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Case study: Auckland Council Pools & Leisure Business Unit
‘Naku te rourou nau te
rourou ka ora ai te iwi’
(Maori proverb)
‘My basket and your
basket of knowledge,
together we grow’
(English translation)

Every great organisation has business units, departments or groups that simply
stand out as representing excellence. To achieve excellence, a commitment to
continuous improvement must be a way of thinking and behaving right across the
organisation. For Auckland Council, New Zealand, one of the standout entities
helping them achieve ongoing business excellence and continuous improvement is
their Auckland Council Pools & Leisure Business Unit, through their implementation
of ‘Base Camp’ and striving towards Shingo accreditation.
Over the past three years this business unit and its staff have successfully
developed an impressive culture of continuous improvement. This is now futureproofing the performance, integrity and credibility of their Pools & Leisure operation.
The team is constantly exploring, reviewing, re-inventing and striving for continuous
improvement across all of its operations, resulting in a business unit with superior
staff performance and highly respected services that meet the needs of the local
community, its user groups, visitors and customers.
Auckland Council Pools & Leisure recognised that there was an essential ingredient
required if long-term success and sustainability was to be achieved to better service
the needs of the Auckland community. With the global recession, it was evident
that times were becoming increasingly tighter for residents and ratepayers alike.
Ratepayers simply could not continue to endure unaffordable rate increases year
after year. Auckland Council recognised this and was responsive to these issues by
exploring the opportunities available to help provide better local services for less.

What is the purpose?
The purpose of Pools & Leisure is directly to contribute and align to the
organisation’s overarching vision of ‘Creating the world’s most liveable city’. In
order to deliver on this purpose, it was evident that the Pools & Leisure business
unit needed to clearly understand the actual plan for Aucklanders both now and into
the future. At a very high level, the plan both now and in the long term translated as
follows.

A plan for all Aucklanders / TE MAHERE A TĀMAKI MAKAURAU – MĀ
TE KATOA O TĀMAKI MAKAURAU
The Auckland Plan is the strategy to make Auckland an even better place than it
is now and create the world’s most liveable city. It shows how it will prepare for
the additional one million people they may have to accommodate by 2040, and
the 400,000 new homes needed. Many people were involved in the preparation of
this plan: Auckland residents, community groups, infrastructure providers, central
government, iwi (indigenous tribes), business groups and voluntary organisations.
Although the Mayor and Auckland Council led its development, the Auckland Plan
is owned by Auckland and all Aucklanders, and its successful implementation will
require leadership, action, investment, and commitment from many organisations,
groups and individuals.

Auckland now and into the future / TE TŪMANAKO MĀ TĀMAKI
MAKAURAU
Auckland’s vision is to become the world’s most liveable city. As the world’s most
liveable city, Auckland will be a place that
• Aucklanders are proud of
• they want to stay or return to
• others want to visit, move to, or invest in.
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The goal of liveability expresses the shared desire to create a city where all people
can enjoy a high quality of life and improved standards of living, a city which is
attractive to mobile people, firms, and investors, and a place where environmental
and social standards are respected.
A U C K L A N D ’S V I S I O N
THE WORLD’S MOST LIVEABLE CITY
OUTCOMES: WHAT THE VISION MEANS IN 2040
A fair, safe
A green
An Auckland
A welland healthy
Auckland
of prosperity
connected
Auckland
and
and
opportunity
accessible
Auckland

A beautiful
Auckland
that is loved
by its people

A culturally
rich and
creative
Auckland

A Maori
identity
that is
Auckland’s
point of
difference in
the world

The long-term plan (2012–2022) sets out the council’s projects and budget for the
next ten years. It is the starting point for turning the aspirations of the Auckland
Plan into an implementation plan. This aligns with the Mayor’s vision to create the
world’s most liveable city.
Auckland Council Pools & Leisure aligned to the purpose of ‘Creating the world’s
most liveable city’ through the development of a game plan – a three-year
transformational programme designed directly to align and deliver on Auckland
Council’s vision through achieving the goals of Pools & Leisure:
• Inspiring more Aucklanders to be active
• Inspiring our children, young people and whanau (family) to reach their potential
• Delivering an operationally cost neutral network.
By ‘more Aucklanders’, the Pools & Leisure business unit mean specifically
those who recognise the benefit of being active, but face a myriad of opportunity
and confidence challenges that make them insufficiently active. In short, Pools
& Leisure want to grow the market, not their market share, thus inspiring more
Aucklanders to be active.
The game plan was built around the premise that if Pools & Leisure target the right
people and create and demonstrate value for the customers, then their business
would grow and they would become less dependent on ratepayers. This means
being driven by customer needs, looking continuously to improve, and using
their size and scale to their advantage, so that they could deliver better value for
Aucklanders.
The game plan was a carefully thought-out strategy for the Pools & Leisure Team
on the course of action required from them so that they could win the game – the
‘winning’ being their ability to play their role in contributing to and delivering on
‘Creating the world’s most liveable city’.
Continuous improvement supports all elements of the game plan, in part by
reducing waste to create more time and increase creativity and innovation for all
Auckland Pool & Leisure employees. This is centred on the heart of continuous
improvement being in the unswerving pursuit of operational excellence and in
seeking and delivering true value to their customers or ‘fans’ in everything that they
do.
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Figure 3.26: Strategy formation and deployment at Auckland Council Pools & Leisure
The deployment of the game plan down through the organisation was achieved by
making each centre manager, at over 20 locations, accountable for developing a
Visual Management Board (VMB) with their team, which linked directly to the game
plan. Each centre manager also ensured a direct link to what their customer groups
valued, as each centre had a different range of offerings and specific customer
groups. The centre manager then facilitated a discussion with their team to develop
relevant metrics. Some sites were relatively small and required just one VMB, but
the larger sites deployed multiple VMBs across different teams.
Establishing daily start-up and shift handover meetings around the VMBs was
key to making them effective. This was seen as significantly improving staff
communication and enabling people to see how they could support the game plan.
The effectiveness of the deployment was checked through employee engagement
survey results, employee net promoter score results and customer net promoter
score results. All of these showed positive improvement with the employee net
promoter score (eNPS) results more than doubling in the 12 months after the
introduction of the VMBs.
Tablets were purchased in advance of the start-up meetings commencing.
This allowed the teams plenty of time to review and develop the checklists and
programme them onto the tablets. This improvement in technology has reduced the
need for paper checklists, reduced the time to undertake the tasks and improved
performance by using photos and videos. These were used to inform the daily
operational readiness report, which formed a key part of the discussion at the daily
start-up meeting. The information in the report gives staff the necessary information
to complete the tasks needed to improve operations at the centre.
An example VMB is shown in Figure 3.27.
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Figure 3.27: Visual Management Board at Auckland Council Pools & Leisure
In order to ‘win the game’ the team needs a ‘playbook’. The playbook sets out how
each team plays their role and how to make the right calls when they are on the
field. It sets clear expectations on behaviours and one example of how these have
been deployed is shown in Figure 3.28.

Figure 3.28: Behaviours at Auckland Council Pools & Leisure

Figure 3.29: Behaviour details at Auckland Council Pools & Leisure
The playbook also provides a set of simple questions people can use at a local level
to guide decision making to ensure they are ‘calling the right play’. The questions
ask whether what is being discussed explicitly supports the goals – if not then they
don’t do it.
Finally, the player profiles describe the specific thing that each and every member of
the team needs to do to be successful.
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