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Dear  
  
Thank you for your request made under the Official Information Act 1982 (OIA), received on 28 
May 2025. You requested the following:  

Please supply the following information under the Official Information Act (OIA):  
• Any written documents, reports, memos, letters, notes, emails and draft documents 
related to the Working for Families Stewardship Programme of Work. 

On 30 May 2025, you clarified your request to remove emails from scope.  

On 9 June 2025 I sought clarification via email regarding your request for draft documents, 
suggesting that Inland Revenue may have to consider refusing this part of your request under 
section 18(f) of the OIA, as the information cannot be made available without substantial 
collation or research.  

As I did not receive a response, on 17 June 2025 I called you to confirm the scope of your 
request, and you confirmed you would like draft documents to still be included in scope. 

On 24 June 2025, I advised you that I am refusing your request for draft documents under 
section 18(f) of the OIA, and that I was extending the timeframe required to respond to your 
request by 25 working days.  

Background 
In July 2023, Inland Revenue began a stewardship review of the Working for Families (WFF) 
system. The purpose of this work is to develop a coherent, evidence-based framework for Inland 
Revenue’s long-term advice on how income support payments can be optimally delivered 
through the tax system.  

This stewardship project was partly commenced due to the fact that Inland Revenue has 
completed its Business Transformation (BT) journey. The WFF stewardship project can leverage, 
and be shaped by, the new systems, environments, and capabilities developed through BT.  

The project seeks to develop insights into the current tax credits and how they can be improved 
to better fit policy intent, what ideal tax and transfer structures might look like, and the 
implications of decoupling Working for Families from tax. 
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Working for Families and 3rd parties
Overall 3rd party representation
A FAM account can still be linked to an intermediary even when the account itself is closed. While no action should be generated 

from within the account it is still visible in myIR to view history, and it can be reactivated at any time.

Some customers have multiple types of links acting on their behalf e.g. a tax agent, bookkeeper and nominated person: 

Link type All FAM Open FAM only
Tax agent to account 190,795          95,182
Bookkeeper to account 327                185
Other representative to account 6                    2
Account level links (may also have customer level link) 106,282          42,453           
Customer level only links (not counted above) 33,749            18,322           
Total 3rd party representation* 331,159         156,144        

3rd party representation Customer count
3 different representative types 3                     
2 different representative types 10,697            
1 representative type link 116,376           
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3rd party actions for Working for Families
WFF registrations (and reactivations)

The WFFTC registrations report shows there are multiple channels to register for WFF – the breakdown by 3rd party only looks at the 

myIR authenticated channel as it uses web request information. This equates to around 35% of the registrations currently.

For completed registration cases the year ended 31/03/2023 the majority (98%) of the interactions were by the customer themselves. 

Web request type Customer FAM PTR or NOP Intermediary Totals
Registration 8,362       3                        0 8,365        
Reactivation 2,476       3                        172 2,651        
Total 10,838    6                        172            11,016     

WFF registration channels Split
DIA 52%
myIR (authenticated) 35%
Paper 8%
Phone 3%
myIR (unauthenticated) 1%
Total registrations 100%
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3rd party actions for Working for Families
WFF change of circumstances by ‘separate request’

The number of requests for FAM modification during the 2023 tax year are in the following table.  These are counted individually rather 

than per web session. Child turning 18 updates have been included*. The data shows 230,000 updates to FAM were sent via myIR for the 

year ended 31/03/2023.

97% of WFF web requests requested in myIR are from the customer themselves.  Traditional intermediaries (which we know from 

previous slide are predominantly tax agents) only account for 1% of the requests.

Web request type Customer FAM PTR or NOP Intermediary Totals
Add a child 14,986           265                     255 15,506           
Update child school details 9,102             98                      98 9,298             
Update child information 16,180           352                     236 16,768           
Update income 110,028         2,737                  1,280 114,045         
Add partner 4,133             16                      75 4,224             
Update partner info 13,391           330                     152 13,873           
Change payment frequency 57,066           765                     835 58,666           
Add/modify work details 16,958           505                     358 17,821           
Total 241,844        5,068                 3,289             250,201        
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3rd party actions for Working for Families
WFF change of circumstances by ‘separate request’

We can further break down each of the requests to show whether they led to an actual change on the customers 

account.  The table below shows what was approved (either straight through or manual) and declined requests are in brackets. This table 

shows there is a high volume of rejected requests across all the different request types which will make it very difficult to give customers 

certainty at the point of submission.  Without product simplification it will be difficult to get any real digital gains as a staff member on the 

phone will be best placed to give an immediate outcome. Note: The last row in yellow shows the MFTC question is causing a high volume of 

errors.

Web request type Customer FAM PTR or NOP Intermediary Totals
Add a child 10,809 (5,381) 194 (85) 213 (81) 11,216 (5,547)
Update child information 14,302 (4,715) 336 (104) 194 (97) 14,832 (4,916)
Update income 99,138 (10,513) 2,449 (279) 1,058 (186) 102,645 (10,978)
Add partner 2,861 (1,045) 7 (7) 57 (9) 2,925 (1,061)
Update partner info 11,770 (1,380) 285 (55) 119 (44) 12,174 (1,479)
Change payment frequency 42,415 (15,699) 599 (179) 516 (188) 43,530 (16,066)
Add/modify work details 5,285 (11,965) 100 (424) 100 (279) 5,485 (12,668)
Total 186,580 (50,698) 3,970 (1,133) 2,257 (884) 192,807 (52,715)



Thank you











































 

Planning and Prioritisation Group 

WFF Stewardship Programme of Work – 
request to proceed 
Cover Note 24 May 2023 

Context 
In October 2022, the Planning and Prioritisation Group (PPG) reviewed the Initiative 
Concept for the Working for Families Programme of Work (aka Project Keymaster).  PPG 
agreed with the Strategy and Investment Board (SIB) that the project move into the 
Discovery phase of the Initiative Lifecyle, and for us to prepare a more detailed work 
programme. 

The Working for Families (WFF) Stewardship Programme of Work is now ready to 
progress.  

We will discuss the proposed work programme with the SIB on 7 June and seek their 
formal approval to proceed.  In preparation, we seek the PPG’s endorsement of this 
update.  This timeframe would ensure that there is sufficient time to produce preliminary 
advice for the Briefing to the Incoming Minister (BIM), due in October 2023. 

Working for Families Stewardship Programme of Work 
This project will consider: 

• The current WFF tax credits and how they could be improved to better fit their
intended purposes from policy and administrative lenses,

• What an ideal tax and transfers structure could be,
• Implications of separating WFF from the Revenue Acts, and
• Improving accessibility and timeliness of support for customers.

The overarching outcome we seek is to agree on an IR position on a long-term strategy 
for delivering income support via the tax system.  To accomplish this, the programme is 
organisationally inclusive, with staff resourcing from the main business units across IR. 

A proposal document (attached) outlines the structure of the work programme, work 
areas, FTE estimates, proposed governance structure, and engagement.   

Summary of the proposal 

1. Timing: We anticipate that it will be a 16-month work programme and expect it to
be completed in October 2024. This timeline will enable input into the BIM, the
WFF Review for potential a Budget 2024 bid, and the enterprise planning cycle for
the 25/26 financial year:

Key Upcoming Milestones 

Early July 2023 Kickoff workshop 

October 2023 Briefing to Incoming Ministers 

November 2023 Advice on WFF Review for Budget 2024 consideration 

Item 5



 

  

2. Estimated FTEs: The rough estimates below are based on an average over the 
16-month duration. There will be peaks and troughs, with an initially higher level 
of involvement in the first few months. We have discussed with the individuals 
and their leads, and their time will be sourced from existing BAU roles.  For most 
non-PaRS individuals, participation in this project will be complementary to their 
role and development. We will be mindful of putting excess demand on their time 
and will reassess if that occurs regularly. 

 

 

3. Governance: Given the size of this project, we recommend a steering group is 
formed, with an ELT sub-group for additional oversight.  We propose these groups 
meet 2-monthly, and SIB will be updated quarterly. 

Steering Group 

Policy Director, PaRS (chair) Kerryn McIntosh-Watt 

CCS-I FAM Segment Lead Sue Gillies 

Chief Economist Phil Whittington 

Policy Lead-Māori Perspectives, PaRS Charles Ngaki 

Strategic Architecture Lead Cate Robertson 

Strategic Advisor, ED&I Ron Grindle 
 

4. External engagement: This is an internally-driven project.  We intend to engage 
with our agency partners wherever and whenever possible; however, we are 
unable to control how much they engage with us. 

5. Funding Costs: Presently, we are not seeking funding for this project.  We have 
identified that some research or consultation could be required which could 
require a small amount of funding.  We will update the PPG and SIB in that 
instance. 

 

 

1 Todd O'Carroll CCS-B 0.2 21 Kevin McArtney ED&I 0.2
2 Sarah Manderson CCS-B 0.2 22 Joanne Butterfield ES 0.2
3 Dan Blank CCS-B 0.3 23 Eina Wong PaRS 0.9
4 Angela Greig CCS-B 0.2 24 Samantha Aldridge PaRS 0.6
5 Nadine Pearson CCS-B 0.2 25 Emma Hamilton PaRS 0.7
6 Kystle Collins CCS-B 0.2 26 Svenja Brandt PaRS 0.6
7 Sophie Goetzlof CCS-I 0.2 27 Kathleen Littlejohn PaRS 0.4
8 Michelle Hotton CCS-I 0.4 28 Andrew Paynter PaRS 0.9
9 Julie Ogle ED&I 0.2 29 Hannah Fogerty PaRS 0.2
10 Erin Knox ED&I 0.2 30 Callum Aldiss PaRS 0.2
11 Hilary Rodgers ED&I 1 31 Murray Shadbolt PaRS 0.2
12 Mark Sands ED&I 0.4 32 Martin Neylan PaRS 0.2
13 CEDA - TBC ED&I 0.3 33 Chris Fitzgerald PaRS 0.5
14 Martin Hooper ED&I 0.4 34 L1/L2 PaRS 0.4
15 Craig Stewart ED&I 0.2 35 Economics L3 PaRS 0.2
16 Alex Steel ED&I 0.2 36 Phil Merritt PaRS 0.8
17 Nick Wilkins ED&I 0.4 37 Drafter PaRS 0.1
18 Carolyn Thomas ED&I 0.5 38 Graham Tubb PaRS 0.2
19 Teena Simm ED&I 0.2 39 Stephanie Watts PaRS 0.2
20 Souradeep Gupta ED&I 0.2 Total 14.3



 

  

Update on immediate opportunities for improving WFF delivery  

As part of the Initiative Concept, we proposed to progress operational changes to 
improve the way we communicate and service our WFF customers.  These changes are 
have begun and progress is provided in the following table. Because these changes are 
underway, we recommend that this tranche be moved into the Delivery phase.  Ongoing 
monitoring of this work will be led by CCS-I, who will report back as and when needed. 

 

 

 

 Change proposed Current progress 

1 All communications and website content 
for WfF customers is to be reviewed and 
provided in a way that meets their needs 
and enables them to get it right. 

Website content for Paid Parental 
Leave is currently being reviewed 
and then they will be working on 
WfF.  Expecting this work to start in 
June.  All website changes to be 
customer tested. 

2 myIR has a full review to see if it is fit 
for purpose for these customers.  
 

Project group has been set up for 
this work and is just finishing the 
discovery stage. 

3 eNotifications are currently lacking 
information and unclear call to actions 
as shown in a CXD project completed in 
2021. Changes need to be implemented 
and prioritised. 
 

Currently reviewing early 
interventions. Have stopped the 45k 
of notifications that were to go out 
for May. 
 
Work to start on reviewing the 
notifications that went out for roll 
over this year.    

4 Review the service offering for WfF 
customers both through phone and web 
message contact, using insights and 
evaluation to understand tolerance 
levels and building a channel strategy. 

Piece of work under way to improve 
timeliness the service offering on 
webmails to 48 hours and move 
customers away from phone.  Pilot 
to commence in June. 

5 Te Mātāwai pages are reviewed to 
ensure our people have the information 
they need to help our customers get it 
right. 

A large number of these pages have 
been updated and we now have 
systems in place for the team to 
send through changes as they are 
identified. 

6 Customer education programme set up 
for WfF customers to build trust and 
confidence to access our products and 
services, setting them up right from the 
start and throughout their journey and 
life events. 

Work is underway to introduce an 
education programme for WfF 
customers.  We have had to halt this 
work for the next 3 months as we 
have moved people to the early 
intervention and webmail pilot work. 

7 Web message content and templates for 
WfF is to be reviewed to ensure 
consistency of advice and a best practice 
service delivery.  
 

Project been running on 
webmails.  Templates have all been 
reviewed and numbers of templates 
reduced. Moved our people to 
responding by phone in the majority 
of cases to get it right in one contact 
with the customer. 



 

  

Next steps 
We will seek the SIB’s agreement to prioritise this project as an enterprise initiative, and 
to discuss how the project could continue if government priorities were to change 
following the general election. 

Following SIB’s agreement to proceed, we will hold a workshop in early July to kick off 
the work programme.  It will be held in Wellington, and all individuals working on the 
project will be asked to attend in person.  

 

Recommendations 
It is recommended that the Group endorses the update of the WFF Stewardship 
Programme of Work. 

 

 

Eina Wong 

Principal Policy Advisor 

Policy and Regulatory Stewardship 



`
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Strategic and Investment Board 

WFF Stewardship Programme of Work – 
request for approval to proceed
Cover Note 7 June 2023 

Context 
In September 2022, the Strategy and Investment Board (SIB) considered our proposal 
to undertake an internal stewardship project on income support and Working for 
Families.  The Board recommended we discuss with the Planning and Prioritisation Group 
(PPG) how this could be resourced.  PPG has subsequently reviewed the proposal and 
has endorsed the proposed work programme.   

The Working for Families (WFF) Stewardship Programme of Work is now ready to 
progress, and we are seeking the SIB’s approval to proceed as an enterprise priority. 
Doing so would ensure that there is sufficient time to produce preliminary advice for the 
Briefing to the Incoming Minister (BIM), due in October 2023. 

Working for Families Stewardship Programme of Work 
This is a first-principles review of the Working for Families tax credits, the first in the 
nearly 50 years that Inland Revenue has administered these income support payments. 
This project will consider: 

• The current WFF tax credits and how they could be improved to better fit their
intended purposes from policy and administrative lenses,

• What an ideal tax and transfers structure could be,
• Implications of separating WFF from the Revenue Acts, and
• Improving accessibility and timeliness of support for customers.

The overarching outcome we seek is to agree on an IR position on a long-term strategy 
for delivering income support via the tax system.  To accomplish this, the programme is 
organisationally inclusive, with staff resourcing from the main business units across IR. 

A proposal document (attached) outlines the structure of the work programme, work 
areas, FTE estimates, proposed governance structure, and engagement.  There are 
several areas that are still to be worked through (highlighted in yellow).  They are not 
urgent, and we will continue to develop these in the meantime. 

Summary of the proposal 

1. Timing: We anticipate that it will be a 16-month work programme and expect it to
be completed in October 2024. This timeline will enable input into the BIM, the
WFF Review for potential a Budget 2024 bid, and the enterprise planning cycle for
the 25/26 financial year:

Item 6
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Key Upcoming Milestones: 

Early July 2023 Kickoff workshop 

October 2023 Briefing to Incoming Ministers 

November 2023 Advice on WFF Review for Budget 2024 consideration 

2. Estimated FTEs: The estimates are based on an average over the 16-month 
duration. There will be peaks and troughs, with an initially higher level of 
involvement in the first few months. We have discussed with the individuals and 
their leads, and their time will be sourced from existing BAU roles.  For most non-
PaRS individuals, participation in this project will be complementary to their role 
and development. We will be mindful of putting excess demand on their time and 
will reassess if that occurs regularly. 

3. Governance: Given the size of this project, we recommend a steering group is 
formed, with an ELT sub-group for additional oversight.  We propose these groups 
meet 2-monthly, and SIB will be updated quarterly. 

Steering Group 

Policy Director, PaRS (chair) Kerryn McIntosh-Watt 

CCS-I FAM Segment Lead Sue Gillies 

Chief Economist Phil Whittington 

Policy Lead-Māori Perspectives, PaRS Charles Ngaki 

Strategic Architecture Lead Cate Robertson 

Strategic Advisor, ED&I Ron Grindle 

The sub-ELT group members are the DCEs of PaRS, CCS-I, and ED&I. 

4. External engagement: This is an internally-driven project.  We intend to engage 
with our agency partners wherever and whenever possible; however, we are 
unable to control how much they engage with us. 

5. Funding Costs: Presently, we are not seeking funding for this project.  We have 
identified that some research or consultation could be required which could 
require a small amount of funding.  We will update the PPG and SIB in that 
instance. 

Update on immediate opportunities for improving WFF delivery  

As part of the Initiative Concept, we proposed to progress operational changes to 
improve the way we communicate and service our WFF customers.  These changes have 
begun and progress is provided in the following table. Ongoing monitoring of this work 
will be led by CCS-I, who will report back as and when needed. 
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Discussion points 
Election 

The upcoming general election may require IR to prioritise particular areas of work, and 
this may require redistributing staff to other projects.  In that event, we would like SIB 
to consider how this work would be prioritised.  For example, would this project be put 
on hold, or would some aspects be put on a slower track? 

 

 

 Change proposed Current progress 

1 All communications and website content 
for WfF customers is to be reviewed and 
provided in a way that meets their needs 
and enables them to get it right. 

Website content for Paid Parental 
Leave is currently being reviewed 
and then they will be working on 
WfF.  Expecting this work to start in 
June.  All website changes to be 
customer tested. 

2 myIR has a full review to see if it is fit 
for purpose for these customers.  
 

Project group has been set up for 
this work and is just finishing the 
discovery stage. 

3 eNotifications are currently lacking 
information and unclear call to actions 
as shown in a CXD project completed in 
2021. Changes need to be implemented 
and prioritised. 
 

Currently reviewing early 
interventions. Have stopped the 45k 
of notifications that were to go out 
for May. 
 
Work to start on reviewing the 
notifications that went out for roll 
over this year.    

4 Review the service offering for WfF 
customers both through phone and web 
message contact, using insights and 
evaluation to understand tolerance 
levels and building a channel strategy. 

Piece of work under way to improve 
timeliness the service offering on 
webmails to 48 hours and move 
customers away from phone.  Pilot 
to commence in June. 

5 Te Mātāwai pages are reviewed to 
ensure our people have the information 
they need to help our customers get it 
right. 

A large number of these pages have 
been updated and we now have 
systems in place for the team to 
send through changes as they are 
identified. 

6 Customer education programme set up 
for WfF customers to build trust and 
confidence to access our products and 
services, setting them up right from the 
start and throughout their journey and 
life events. 

Work is underway to introduce an 
education programme for WfF 
customers.  We have had to halt this 
work for the next 3 months as we 
have moved people to the early 
intervention and webmail pilot work. 

7 Web message content and templates for 
WfF is to be reviewed to ensure 
consistency of advice and a best practice 
service delivery.  
 

Project been running on 
webmails.  Templates have all been 
reviewed and numbers of templates 
reduced. Moved our people to 
responding by phone in the majority 
of cases to get it right in one contact 
with the customer. 





















 

Portfolio Governance Committee 

Update on Keymaster progress 

14 December 2023 

Purpose 

This paper: 

• Updates the Committee on the progress on Keymaster since September 2023,
including the development of a set of principles, and the impact of post-
election social policy work and the inclusion of customer research work.

• Note that more time is needed to complete discovery, and that the package of
final recommendations will now be presented in December 2024 instead of
October 2024.

• Note that we will evaluate the implications of this delay in June 2024 and
determine what the options are for Budget 2025 at that point in time.

• Comments on engagement with Ministers in the new year on income support
issues.

Recommendations 

It is recommended that the Committee: 

• Notes the progress on Keymaster since September 2023.

• Notes the impact of post-election social policy work and the inclusion of customer
research work.

• Provides feedback on the attached Keymaster principles, noting that the
principles will be discussed in more depth at the next Committee update on
Keymaster.

• Notes the revised timeline which delays final recommendations until December
2024.

• Notes that we will evaluate the implications of the delay in June 2024 and
determine what the options are for Budget 2025 at that point in time.

• Notes that the Keymaster Steering Group and the Sub-ELT Group will discuss
what sort of Keymaster-related information could be included in advice that is
planned for Ministers early next year on longer-term settings for income support.

Item 10
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Sponsor 
Name: David Carrigan and James Grayson 
Title: Deputy Commissioner, PARS, Deputy Commissioner CCS-I 
Signature: 

 



  
  

Update on Keymaster project 

Executive summary 
Keymaster has made progress since we last reported to you.  In particular, work has 
been undertaken on developing a set of principles and obtaining data to inform the 
project.  We are seeking feedback from the Committee on the principles. We have also 
begun customer research to test Keymaster’s assumptions and receive feedback on our 
direction of travel.  We are planning a series of discussions with our aō Māori advisor on 
particular topics.  

The impact of post-election social policy work and the inclusion of customer research 
work has meant that more time is needed to complete discovery. We now anticipate that 
our final recommendations will be slightly delayed until December 2024 instead of 
October 2024.   

 
 

 
 

 
 

 
 

 
    

 
 

 
 

 
 

 
 

 

 

Introduction and background 
Project Keymaster was endorsed by SIB in June 2023 as an enterprise initiative. The 
project is focused on developing Inland Revenue's long-term strategy on income support 
payments delivered through the tax system. It will consider what an ideal tax and 
transfers structure could look like, what the implications might be, how the current WFF 
tax credits could be improved, and how support could be made more accessible and 

s 9(2)(f)(iv)
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timely for customers. This work contributes to Inland Revenue’s stewardship obligations 
under the Public Service Act 2020. 

The project is considering long-term aspirational goals, nearer-term options for 
implementation (along a continuum of improvements and larger reform options), and a 
roadmap to improve customer experiences. We are looking at changes to policy, 
systems, operations/administration, and legislation.  

This is an IR-led project that precedes any consultation or discussion with Ministers, 
partner agencies, or the public. The reason for this is to identify the problems and 
opportunities, and to take a first-principles approach.  

In September 2023 the Committee discussed progress on the overall project to date and 
potential resource challenges.  The Committee supported pursuing ‘quick win’ 
opportunities ahead of final recommendations via the local change initiative process, and 
noted the potential risk that work on post-election policies may divert resources away 
from the project, which may delay timeframes for delivering recommendations. 

Work undertaken to date 
Bringing together perspectives and analysis 

So far, the Keymaster team has drafted a number of background notes with analysis, 
options, and likely direction of travel. These include: 

• Underpinning – Unit of Entitlement – Incentivising Work 
• Underpinning – Definition of Income – Working for Families 
• Underpinning – Period of Assessment - Work Incentive 
• Underpinning – Period of Assessment – Income Adequacy 
• Underpinning – Best Start Tax Credit Design Parameters 
• Underpinning – Family Tax Credit Design Parameters 
• Underpinning – In Work Tax Credit Design Parameters 
• Underpinning – Minimum Family Tax Credit Design Parameters 
• Workstream 1 – Childcare Costs 
• Workstream 2 – Working for Families Residency 
• Workstream 3 – Working for Families Administration Problems & Opportunities  
• Workstream 4 – All of Government Access Direction of Travel 

We have also held 14 recorded presentations and workshops in August, October and 
December. 

Keymaster Principles 

The team has developed a set of principles to be used as a basis for the analysis and 
recommendations for Keymaster. This document is attached. This will be a living 
document, to be updated as the project progresses to ensure they are fit for purpose.  

These principles are based on the collective knowledge and experience gained from 
Inland Revenue being the primary administrator of WFF tax credits and Child Support. 
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The principles reflect some value judgments, and we accept that these are therefore 
debatable.  They are based on the extensive experience Inland Revenue has had in 
administering the tax system and delivering social policy support to our customers, and 
the data and evidence available. The principles are not policy proposals; they will be used 
as a starting position to test proposals against.  

We have received positive feedback about the principles from Rahera Ohia, our strategic 
and ao Māori advisor, who considered that they allowed for IR to consider an Ao Māori 
perspective.  We are currently working with her to make some refinements to the 
principles. 

We are seeking the Committee’s feedback on the principles.  Initial written feedback can 
be provided to the project advisors.  We also suggest the principles be discussed in more 
depth at the next Committee update on Keymaster. 

Data Insights 

The data workstream, made up of representatives from PARS, CEDA, Performance & 
Reporting, are working to provide valuable data insights that will help inform our work. 
The team have developed processes and a Jira space for generating data requests 
relating to Keymaster. As of 30 November 2023, the Data team has completed 35 data 
requests (71% of total requests) which were submitted by analysts working on 
Keymaster, for data relating to WFF customers and administration. 

The team has also created a tailored data module for the core team’s use. This data 
module contains sensitive revenue information and is located on a restricted page of our 
SharePoint site. Documentation was created for expectations for using the module in 
accordance with the IR code of conduct and IKM guidelines. The data will be deleted at 
the conclusion of the project. 

 

 
 

 
 

 
 

 
 

 
 

 

 

Revised timeline for final recommendations to SIB 
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6 

  

We previously noted that there may be some impact on the progress of Keymaster as a 
result of the post-election social policy work, and the availability of key people. 

There has been some impact on key people being needed to design FamilyBoost in 
particular.  We also took the opportunity to get feedback through customer research on 
Keymaster’s potential direction of travel, discussed above.     

 
 

 
 

 
 

 
 

 

 
 

 

Local change initiatives 
We have previously discussed with PGC the potential for “quick win” opportunities as we 
progress through Keymaster, and using the local change initiative process to prioritise 
these.   

 
 

 
 

 
 

 
 

 

 

Engaging with Ministers 
We will be providing Ministers with advice on WFF and FamilyBoost.  The Minister of 
Revenue has expressed interest in receiving advice on WFF abatement as part of longer 
term work, although this proposal did not proceed through the coalition agreement.  

 
 

 

s 9(2)(f)(iv)
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Māhutonga 
The Treasury has refined its approach to the He Ara Wai Ora framework, and recently 
provided updated guidance to the PARS Māori perspectives team.  Individual 
workstreams have had sessions on He Ara Wai Ora, and they are working through how 
these might apply.   

We have agreed with Rahera Ohia (our te ao Māori advisor) that we will have a series of 
conversations about particular topics that would benefit from a te āo Maori perspective, 
including family structure, intermediaries, debt, and IR's ability to respond to customer 
circumstances.  Papers will be prepared as a result of these conversations.  
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Keymaster Update – Friday 27 September 2024 

Proposed change to deliverables to the Strategy & Investment Board 

Currently, we are scheduled to send the final report to ELT on 25 November 2024 for 

consideration at the Strategy & Investment Board (SIB) meeting on 4 December 2024. 

This week, in response to Government priority work, there was an out of cycle Sub-ELT 

governance meeting to discuss, among other things, the timings of the final report.  

We proposed to provide an ‘update’ paper to SIB on 25 November, instead of the final 

report. We would send the final report to SIB in one of their meetings in early 2025. 

We are proposing this because: 

1. Resources that had been allocated to drafting the final report over the past month

were reallocated to Government priority work.

2. It is currently unclear what direction this Government work will take. While the

Government work does not influence our final stewardship advice contained in the

Keymaster report, we think that additional context may be useful for ELT when

considering resources for a future social policy work programme (Keymaster 2.0).

Sub-ELT agreed to our proposal, and we have been reviewing timings. Below is a 

summary of the proposed timeline for the final report. 

November ‘update’ paper to ELT on 25 November 2024 for consideration at SIB on 4 

December 2024. November report to include:  

• Summary of:

o Main recommendations and

o Pathways

• Update on MSD and Treasury engagement

• Current social policy landscape

• Indicative proposal for Keymaster 2.0 work programme:

o Formalise cross-IR resources

o Policy

o Legislative impacts

Final report to ELT by latest 25 March 2025 to be discussed at SIB 2 April 2025. This 

report to include:  

• Final report in completed (publishable) state

o Main recommendations and

o Pathways

o Completed workstream reports, papers and appendices

• Update on MSD and Treasury engagement

• Current social policy landscape

• Final proposal for Keymaster 2.0 work programme

o Formalise cross-IR resources

o Policy

o Legislative impacts

Given that there will soon be decisions made on Budget 2025, especially in Working for 

Families, we will need to closely monitor capacity over the next few months. 

We are also considering when Keymaster’s final report could be released publicly. At this 

stage, the Leads are considering a release date at the same time as the Budget 2025 

Proactive release around in mid-winter 2025. 
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DKM 6 – Are MSD customers worse off 

The key questions posed by this data request were: 

Square up outcomes for those paid by MSD at least some of the year (compared to those paid only 
by IR) 

• Periods where MSD paid unabated WFF incorrectly
• Periods where IR paid unabated WFF (Max FTC/BSTC indicator) incorrectly

The approach to answering this question has been to look at customers paid WFF by MSD (via their 
benefit) and beneficiary customers that have been paid WFF by IR (either as upfront or square-up). 

Number of beneficiary customers and who pays their WFF 

In the 2022 income tax year, there were 145,859 families paid a benefit.  Of these customers, 96,638 
families received benefits for all 12 months of the year. 

24,301 24,920

96,638

2. MSD Benefit 1-5 mths 3. MSD Benefit 6-11 mths 4. MSD Benefit 12 mths

Number of months benefits were paid for
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Background 

Analysis has been undertaken to answer the following question by policy: 

What is the ‘typical’ (mean, mode) lag between when a change in a customer’s circumstances occurs and when the 
change is updated in the system?  

Does this lag differ based on the type of change (being the types of changes listed below)? 

Information about the distribution of these lags, including lags well outside any likely grace period (eg months/years 
afterward)? 

A Working for Families customer must tell us about changes to their family situation, income, or hours of 
work because these changes may affect their entitlement. 

Partner changes (Partner Added/ Partner Changed) 
When a customer is registered for Working for Families, they are required to let Inland Revenue know if their 
relationship has ended, or if they have a new partner.   

The most common partner updates include: 
• Adding a new partner (start date added when a relationship has started)
• Ceasing a partner (stop date added when a relationship ends)

Other partner updates include: 
• Partner start date changed (if the start date was changed because it was incorrect).
• Partner end date changed (if the partner’s end date was changed because it was incorrect).
• Partner start date and end date added (this occurs when we are notified that the relationship had started

but has since ended)

Exclusions 
• Role reversal – if the partner was added or ceased due to a role reversal the changes have not been included

as this is not an actual change in family circumstances.
• Registration – if the partner was added and/or ceased at the same time as the Working for Families

registration was completed, then the lag doesn’t need to be considered as there was no need to notify us of
the change in partner details when the change occurred, because they were not registered at that time.

• All updates made by internal batch processes are excluded, limiting results to updates completed via myIR or
manually by a staff member.

• If a partner is added and ceased at the same time, the lag between the relationship start date and the date
the system was updated is not included, due to the complexity of gathering this data.  The number of cases
where a partner is added and ceased at the same time outside of registration are minimal.

• Updates made as part of ceasing all WFF entitlements.

Notes and assumptions 
Results are limited to customers who have only received front-end payments from IR during the year in which we 
were notified of the change.  
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Child changes 
  

A Working for Families customer is required to let us know if a child has entered or left their care, become financially 
independent, or has had changes to their shared care arrangements. 

The most common child updates are: 
• Children coming into care. 
• Children leaving care/becoming financially independent. 
• Changes to shared care arrangements (including children going into and out of shared care, or changes to 

the days in care). 

  

Other child updates include: 
• Child start date changed (if the start date was changed because it was incorrect) 
• Child end date changed (if the child’s end date was changed because it was incorrect). 
• Child start date and end date added (this occurs when we are told that both that the relationship had started 

but has since ended at the same time). 
• Foster care allowance, Orphans Benefit or Unsupported Childs benefit started or stopped for a child. 
• Child end date removed (if the record had been updated incorrectly). 

  

Exclusions 
 
As explained above for partner changes, the results for children changes exclude: 
 

• Updates that relate to PCG and PTR role reversal. 
• Updates made upon registration.  
• Updates made as part of ceasing all WFF entitlements. 
• Updates made by internal batch processes. 

In addition, changes made on the same day as the closure of a ‘PPL override’ task have been excluded as these tasks 
are not related to customer contact and often result in back-dated changes to child records. 

The reasons for the above exclusions are provided above – refer to Partner Changes for more detail. 

• If a child is added and ceased at the same time, the lag between the child start date and the date the system 
was updated is not included, due to the complexity of gathering this data.  

• This also excludes the results if the change of circumstance is the customer notifying us that a child is still in 
school. Children are automatically ended as of their 18th birthday, and customers are required to notify us if 
the child is still attending school.  This is therefore not a change to the family circumstances.  The end date 
for the child is extended to the end of the calendar year in which the child turns 18 so is not a change where 
we would expect to see a lag between notification and the effective date as the effective date is in the 
future. 

Notes and assumptions 
 Results are limited to customers who have only received front-end payments from IR during the year in which we 
were notified of the change.  

If a child had an end date, and this is subsequently removed the lag calculated will be between the date the system 
was updated to remove the end date, and the original start date. 





 

   
 

  

The graphs below show a plot of daily counts of lags for child start/end date within the first 90 days after the 
effective date of the change – 18% of start dates and 25% of end dates fall outside this range, so this does not form a 
complete picture of the population. 

Other than same-day updates, which occur more frequently than any other date lag, there is a slight peak at around 
the 1 week mark for customers adding their child. Both start and end dates are otherwise spread over a wide range 
of dates. 

 

 
 
Analysis 
Child updates for customers with entitlements other than BSTC show similar lags for start or end dates, with slightly 
longer times in the upper quartile for child end dates.  When looking at BSTC-only cases, updates made outside the 
standard WFF registration process (including child registrations via DIA) show a significantly longer delay than the 
wider population. However, these cases are a small proportion of the overall population and largely consist of cases 
where prompt updates may not be expected – such as children born overseas, older children in families with first-
time WFF entitlements or other less straightforward situations. 

  



 

   
 

  

Appendix – additional charts 
 

Histograms – child and partner start/end date distributions 
 

These histograms show the overall distribution of start/end date lags for child and partner changes. Each bar on the 
graph covers a range of 30 days, other than the first bar which shows lags up to and including 15 days (so the second 
bar shows lags of 16-45 days and so forth) 

 



 



 

   
 

  

Partial bar charts – date lags up to 60 days. 
 

These bar charts show the frequency of changes for lags of between 1 and 60 days (excluding same day / day 0 
changes) 
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Payments to 
families and 
individuals – work 
incentive impacts



 

Add presentation title if required 3

Impacts of Government payments

• People’s individual preferences (to work or not) matter.

• But we need to be aware of how the design of Government 

payments impact on people’s choices, and create behavioural 

incentives and/or disincentives.



 

Add presentation title if required 4

Impacts of Government payments

• Government payments have different impacts on recipients– in 

particular:
• income adequacy

• work incentives, through increasing the person/household’s financial return from 

work 

• Impacts depend on the design of the payment.  The impacts do 

not necessarily reflect the objective of the payment!
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Why have work incentive payments?

• Successive governments have supported retaining payments that 

are specifically aimed at increasing work incentives for 

families.  Here are some of the arguments why.



  

Higher household 
incomes can 
disincentive work



 

Work incentives – Project Keymasters 7

There can be disincentives to engage in paid work 
when household income is increased

• People engage in paid work, unpaid work (eg childcare) and leisure.  

• The monetary payment received for paid work generally incentivises a person to 

enter into paid work, or to work longer hours.

• On the other hand, an increase in household income (from paid work or 

Government transfers) means that an individual/household can satisfy their 

purchase needs more easily.

• An increase in household income may therefore disincentivise people from either 

entering into paid work, or working longer hours.
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Disincentives to engage in paid work when 
household income is increased

• This can create unintended consequences:
• Broader economic impacts – fewer workers are willing to engage in paid work than 

would otherwise be the case

• Individuals – paid work generally increases the knowledge, skills and savings of 

workers which generally benefits them in the longer term.  If people are 

disincentivised from engaging in paid work, this may be less beneficial for them 

longer-term.



  

Effective marginal 
tax rates 
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Effective marginal tax rates including abatement of 
Government support can disincentivise work

• All things being equal, progressive marginal tax rates disincentivise working more 

hours.

• Government transfers are generally targeted towards lower incomes, which reflects 

policy objectives of supporting lower income families and reducing the fiscal cost of 

this policy.

• Abating income support at higher levels of income results in higher effective 

marginal tax rates, and therefore disincentivises a person from working more 

hours.



  

Additional costs of 
working
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There are additional costs of working, especially for 
parents

• A third issue relates to additional costs of working, which can disincentivise people 

from working.  Most employees have costs to working such as transport to and from 

work (these may or may not be economically borne by employers).  

• For families with young children, the most significant additional cost of working is 

childcare-related costs. (Childcare costs are unlikely to be economically borne by 

employers).
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Economic value of childcare

• We tend to think of childcare costs as being ECE services which have direct 

monetary costs.

• However, childcare that enables a parent in a household to work also frequently 

relies on unpaid labour from the other parent or another caregiver. This unpaid 

labour has economic value that benefits the household.

• There is a ‘cost’ associated with this unpaid labour, as the parent or other caregiver 

providing the labour generally gives up the opportunity to engage in paid labour 

outside the home.
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Economic value of childcare

• In theory, the tax system creates a bias towards a household using unpaid childcare 

rather than paid childcare, because unpaid childcare has an economic value that is 

untaxed, whereas paid labour is taxed.  Therefore, the tax system can disincentivise 

a parent or caregiver from working in paid labour instead of caring for their 

children.  

• For example, Sally can hire a nanny for $50,000 per year (the market value of 

childcare for Sally). However, Sally would need to earn an income of at least 

$65,000 (before tax) in order to pay for the nanny’s wage costs.

•



  

People respond 
differently
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People respond differently to financial incentives or 
disincentives

• A final point is that not everyone responds to financial incentives

to work in the same way.

• Secondary earners in a household, and single parents are more

responsive to financial incentives than others.









 

Page 4 of 6 
 

  

1/04/2022 to 31/03/2023  

  
Active for FAM - total logins to myIR during financial year by device 

type 

  
Mobile logins  9,820,414 

Desktop logins  2,524,506 

Total logins to myIR 12,344,920 

 

Note: Customers may be logging in to MyIR for functions/products not related to WfFTC. 

Customer base (31 March 2023): 496,180 (excludes bankrupt accounts) 

Limited to “Individual Owner” role only. 

Customers without a MyIR account (Individual Owner):  39,622* 

Customers with a MyIR account who haven’t logged on since 31 March 2022: 30,856* 

*Opportunity to explore deeper 

Active for FAM - logins to myIR during financial year by 

customer 

  
Customer used mobile only  177,267 

Customer used desktop only 57,890 

Customer has mixed use 177,501 

Total customers for FAM  412,658 

 

Active for FAM - change of circumstances web requests during 
financial year  

  
Submitted change of circs in mobile  79,884 

Submitted change of circs in desktop  34,164 

Total change of circs in myIR  114,048 

 

Active for FAM - change of circumstances web requests during 
financial year  

  
Customer used mobile only for change of circs 36,138  

Customer used desktop only for change of circs 17,178  

Customer has mixed use for change of circs 4,082  

Total customers for change of circs 57,398  
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FAM Customers at point in time: 496,180 

s 18(c)(i)
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Appendix 
Access Types for Change of Circumstances. 
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DKM-55 Child IRD number channels 
Understand volumes of child IRD number registrations coming through different channels. 

For a couple of years (say 22 and 23) the number of child IRD number registrations received by channel 
(i.e. DIA vs DRNI vs IR channels). 

If possible, broken down by age of child (<16, and 16-18 yrs). 

We're keen to understand if there is value in improvements to direct IR channels. 

The START report “IRD Applications (Registrations Completed)” could have been accessed to give a rough 
indication of applications across a year, although there is no reference to the customer date of birth. 

Using the START report as a reference, there are 7 registration sources for an IRD Number application 
case, which all registrations are delivered through. 

The registration sources are as follows: 

➢ DIA
➢ eServices 
➢ MBIE – refugee
➢ MBIE – RSE
➢ Oranga Tamariki
➢ Paper
➢ Phone

As the registration case follows a case methodology, the understanding of various states and stages is 
very important in deriving numbers. 

There are two registration types to also consider: 

➢ Digital Registration of New Immigrants (Version 3)
➢ Individual Customer Registration

Summary 
START system processes are evolving continuously and comparing subsequent tax years with each other 
may not lead to appropriate solutions. An example presented in this analysis is a change of system 
sender of registration emails between one year and the next. Without being aware of changes in process, 
it would be easy to ask for a comparison of year-on-year results and fall short of actual numbers. 

Most of the processes that involve 3rd party providers of source information are predominantly automatic, 
and staff intervention/action is required when applications are incomplete. It is recommended that the 
“errors” that are generated be listed, and assessment made if process improvements can be found by 
modifying the forms to enforce/clarify pieces that are prone to issue. 

There could be a request made to map out to START tables more information contained within the 
registration process which would help to support cases requesting change to current processes (like 
preventing users choosing options that suggest they’re not requesting any action). 

The final recommendation is to chat with specific staff that process a lot of registrations and capture their 
assessment of what could be improved.

Item 24





















 

Page 11 of 19 
 

  

mobile code)). A duplicate customer will appear when there is not enough information to make a choice 
of most appropriate customer and/or there is no IRD number in place and one must be generated. 

Queues for DIA registrations in 2022 were: 

Queue Volume 
4028. IND - Registrations Individual Urgent 14040 
4001. IND - Registrations Individual Re-opened 1924 
4106. IND - Registrations Individual myIR 104 
4029. IND - Registrations Individual 59 
4891. IND - Account Updates - Address Update 12 
4130. IND - Holding - No Action Registrations 1 

 

Queues for DIA registrations in 2023 were: 

Queue Volume 
4588. IND - Registrations Individual DIA 11013 
4028. IND - Registrations Individual Urgent 2154 
4106. IND - Registrations Individual myIR 140 
4029. IND - Registrations Individual 102 
4891. IND - Account Updates - Address Update 7 
IND - Tran - Individual Customer Registration 1 

 

This highlights the dynamic nature of task queues and understanding and following the rules in one year 
may not be applicable to the following year. 
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Appendix 

1. Request Steps (DRNI) 

About this service 
Use this service to apply for an individual IRD number. 
 
When to use this service 
Use this service if:  
 

• You hold a current passport verified by Customs New Zealand when you entered the country. 
• You’re a foreign passport holder, permanent migrant or temporary visitor. 
• You’re already in New Zealand or have been in New Zealand on your current visa and have left 

the country. 
• You have:  

o a permanent residency visa 
o a visa with work rights 
o an overseas student visa 

a visa allowing you to stay in New Zealand indefinitely (this includes Australians automatically granted 
a visa on arrival) 
 
What you'll need 
• Your passport.  
• Your Immigration New Zealand client number from your visa approval email or letter from 

Immigration New Zealand. 
 
If you hold a work and student visa you’ll need: 
 
• Your New Zealand bank account number. 
• A bank statement or letter to confirm your bank account is fully functional. 
 
When you're done 
Once you submit your registration we’ll review it. If we approve it you’ll receive your IRD number within: 
 
• two days by email or text. 
• 12 working days by mail.  
 
We’ll contact you if we need more information. 

 

2. MBIE case 
s 18(c)(i)
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