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FUSING INTELLIGENCE AND
STRATEGY CAPABILITIES:
THE MIQ EXPERIENCE

Harriet Kay, Paul Keymer, Sarah Mackey, and Shae Vickers.!

New Zealand’s Managed Isolation and Quarantine (‘MIQ’) was a rapidly estab-
lished, distributed isolation and quarantine capability, designed to maintain the
restricted international movement of people into New Zealand between April
2020 and August 2022 and to provide some of these services to those in our com-
munities. The rapid establishment of this complex function (in addition to the
fast-changing COVID-19 landscape) led to the requirement for quick operational
decisions, with strategic impacts, often being made with limited information. The
MIQ Future Strategy Team (FST) was established in August 2021 to enhance MIQ
leadership’s ability to make robust future-focused strategic decisions. It success-
tully achieved this by (uniquely) establishing an intelligence and strategy ‘fused’
capability, delivering integrated planning and predictive analysis in a manner not
achievable via a single discipline. Its success demonstrated the compound value
of fusing complementary business functions and adopting intelligence function-
ality within business environments unfamiliar with these concepts. This article
explores how this was achieved, conveys lessons identified through this journey
and describes three case studies which highlight FST outputs.

The MIQ Journey

In response to the emergence of a highly infectious respiratory virus in Wuhan, China
in late 2019 and its subsequent global spread, the World Health Organization (WHO)
declared the novel coronavirus (COVID-19) outbreak a pandemic on 11 March 2020.
From 10 April 2020 until 28 February 2022, almost all arrivals, including New Zealand
citizens and residents, were required to be isolated or quarantined in Government-
managed isolation and quarantine facilities and to submit to medical testing.’ In August
2020, the Director-General of Health directed Medical Officers of Health to isolate all
new confirmed cases of COVID-19 at alocation (such as a dedicated facility) determined
by the Medical Officer of Health.*

1 The authors were members of the Ministry of Business, Innovation & Employment’s
MIQ Future Strategy Team (FST) (see endnotes for author profiles). This article contains the
views of the authors and does not necessarily reflect the views of any organisation they have
been, or are now, associated with.
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New Zealand set up an MIQ® system as part of a suite of public health measures
implemented in response to the COVID-19 pandemic.® MIQ was an unprecedented
undertaking for New Zealand, borne out of necessity to protect people from a largely
unknown, rapidly evolving virus. The MIQ system encompassed many aspects — a
chain of hotels, a bus company, an air charter service, a healthcare provider — with 32
hotels and more than 4,500 workers involved in ensuring MIQ functioned effectively
at its peak. Despite its well-publicised limitations, MIQ was successful in protecting
New Zealanders from the worst impacts of COVID-19, particularly at the outset of
the pandemic in the absence of any COVID-19 vaccine. MIQ helped nearly 230,000
travellers return safely to New Zealand and supported more than 5,000 members of the
community in quarantining and isolating.”

With all MIQ facilities now decommissioned, an account of the work of the FST pro-
vides valuable insights into how to set up an effective intelligence and strategy fusion
function in a fast-paced, constantly changing environment.

Why the need for a Future Strategy Team?

FST was not the first intelligence-based capability to service MIQ. During the initial
crisis phase, MBIE seconded a small number of intelligence personnel to support MIQ.?
The impressive outputs of this small group proved the need for a similar enduring capa-
bility - they conducted indepth research and predictive analysis, when no other resource
was available for this work. Moving beyond the initial crisis phase of MIQs COVID-19
response (and after intelligence practitioners left MIQ), MIQ leadership recognised
the value of intelligence, but also knew they needed longer term strategy development,
strategic advice and better situational awareness. A dedicated capability was needed to
achieve this - one that was air-gapped from the pressures of MIQ operations. A more
detailed list of requirements which formed the basis of many FST tasks:

1. At the time it was likely that MIQ would endure for an extended period and
therefore the evolution of MIQ operational design needed future proofing (tested
against likely future scenarios; for example, possible variants of concern).

2. MIQ combined public-private sector organisations and functions to deliver effect
in a manner not previously experienced. This made it important for MIQ to con-
tinually evaluate its operational delivery, ensuring it was commensurate with the
risk environment. FST enabled this self-evaluation.

3. There was no ability to conduct trend or in-depth analysis on factors which im-
pacted MIQ’s operations.

4. FST was also tasked with assessing global best practice and providing assessment
on the implication for MIQ.

5. Finally, there were specific projects and all-of-government initiatives which re-
quired strategic systems insight and analysis which MIQ needed to contribute to.
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What was the Future Strategy Team?

When? EST was established midway through the MIQ journey in August 2021. FST
leadership was initially recruited and began delivering strategic advice to MIQ lead-
ership and wider government from September 2021. Advice was provided on project
work (specific ongoing tasks) and through ad hoc requests. The remainder of the team
was recruited between December 2021 - January 2022. FST had a very short period
(December 2021 - January 2022) to develop and refine Standard Operating Procedures
(SOPs) and product templates, before it began delivering formal outputs. The team’s
previous intelligence and strategy experience - augmented with MBIE Intelligence sup-
port - was able to finalise these processes quickly. In January 2022, FST began produc-
ing regular intelligence reports in response to MIQ leadership requests, by February
2022 it was delivering weekly intelligence briefs to MIQ leadership and cross-agency
groups. From March 2022, it was leading the strategic rationale for New Zealand’s fu-
ture quarantine capability.

Who? FST comprised a team manager, a strategic advisor, a principal intelligence an-
alyst, two senior intelligence analysts and two senior advisors. The intelligence team’s
backgrounds were deliberately varied - having experience from a variety of New Zea-
land’s Central Government agencies - including New Zealand Defence Force, Ministry
of Foreign Affairs and Trade, Ministry of Primary Industries, New Zealand Police and
Department of Prime Minister and Cabinet. Intelligence specific expertise incorpo-
rated operational-to-strategic level intelligence analysis, intelligence collection across
several disciplines, governance, tasking and coordination, intelligence leadership and
quality assurance (of intelligence processes and outputs). Additional skills included
strategy development, an appreciation of data analysis, policy development and stake-
holder engagement. The intelligence analysts were hosted by MIQ’s data function and
‘permanently’ seconded into FST. Advantageously, this meant they were onboarded by
the data function which continued to provide a ‘homebase’ for understanding the data
landscape., created further functional balance across the team and meant FST could
readily draw on data analysis as required.” On arrival, the two senior advisors com-
plemented FST skills with significant project and programme management, and com-
munications experience. The mix of knowledge proved highly effective - FST was able
to create an environment which valued and leveraged these skills in a targeted way to
create robust solutions. For example, the scientific background of one of the senior in-
telligence analysts was critical toward the success of Case Study One.

How? FST’s operating model (Figure 1 refers) was experimental and evolutionary. It
was not the result of a known concept (that the team were aware of) as there was no
playbook for the provision of strategic advice to a quarantine capability responding to
a global pandemic. Much like MIQ itself, FST established the baseline components of
its function and through continuous improvement, refined its model to service both
anticipated (proactive) and unique (reactive) requirements.
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FST tasks were primarily delivered by the intelligence function in a ‘non-traditional’ or
‘intelligence adjacent” manner - where strategic advice was the end game, but intelli-
gence the vehicle used to achieve it. Intelligence was particularly important at the start
and end of a task request. At the start, it offered situational understanding (insight into
why an issue had transpired) and future focused assessment (foresight into potential
futures). At the end, it offered decision validation - had the strategic advice or planning
remained effective or resulted in the desired impact?

Initially, intelligence techniques were used in a traditional way within FST. Progressive-
ly, it became apparent these techniques were highly effective at facilitating system-wide
stakeholder engagement. Stakeholders enjoyed the interactive (intelligence) method-
ologies used. The results of using these methods then contributed to further strategic
work and outputs (Case Study 1 refers).

A key aspect of any intelligence system is the tasking and coordination of requests
for service (‘intelligence requirements’). FST established an informal mechanism for
tasking and coordination which worked well, but relied on close customer relationships,
credibility and trust (which could only be developed over time). Customers were
generally time poor and unable to clarify scope in detail. So understanding the intent
behind the request was crucial, especially as some thematic tasks evolved over time.
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Challenges

Despite enjoying MIQ sponsorship, other parts of MIQ were less familiar with
intelligence. Intelligence (as a capability) is fraught with prejudice generally caused
by misunderstanding. Defining FST as ‘intelligence-led” was therefore problematic
and necessitated an early focus on building intelligence awareness, credibility and
dependability. Within MIQ, building this awareness was significantly easier due to the
supportive leadership.

Another notable challenge was the split focus of initiating the FST capability whilst de-
signing, developing and delivering outputs. The adopted approach was to continue that
which worked well and discontinue that which did not. This approach was acceptable in
the MIQ environment, but may have been harder to achieve in other (more established)
organisations. Due to the pace of MIQ, FST products which worked well were quickly
identified and resources dedicated to evolve them appropriately.

Finally, the tempo of the MIQ work environment and the fast evolving health and po-
litical context took their toll on the team: lockdowns were unpredictable and severely
impacted New Zealand’s workforce, remote working was developing at pace but had
limitations, the FST was physically dislocated (Wellington and Christchurch), ‘Recon-
necting New Zealand” was planning for the reopening of New Zealand’s international
borders (which impacted MIQ planning considerably) and towards the end of FST’s
tenure the easing of COVID-19 restrictions across New Zealand stressed all workforc-
es, as it increased the likelihood of people catching COVID-19.

What went well?

EST enjoyed a supportive sponsor from its establishment. The (then) Associate Deputy
Secretary of MIQ was influential, championed FST establishment from the outset and
was a believer in the emerging FST concept. As in most business areas, senior level sup-
port is a critical success factor. It meant FST enjoyed relative autonomy to recruit the
skills required to generate a fusion cell and to continually evolve in line with an intent
to provide MIQ leadership with better strategic advice. The FST Manager hired the mix
of skills, experience, and personalities they thought would best generate fusion success.

Compiling a team with the right attitude was a significant factor in its success. Team
members were deliberately self-starters and highly motivated by a desire to make a
positive difference for New Zealanders. The work environment was intense so dedi-
cated, pragmatic, flexible and resilient team members (with a good sense of humour!)
were required to ride out ambiguity, rapidly shifting direction and the need to establish
cross-functional relationships at pace. Analysts with relationship management experi-
ence and those who had thrived in operationally-focused environments were selected.
FST needed people who could work well under pressure and achieve a fast turn-around
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on requests. Typically, intelligence analysts tend to be introverted but FST were more on
the extroverted side — which was useful for the significant engagement and consultation
required within MBIE and across Government. Once FST found its strategic feet, the
team engaged widely with public and private sector stakeholders.

MIQ operated on the understanding that due to the fast-moving and unique environ-
ment mistakes were inevitable and rather than cultivating a blame culture, a learn-
ing culture was established. This was a unique environment for FST to operate in and
meant they could experiment and innovate. Care was taken to promote collaboration
and achieve a highly supportive environment - which fostered resilience. The team’s
strengths were identified and utilised. Projects were often worked on as a team, requir-
ing close collaboration and connectivity. Catch-ups and regular interactions meant the
team were comfortable with each other. As the FST Manager was geographically dislo-
cated from the team, a high-trust environment was necessary and worked well.

From the outset, it was evident that fusing intelligence and strategy functions enabled
greater innovation in developing products and solutions for a complex set of business
requirements. By using intelligence analytical methodology for problem sets not usu-
ally associated with intelligence (for example, case study one) predictive products were
more defendable. Strategy-focused analysts were able to provide a greater understand-
ing of how a product would feed into MIQ’s decision making processes. Thus, each
skillset was able to inform the work of the other, generating a force-multiplier for prod-
uct quality and utility (as per Figure 1).

FST had relative freedom to design fit-for-purpose templates for intelligence products,*
including presentations, A3s, charts, intelligence notifications and the visualisation of
strategic advice. This was unique (most organisations with intelligence functions have
established intelligence processes and products'') and allowed FST to use their prior
knowledge to create truly effective, bespoke products which met the needs of customers.

FST was time limited. It would only remain whilst MIQ was a justifiable, proportionate
and necessary part of New Zealand’s COVID-19 response. This temporary nature had
some positive impacts, contributing to FST product and process innovation; but it also
increased the importance of recording FST’s analysis and rationale — the work needed
to stand the test of time in the face of likely future reviews and audits. Conversely, no
one knew how long the COVID-19 pandemic would endure, so there was always the
chance that FST would continue into the future.

FST was able to lead cross-sector COVID-19 analysis and assessment. FST was required
to deliver this work from an MIQ perspective and offered other agencies to participate.
It transpired that it was valuable work from an AoG perspective and engagement levels
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were high. The team led all-of-Government scenario generation work ahead of the
anticipated Omicron outbreak in New Zealand. Capitalising on significant interest, FST
led sessions with a wide range of agencies. The workshops generated understanding on
how agencies might respond to Omicron, agency capabilities and limitations, and how
the system was pulling together on COVID-19. They enabled FST to produce artefacts
of cross-government utility and provided agencies with future-focused assessments that
they lacked the capacity to produce. The fact other agencies sought out FST products
underlined the genuine demand for quality predictive analytical work.

Close relationships with customers (predominantly within MIQ) enabled strong (often
inherent) understanding of scope and the ability to deliver products which met expec-
tations. As mentioned, the dynamic operating environment of MIQ required a high
degree of FST flexibility, as tasks could change quickly and almost always required short
turn-around times. Trust developed quickly between FST and MIQ leadership, espe-
cially following the introduction of weekly intelligence briefings. This direct contact
between FST intelligence analysts and MIQ leadership expedited FST credibility and
resulted in regular reactive intelligence requirements.

Analytical and visual software was a force multiplier for the team. The team used soft-
ware like Visio and Mindmanager to design graphics and brainstorm scenario assump-
tions and drivers (part of the scenario generation process). When it came to workshop
facilitation, both Mural and Miro were critical enablers. The ability to virtually white-
board during facilitated sessions was game changing and optimised time and outputs.
This connectivity allowed for multiroom workshops, highly efficient ideation and col-
laborative analysis and nationwide participation during periods of lockdown.

What could FST have done differently?

Due to the fast-paced nature of the work in MIQ, the evolution of the team was organic
and often self-directed. As with many intelligence functions, there are always aspects
that could have been better. Because the FST was established quite late on, the oppor-
tunities to work closely with MIQ’s data analysts were limited as MIQ moved from a
data-centric border function to a futures planning function. In addition, beginning to
brief LT earlier and linking our intelligence input to their decision outputs would have
helped us identify the specific impact of our intelligence products and analysis: as it
stands, it is difficult to provide an objective measure of the impact of our work on deci-
sion-making. This paper advocates for the inclusion of an FST function (or similar) well
ahead of any comparable incident response, ensuring contextual situational awareness
is identified and maintained at the outset. This will ensure a broad and evidence-based
approach to operational decision making is initiated.
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Case studies

Explanation of three case studies of FST products now follows. The intent is to highlight
how the points made above resulted in FST outputs.

Case Study One - scenario generation into tabletop exercise

The FST was asked to test New Zealand’s readiness for a future unknown human infec-
tious disease threat. To achieve this it developed a series of feasible infectious disease
scenarios and used these to examine how New Zealand’s public and private organisa-
tions would respond, through two facilitated tabletop exercises (TTX). This case study
was perhaps the best example of how traditional intelligence techniques were used to
produce ‘intelligence adjacent’ outputs.

Scenario Generation'

Situating the scenarios in March 2025 in a post-COVID-19 New Zealand, FST gener-
ated a ‘start-point’ narrative to situate New Zealand in a specific point in time (March
2025). Concurrently, they developed five hypothetical diseases according to a range of
disease characteristics (including: incubation period, fatality rate, R number and loca-
tion of origin) which were based on exaggerated versions of existing diseases, such as
Ebola and Dengue Fever."”

1 1 MANAGED ISOLATION
Disease Benedict e
March April May June July
2025 2025 2025 2025 2025

Day 0: Day 20: Day 60:
Benedict Benedict WHO recognises
Index Case arrives in NZ virus as novel
* Zoonotic disease transmitted by fleas and droplets Out of Scope

* Quality of NZ biosecurity
measures

* Brought into NZ before identified as novel « Extent of Fijian laboratory and

diagnostic capabilities

* Originates in Fiji, misdiagnosed as Dengue

* Spreads easily in overcrowded households
* Farming practices in the Pacific

* Limited compliance, with many equating fleas to
animals or unsanitary housing

* Impacts on NZ’s relations with the Pacific due to
increased biosecurity restrictions

Figure 2: Disease Benedict



FUSING INTELLIGENCE AND STRATEGY CAPABILITIES 9

Prior to the facilitated scenario generation workshops, FST had distributed the ‘start-
point’ narrative and associated infectious disease scenarios. FST then convened NZ
Government intelligence practitioners to build the narrative around the infectious dis-
ease scenarios. An initial silent brainstorm was followed by smaller breakout groups to
understand the likely impact of each disease against six environmental factors (derived
from STEMPLES" - we considered the Health System, Public Health, the Economic
and Geopolitical situations, Technology advancers and Social licence).

To fully develop a scenario narrative for each disease and to ensure the greatest vari-
ation across stated environmental factors, each disease was assigned a 1-5 ranking for
each environmental factor. In such a way, the collective disease narratives represented
maximum variety and resulted in better subsequent analysis of the impacts of each dis-
ease on New Zealand. Each disease narrative was given a name, a summary of Disease
Benedict is presented in Figure 2.

Tabletop Exercise

The scenarios were designed as the start point for the TTX. They were a series of feasible
futures to discover how a national response to a future human infectious disease threat
would be coordinated and implemented. As each scenario played out through the TTX
process, several complicating events were introduced to stress-test the system. Each
required the ongoing involvement of multiple agencies, but each also tested whether
quarantine might be part of the solution. Intended exercise outputs included: the iden-
tification of risks, threats and opportunities as part of this national response, a start
point for subsequent Investment Logic Mapping'® and an indication of components of
any future National Quarantine Capability. Two TTXs were held - one for public sec-
tor participants (selected for their role within the broader New Zealand response sys-
tem) and one for private sector participants (who had been involved in New Zealand’s
COVID-19 response). The focus was on response actions and therefore minimal causal
analysis was allowed. This also ensured no critique of the New Zealand Government
System during the TTXs. The TTX workshops highlighted existing gaps in New Zea-
land’s pandemic response, identified systemic considerations for forward planning, and
demonstrated the overlap of expectations between the public and private sector as well
as differences in approach. Figure 3 captures the TTX outcomes, system considerations
for use as a series of planning requirements.

Case Study Two - tracking indicators and warnings

“Indicators are observable phenomena that can be periodically reviewed to help track
events, spot emerging trends, and warn of unanticipated changes... Indicators can be
monitored to obtain tactical, operational, or strategic warnings of some future develop-
ment.”'® The generation and monitoring of indicators is a particularly challenging, but
highly valuable part of intelligence analysis.
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MIQ leadership were keen to maintain situational awareness of both the international
COVID-19 situation, given the potential for new variants of concern or urgent de-
mands for MIQ spaces, the domestic health situation and MIQ system pressure points.
The FST team identified the value of tracking indicators and warnings, and devel-
oped a list of key factors to track as New Zealand attempted to contain the spread of
COVID-19. This allowed the team to monitor any significant changes in New Zealand’s
overall COVID-19 response which had the potential to impact MIQ operations.

The team developed the list of indicators by identifying key overarching themes (such
as overall health system capacity, domestic COVID-19 case numbers) and then com-
piled lists of specific indicators and warnings likely to have a material impact on New
Zealand’s COVID-19 response. While MIQ capacity was a key focus for our audience,
the team found it was necessary to track a range of indicators relating to New Zealand’s
wider system response, given MIQ did not operate in isolation (Figure 4 refers).

MANAGED ISOLATION
AND QUARANTINE

TTX OUTCOMES
System Considerations

Coordinated
networks
established in
advance

System
designed with a
An interconnected system variety of users
needs to be set up for in mind; works
success rather than failure predictably in

face of
unpredictable Short notice changes
events minimised to prevent
systemic burnout or
breakages; greater focus
on longer term solutions
not quick fixes; agencies

Response system activated early supported and enabled to

Systemic or
soc\'e";:m inequities with strong cross-sector do their jobs
must be coordination; best possible

information provided to agencies

recognised and
mitigated to the
fullest extent
possible

and private sector at earliest
opportunity; clear and consistent
communicatiens; authentic
engagement across vulnerable

Te Tiriti, Bill of Rights Act (BORA) and

communities; consistent agency
touchpeints for private sector
partners

Economic, Social and Cultural Rights
(ESCRs) considerations must be reflected
in all aspects of the system response

Figure 3: TTX Outcomes

To future-proof this work, data sources were recorded to enable people reviewing MIQ
processes in future to clearly see what data actually existed at the point in time when
assessments were made, and any limitations and caveats on the data based on its source
(Figure 4 also refers).
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The list of indicators and warnings was tuned to align with categories from the FST-
led, All-of-Government, Omicron scenario generation work. The three scenarios gen-
erated in these workshops resulted in: 1) New Zealand moving towards a situation
where COVID-19 is contained and therefore its impact is limited; and 3) one in which
COVID-19 was having a catastrophic impact on New Zealand (Figure 5 refers). Align-
ing the indicators and warnings (as defined data points) to these scenarios allowed the
team to track progress towards these scenarios. This was used to brief MIQ leadership
on a weekly basis (Figures 7 and 8 refer).

One challenge was finding a robust way to measure and assess more qualitative indi-
cators, such as overall levels of inequity in New Zealand’s COVID-19 response (Figure
6 refers). While quantitative factors like the disproportionate numbers of hospitalisa-
tions and deaths for specific ethnicities, or vaccination rates in vulnerable groups, can
be used to provide some insight, measurable data points were somewhat meaningless
without being placed within their wider context. This meant analysing and fusing qual-
itative factors with quantitative factors. On the qualitative front, FST sought to explore
the underlying reasons for disparities, given there are a range of socioeconomic and
demographic factors and issues such as long-term underlying health conditions, lack
of access to healthcare and testing, overcrowded housing, and general mistrust of gov-
ernment institutions, which all have a contributory impact. Resultantly, many of the
equity-focused indicators and warnings developed over time, as FST developed an in-
creased understanding of how and why inequity exists and the various ways in which
New Zealand’s COVID-19 response might be exacerbating inequities within vulnerable
communities. As all factors were reliant on the robustness of underlying data, our as-
sessments also changed over time as more studies and reports on inequities in different
groups were published.
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Decrease, withdrawal, or other changes to the financial support provided to businesses and
individusls negatively impactsd by COVID-19

Gowt medis relessss
Nisdia reports

Gowt media relessss
Nisdiz reports
i

MoH
Risiz reports

Govt media releases
Media reports

Figure 4: List of COVID-19 Indicators and Warnings [this page and next].
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-

New Zealanders disregarding COVID-19 mitigation measures such as social distancing, OR
scanning, mask wearing
Self-isolation requirements not being followsd

Increased amount of disagr or dissatisfaction with COVID-13 restrictions expressed by
special interest groups, the public, and by or in the media

Discourse becoming incraasingly polarised and vitriolic, beyond the usual levels of disssnt
Political criticism of policy in excess of normal political posturing

Protest action planned or occurring

Protests attracting people beyond those wha are anti-vax, anti-mandate, anti-governmant
Focus of protests changing from the health response to economic issues

Increase in amount of misinformation and disinformation being shared online or in persan (such
£ door-knocking], particularly targeting it
Shift of commentary from mainstream social media sites to sites which are harder to monitor

COVID- issic
Airborne particles retain infectivity for longer

Higher R number
Increased viral load

‘Shorter latency (time from exposure to infectiousness)
Longer duration of infectiousness

Increase in number of cases in vaccinated people

Increass in of ir tion or ICU care:
Increase in number of i ng-

Decreased vaccine effectiveness (in on or more COVID-19 vaceine] against catching COVID-19,
spreading COVID-19, and/or disease severity

Increas in of i

Decrazsed long-tarm effectivenass of ane ar mare COVID-12 vaccine

MoH

socizl media
wediz reporting
MoH

Social media
Media reporting

MoH Disinformation and
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COVID-19 CONTAINED, SITUATION MANAGEABLE SIGNIFICANT IMPACT, SOME SYSTEMS FAILING
& * RNZ proceeding as + Economic recovery E ‘ * RNZ proceeding as planned + Economiciproductivity impacted
planned + Consumer confidence grows * Travellersin MIQ aggrieved + Business closures due to supply,
staffing issues
9,, * Omicronis main variant 0 @R S * New variants emerge . .
* Noothervariants of % 0 Pusit?ve national mood + Vaccines still effective : ng'.l Ie've.ls cf CO.VI D19 fat!gue
®  concem emerge <) Nolow levels of protest * Highvaccine rates Regional inequality of experience
* Hospitals coping * Supply chains operating * Health system focused on ¢ Aircrews isolating —flights cancelled
@ * ICU capacity optimised @ * Strong scientific cooperation and @ COVID-19 response @ * NZ tourism marketimpacted by
* PCR, RAT tests available vaccine research * Testshortages, staffing issues border rules
KEY DRIVERS
Social @ Economic
Impacts Impacts

Health Global

Response ‘Connections
MANAGED ISOLATION To note: The AOG Scenario generation workshop
AND QUARANTINE occurred on14 February 2022. The intelligence eoff
= = e e = datefor the remainder of the information is 9.3.22

Figure 5: Possible Future Omicron Scenarios

Tracking Inequity Tt i

FACTORS *i. INEQUITY OF

WHICH CAN
RESULTIN EXPERIENCE Little inequity Moderate inequity High inequity
INEQUITIES 5 Evidence of increasinglevels q
. Evidence of some disparity Evidence of widespread,
Ethnicity of inequity having a tangible
in some vulnerable groups systemic inequity
Age Impact on vulnerable groups
Lacation QUANTITATIVE INDICATORS
Gender

Socig-economic
status

Housing conditions

Vulnerable groups
(e.g. homeless,
refugees, people
with disabilities,
mental health
issues)

Ability to
rowded

Figure 6: List of COVID-19 Indicators and Warnings
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Case Study Three - using graphics to convey information effectively

EST knew it needed to focus on effectively conveying information to busy customers.
Dynamic ‘at-a-glance’ products were going to be more effective than traditional
intelligence reports. Time-poor decision makers were unlikely to prioritise intelligence
reports, were not familiar or comfortable with intelligence, and the number of data
points across MIQ did not lend itself to short written products. Finally, the outputs of
analysis and strategic advice required visually highlighting - the rationale and rigour
behind assessments was not visually important. MIQ leaders learnt that they could
review this detail if required and on request.

One of the FST solutions was a series of visualisations combining sliding scales and
charts. It was manually compiled and generally paired with a verbal briefing. Figures 7
and 8 reflect examples of similar content visualised initially as a sliding scale and then
in graph form. These examples are drawn from FSTs visualisation of scenario indicators
and warnings trending over time.

Sliding scales such as Figure 7 represent the current state (orange cross), anticipated
future trajectory (dashed arrow) and indicator change week to week (light grey cross).
These scales translated qualitative intelligence assessment into a more easily under-
standable ‘semi-quantitative’ visual form. They were also easy to understand scales
representing progress towards the ‘catastrophic, significant or contained” COVID-19
scenarios which FST previously developed (Figure 5 refers). The anticipated trajectory
was the result of intelligence assessment.

CATASTROPHIC SIGNIFICANT CONTAINED
MOST SYSTEMS FAILING SOME SYSTEMS FAILING MANAGEABLE

A, ¥
A.rr]vals f»w
requiring MIQ .
High volume Moderate volume Low volume

Community ! 3
MiQ Cases o
requiring MIQ Supply exceeded by demand Supply meets demand Supply exceeds demand

| " |
Effect of = — P
Public Health 83
Measures Little to no effect Some effect Effective
[
PUBLIC Public «- -
st Gl Low level ‘ Moderate level High level
A New Variants
of Concern
VOCs Identified and seeded Identified, not seeded None identified
o o é_\ | ¢
nequity o
'l"n\b Experience

Highinequity Moderate inequity Little inequity

KEY: 3R Asof 14 Apr 2022 ” As of 3 Apr 2022 (if changed)
<~ — Likely direction of trend $% As of 27 Mar 2022 (if changed)

Figure 7: COVID-19 Indicators and Warnings Tracker
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The use of such a system allowed decision makers not only a broad holistic view of
the system in a short time, but allowed them to focus on those areas which were the
most severe, rather than just those with the most movement. Finally, it allowed them to
understand whether any change implemented was impacting the indicator to which it
was targeted.

The graph in Figure 8 (which represented the same data as the sliding scales) was partic-
ularly useful at demonstrating thematic change over longer time periods. It highlighted
significant changes (such as case numbers surging in February 2022, MIQ occupancy
falling as a result of Reconnecting New Zealand steps) and the absence of change (lev-
els of non-compliance with public health measures). Importantly the graph also shows
how - as our understanding of the inequity of COVID-19 experience developed - the
line rises sharply. FST felt it was important to not retrofit the inequity line on the graph -
showing your homework or admitting improvements in understanding can be import-
ant methods to gain trust in assessments. In addition to showing which of the indicators
fluctuated the most, the graph view could be cross referenced to relevant domestic and
international decisions. This helped show which of the factors being monitored had the
greatest impact on New Zealand’s overall direction of response, or were most affected
by these decisions.

MANAGED ISOLATION

Indicators Tracked Against The Scenarios v ausanie

Catastrophic
Most Systems Failing

Significant
Some Systems Failing

Contained
Manageable

/

7 Feb 14 Feb 21Feb 28 Feb 7 Mar 14 Mar 21Mar  28Mar 11 April

Hospitalisations Testing System Capacity

e Covid-19 Case Numbers

MIQ Occupancy | cvels of Non-Compliance s====|nequity of Experience

Figure 8: Indicators tracked against scenarios over time
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The Future of Futures Thinking

The fusion of intelligence and strategy capabilities worked well within the MIQ envi-
ronment. The views in the “‘What Worked Well’ section of this paper highlight some of
the reasons which made success possible. FST’s experience of fusing intelligence and
strategy will have future utility across the government sector when decision makers are
operating in high-tempo, low or uncertain information environments. It also makes
sense from a resourcing perspective - effectively achieving more with fewer discrete
business capabilities (and arguably less resource).

To effectively fuse capabilities in the future, it will be advantageous (but not essential)
that all practitioners in a team are experienced operators - fusion teams must be able to
produce impactful products on complex or incomplete information sets at pace. FST
can see real utility in New Zealand intelligence community intermediate-to-senior level
analysts spending time in a fusion environment. This will allow them to demonstrate
the value of their intelligence skills, expose them to wider government processes, allow
them to integrate and learn from other traditional governmental functions - for exam-
ple, policy — and will provide intelligence analysts the opportunity to demonstrate that
their skills are valued by a wider range of agencies than expected (classification allow-
ing). In turn, fusing intelligence, strategy, and data generates better insights, supports
better decision making and delivers better policy advice by incorporating rigour not
achievable through a single discipline.

Conclusion

In the high-tempo, ‘no-faults’ MIQ environment, an intelligence-strategy fusion team
was highly successful at providing rigorous decision support, for leading cross-gov-
ernment scenario generation work, for undertaking detailed system wide gap analysis
(TTX) and maintaining senior leaders’ situational awareness of the broader COVID-19
context. As such, this paper advocates for the inclusion of an FST function (or similar)
both: 1) within future incident response and operational units, and 2) from the outset
of comparable incident responses, ensuring contextual situational awareness is identi-
fied and maintained through a response. This will ensure a broad and evidence-based
approach to operational decision making is initiated.

EST has not identified other comparable capabilities within NZ and contends that the
approach (combining futures thinking with intelligence methodology and strategy
techniques) would be a valuable addition to NZ’s public sector - especially those agen-
cies with existing Policy, Strategy and Intelligence or Insights teams. Finally, a commu-
nity of expertise or a futures thinking hub would be useful to guide those interested in
applying the techniques explored in this article (and a plethora of others).
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1 Harriet Kay was a Senior Intelligence Analyst in the MIQ Future Strategy Team, bringing to the
team analytical expertise and practical experience in intelligence and security operations from her pre-
vious work for the New Zealand and United Kingdom governments. Harriet’s role in the team included
conducting in-depth, future focused research and analysis, and developing innovative strategic and
intelligence products incorporating international intelligence best practice.

Paul Keymer was the MIQ Future Strategy Team’s Manager. Bringing intelligence and strategy lead-
ership to the role, he focused on developing the Future Strategy Team concept and ensuring its integra-
tion within MIQ. He led FST support to several multi-agency projects which supported New Zealand’s
wider COVID-19 response, for example ‘Reconnecting New Zealanders.’

Sarah Mackey was the MIQ Future Strategy Team’s Principal Intelligence Analyst. Drawing on
extensive strategic intelligence expertise and foreign policy experience, Sarah’s role included designing
and leading workshops to predict COVID’s likely impacts on New Zealand and framing world events
through an MIQ-specific lens. She also led the team’s work to measure qualitative inequities within the
MIQ and COVID experience in New Zealand.

Shae Vickers was a Senior Intel Analyst in the Future Strategy Team from its formation in 2021. Shae
came from a scientific background, with intelligence and emergency response experience in the Biosecu-
rity sector. She worked with the team on determining, monitoring and reporting on Omicron scenarios,
but her favourite project was generating scientifically grounded ‘disease stories’ as scenarios for the
team’s later work on future infectious disease threats.

Andy Milne was Associate Deputy Secretary of MIQ throughout the period of FST’s tenure. Andy
joined MIQ in July 2020 and left in October 2022.

2 11 March 2020, Director-General of the World Health Organisation (WHO) Tedros Adhanom Ghe-
breyesus, WHO Director-General’s opening remarks at the media briefing on COVID-19, https://www.
who.int/director-general/speeches/detail/who-director-general-s-opening-remarks-at-the-media-briefing-
on-covid-19---11-march-2020

3 Three orders established the requirement for people travelling to New Zealand to enter MIQ: 27
February 2022, COVID-19 Public Health Response (Air Border) Order (No 2) 2020, https://www.
legislation.govt.nz/regulation/public/2020/0239/1atest/whole.html#L.MS403346; 2 May 2022, COVID-19
Public Health Response (Marine Border) Order (No 2) 2020, https://legislation.govt.nz/regulation/pub-
1ic/2020/0240/1atest/LMS403466.html; and 2 May 2022, COVID-19 Public Health Response (Isolation
and Quarantine) Order 2020, https://www.legislation.govt.nz/regulation/public/2020/0241/1atest/whole.
html

4 The direction was made under the Health Act 1956 and was renewed by the Director General on 14
October 2020: November 2020, Ministry of Business, Innovation and Employment, Briefing for Incom-
ing Minister

COVID-19 Response: Managed Isolation and Quarantine (MIQ), https://www.beehive.govt.nz/sites/
default/files/2020-12/MIQ.pdf

5 Quarantine is the process of separating and restricting the movement of people exposed to a conta-
gious disease to see if they become sick while isolation refers to separating sick people with a contagious
disease from people who are not sick.

6  Other measures adopted at various points in the pandemic included school closures, restrictions
on public gatherings, testing and contact tracing, border controls, restrictions on internal movements,
requirements to wear face coverings and vaccination policies.

7  Ministry of Business, Innovation and Employment, About MIQ, https://www.mbie.govt.nz/immigra-
tion-and-tourism/isolation-and-quarantine/managed-isolation-and-quarantine/about-miq/ 28 July 2022
—accessed as 1 August 2022)

8  Within MIQ, the intelligence capability was a group of individuals trained in information analysis to
create future focused assessments or foresight, to support senior level decision making.

9  This term became prevalent with FST and came to define its outputs. FST viewed ‘intelligence adja-
cent’ as the use of intelligence methodologies and techniques to develop strategic advice products, rather
than traditional intelligence outputs. Arguably, this approach did not conform to traditional intelligence
rules - offering operational and strategic recommendations, not including the intelligence analysis when
presenting assessment, limiting use of probabilistic language and often using intelligence techniques as a
vehicle for engagement - rather than the vehicle for outputs.

10 FST resorted to a traditional format for intelligence reports.
11 For very good reason. Though FST conformed to MBIE standards it had freedom to innovate.
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12 Scenarios are hypothetical, yet plausible, illustrations of the future. They are an invitation to con-
versations; a way of “thinking the unthinkable.” They are a tool for framing imagination, aiding decision
making, identifying recommendations, testing, and refining strategy and policy options. (World Health
Organisation. “Imagining the future of pandemics and epidemics: A 2022 perspective.” September
2022).

13 Feasibility was tested with a clinician.

14 An environmental scanning technique useful to ideate for a range of purposes. S = social, T =
technological, E = environmental, M = military, P = political, L = legal, E = economic, S = security.
These factors can be tailored/amended, as FST did in this case. https://www.whatdotheyknow.com/
request/707122/response/1693060/attach/4/Quick%20Wins%20for%20Busy%20Analysts.pdf?cook-
ie_passthrough=1

15 Itis a technique to ensure the ‘story’ about any proposed investment makes sense (the ‘logic’ part
of ILM) and to test and confirm that the rationale for a proposed investment is evidence-based and suf-
ficiently compelling to convince decision makers to commit to invest in further investigation and plan-
ning. (https://www.treasury.govt.nz/information-and-services/state-sector-leadership/investment-man-
agement/better-business-cases-bbc/bbe-methods-and-tools/investment-logic-mapping).

16 J. Richards, J.R. Heuer, Randolph H. Pherson. Structured Analytic Techniques for intelligence anal-
ysis. (SAGE, CQPRESS, 2015).



