it to use more 
quickly than content created using traditional approaches. We no longer 
need to wait until an entire content product is complete to begin review and 
approval. 

Benefits:
 - Increased content consistency.

 - Improved content development agility.

 - Increased content production efficiency.

 - More opportunities for automation.

 - Fewer time-to-market delays. 

How to create structurally rich content 
Structurally rich content adheres to a content model, which are defined as 
“a formal representation of structured content as a collection of content 
types and their interrelationships.” Create content models to guide authors, 
facilitate reuse, and create the basis for all the business advantages that 
intelligent content can yield. 

Good   |   Aligned with priorities: 1, 3, 4
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ACTION 3

Create content that is findable
To be intelligent, content must be semantically rich. Semantically rich content 
is content to which we have added extra, machine-readable information 
that describes what the content is, what it’s about, and more. We call this 
added information metadata. Computers use semantically rich metadata to 
understand and process content on our behalf.

Semantically rich metadata can help us locate relevant components  
of content needed to build customised content products for a specific  
industry, audience, subject, or purpose. For example, metadata can help  
us retrieve every occurrence of a specific type of content, such as all product 
descriptions, positioning statements, value propositions, setup instructions, 
etc.

Benefits:
 - Improved findability

 - Reduced content production expenses

 - Decreased translation cost

 - More opportunities for automation

 - Fewer time-to-market delays 

How to create content that is findable
See Recommendation 6.

ACTION 2

Create content that is reusable
To be intelligent, content must be reusable. Content reuse is the practice 
of reusing existing modular content components to develop new content 
products. Reusable content reduces the time required to create, manage, 
and publish content products and reduces translation costs significantly.

We can reuse content by manually copying it from one place and pasting 
it into another. Manual reuse works well until we need to update our 
content. Then we have to locate all of the places where we copied the 
content that needs to be updated. We end up relying on memory and 
searching, which wastes time and money and guarantees errors and 
omissions. With manual reuse, we’ll end up with inconsistent content, 
inaccuracies, compliance problems, increased call center traffic, confused 
customers, and perhaps even lawsuits. 

We can create modular structured content that can be either easily 
retrieved for manual reuse or automatically retrieved for automated reuse.

Benefits:
 - Increased content consistency

 - Reduced content production expense

 - More opportunities for automation

 - Fewer time-to-market delays

 - Reduced legal risks

 
How to create content that is reusable
Content reuse can get really messy quickly. Reusable content needs to be 
planned, written, and organised so that it’s easy for your writers to find 
and generic enough to be used in different topics, but contains the details 
that an end user needs. If it doesn’t meet those needs, it’s of no use.

Good   |   Aligned with priorities: 1, 3, 4 Good   |   Aligned with priorities: 1, 3
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We must consider 
metadata to be 
searchable

Recommendation six

All web pages must have good meta 
descriptions to produce the best results 
possible when users search from external 
search engines or through an internal 
search.

ACTION 1

Educate content designers on the importance of meta 
descriptions by holding writing workshops. 
A page’s meta description gives Google and other search engines a summary 
of what the page is about. It helps the reader decide whether they should click 
through to the page. The description might be displayed as a snippet under 
the meta title in search results.

Having a good description will increase the chances of a user visiting your 
web page through search results. Meta descriptions can be unique or can be 
used as the introductory text or lead paragraph for the page.

Host workshops with SMEs and content designers to work together to craft 
the perfect metadata descriptions. Use online tools to get better at metadata.

Good   |   Aligned with priorities: 2, 5
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ACTION 3

Put a metadata strategy in place BEST
Our content strategy needs a metadata strategy to back it up to really make 
an impact.  Without metadata strategy, our content processes get stuck in 
a firefighting mode. A metadata strategy is simply a plan for how we can 
leverage metadata to accomplish specific content goals. 

It articulates:

 - what metadata publishers need for their content

 - how they will create that metadata

 - how both the content designers and customers can use the metadata. 

Metadata standards are like an operating system for our content. They allow 
content to be used, managed and tracked across different applications and 
create an ecosystem for content.  

Start by conducting a metadata audit, or conduct it during the in-depth 
content audit.

ACTION 2

Start writing good metadata descriptions
 - SMEs should write the meta description as they have the best 

understanding of the content and the keywords that would be 
applicable. Alternatively, they should work closely with the  
content designer.

 - Write a brief description about the content in the page: a sentence  
or two or a short paragraph.

 - Make it compelling and keyword rich. Include the words your audience 
would use.

 - Use a call to action where appropriate to encourage a click-through.

 - Use verbs and active voice.

 - Do not exceed 150 characters including spaces.

Good   |   Aligned with priorities: 1,3 Best   |   Aligned with priorities: 1, 2, 3, 4, 5
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We must create a strict 
governance structure 
to manage content 

Recommendation seven

Content governance is about the people, 
processes, and resources involved in 
the planning, creation, management, 
publication, and evaluation of content. 

ACTION 1

Create a content governance framework
1. Assess the current situation 

Identify the problems in our current workflow, so we can fix them. There 
may be a number of tasks and responsibilities which aren’t yet assigned or 
defined.

2. Define processes and roles 
Your work processes should encompass our entire content lifecycle, 
from planning to evaluation. Each process will involve specific roles and 
responsibilities.

3. Define standards and guidelines 
Once we know our roles, we can define the standards and guidelines 
associated with them. Standards and guidelines are necessary in order to 
guarantee quality and to avoid legal issues.

4. Setting Key Performance Indicators 
Measure the results of our content efforts so that we can refine and 
improve our content strategy.

5. Automate processes 
Automation can increase our operational efficiency and improve the 
quality of our content.

Better   |   Aligned with priorities: 1, 3, 4
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Informed: keeping aware
These people or groups will be kept up to date on the task or deliverable. 
This could be on progress, or when the task or deliverable is completed. 
They won’t be asked to feedback or review, but they can be affected by the 
outcome of the task or deliverable. There should be one-way communication 
to these roles or groups.

Benefits:
 - Streamline communication

 - Avoid people overload, work overload and silos

 - Set clear expectations 

How to create a RACI chart

1. Identify project roles: Think about who is involved. List roles or specific 
people. Define the functional roles along the top.

2. Identify project tasks and deliverables: Review the project and break 
it down into clear tasks and deliverables. Put these down the left hand 
column of the chart. Try not to go too granular else the chart could 
become too complex to use. If we’re following a clear list of deliverables 
for the project, we should list them.

3. Assign the RACI to each role and task: Work through each task and think 
about the different roles and what they should be responsible for. 

4. Socialise it with your team: Make sure everyone is happy with their roles 
and responsibilities on the project.

5. Socialise it with key stakeholders: Set up a meeting to agree this with key 
stakeholders. Keep it as lean as possible to avoid unwieldy feedback and 
time-consuming discussions. Think about who needs to be communicated 
with once it’s agreed to.

ACTION 2

Create a responsibility matrix for each project of work
The RACI maps tasks and deliverables against roles on your project, and 
decision making and responsibilities are allocated to each role using the 
above terms. 

 
What is RACI?

At DIA, we love an acronym. Here’s another one, but with lots of meaning 
(and benefits).

Responsible: doing the task
This person actions the task or deliverable. They are responsible for 
getting the work done or making the decision. It can sometimes be more 
than one person, but try to minimise the amount of people involved.

Accountable: owning the task
This person or role is responsible for the overall completion of the task or 
deliverable. They won’t get the work done, but are responsible for making 
sure it’s finalized. Ideally, this should be one person rather than a group to 
avoid confusion in terms of who actually owns the task.

Consulted: assisting
This person, role or group will provide information useful to completing 
the task or deliverable. There will be two-way communication between 
those responsible and those consulted.

Best   |   Aligned with priorities: 1, 3, 4, 5
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ACTION 3

Create a workflow process as a team
Workflow sets out clear interactions between people and tasks. This allows 
those involved to:

 - know what they need to do and when to do it

 - collaborate throughout the content production process

 - track what stage content is at, who it’s with and what’s left to complete

 - know who checks accuracy and quality and who manages revisions 

Create a current state workflow

Map out the stages of the content lifecycle across a wall or whiteboard. Use 
post-its or a marker to write headers of the stages.

Use the wall space to sketch out the flow of tasks between each stage. Ask 
your team to contribute by adding post-it notes under each of the lifecycle 
headings. Lead the group to:

 - identify who the people are in each task

 - allocate time frames for each task

 - pay attention to your checks and revisions

 - note guidelines and standards that you’ll apply

 - identify outputs for each stage

 - note any blockers for a successful workflow and discuss how to improve. 

Create a future state workflow

Apply the current state findings to the new workflow. Start with what works 
well and progress to fix any blockers or improvements.

The workflow should reduce complexity and increase efficiency. Allow time 
for checks (quality and accuracy) and revisions before sending for signoff. 
Signoff may be in a document or in CMS staging.

Prepare a users and roles sheet:

 - add columns for: name, title, email

 - add columns for business owner, manager, reviewer(checker), author, 
publisher

 - use this as a guide to start on your diagram

Content production workflow

Add each of the roles as vertical labels.

Write up life cycle stages across the top of the workflow:

 - intent

 - plan

 - create

 - check and revise

 - sign off

 - publish

 - maintain and improve

 - delete 

Draw up tasks for each role across the swimlanes under the relevant life cycle 
stages, and then chart the interactions between roles. Place the map out in 
the open so everyone in the business can see how the content process works 
from now on.

.

 

Good   |   Aligned with priorities: 4 , 5



We must grow our 
content team’s 
capabilities

Recommendation eight

The content team is a vital part to the 
success of DIA’s services for New Zealanders. 
We need to invest in the team to ensure we 
don’t lose gifted and experienced content 
creators. Creating a better team culture is a 
start, but providing the team with support 
will be more beneficial in the long term.

ACTION 1

Offer upskilling and training courses
Training and upskilling increases morale and productivity. Attending courses 
boosts employee job satisfaction and increases engagement. By investing in 
employees, we demonstrate that we value the people who work at DIA. This 
pays off in staff retention and performance.

While there aren’t many specific content design or content strategy courses 
based in Wellington, there are plenty of online courses our content creators 
can take to upskill.

 
Content courses
 - Coursera
 - Contented
 - Write - based in Wellington
 - OpenPoly 
 - NZ Writers College 

There are many experienced senior content designers within the GIS team 
who could be shoulder tapped to come up with a content course that could be 
run internally too. Which leads us to the second recommendation...

Good   |   Aligned with priorities: 5
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ACTION 3

Implement regular peer review and editing sessions
Currently, reviews are done on an adhoc basis. By implementing peer review 
and editing sessions, content creators will be able to work together, sharing 
knowledge, and creating better content best suited to users’ needs. 

Instead of using a tool like Gather Content where comments can be 
misconstrued and tempers flared, hosting revision workshops can help  
bridge any divides, and help build trust and camaraderie within the teams.

Good   |   Aligned with priorities: 4, 5ACTION 2

Combine forces with GIS
We know there’s a lot of friction between the two content teams, but it 
doesn’t need to be this way. Many content creators don’t understand the 
reason for the split and all agree that the content team and GIS should be 
one team, housed under SDO, and acting as its own agency within DIA. 

If this seems too impossible, then consider seating both teams together 
to bridge the gap. Een working together in the same space will clear up 
miscommunication that happens frequently in digital channels, and 
everyone will be kept in the loop on the latest changes, happenings, and 
developments.

 
Benefits:

 - A cohesive team structure that will lead to better content experiences 
for customers and staff

 - Sharing of knowledge and expertise

 - Less time spent managing 2 teams

 - An even distribution of content work

 - Better and clearer roles and responsibilities

 - Less friction

Better   |   Aligned with priorities: 2, 3, 4, 5
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We must reconsider 
the structure of the 
content team 

Recommendation nine

The content team was put together 
recently in somewhat of a rush. Without an 
experienced content director at the helm 
with the knowledge of how to structure an 
effective team, we have created a situation 
where there are people in roles who might 
not be best placed to take the team to Green 
State. We mainly have content designers - 
but we need other roles in the team, or we 
have to at least worker closer with UX and 
Analytics.

ACTION 1

Create a Content Director role
In order to get real buy-in from the wider business, the content team needs 
a Content Director to advocate on behalf of the team and the craft, and to 
champion the strategy throughout DIA.  
 
The Content Director will:

 - Decide what content the company is going to create and at what intervals

 - Lead a team leads, content designers, ux writers, marketing and comms

 - Establish and enforce DIA’s editorial standards

 - Create efficient content creation processes

 - Develop a content distribution strategy

 - Choose and manage an effective CMS and knowledge base

 - Advocate on behalf of the team 

 - Create an optimisation plan for search engines

 - Develop/maintain workflow processes, editorial calendars, and roadmaps

 - Capture a variety of metrics to measure the effectiveness of our content, 
and retool our approach based on those results.

 - Ensure that the content that’s being created is helping to drive your 
ultimate business goals

Experience needed:
A Content Director typically has at least 10 years of experience in marketing, 
communications, and/or publishing, content strategy, and other editorial 
roles. People in this role need to be problem solvers who are able to juggle a 
lot of different tasks at one time. They also need to be leaders, planners, and 
strategic thinkers, who can wear a lot of different hats because they will be 
responsible for making decisions about what DIA should be focusing on from 
a content perspective, which touches many parts of the business.

Best   |   Aligned with priorities: 1, 2, 3, 4, 5
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Better   |   Aligned with priorities: 3, 5ACTION 2

Redesign the content team to work more effectively 
Currently, the content team is a very flat structure. We need a hierarchy. 
Here are some potential roles that could help us work better, in addition to 
the Content Director role that is necessary to get our content processes to 
Green State.

Content Owners
This is all about giving ownership of a product to a content designer. Take 
the CSI for instance. It’s something we know has to change, but no one 
wants to take on such a huge task. We could give a project of this scale to 
a senior content designer. They could start with an audit to come up with 
a plan to make the necessary changes. It is as simple as that. They could 
embed within the call centre and work closely with Frith to develop a 
roadmap for change. Simply cutting and pasting what is already there into 
the new knowledge base will be a huge mistake. Put a dedicated writer on 
it, and we’ll reap rewards (as will our customers).

Content Team Lead
This person is the head of the team or department and is responsible 
for overall strategy, budget, execution of goals, communication with the 
executive team, etc. This person likely won’t be very involved in the actual 
creation or editing process, but will likely be involved in brainstorming and 
workflow processes.

Content Designers
Content designers shouldn’t work in isolation. Content design is not just 
writing. It’s a collaboration with other teams to find the best solutions for 
our audiences to cover their needs. 

This means that content designers work with research, design, UX, 
engineers, service design, product owners to figure out if something 
should be a content page, tool, calculator, poster – whatever the best 
solution might be. We currently don’t work like this. The role needs to be 
tweaked to adhere to the actual role: content designers use a user-centred 
approach to solving problems. We’re not just writers.

UX Writers
UX writing is the art of crafting the texts that appear throughout the 
interface of digital products (websites, mobile apps, etc.). It differs from 
copywriting in that it aims to guide the user through the interface in 
an intuitive manner. As our apps, websites, and services become more 
complex, the need for clear guidance within them also grows. UX writers 
are essentially product designers who are part of the product design team 
and help create the website, app, or feature from the outset. 

.
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ACTION 3

Create a role that measures success
How do we know if our content is working when we don’t have clear systems 
or processes in place to measure and interpret the data? By placing a metrics 
specialist within the team, we could use this information to create better 
content that suits our customers’ needs. 

This role will help the content team connect the dots by keeping everyone 
informed about what’s working, what’s failing, and what type of ROI we’re 
getting. This important insight helps everyone improve their performance.

Metrics we could use

 - Average session duration: Find out how long users are spending on the 
website per visit. This is a good indicator for how relevant the website is for 
user needs.

 - Content cost: An effective way to show the value of your content strategy 
is to calculate the cost of production. Savings can be made by developing 
good processes and content.

 - Desktop and mobile: Find out how many visits are from desktop and 
mobile devices. Also find out which devices are used.

 - Failure demand: A badly designed website could cause increased demand 
for other services (referred to as failure demand). The reason is that users 
might need to phone or visit because their needs weren’t met on the 
website.

 - Pages per session: Find out how many pages are visited per session.

 - Pageviews and unique pageviews: Unique pageviews tells you how many 
times the page was visited by separate users. You can also see the total 
number of pageviews and unique pageviews for the whole site. If a user 
visits a page 3 times it’s counted as 3 pageviews and 1 unique pageview.

 - Referral sources: Show where traffic is coming to the website from. It can 
include other websites, intranets and social media channels.

 - Search terms: Find out what search terms are used to bring users to your 
website. You can find out search terms typed into search engines and also 
used within your site.

 - Site performance: Site performance includes metrics such as page load 
times and instances of users reaching 404 pages (broken or dead link).

 - Top pages: Find out the most visited and least visited pages. This gives you 
a good indication about what content is found and used.

 - Visitors: Find out the number of users visiting your content. You can also 
filter this by new and returning visitors, and also filter out internal visitors.

We have an analytics person located within the design team, but he could be 
of better use within the content team, or least working within the same space.

 

Good   |   Aligned with priorities: 1, 3 , 5
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We must get buy-in 
from all of DIA

Recommendation ten

We need to rebrand what the content team 
is and what we do within DIA to all of DIA. 
The business has no idea how vital we are to 
its success – it’s time we change this. 

ACTION 1

Create a content education plan
Many content creators struggle to get buy-in for content and content strategy. 
What’s the best way to convince our stakeholders? We have to educate them.  
And to do this, we have to create a content education plan.

 
How to create a content education plan

We should talk to stakeholders and ask them what they think content is and 
how it works within DIA. Ask them what they think the content team does, 
and how important it is to the work that they’re responsible for. Gather the 
findings. Then, we’ll go through them with the team and note what’s correct 
and what isn’t. 

Interview content creators across the business. Find out what their pain 
points are. How do they perceive how the business values (or undervalues) 
their work.

If we don’t want to host face to face interviews, we could run a survey.

Based on our findings, let’s come up with an action plan. What does  
DIA need to know about content? Once we have that figured out…

Host talks and roadshows around the business where we can educate 
everyone on what it is we do, why it’s important, and how they can work  
with us.

Good   |   Aligned with priorities: 2, 5
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ACTION 3

Make our work visible
People are visual creatures. Let’s get all of our knowledge of what good 
content looks like, how best to work with us, workflows processes, and style 
guides off the screens and on to the walls. We have a talented designer who 
sits within the content team (but is currently tucked away in Charities), who 
could make us a series of posters, diagrams, infographics and more to get the 
message across that content matters and is vital to DIA’s success.

Good   |   Aligned with priorities: 2ACTION 2

Socialise the heck out of the content strategy
This is the fourth try at a content strategy, and it’s time we take it to the 
business. Over the few months that this was put together, we came across 
a lot of people who are genuinely interested in content, even if they’re not 
entirely sure what it is we do as a team. It’s time to break down the silos 
and shop this strategy around to get real buy-in from the business.

Many serious business problems are actually content problems. A sound 
content strategy helps address those problems, and helps organizations 
meet customers’ needs, operate more effectively, and make better use of 
products, programs, and people, all by creating information that is used 
and usable.

Many elements of content strategy involve substantial change 
management and require new processes, collaboration, and 
accountability. For this reason, executive buy-in is absolutely critical  
– it’s how content strategists gain support for the changes they’re trying  
to make and ensure those changes stick.

To support this content strategy initiative, executives need to see how lack 
of a content strategy is causing problems for DIA. What resonates most 
with executives is tying content problems to business goals. Tell the story.

Best   |   Aligned with priorities: 2, 3, 4, 5



Once key actions have decided upon by the content team as a whole, 
they’re to placed within this roadmap that highlights which priority 
the action aligns with, the action itself, who owns the action, and 
dates for the action to be completed.

Weekly reviews will keep content creators on track and accountable 
for the actions they’re responsible for, and working to deadlines will 
keep us focussed.

Spreadsheet https://docs.google.com/spreadsheets/d/1OJDfLTO
g3t87DuDtj0gCAjTHHCg1Q8pEmi7SJ4-wbWA/edit#gid=9889831

Roadmap
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Next steps

This strategy is not going to fix all of our problems right away. Completed 
in a short period of time, there are most likely gaps needed to be filled, and 
people who need to be consulted. 

The ideal next steps would be for main stakeholders to sit and read 
through the document thoroughly and decide how best to share it with the 
wider business (ie. roadshows, presentations, etc.). 

One thing is certain, for this strategy to have an impact on the business, 
someone needs to champion it within the content team, and across the 
DIA. Ideally, there would be a Content Director role created that would 
sit at the same level as Kate Nixon’s role. This might take money that you 
don’t necessarily have, but it’s vital in going forward. 

In the meantime, this strategy should be seen as a “starter for ten”, 
something that is not set in stone and should be discussed, consulted on 
within the content team and people at DIA who are interested in seeing 
content processes get better, and iterated upon. 

 51 



Content strategy brief
The content strategy will:
 - support SDO’s service delivery vision 
 - support DIA’s Target Operating Model
 - clearly articulate key content-related principles and outcomes 
 - confirm the scope of all content types – both current content types and 

emerging / new types where known 
 - provide a content development & management workflow that:

 - is integrated within SDO’s wider design and service development 
process and external dependencies (e.g. govt.nz)

 - meets the needs of relevant stakeholders
 - defines roles and responsibilities across the workflow 
 - is responsive and efficient

 - centralise content development guidance and standards (e.g. content 
house style guide) and recommends any additional content development 
guidance and standards than need to be developed

 - provides a roadmap (and implementation plan) for moving from our 
current content management state to our target operating model state 
including:

 - a framework for adapting and re-imagining content – to meet new 
content needs and requirements for how content is provided

 - identifying opportunities for re-imagining how we provide content 
 - recommendation for how we structure our centralised content model 

to both help identify and be responsive to new content needs and 
requirements

 - alignment with Te Ara Manaaki tranche 1 objectives and tranche 2 
objectives (if known) and wider SDO objectives (where relevant)

 - aligns with other relevant SDO strategic documents:
 - Experience standards
 - Experience Measurement framework
 - Access Management strategy 
 - Digital Inclusion strategy? (AOG) 

Research & References
Books

 - How to make sense of any mess, Abby Covert
 - Enterprise Content Strategy: A project guide, Kevin P. Nichols
 - Managing Enterprise Content: A unified content strategy, Rockley Cooper
 - Content Design, Sarah Richards
 - Content Strategy for Mobile, Karen McGrane
 - Content Strategy at Work, Margot Bloomstein

Appendix
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Websites

 - https://www.digital.nsw.gov.au/design-system/guides/writing-content
 - https://www.gov.uk/guidance/government-design-principles#be-

consistent-not-uniform
 - https://guides.service.gov.au/content-strategy/
 - https://www.digital.nsw.gov.au/design-system/guides/writing-content 
 - https://guides.service.gov.au/content-strategy/ 
 - https://www.uxbooth.com/
 - https://gathercontent.com/blog
 - https://www.braintraffic.com/
 - http://karenmcgrane.com/sources/
 - https://www.usability.gov/what-and-why/content-strategy.html 

Internal

 - SDIM  
https://dia.cohesion.net.nz/Sites/PPP/PROJ/DIGS/_layouts/15/
WopiFrame.aspx?sourcedoc={B068DA78-CD44-4D5D-B8B0-
00AF3FAE65AF}&file=SDIM%20Content%20strategy%20DRAFT.
docx&action=default&DefaultItemOpen=1

 - Target Operating Model 
https://dia.cohesion.net.nz/sites/TEA/BUA/_layouts/15/
WopiFrame.aspx?sourcedoc={067D0C3A-CD88-4183-89F7-
E69A843E506D}&file=FINAL%20Principles%20and%20Characteristics%20
-%20approved%20by%20CRG.PPTX&action=default&DefaultItemOpen=1

 - Customer Experience Standards 
https://dia.cohesion.net.nz/sites/TEA/DES/_layouts/15/
WopiFrame.aspx?sourcedoc={FC6D1345-DE56-441D-95D4-
A248C1794790}&file=Customer%20Experience%20Standards_
brief%20and%20approach_draft%2030%20July%202019.
pptx&action=default&DefaultItemOpen=1

 - Te Ara Manaaki Programme Blueprint 
https://dia.cohesion.net.nz/Sites/PPP/PROG/TSSD/_layouts/15/
WopiFrame.aspx?sourcedoc={00D6EED4-DAFE-4D88-A6BE-
7890B4340D5B}&file=Te%20Ara%20Manaaki%20Blueprint%20-%20
V2.0%20due%20Q3.docx&action=default&DefaultItemOpen=1

 - Access Strategy 
https://dia.cohesion.net.nz/Sites/IAC/_layouts/15/
WopiFrame.aspx?sourcedoc={08444878-D156-4541-98B3-
95EFEFC61FDA}&file=Access%20strategy%20draft%20v0%204%20
(A862403).DOCX&action=default&DefaultItemOpen=1

 - Data Informed Strategy 
https://dia.cohesion.net.nz/Sites/BSD/TSDO/_layouts/15/
WopiFrame.aspx?sourcedoc={b954485b-3101-4d86-8ec0-
b1917ff6a872}&action=default
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Stakeholder interviews
To get a wider understanding of how content isn’t working in both BAU  
zand TAM, we interviewed various people within the business who are 
directly affected. People consulted:
 - Clare Toufexis
 - Kate Nixon
 - Arne Murray
 - Nicole Rombel
 - Heather Thurston 
 - Leigh Vollans
 - Frith Blair
 - Erin Carter
 - Teana Joyce
 - Maryann Nesbit
 - Jo Arnold
 - Kelly Bonner
 - Leone Purvis
 - Yvonne Bishop
 - Julie Taylor
 - Julia Wooton

Thoughts on previous strategies
DIA wants a simple content strategy that she can implement. Best idea is to 
create a content strategy as a starter they can run with, ideally with steps and 
next steps as a kind of guidance framework.=
Everyone is struggling and has struggled with the enormousness of the 
strategy.The SDO perspective has to be fully apparent for this strategy to 
cross the line.
Start with a workshop – what is a content strategy – this is what it’s going to 
do, set the expectation by asking, “What would you like to see in this content 
strategy?”
The previous content strategies didn’t engage people, and their strategies 
missed the mark.
Strategy currently is based on knowledge base delivery - not Content 
Lifecycle

The contact centre
Contact centre has roughly 75-80 people who use the Knowledge Base  
– CSI scripts – to help customers with their problems. The system is a 
prehistoric beast where CSOs can search but there’s no way to filter.
If we’re going to be supporting the customers into the right channels,  
CSOs need the help - all of their energy goes into making sure they have 
 the detail right.
Efficiency in the contact centre - CSO confidence to send the customers 
online.

 - Graham Singer
 - Clair Harkis
 - Belinda Hill
 - Kiri O’Hagan
 - Scott Cooper
 - Jan Santos
 - Juanri Barnard
 - Mihi Haggie
 - Kerrie Morris
 - Tristan Wiles
 - Alan O’Kane
 - Jehan Perera
 - Ana Blake-Kelly
 - Content team: Steph, Charlotte, 

Anna, Nga, Rehana
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Triage - how do we support people to get it right without constantly 
bombarding them with emails and scripts.
CSI - a decent knowledge base that holds external and internal - it’s what 
you’re revealing to each side - if you can develop it that has content is 
customer focussed, but internal that has a few more notes.
CSI is such a key piece of software but the scripts have lots of inconsistencies
Some are really clear - this is what it’s for, this is what you need to know but
CSOs don’t need all the info presented. 

How content gets created for CSI (current state)
1. Everytime a rule changes, something has to be rewritten or written.
2. The writer is sent an email – or is told in a meeting, that there’s an 

upcoming problem.
3. Sometimes, contact centre people make the changes, but if a staff 

member makes a mistake, it’s unclear what the right thing to do is.
One of the main challenges for the CSOs is understanding the books, for 
example, for a Citz release we added 15 new pages in just one book.

How the content team is viewed
The content writers weren’t trained to do this task so it’s not consistent. 
There are 1000s of pages that need rewriting and multiple projects have 
started and failed in trying to replace this copy.

Arne’s team writes the content, but depending on time constraints, 
sometimes the contact centre team writes it. They have writing guidelines 
they follow, but experienced operators don’t need to use them.
 The content team for the most part focus on the words on the page and not 
the overall collective importance – “it’s built we just have to turn it on”.
Not well managed regarding who is allocated to do the work.
Recommendations – for training content team – governance model keen 
for us to describe content strategy around the way it’s integrated into 
transformation and continuous improvement.
Needs to be a model that works in both project world and BAU space with set 
roles and responsibilities.
Content – been doing the bare minimum, keeping heads above water.
Communicate how content is commissioned, completed, what needs to go 
through the content process before it’s delivered.
Different areas - do we have one strategy or do they need different steps?
Documentation exists currently - we need something that sits over this that 
we can refer to.
Often with the content team, the process is the part that’s missing.
Content for staff and customers should be the same - maybe extra things for 
the staff - but tone and voice and clarity should be the same.
Content team - what work are they doing right now? what processes do they 
have in place? What are their priorities at the moment? What’s the backlog - 
what are they working through - how are they managing the backlog.
Big gap - visibility is low - how do we get the visibility up.
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There is a lack of confidence around the space - generally people don’t 
know what the content team is doing - last minute flurry, things need to be 
rewritten - do process steps sit with content.
What does good content look like? This needs clarification.
How do we work as a content cohort in order to bridge the gap where we are 
now to where we want to go?
Content needs to be fit for purpose for staff and customers.
Content team is understaffed - I need to have staff in the office more - WFH - 
some people have different needs.
We’re a support team to development essentially.
We don’t know what’s going to be prioritised. 
New content team was created out of a restructure but has no real content 
expertise.
When content team is at capacity - other people create the content.
Content team doesn’t have service delivery backgrounds - will make the 
changes before questioning it - do they understand the reasons for the 
change?
Who should be making these decisions?
We have information in a bunch of systems so they might not know where 
the info lives and so they use the email (Making it happen) to get the info 
they need.
Content needs to be reviewed and updated before it gets moved into the 
new knowledge base.
There is a style guide for scripts but they don’t align with it.

One size fits all system (doesn’t work).
The other main thing is from online vs paper - it’s been written from a paper 
perspective.
Passports, BDM, Citz - the books have been written with a paper first 
mentality.
Marriages- notice of intent online - written from an online perspective.
Significant underestimation of how much time content needs to schedule 
stuff in - should be at least 10 days notice.
Content team is low maturity and needs different responsibility roles.
Like a lot of teams in SDO Content is split between BAU and programme 
which causes conflicts.
Everyone underestimated the TAM programme so content was the biggest 
gap for release. There was a lack of CSI scripts, lack of process. For release 
1 we didn’t get CSI scripts until the 2nd week after having launched even 
though there was a year of planning.
Content team doesn’t understand the implication of not getting this work 
done which means we go into training as an ambulance at the bottom of the 
cliff.
Why are we not using JIRA? We just use an inbox - fill out a pdf form and send 
it through.
JIRA it’s trackable. Everything that comes through inbox then goes into an 
excel sheet.
Access to InDesign - can’t update things if we can’t access them but we keep 
asking for access to things and getting declined.
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We need all the content people in one place so we can share knowledge – we 
should all be working together.
No one knows what the content team does.
Then you need a team to turn these ideas into something the customer can 
consume
Team should be cross functional.
To be truly Agile, every two weeks, we sit down and talk about what went 
well, and what went bad.
Visualise the workflow a visual information board to broadcast what we’re 
doing - there’s nowhere to hide with the visual board.
You tend to need someone who is going to own and love the process.
We need a project manager & we need a scrum master to build the team’s 
capabilities.

Content team’s POV pain points
 - We’ve come into this from business advisors and now it’s a content team
 - Need a strategy to tie it altogether
 - This is how we work - request the change - governance model
 - Visibility - get people to understand what we’re doing
 - Managing expectations
 - The process still runs down those structures - siloed
 - We own the content but not the access to CMS
 - With passports we have access

 - Broken content model
 - They have a style guide but different people interpret them
 - Keeping our heads above water
 - We need the structural strategy - Fighting fires structure right now
 - One problem - understaffed
 - Over budget - have to hold vacancies to meet budget
 - Content - whole pile of requests to be changed flying in from all over the 

place
 - Yes approach to anything - there’s a vague authorisation process - sign off 

process for new content and new procedures - content team is focussed 
on customer, not the business needs

 - Knowledgebase should be managed by content team
 - Content team not happy with the current management
 - Content inconsistent - they don’t trust the source of truth
 - They have no processes - so they don’t communicate with the rest of the 

business.
 - You don’t know what people are doing at all
 - ADO doesn’t work - it’s not fit for purpose
 - There has been no thought about content or how to approach it
 - We don’t have clarity on what we own so we sometimes step on toes 
 - No induction for members of the team - often our stand ups and meetings 

are cancelled
 - No reporting on the website - should be done monthly
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 - We need to know a clear picture of what we have on at the moment - right 
now there’s no visibility

 - Future goals - short term and long term what are we working on
 - Monday afternoons content team catch ups - sometimes happens - go 

around the table and talk about what we’re working on
 - Because we’re not selling, we don’t look at targets, so there’s no 

accountability, no one owns targets because there are none.
 - Bigger stuff needs to be structured out
 - This is how we work
 - This is how we do things 

Pain points
 - The writing is sometimes ambiguous
 - Accessibility of information
 - If you print out the scripts, there can be 3 pages of written text
 - Content is reactive: running to catch up to change the copy
 - There’s no backup for this information.
 -  Big shift of things online so CSOs are now tech support
 - Calls reduced in number but are longer
 - High turnover in staff = 20% attrition rate – recruit about 5 times a year 

45K salary
 - No analytics - there is data but no one pulls it and the data is inaccurate 

(Genesys Pure Connect)

 - No content management system – instead different places where we can 
publish content

 - From a tech perspective this is a huge challenge
 - TAM don’t understand the amount of work that goes in a change of policy 
 - Do you need to upskill the team leaders who are supportive of the change
 - TAM understands BAU only when they want to currently - when the 

audience doesn’t fit the happy path they have  

What this strategy should include
1. How do we make content part of the process of the change?
2. Who writes it? Content governance needs to be put in place.
3. How do they write it?
4. How does it link to the other bits – legal name links to birth record, 

passport
5. CSI script audit - would be most impactful making a change in the client 

service side   

Currently there are 2 areas of internal consumable 
content:
1. Tuwhiria – Internal knowledge base for CSOs. We need to figure out what 

information needs to be shared and how it should be structured for 
consumability. It was built for document and record management, but 
the process to update is clunky, it has major limitations, no indexing on 
search, and no automated navigation.
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2.  CSI - is the knowledge base for CSOs in the contact centre.It’s horrible, 
but there is a new knowledge base being created that will be rudimentary. 
The content team is responsible for the scripts, but the level of maturity 
around content management is low. We need foundational things before 
the content team starts populating the knowledge base, like a structured 
taxonomy. It needs to be thought of in terms of our future service model 
- we can’t just replicate the current state in there. We need to figure out 
how to use it and how to tag it properly to understand how users can 
break it up for search and findability.

 
Other issues noted
 - The challenge – content management is the biggest problem
 - As an enterprise, how do we manage content – this is the game changer
 - It needs to b set it up in a way to evolve
 - Content is currently reactive
 - Does it need to be a bigger team – hesitate to say yes – the number of 

bodies – maybe not at the right level – training – this is what it means to 
content manage 

 - We have an understanding gap
 - Metadata is so important but misunderstood
 - SDO challenge is managing content for service delivery
 - Our own staff – keeping them informed
 - How can we use COPE method when we have 2 different audiences?
 - Major issues are Searchability and Findability

 - Information is not standardised and not usable
 - Written by a collection of authors who don’t adhere to the style guides
 - What does a customer need to read to understand – the language is super 

complex 

The content channels we should be looking at
 - CSI scripts
 - Email & text notifications
 - Forms - applications
 - Citizenship
 - Passports
 - Life Events content 

 - End of Life Services 
 - Infant or child death 
 - Smart Start

 - Govt.nz (governed by GIS)
 - DIA website (owned by Marketing & Comms)  

4. Notes from SCSO workshop
We held a workshop with the Senior Call Centre Officers to find out what’s 
not working with the CSI.
Before the session we asked the team to do the following:
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Throughout the week think about which scripts work for you and which 
don’t.
Pick a script you think is most helpful and flick me the number. Jot down 
some thoughts on what makes it good and how you use it.
Pick a script which you think is least helpful, flick me that number as well.  
Jot down some thoughts on what makes this script difficult to use. 

Pain points with CSI scripts:
Too much information 
During a call when CSOs are trying to find information, the amount of info 
in the script puts you off because you have to spend too much time reading 
through it to get to the information you’re looking for.

Confusing layout
A lot of the scripts don’t adhere to a consistent structure. Some of them have 
flow charts that are just confusing. We just clear titles and chunks of good 
information to do our jobs well. There are too many different writers who 
don’t follow the format.

Language and double-ups
There’s a lot of business jargon in the scripts that don’t help us or the people 
we’re trying to help. They need to be rewritten in plain english. There are too 
many scripts that repeat the same information and it’s not correct.

Updates
We don’t find out about changes to scripts until the last minute. There’s got 
to be a better way to communicate.

Lack of responsibility
None of us know who “owns” the scripts. If the CSI had a Product Owner, 
there would at least be a chain of responsibility that could lead to 
accountability.

Search is impossible
There are no filtering tools on the script or accordions which means we have 
to read the whole script to find one small piece of information.

Information is incorrect
The information on the scripts doesn’t match with correct info for instance, 
sometimes the wrong word is used and the scripts jumps between Resident 
and Permanent Resident - it gets confusing especially for new CSOs. We need 
yearly reviews too.

Lack of consultation in writing
Content additions happen without considering how it’s going to affect the 
script or the CSOs using it. It would be great to have regular meetings or 
updates with the content team about these changes.

Duplication of information
A lot of the scripts repeat themselves but we never know when the info is 
updated. It’s easier to check the websites instead because they get updated 
so frequently and are easier to follow. There are also a lot of broken links.
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The impacts of the above pain points are:

Staff
 - Lengthens calls
 - Lack of confidence
 - Stressful – struggling to trying to find the answer to a question
 - Panic! 
 - Double-handling – rework
 - Support – have to reach out to colleagues to help find an answer
 - High turnover

Customer
 - Frustration/effort
 - Lack of faith in what they’re being told – decreased trust in Government
 - Gets wrong information because script has wrong info and not up-to-date
 - Delays in getting what they need
 - Confused about which information is correct
 - Duplicate calls – if you can’t justify what you’re telling them, they’ll call 

back until they get the answer they like
 - Wrong information out and wrong information in (results in an exception)
 - Unhappy – will spread the word how difficult it is to work with 

government

Business
 - Higher costs
 - Increases call backs and complaints – yes numbers
 - Refunds for screwed up applications – numbers for refunds
 - Call time – for every minute in the queue or talking the more it costs us - 

numbers
 - Lack of trust within the organisation
 - Trouble hiring – turnover is higher – staff turnover numbers (also those 

who leave the centre and go on to other jobs in the business)
 - Retraining
 - Coaching/training – business impact

 
We then held a session to discuss Good, Better, and Best steps. Here are 
the results:
GOOD (quick wins)
Actions:
 - Simplify, reorder, and shorten scripts
 - Bullet point the information to make it easier to scan
 - Streamline the format - it needs to be consistent
 - Links to websites (that aren’t broken links)
 - Screenshots of the whole process
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 - Glossary of terms
 - Changing the naming conventions so more logical to search (DIY filtering)
 - Consolidate scripts that double up
 - Create more scripts for emails (they’re currently quite limited)
 - Schedule regular review sessions with writers
 - Link to every online page on the CSI so they don’t need to search through 

the website

BETTER (actions that require more effort and time)
Actions:
 - Investigate possibility of moving CSI into Tu Whiria
 - Build drop down layers for detailed content
 - Create guidelines, process, system steps or customer/CSO/Process
 - Have a writer who comes in to listen to calls regularly – a writer on site
 - Create a process for backlog
 - Regular updates with content team about updates: team meetings with 

CSO and Content Team
 - Review CSI scripts to make sure that the info aligns with what’s available 

online

BEST (actions that will require the most resources)
Actions:
 - Create a full audit team ‘Black Ops’ comprised of current CSOs who 

will take the time to complete an audit of all books and scriptsCreate a 
Product Owner for CSI and have set roles and responsibilities

 - Create a Working Group for people who want to be involved in making 
these positive changes

 - Purchase a Configurable system with fuzzy logic like Google search with 
internal and external information
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