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Background

 The New Zealands Biclogical Heritage National Science Challenge | Nga Koiora

Tuku iho (BioHeritage), is one of eleven National Science Challenges (NSCs)
established in 2014.

 Mission-led research, devolved funding in two ‘tranches’ (T1: 2014-2019 and T2:
2019-2024), to a total of $63.7m.

 Hosted by Manaaki Whenua Landcare Research, comprises 18 Challenge

parties (all CRIs and Universities, Cawthron, DOC, MPI), plus many independent
researchers

www.bioheritage.nz
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Mission

NEW ZEALAND’S

Impact 1: Whakamana « Empower
@ BioHeritage Scorecard(s) for Aotearoa

Reverse the decline of New Zealand's
biological heritage, through a national
partnership to deliver a step change in
research innovation, globally leading
technologies and community and
sector action

Our
Objective

@ Empowering Kaitiakitanga & Environmental Stewardship

Impact 2: Tiaki * Protect

© Predicting Current & Future Threats
@ State-Of-The-Art Surveillance

© Novel Tools & Strategies

Protect and manage our biodiversity

Impact 3: Whakahou ¢ Restore

() Pathways to Ecosystem Regeneration

Improve our biosecurity

Enhance our resilience to global threats
and pressures

€ Adaptive Governance & Policy




The need: create greater impact from science

ChaIIenge role: Convene, Prioritise, Connect, Accelerate, Evaluate success

UNIVERSITIES A NATIONAL-SCALE
POLICY AGENCIES -

CRIs and IROs } Y 3 IMPACTS
INDUSTRY N

PRIVATE SECTOR > "4' 3 )o

COMMUNITIES : o ~

NGOs 22

MANAGEMENT AGENCIES
IWI, HAPU, &§ WHANAU

O ur Ap p roac h : The commitment to a common agenda of a group of important
actors from different sectors for solving specific strategic problems

CO I | e Ct |Ve I m p d Ct that will deliver enduring national benefit.



Contracting approach

* InTranche 1we ran a fairly ‘traditional MBIE style of contract

 |ots of detail, tables of milestones from year one
stretching to year 4 or 5.

*  InTranche 2 we wanted to do things differently
— doing science differently

— contracting science differently => more
flexibility, ability to pivot, better suited to the
highly collaborative nature of the Challenge, Trsaprety sanchny stsign

more in keeping with the BioHeritage values belowc_._mdhmgbyﬂqen&kwﬁdeay

www.bioheritage.nz



Results Based Accountability in action
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Relational contracting

 TJodaythereis agrowing use of relational contracting - a formal contract based around a

highly collaborative relationship where the parties consciously choose to make social norms

contractually binding.

 Not a new thing — the term dates back to the 60's, when much of the business world ran on

‘handshake deals : a'man's™ word' in a brief letter; a handshake, or common honesty and

decency (asithad done for centuries).

* Around the same time lawyers began a trend to
create more formalised “complete” contracts.
& We moved to transactional contracts, including

WY bioheritage.nz oo 2
i -

COMPANY LAWYER

T MADE SEVEN
HUNDRED SUGGESTED
CHANGES TO THE
AGREEMENT.

DILBERT.COM BSCOTTADAMSSAYS

YOU HAVE TURNED
A GOOD INCOME
OPPORTUNITY INTO
A FLAMING CESSPOOL
OF IMPENETRABLE
LEGALESE.

2

2019 Scott Adsms, Inc./Dist. by Andrews McNeel

6-22-19

You
CANT
BE TOO
CAREFUL.

I THINK
YOU JUST
PROVED
WE CAN.



https://www.worldcc.com/Portals/IACCM/resources/files/9487_unpacking-relational-contractingv19-oct-11-2016.pdf

However...

UNWARRANTED

WILL FOLLOW THE 3
| | OPTIMISM SUPPORTED
USUAL ARC. < BY DELUSIONS OF
)/ > COMPETENCE.

* Psychological research shows that we are not really that good at [oua PROJECT mn] PHASE oNe WL B |

planning, but at the same time we believe we are good planners.

 |f we try to build detailed plans into our contracts, but our plans

are often flawed, we might not get the best result.
(Frydlinger et al refer to a ‘contracting fallacy )

* Add to this that in research we are working with unknowns, the notion of contracts detailing
plans 4-6 years into the future becomes even more guestionable.

*  Supported by research showing how and when relational contracts out-perform
conventional transactional contracts in terms of cost advantages, time, quality and innovation.

: .. . Wol kshop with Challenge Parties: High degree of trust, everyone was happy with the legal stuff
£ }Keep the basics (high level research aims, funding, timeframe...) and split out the research.
g dBiail from the legal elements. S

.

b Frydlinger et al. Unpacking Relational Con rcts
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https://www.worldcc.com/Portals/IACCM/resources/files/9487_unpacking-relational-contractingv19-oct-11-2016.pdf

Leading into Tranche 2...

« Atthe end of Tranche Twe ran an extensive ‘Scoping’ process —took a year (onger than
antidpated), and ended up a research output in its own right (report & paper®)

« EOIsinvited from a wide variety of people, not just scientists

*  People took part as individuals, not representing organisations, and brought input from
their wider networks. Paid people for their time.

*  Each scoping group produced a report identifying research priorities for Tranche 2

*  Process also helped us meet a lot of people, and informed choices of co-leads

*aper: https,//doi.org/10.1080/1177083X 20232227675

www.bioheritage.nz


https://doi.org/10.1080/1177083X.2023.2227675

. Leading into Tranche 2...
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A fire | Mark Reed A"
@profmarkreed
» ’ ’ (8 oW ) &
What happens when a research funder gets serious about impact? They
. = | might not actually fund a lot of research. New evaluation of a @MBIEsci safarT A

programme in New Zealand shows the rest of the world how to fund
genuinely co-productive, impactful research
. R g tandfonline.com/doi/pdf/10.108... y T )

7:29 PM - Jul 3, 2023 - 3,460 Views
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Wording from contract

Since details of the Work Plan will not be determined before this
contract is signed, the parties agree that their relationship will be

governed by good faith, mutual trust and confidence and that the
Services will be provided in accordance with the BioHeritage Operating

Principles and Values...




Our
Values

Mabhi whaipainga
Ngakaunui / Uekaha / Ngakau Whakapuke

Whanaungatanga
Manaakitanga

Mana Motuhake / Tino Rangatiratanga

Whakapapa

Kaitiakitanga

Matauranga

Tohungatanga / Nga tiketiketanga o te pai
Mabhi rangapil

How We Apply
Our Values

We care about making a difference for Aotearoa

We are passionate and enthusiastic about our work

HIGH TRUST MODEL

We build trust and create a place that others want to be a part of
We build mana in others around us to enhance the mana of the whole

We work as a family
We have fun togeth

We recognise and empower sovereignty and autonomy

We recognise interconnections
We have an intergenerational vision

We enable stewardship of our biological and cultural heritage
We recognise the value of blending traditional and modern knowledge
We apply excellence to everything we do

We work respectfully in partnership
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“The flexibility and trust offered by the Challenge enabled us
to work responsively to the timelines of our communities,
work to needs on the ground, and build capacities when and
where they are needed, which we think delivered much
more appropriate and effective research outcomes”

Ocean Mercier
(Co-lead SO5 Novel tools for invertebrate control,
4S Conference, Honolulu November 2023)
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“The BioHeritage contract model enabled the Eco-index to take an agile approach to its
research and product development design. Applied research rarely follows a linear
pathway, with avenues of discovery shifting according to trial-and-error learning, new
discoveries, and shifting technical, economic, and political contexts.

The Eco-index relished the opportunity of being able to shift direction as needed based on
open and flexible contracting arrangements and excellent feedback processes between
the research team and challenge leadership. This approach enabled us to exceed our
original contracted deliverables by some margin as we were not ‘locked’ into ‘dead ends’
that would have otherwise wasted time and resources.”

John Reid E - d
(Co-lead SO1 Eco-Index) co - I n ex

Guiding Biodiversity Investment

www.bioheritage.nz



BioHeritage approach, aims to...

» Trust and empower researchers - ability to adapt as new
knowledge and opportunities arise

Discourage a locked in mindset—that’s what the contract
says, so that is what we will ...

Encourage (and enable) regular review/refinement of
approach and direction

«  Shiftfrom ‘fortune teller mode’ —make detailed plan with
critical steps/milestones many years into the future —follow
plan; to...

... afocus on desired outcomes, and actively planning and adapting
to give the best chance of delivering the best outcomes and impacts

www.bioheritage.nz
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