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In Confidence 
 

Office of the Deputy Prime Minister 

Cabinet Priorities Committee 

 
 

Implementation Unit: proposed operating model and work 
programme 

Proposal 
 

1 This paper seeks confirmation of the proposed operating model of the Implementation 
Unit (the Unit), feedback on the proposed initial list of programmes for the Unit to 
work on, and feedback on which elements of each programme to focus on (what 
‘scope’). 

 
2 This paper also provides a report back on the completion of the Unit’s first 

assignment – a mid-term review of the delivery of the Budget 2019 $1.9bn Mental 
Health and Addiction package. 

 
Relation to government priorities 

 
3 The Unit’s operations are critical to enabling the successful delivery of Government 

priorities, particularly accelerating economic recovery and laying foundations for the 
future. 

 
Executive Summary 

 
4 The Implementation Unit is operational although it is not yet fully staffed. 

 
5 The intent of and operating model for the Unit has not changed since earlier Cabinet 

discussions. The Unit will assist Government to ensure key priorities are 
implemented. It will act as a broker between Ministers and agencies, working with 
agencies to support them to deliver on their agreed programmes while reporting to us 
on its findings and areas for improvement. The Unit will also report to us on progress 
agencies make when improvements are needed. 

 
6 I am putting in place a robust series of recurring engagements that I will undertake 

with Ministers, their chief executives and senior responsible officials. The Unit will 
support us in these discussions. 

 
7 There are six priority programmes for the Unit to focus on – Jobs for Nature, the 

Mental Health and Addiction Package, Infrastructure Reference Group projects; New 
Zealand Upgrade; Housing Programme; Carbon Neutral Public Service. The scope 
varies across each of these. 

 
8 The Unit has completed a priority assignment on the Budget 2019 $1.9bn Mental 

Health and Addiction package. Progress on delivery of the key elements of the 
package is strong, but there are some areas where improvements can be made. The 

Proa
cti

ve
ly 

Rele
as

ed



I N   C O N F I D E N C E 

2 
I N   C O N F I D E N C E 

9xf54yo3ur 2022-03-28 13:14:27 

 

 

 
 

recommendations have been agreed and the Unit is supporting the Ministry of Health 
to implement them. There will be further reporting as part of the operating model 
being put in place. 

 
Background 

 
9 On 14 December 2020, Cabinet noted that the intent for the Unit would be to: 

 
9.1 add situational awareness and context to data collected by the Treasury on 

project delivery; 
 

9.2 work cooperatively and build relationships with delivery agencies, facilitated 
by Ministers and Chief Executives; 

 
9.3 have an initial focus on key initiatives funded from the COVID-19 Response 

and Recovery Fund and the New Zealand Upgrade Programme [CAB-20- 
MIN-0537 refers]. 

 
10 On 16 February 2021, the Cabinet Priorities Committee was provided with a draft 

operating model for the Unit [CAB-21-MIN-0023 refers]. The proposed model, 
detailed below, is based on that draft. 

 
11 On 16 February 2021, Cabinet also approved funding from the between-Budget 

contingency fund to enable the establishment of the Implementation Unit as soon as 
possible within the current financial year. [CAB-21-MIN-0023 refers]. 

 
12 On 15 March 2021, Cabinet noted the proposal that the Implementation Unit monitor 

the following projects: 
 

12.1 Jobs for Nature; 
 

12.2 Mental Health Package; 
 

12.3 Infrastructure Reference Group projects; 
 

12.4 New Zealand Upgrade; 
 

12.5 Housing Programme; 
 

12.6 Carbon Neutral Public Service [CAB-21-MIN-0071 refers]. 
 

13 On 2 July, together with the Minister of Health I directed the Unit to undertake a mid- 
term review of progress on the delivery of the Budget 2019 Mental Health and 
Addiction package. The Unit reported its findings to us on 30 July. 

 
14 This paper seeks confirmation of the Unit’s proposed operating model, confirmation 

of the programmes the Unit will initially focus on and seeks feedback on proposed 
scoping. It also provides a report back on the completion of and the next steps for the 
Unit’s first assignment. 
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Analysis 
 

Operating Model 

15 The Unit’s purpose is to ensure that the Deputy Prime Minister, responsible ministers, 
Cabinet, responsible public servants, and central agencies know, accurately and 
regularly whether selected priority programmes are on track to deliver their intended 
outputs and benefits in their intended timeframes – and, if they are not, to work with 
the responsible minister and agency to identify what needs to be done to bring the 
programme back on track and follow up to ensure these actions are taken. 

 
16 The proposed operating model is based on critical success factors including: 

 
16.1 The creation of a set of routines and reporting disciplines that require agencies 

to provide regular evidence-based progress updates, and to have regular 
performance conversations 

 
16.2 A clear and consistent escalation path for when issues are identified 

 
16.3 A strictly prioritised ‘portfolio’ of programmes, enabling: 

 
16.3.1 Unit staff to gain an in-depth understanding of each programme and 

its component projects 
 

16.3.2 The full impact of focused ministerial attention to be brought to 
bear. 

 
17 The Unit will comprise five full-time staff members in DPMC. An Executive Director 

for the Unit and two Advisors have been appointed, with one having started and the 
second starting in mid-September; recruitment is underway for the remaining two 
Advisor roles. 

 
18 Five primary responsibilities are proposed for the Unit: 

 
18.1 To ensure agencies have high-quality delivery plans in place that provide clear 

baseline commitments on the benefits that the project will deliver and by 
when. 

 
18.2 To assemble and analyse project data and information to assess progress, 

working closely with Treasury and agency project teams as well as collecting 
primary data from its own sources where needed. 

 
18.3 To proactively identify and report to responsible Ministers and the Deputy 

Prime Minister on problems that risk compromising delivering the identified 
benefits. 

 
18.4 To regularly convene meetings with the Deputy Prime Minister, responsible 

ministers, and agencies and facilitate solution-orientated conversations on 
what should be done to bring project performance back on track. 

 
18.5 To follow up on agreed actions to address challenges. 
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26 Given the stronger than anticipated performance of the economy, there is a need to re- 
assess the number of jobs that will be created and what that means for the programme. 
In the first instance, in consultation with portfolio Ministers, my intent is for the Unit 
to undertake a stocktake of the Programme and to advise on whether components of 
the Programme require re-baselining and/or redesign. I also intend to ask the Unit to 
look at whether some of the funding could be returned to Government so it can be 
applied to other priorities. 

 
Mental Health and Addiction package 

 
27 In Budget 2019 the Government announced a $1.9bn Mental Health and Addiction 

package. This package consisted of a wide range of initiatives, across several 
agencies. 

 
28 The Mental Health and Wellbeing Commission is monitoring the entirety of the 

Government’s response to the Inquiry into Mental Health and Addiction, which will 
include much of the activity funding in the Budget 2019 Mental Health and Addiction 
package. 

 
29 In consultation with the Minister of Health, I directed the Unit to undertake a 

stocktake of progress to date on delivery of the Mental Health and Addiction package. 
The Unit reported its findings on 30 July. The Review Report is in Appendix 3. 

 
30 The Unit is supporting the Ministry of Health to implement the agreed 

recommendations and to report on the Ministry’s progress. The Unit will also support 
the Department of Corrections as needed with its planning and reporting. This will 
involve a reporting mechanism that enables regular informed discussions on 
performance between me, the Minister of Health, the Director General of Health, and 
relevant senior responsible project officials. 

 
Infrastructure Reference Group programme: 

 
31 On 11 May 2020, Cabinet agreed to a $3 billion tagged contingency to provide 

investment in infrastructure to support New Zealand’s economic recovery as part of 
the COVID-19 Response and Recovery Fund (CRRF) Foundation Package and 
established the Infrastructure Reference Group (IRG). 

 
32 IRG Ministers made in-principle decisions on a shortlist of projects in August 2020 

and established a programme monitoring process delivered by Crown Infrastructure 
Partners (CIP) fortnightly and monthly, and a Final Approval Reporting process 
delivered by agencies before appropriated funding is released. 

 
33 A range of different agencies are responsible for delivery (including but not limited to 

Crown Infrastructure Partners (CIP); Kānoa, the Regional Economic Development & 
Investment Unit within the Ministry of Business, Innovation and Employment, 
(MBIE); the New Zealand Transport Agency; Kāinga Ora, and the Ministry for the 
Environment). 

 
34 I have directed the Unit to provide a programme-wide status update but, due to the 

high number of projects (257 currently), I intend in consultation with the Minister of 
Regional and Economic Development for the Unit to first focus its reporting and 
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delivery support on the projects being delivered by Kānoa. A programme wide status 
update will then be completed, and any further focus will be identified after that. 

 
New Zealand Upgrade: 

 
35 The New Zealand Upgrade Programme (NZUP) is a large infrastructure programme 

that has recently been subject to a baseline reset. In April 2020, the Ministers of 
Finance and Transport agreed to an external oversight and monitoring approach for 
the Transport aspects of the NZUP Programme (the Oversight Group). 

 
36 Joint Ministers have recently made decisions about a set of thresholds that will 

determine escalation points and have agreed revised Vote accountability monitoring 
arrangements. 

 
37 In light of the recent reset, and in consultation with the Minister of Transport, I have 

directed the Unit to assess the working arrangements between agencies and officials 
that support the delivery of the transport component of NZUP, to help ensure that the 
new governance structures are embedded rapidly and to advise on any improvements 
required to existing monitoring and performance reporting arrangements. 

 
Housing Programme: 

 
38 The Government has funded a wide variety of “Housing” initiatives including from 

the CRRF. However, given the need to prioritise, and in consultation with the 
Minister of Housing, I have directed the Unit to focus on the delivery and 
management of emergency and transitional housing. The first output I have 
commissioned is an assessment of current working arrangements between agencies as 
well as a validation as to whether current programme management arrangements, 
delivery plans and reporting regimes are fit for purpose for delivery of planned 
increases in transitional housing and improvements in the emergency housing system. 
I am also seeking an assessment of any improvements proposed by agencies. 

 
Carbon Neutral Public Service: 

 
39 The Carbon Neutral Government programme is a new initiative to combat climate 

change that will require a number of public sector organisations to be carbon neutral 
by 2025. The programme will require public sector agencies to measure and publicly 
report on their emissions and to offset any they cannot cut from 2025. 

 
40 The programme is backed by the $200 million State Sector Decarbonisation Fund 

(also captured in the New Zealand Upgrade Programme above) that will finance the 
replacement of public sector coal boilers, and support the immediate purchase of 
electric or hybrid vehicles to start replacing the Government’s petrol car fleet. 

 
41 Given the large and complex nature of this programme and in consultation with 

portfolio Ministers, I have directed the Unit to do an initial stocktake and to identify 
priority projects within the programme where additional support or visibility may be 
useful. 
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Unit Work Programme: Completion of first Assignment 
 

42 The Budget 2019 Mental Health and Addiction package is complex and involves 
multiple agencies and 29 separately funded initiatives. The Unit focused on the 
initiatives being delivered in the Votes with the most significant funding attached to 
them. These were Vote Health (57%), Vote Housing and Urban Development (24%) 
and Vote Corrections (7%). 

 
43 The Unit also looked at the Mental Health Infrastructure Programme – which is newly 

formed this year and has 16 projects that in total are currently budgeted to cost 
$521m. As part of the Budget 2019 package Vote Health included $235m for mental 
health infrastructure projects. New Zealand Upgrade also included funding for this 
purpose. Funding from Budgets in 2015 and 2018 is included and the District Health 
Boards have added funding from their capital budgets. 

 
44 The focus of the Review was on the delivery of the outputs; risks and barriers to 

delivery, and whether appropriate governance, planning and reporting mechanisms 
are in place. 

 
45 The Unit found that strong progress was being made with most initiatives on track to 

deliver by 2023/24 or already completed. This was particularly the case with the 
Housing and Urban Development initiatives and with the largest of the Ministry of 
Health initiatives, the Access and Choice programme which is establishing primary 
and community mental health and addiction services. 

 
46 The Review identified: 

 
46.1 The Ministry of Health is on track to establish primary mental health and 

addiction support services that will provide access for 325,000 people per year 
by June 2024, and services are already being delivered to approximately 
84,000 people per year. 

 
46.2 Nine of the Ministry of Health’s remaining initiatives are complete or on 

track, four require some further attention and one requires further information 
to enable an assessment to be made about its delivery. 

 
46.3 The Ministry of Health has further work to do to ensure the Mental Health 

Infrastructure Programme is delivered. 
 

46.4 The Ministry of Housing and Urban Development has completed or is on track 
to complete its initiatives. 

 
46.5 The Department of Corrections is on track or has completed several of its 

components of the package. The Department is partway through a review of 
its Improving Mental Health Services (IMHS) initiative and has therefore put 
the increase in the number of offenders receiving these services on hold. In 
the interim it has redirected a portion of the funding to other programmes that 
expand specialist mental health services. 
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Implementation 
 

51 The operating model of the Unit is referred to above in paragraphs 15 – 22. 
 

Financial Implications 
 

52 There are no direct financial implications arising in this paper. 
 

Legislative Implications 
 

53 There are no legislative implications arising from this paper. 
 

Impact Analysis 

Regulatory Impact Statement 
 

54 There proposals in this paper do not require a Regulatory Impact Statement. 
 

Climate Implications of Policy Assessment 
 

55 A Climate Implications of Policy Assessment (CIPA) is not required for the proposals 
in this paper. 

 
Population Implications 

 
56 This proposal does not have specific population implications, rather it is focused on 

enabling the successful delivery of investment decisions that have been the subject of 
their own policy assessment and decision-making processes, some of which may 
themselves have population implications. 

 
Human Rights 

 
57 The proposals in this paper do not have specific human rights implications. 

 
Consultation 

 
58 Treasury, the Public Services Commission, Ministry of Health, Department of 

Corrections, Ministry of Housing and Urban Development, Ministry of Social 
Development, Ministry of Transport, Waka Kotahi, Ministry for the Environment, 
Department of Conservation, Ministry of Primary Industries, LINZ, and MBIE have 
been consulted on this paper. 

 
Communications 

 
59 I intend to release this paper with a covering media release to announce the Unit is up 

and running and what its work programme is. I expect to do that at the same time as 
we release the Review of the Budget 2019 Mental Health and Addiction package 
delivery. 

 
Proactive Release 

 
60 As in paragraph 59, I expect the release to be in early September. 

Proa
cti

ve
ly 

Rele
as

ed



I N   C O N F I D E N C E 

10 
I N   C O N F I D E N C E 

9xf54yo3ur 2022-03-28 13:14:27 

 

 

 
 

Recommendations 
 

Operating Model 

61 note that the Implementation Unit will have five staff and is located in DPMC; 
 

62 note that the core of the operating model will be the regular set-piece meetings 
between me, and responsible Ministers, Chief Executives, and senior project owners 
supported by the Implementation Unit; 

 
63 note that the other responsibilities proposed for the Unit are to ensure agencies have 

high quality delivery plans in place, assessing progress using programme data and 
information, proactively flagging problems that pose a delivery risk, working with 
agencies to identify solutions, and following up on agreed actions; 

 
64 note that specific programmes will cycle in and out of the Unit’s work programme 

over time as implementation is completed and/or as risk profiles change. 
 

Proposed Project List 

65 Agree to the following initial scope of activity for the Implementation Unit: 
 

65.1 Mental Health and Addiction Package: The Unit has completed a stocktake of 
progress to date on delivery. The unit is now supporting the Ministry of Health 
to implement agreed recommendations and will put in place a reporting 
mechanism that enables regular informed discussions between stakeholders. 

 
65.2 Jobs for Nature: The Unit will undertake a stocktake of the Programme and 

advise on whether components of the Programme require re-baselining and/or 
redesign. 

 
65.3 Infrastructure Reference Group projects: The Unit will initially focus on 

providing a status update on projects delivered by Kānoa and then conduct a 
programme wide status update. Any further focus will be identified after that 
has occurred. 

 
65.4 New Zealand Upgrade Programme: The Unit will assess the working 

arrangements between agencies and officials that support the delivery of the 
transport component, help ensure that the new governance arrangements are 
rapidly embedded and advise on possible improvements to existing monitoring 
and performance reporting. 

 
65.5 Housing: The Unit will focus on the delivery and management of transitional 

and emergency housing. The first output The first output will be an assessment 
of current working arrangements between agencies and a validation as to 
whether current programme management arrangements, delivery plans and 
reporting regimes are fit for purpose for delivery of planned increases in 
transitional housing and improvements in the emergency housing system. 
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65.6 Carbon Neutral Government Programme: The Unit will carry out an initial 
stocktake and identify priority projects where additional support or visibility 
may be useful. 

 
Completion of Priority Assignment 

 
66 note that the unit has completed a priority assignment and reported on progress on the 

delivery of the Budget 2019 $1.9bn Mental Health and Addiction package, its 
recommendations have been agreed and are now being implemented. 

 
 

Authorised for lodgement 
 
 

Hon Grant Robertson 

Deputy Prime Minister 
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Appendices 
 

Appendix 1: Proposed Governance Structure 

67 The Unit will hold formal relationships with: 
 

67.1 The Deputy Prime Minister: The Unit will provide monthly briefings and 
notes, assessing and action solutions to project risks, and I will share these 
with Ministers. 

 
67.2 Governance Group: The Governance Group, comprised of senior leaders from 

DPMC and the Treasury, will maintain oversight, agree strategic success 
measures, and enable connections to central agencies. 

 
67.3 Officials Group: The Officials Group, comprised of leaders of the Unit and 

Treasury’s Strategic Performance Improvement Team, will maintain 
communication lines and resolve conflicts between Treasury and the Unit 
through regular forums, and escalate issues to the Governance Group as 
required. 

 
67.4 Agencies: at a working level the Unit will meet weekly with agencies 

responsible for projects within its work programme and engage directly to 
obtain bespoke information as required. The Executive Director of the Unit 
will hold relationships with senior leaders from the agencies and generally 
meet fortnightly or more regularly as required. 

 
67.5 Strategic Performance Improvement Team: The Team will share project 

reporting with the Unit as required and at appropriate times. 
 

68 The Unit’s reporting will include: 
 

68.1 monthly reports to the Deputy Prime Minister focussed on agencies’ progress 
on delivery, identifying delivery risks, and proposing actions. This will take 
the form of a standardised report template to be agreed between the Unit and 
the Deputy Prime Minister. 

 
68.2  status reports to the Governance Group on a monthly basis, focussed on the 

operations of the Unit and its progress. 
 

68.3 regular updates on the work of the Unit provided to the Cabinet Priorities 
Committee. 

 
69 Treasury and the Unit have distinct, complementary roles. 

 
69.1 The Treasury will continue to collect data and information on spending in line 

with its current monitoring practices and will work with the Implementation 
Unit on the development of any “wide and shallow” data collection that will 
support the Unit’s operations and continue to report through its usual channels 
and processes. 

 
69.2 The Unit will work with agencies to routinely collect and surface detailed 

operational data, focussing on inputs, outputs, and any other information 
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useful to determining whether projects are on track to deliver their intended 
benefits. 

 
69.3 The Unit and Treasury will work together for mutual benefit, coordinated 

through the Strategic Performance Improvement Team. 
 

70 The Unit will also have informal relationships with: 
 

70.1 The PAG: the PAG and the Unit will share information for mutual benefit on 
an ad hoc basis. 

 
70.2 Vote Analysts: The Unit may approach Vote Teams for their views on 

particular issues but cannot directly commission Vote Teams. 
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Appendix 2: 

Commissioning Briefs for each element of the Unit’s work programme are attached: 

Jobs for Nature stocktake of progress .................................................................................... 15 

Follow-on from the Mid-term Review of the Budget 2019 Mental Health and Addiction 
programme .............................................................................................................................. 17 

Infrastructure Reference Group status update ..........................................................................22 

New Zealand Upgrade Programme transport assessment ....................................................... 24 

Assessment of Emergency and Transitional Housing working arrangements ........................ 27 

Carbon Neutral Government Programme stocktake of progress ............................................. 29 
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Implementation Unit Commissioning Brief 
Jobs for Nature Stocktake of Progress 

 

Commissioning Agent: Deputy Prime Minister 

Commission to: Implementation Unit, DPMC 

Commission: To provide a stocktake of progress on the Jobs for Nature 
Programme to the Deputy Prime Minister on 29 October 2021 
including advice on whether components of the programme 
require re-baselining and/or redesign in light of stronger than 
expected economic performance. 

 

Background 
 

The Jobs for Nature Programme was designed in anticipation of a material increase in 
unemployment resulting from the shock of COVID-19. The primary purpose of the 
Programme was to provide up to 11,000 jobs and economic support for people and 
communities across New Zealand while providing ancillary environmental benefits. 

The COVID-19 Response and Recovery Fund (CRRF) provided $1.102bn of funding across 
various agencies. Several non-CRRF-funded initiatives (primarily Provincial Growth Fund 
initiatives, and One Billion Trees funding) are also included, bringing the total funding to 
$1.246bn. The funding is administered across five Government agencies. 

As at 30 June 2021, the programme had provided 3,966 total jobs across 343 projects, with 
$941.8m of funding approved, $683.3m contracted and $179m paid. 

Since the inception of the Jobs for Nature Programme the economy has performed stronger 
than anticipated and it is timely to examine whether the programme will deliver the 11,000 
jobs as initially planned particularly given the strong employment market. 

Purpose 
 

The purpose of this stocktake is to evaluate current progress across the programme and 
within key elements and provide advice on whether components of the programme require 
re-baselining and/or redesign in light New Zealand’s stronger-than-anticipated economic 
performance since the programme’s inception. 

Scope 
 

The Implementation Unit will: 

• Evaluate the impact of changes in the labour market since the programme was created 
and the implications any changes have on the future of Jobs for Nature projects and 
programme milestones. 

• Identify options for Ministers concerning the continuation of the Programme. 

• Identify whether there are appropriate project, programme management, and 
governance structures in place to deliver the programme and foster effective working 
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relationships across agencies and identify what further work may be needed in this 
area. 

 
 

Parties 
 

This stocktake will be undertaken by the Implementation Unit, which will work closely with 
relevant senior leaders and officials from the Ministry for the Environment, Department of 
Conservation, Ministry for Primary Industries, Land Information New Zealand and the 
Ministry of Business Innovation and Employment, as well as external providers and the Jobs 
for Nature Reference Group. Treasury will support the Implementation Unit as required. The 
Implementation Unit may actively test and validate agencies’ planning and delivery for 
example by talking to sectoral stakeholders or providers. 

The Implementation Unit will be open and transparent and work constructively with agencies 
with the expectation that this is reciprocated. 

Timeframe 
 

The Implementation Unit will provide a report to the Deputy Prime Minister on 29 October 
2021 as well as interim updates as part of the Unit’s regular reporting cycles. 

 
 
 
 
 
 

Hon Grant Robertson 
Deputy Prime Minister 

Date 
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Implementation Unit Commissioning Brief 
Follow-on from the Mid-term Review of the Budget 2019 Mental Health and 
Addiction Programme 

 

Commissioning Agent: Deputy Prime Minister and Minister of Health 
 

Commission to: Implementation Unit, DPMC 
 

Commission: To support agencies responsible for the $1.9bn Mental Health 
programme and related capital projects to implement 
recommendations arising from the Mid-Term Review and to 
regularly report to the Deputy Prime Minister and Minister of 
Health on their progress. 

 

Background 
 

In 2019, the Government allocated $1.9bn to a four-year programme to significantly enhance 
the mental health and addiction system. In July 2021, the Implementation Unit conducted a 
Mid-Term Review of the programme to assess the current status of delivery, identify barriers, 
evaluate programme management and reporting, and make recommendations to ensure the 
programme delivers its intended impact and outcomes. 

The Review concluded that while agencies have made good progress overall towards 
delivering the intended outputs of the programme, elements of the programme should be 
strengthened, including cross-agency programme management, clarity over system 
leadership, and planning and reporting within specific initiatives. The Review made a series 
of recommendations (Attachment 1) which the Deputy Prime Minister and Minister of Health 
accepted. 

Purpose 
 

The purpose of engaging the Implementation Unit is to provide agencies with ongoing, 
structured support as they implement recommendations from the Review and continue to 
deliver the programme, as well as to provide Ministers assurance that agencies are on track. 

Scope 
 

The Implementation Unit will support the Ministry of Health to: 

• implement recommendations arising from the Review, including establishing a cross- 
agency governance mechanism for ensuring delivery of the remaining outputs; 
elevating the Assurance Group to advise and support the Ministry’s Senior 
Responsible Official for the implementation of the package as a “critical friend”; 
providing advice to the Minister on establishing the Ministry of Health as system leader 
for mental health and addiction at an all of Government level, and preparing a 
communications plan about the delivery of the new services for the Minister. 

• assess workforce recruitment and retention and create an action plan to improve data 
collection, reporting, and address barriers to workforce recruitment, retention and 
development. As part of this assess the scope for cross-agency training of front-line 
staff working in the mental health areas within scope of the programme. 
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The Implementation Unit will support the Ministry of Health and Department of Corrections 
to: 

• plan interim goals for key outputs through to 2023/24 and, where data is not available, 
establish or strengthen data collection suitable for routine progress reporting to 
Ministers, 

• strengthen reporting regimes to Ministers on delivery within key initiatives and across 
the elements of the $1.9bn programme where delivery is in progress. 

• develop regular meeting cadences to provide a forum to drive progress and pro- 
actively elevate and problem-solve delivery risks as they arise. 

As part of this work, the Implementation Unit will support the Department of Corrections to 
report to Ministers on the composition and delivery of the expanded mental health services 
to an additional 2,310 offenders each year, as the Department progresses its Review of 
these services. 

The Implementation Unit will support the Health Infrastructure Unit in the Ministry of Health 
to: 

• implement recommendations from the Review, including establishing a policy platform 
for the Mental Health Infrastructure Programme, standardising facility design practices 
across DHBs, increasing the HIU’s role in delivery where DHBs have limited capability 
and/or capacity, and working with Treasury to develop business case templates and 
processes appropriate for mental health infrastructure projects. 

• conduct an assessment to identify what can be done to speed up delivery, starting by 
providing greater clarity over estimated ‘go-live’ dates for current projects, 
strengthening planning for how current projects will be delivered, and developing 
routines with DHBs to monitor and accelerate progress. 

Through this support, the Implementation Unit will act as a ‘critical friend’ to agencies, 
providing hands-on support with planning and problem-solving and actively testing and 
validating that delivery is occurring. 

The Implementation Unit will report to the Deputy Prime Minister and Minister of Health on 
agencies’ progress towards implementing the directives arising from the Review and on the 
likelihood of delivery of key outputs from the $1.9bn package. 

Parties 
 

The Implementation Unit will work with relevant senior leaders and working teams within the 
Ministry of Health (including the Health Infrastructure Unit) and the Department of 
Corrections. From time to time, the Unit may engage other stakeholders including sectoral 
stakeholders, the Health Transition Unit, and the Mental Health and Wellbeing Commission. 

 
 
 
 

Timeframe 
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The Implementation Unit will provide support for six months initially and provide short 
progress reports to the Deputy Prime Minister and Minister of Health at the end of each 
month or as part of the Unit’s regular reporting cycles. On or before 4 March 2022, the 
Implementation Unit will provide a concluding report with a recommendation on whether or in 
what form support should continue. 

 
 
 

Hon Grant Robertson Hon Andrew Little 
Deputy Prime Minister Minister of Health 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Attachment 1 
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Recommendations of the Mid-Term Review of the 2019 Mental Health and 
Addiction Package (30 July 2021) 

 
1. Note that agencies have made very good progress and that most 

initiatives funded in the Budget 2019 package are on track to 
deliver their intended outputs by 2023/24. 

 
2. Direct the Director General of Health to work with his 

colleagues to put in place a cross-agency governance 
mechanism to ensure delivery of the remaining outputs, 
discuss common delivery issues and risks, particularly 
related to workforce, provider capability, procurement 
and reporting. 

 
 
 
 
 
 

Accepted 

 

3. Direct the Director General of Health to elevate the internal 
Assurance Group to provide formal internal governance and to 
include the mental health infrastructure programme as part of its 
scope. 

 
(note as the Assurance Group now has an external chair, it is 
more appropriate that it support the Ministry’s Senior 
Responsible Official with implementation by acting as a 
“critical friend” than as an internal governance mechanism) 

 

Accepted 

 

4. Direct the Director General of Health to provide advice to the 
Minister of Health as to how the Ministry will give effect to a 
system leadership role for mental health and addiction at an all of 
Government level with particular regard to the $1.9bn initiatives. 

 

Accepted 

 

5. Direct the Chief Executive of the Department of the Prime 
Minister and Cabinet to share the findings of this Review with 
public sector chief executives that are about system leadership, 
formal governance, planning and reporting and processes for 
approval of material changes to original outputs and budget 
allocations in large cross agency programmes. 

 
6. Direct the Health Infrastructure Unit (HIU) to provide 

advice to the Minister of Health as to whether a ring- 
fenced funding allocation for mental health and addiction 
facilities should be provided for within the overall health 
infrastructure investment and how this would operate. 

 

Accepted 
 
 
 
 
 

Accepted 
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7. Direct the HIU to: 

7.1. Establish a policy platform for the Mental Health 
Infrastructure Programme. 

7.2. Require the DHBs to use the Mental Health and 
Addictions Facility Design Guidance Note as a 
standard with approval being sought from the HIU 
for departure from the standard. 

7.3. Directly deliver projects or parts there-of where 
DHBs have limited capability and capacity as 
assessed pre-business case or later in the process 
if required. 

7.4. Work with Treasury to agree an appropriate 
business case template for mental health 
infrastructure projects that are less than $10m 

 

Accepted 

Accepted 

 
Accepted 

Accepted 

 

8. Direct the Ministry of Health to prepare a communications plan 
for the Minister of Health to consider that notes the success of 
delivery to date providing an opportunity to act as a background 
to the launch of Kia Manawanui Aotearoa. 

9. Agree that this Mid-term review is proactively released, with any 
appropriate redaction where information would have been 
withheld under the Official Information Act 1982, in September 
2021. 

 
Accepted 

 
 
 

Accepted 

 

10. Indicate whether you would like the Implementation Unit (IU) to 
work with the Ministry of Health and Department of Corrections to 
strengthen planning and reporting on delivery throughout the 
remainder of the programme. 

 
Accepted 
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Implementation Unit Commissioning Brief 
Infrastructure Reference Group Status Update 

 

Commissioning Agent: Deputy Prime Minister 

Commission to: Implementation Unit, DPMC 

Commission: To provide a status update to the Deputy Prime Minister by 5 
November 2021 on the delivery of projects under the COVID- 
19 Response and Recovery Fund, focusing on projects Kānoa 
is responsible for to identify any corrective action needed, then 
providing a status update across the infrastructure projects. 
Any further focus will be identified after that has been 
completed. 

 

Background 
 

In May 2020, the Government established the Infrastructure Reference Group (IRG) to 
identify a pipeline of shovel-ready projects to support the economy during the COVID-19 
rebuild and allocated a $3 billion tagged contingency as part of the COVID-19 Response and 
Recovery Fund (CRRF) Foundation Package. 

The IRG Ministers made in-principle decisions on the shortlist of projects in August 2020 and 
established two processes: 

• programme monitoring, delivered by Crown Infrastructure Partners (CIP) fortnightly 
and monthly 

• Final Approval Reporting, delivered by agencies before appropriated funding is 
released. 

As of 30 June 2021, 246 projects have been shortlisted of which 239 have been approved. 
225 projects have a government funding agreement in place. 140 projects have commenced 
construction and 20 projects are complete. 

A range of central government agencies, local governments, and non-government partners 
are responsible for delivering projects. This includes CIP, Waka Kotahi, Kāinga Ora, the 
Ministry for the Environment (MfE), and the Ministry of Business, Innovation and 
Employment (MBIE), specifically Kānoa, the Regional Economic Development & Investment 
Unit. 

Purpose 
 

The purpose of this status update is to first provide a status update for the projects delivered 
by Kānoa and then undertake a programme wide status update. Any further focus needed 
will be identified after each status update has been completed. Proa
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Scope 
 

The Implementation Unit will: 

• Deep dive on the delivery status of all parts of the programme being delivered by 
Kānoa and identify delivery challenges specific to these projects along with 
recommendations for how Kānoa and the wider IRG could address any challenges 
identified. 

• Provide a status update of the delivery of projects under the $3 billion tagged 
contingency and identify projects at risk of not delivering their intended outputs on time 
or on budget. 

• For ‘at risk’ projects, assess whether current strategies are sufficient for identifying and 
removing delivery risks and if not, recommend appropriate monitoring and reporting 
cadences for routinely surfacing and addressing delivery risks. 

• Review current reporting (including regular programme monitoring reports, Final 
Approval Reporting, and any other relevant reporting) and assess whether reporting is 
appropriate for providing Ministers an informed view of progress and delivery risks, in 
particular whether appropriate milestones are in place for the remainder of the 
programme. 

• Identify if any further focus from the Unit is required in parts of the programme and 
what the nature of that focus would be. 

Parties 
 

The status update will be prepared by the Implementation Unit which will work closely with 
the relevant senior leaders and officials with parties across the Infrastructure Reference 
Group, including but not limited to CIP, Kānoa, Waka Kotahi, Kāinga Ora, and MfE. Treasury 
will support the Implementation Unit as required. 

The Implementation Unit will be open and transparent and work constructively with agencies 
with the expectation that this is reciprocated. 

Timeframe 
 

The Implementation Unit will provide a status update to the Deputy Prime Minister on 5 
November 2021, as well as interim updates as part of the Unit’s regular reporting cycles. 

 
 
 
 
 
 
 
 

Hon Grant Robertson 
Deputy Prime Minister 

Date: 
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Escalation threshold trigger Escalation 
threshold 

 
 

Implementation Unit Commissioning Brief 
New Zealand Upgrade Programme Transport Assessment 

 

Commissioning Agent: Deputy Prime Minister 

Commission to: Implementation Unit, DPMC 

Commission: To provide an assessment to the Deputy Prime Minister by 19 
November 2021 of the working arrangements between 
agencies and officials that support the delivery of the transport 
component of the New Zealand Upgrade programme, to help 
ensure that the new governance structures are embedded 
rapidly and advise on possible improvements to monitoring and 
performance reporting. 

 

Background 
 

The New Zealand Upgrade Programme (NZUP) is a large infrastructure programme 
announced in January 2020. 

In April 2020, the Ministers of Finance and Transport agreed to an external oversight and 
monitoring approach for the Transport aspects of the NZUP Programme (the Oversight 
Group, or OSG). In August 2020, the OSG noted significant risk and uncertainty for 
delivering the full programme and recommended agencies establish a robust baseline for the 
programme. 

The Government announced a baseline reset in June 2021. The transport programme of 
NZUP currently encompasses 26 projects totalling $8.7bn in funding. 

As part of the baseline reset, officials have reported back to Joint Ministers on the 
appropriate level of oversight and monitoring arrangements for the Programme, including a 
robust drawdown process for the tagged contingency, and invited Joint Ministers to report 
back to Cabinet for a decision on appropriate oversight and monitoring. 

Officials and Delivery Agencies have worked collaboratively to develop a set of thresholds 
that will determine escalation points to Joint Ministers. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Proa
cti

ve
ly 

Rele
as

ed



Proa
cti

ve
ly 

Rele
as

ed



I N   C O N F I D E N C E 

26 
I N   C O N F I D E N C E 

9xf54yo3ur 2022-03-28 13:14:27 

 

 

 
 

• Assess whether the working relationships between agencies and officials are adequate 
for providing oversight and assurance to Joint Ministers that Transport projects’ 
scheduled benefits will be delivered on time and within budget. 

• Assess whether current programme monitoring and reporting is appropriate for 
providing Ministers an informed view of progress and delivery risks. 

Parties 
 

The assessment will be undertaken by the Implementation Unit which will work closely with 
the relevant senior leaders and officials from the Ministry of Transport, Waka Kotahi, and 
KiwiRail. Treasury will support the Implementation Unit as required. 

The Implementation Unit will be open and transparent and work constructively with agencies 
with the expectation that this is reciprocated. 

Timeframe 
 

The Implementation Unit will provide its assessment to the Deputy Prime Minister on 19 
November 2021, as well as interim updates as part of the Unit’s regular reporting cycles. 

 
 
 
 
 
 
 
 

Hon Grant Robertson 
Deputy Prime Minister 

Date: 
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Purpose 
 

The purpose of the Implementation Unit’s assessment is to ensure agencies responsible for 
emergency and transitional housing are taking a coordinated approach and to validate 
whether current programme management arrangements, delivery plans, and reporting 
routines and are fit-for-purpose for delivering planned increases in transitional housing and 
improvements in the emergency housing system. 

Scope 
 

The Implementation Unit will: 

• assess current programme management arrangements, with a view to identifying how 
delivery could be strengthened within and across relevant agencies. 

• assess cross-agency working relationships, including whether appropriate routines and 
structures are in place, and evaluate whether any changes could strengthen how 
agencies work together. 

• evaluate whether the milestones agencies have put in place are appropriate for 
measuring and reporting progress to Ministers. 

• identify any significant barriers to delivery that have arisen to date as well as remaining 
delivery risks and identify whether adjustments or further work is required to address 
actual and potential barriers. 

• assess the current scope of reports due to Cabinet in 2021, in particular whether these 
reports will provide appropriate assessments on the status of delivery of the 
emergency housing and transitional housing programmes, and if not, providing 
recommendations for how the reports could be improved. 

Parties 
 

This assessment will be undertaken by the Implementation Unit which will work with relevant 
senior leaders and officials within HUD and MSD, as well as other agencies and 
stakeholders where relevant. Treasury will support the Implementation Unit as required. 

The Implementation Unit will be open and transparent and work constructively with agencies 
with the expectation that this is reciprocated. 

Timeframe 
 

The Implementation Unit will report to the Deputy Prime Minister on 26 November 2021 in 
2021 and provide short progress reports to the Deputy Prime Minister at the end of each 
month, or as part of the Unit’s regular reporting cycles. 

 
 

Hon Grant Robertson 
Deputy Prime Minister 

Date: 

s9(2)(f)(iv)
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Implementation Unit Commissioning Brief 
Carbon Neutral Government Programme Stocktake of Progress 

 

Commissioning Agent: Deputy Prime Minister 

Commission to: Implementation Unit, DPMC 

Commission: To provide a stocktake of progress on the delivery of the 
Carbon Neutral Government Programme to the Deputy Prime 
Minister on 10 December2021 including an assessment of 
programme management, and governance across the 
programme with advice on where additional support may be 
useful. 

 

Background 
 

The Carbon Neutral Government Programme (CNGP) aims to combat climate change by 
requiring the public sector to achieve carbon neutrality by 2025. The programme requires 
public sector agencies to measure and publicly report on their emissions and to offset any 
emissions they cannot cut from 2025. 

The programme is funded through the $200m State Sector Decarbonisation Fund (also 
captured in the New Zealand Upgrade Programme). This funding finances the replacement 
of public sector coal boilers and supports the immediate purchase of electric or hybrid 
vehicles to start replacing the Government’s petrol car fleet. 

The Programme involves all core government agencies. It is jointly overseen by the Ministry 
for the Environment (MfE), the Energy Efficiency and Conservation Authority (EECA) and the 
Ministry of Business, Innovation and Employment (MBIE). 

Purpose 
 

The purpose of this stocktake is to identify the status of delivery across government 
agencies and identify priority projects where additional support or visibility may be useful and 
ensure the right governance is in place to provide any required support towards ensuring the 
programme delivers its anticipated impact and outcomes. 

Scope 
 

The Implementation Unit will: 

• Undertake an initial stocktake of progress to assess the status of delivery across the 
programme and within key agencies. 

• Assess whether there are appropriate milestones and monitoring disciplines in place 
across the programme to report on progress. 

• Identify whether there are appropriate project, programme management, and 
governance structures in place to deliver the programme and identify what further work 
may be needed in this area. 

 
 

Parties 
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The stocktake will be undertaken by the Implementation Unit which will work closely with the 
relevant senior leaders and officials from the Programme Lead agency Ministry for the 
Environment (MfE), as well as with the Energy Efficiency and Conservation Authority 
(EECA), the Ministry of Business, Innovation and Employment (MBIE), and other relevant 
agencies. Given the scope of the programme it may only be possible to work with a subset 
of agencies. 

Treasury will support the Implementation Unit as required. 
 

The Implementation Unit will be open and transparent and work constructively with agencies 
with the expectation that this is reciprocated. 

Timeframe 
 

The Implementation Unit will provide a report to the Deputy Prime Minister on 10 December 
2021 as well as interim updates as part of the Unit’s regular reporting cycles. 

 
 
 
 
 
 
 
 

Hon Grant Robertson 
Deputy Prime Minister 

Date: 
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DPMC-2021/22-16 MID-TERM REVIEW OF THE 2019 MENTAL HEALTH PACKAGE 

Appendix 3: Mid-Term Review of the 2019 Mental Health Package 
 

Attached. 
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Cabinet Business 
Committee 
Minute of Decision 

 

This document contains information for the New Zealand Cabinet. It must be treated in confidence and 
handled in accordance with any security classification, or other endorsement. The information can only be 
released, including under the Official Information Act 1982, by persons with the appropriate authority. 

 

 
 
Implementation Unit: Operating Model and Work Programme 

 
Portfolio Deputy Prime Minister 

 
 
On 25 August 2021, the Cabinet Business Committee: 

 
Operating model 

 
1 noted that the Implementation Unit will have five staff and is located in the Department of 

the Prime Minister and Cabinet; 
 
2 noted that the core of the operating model will be the regular set-piece meetings between 

the Deputy Prime Minister and responsible Ministers, Chief Executives, and senior project 
owners supported by the Implementation Unit; 

 
3 noted that the other responsibilities proposed for the Unit are to ensure agencies have high 

quality delivery plans in place, assess progress using programme data and information, 
proactively flag problems that pose a delivery risk, work with agencies to identify solutions, 
and follow up on agreed actions; 

 
4 noted that specific programmes will cycle in and out of the Implementation Unit’s work 

programme over time as implementation is completed and/or as risk profiles change; 
 
Proposed project list 

 
5 agreed to the following initial scope of activity for the Implementation Unit: 

 
5.1 Mental Health and Addiction Package: the Unit has completed a stocktake of 

progress to date on delivery, and is now supporting the Ministry of Health to 
implement agreed recommendations and will put in place a reporting mechanism that 
enables regular informed discussions between stakeholders; 

 
5.2 Jobs for Nature: the Unit will undertake a stocktake of the Programme and advise on 

whether components of the Programme require re-baselining and/or redesign; 
 

5.3 Infrastructure Reference Group projects: the Unit will initially focus on providing a 
status update on projects delivered by the Kānoa Regional Economic Development 
and Investment Unit, then conduct a programme wide status update, and then 
identify any further focus after that has occurred; 
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5.4 New Zealand Upgrade Programme: the Unit will assess the working arrangements 
between agencies and officials that support the delivery of the transport component 
to help ensure that the new governance arrangements are rapidly embedded, and 
advise on possible improvements to existing monitoring and performance reporting; 

 
5.5 Housing: the Unit will focus on the delivery and management of transitional and 

emergency housing, with the first output being an assessment of current working 
arrangements between agencies, and a validation as to whether current programme 
management arrangements, delivery plans and reporting regimes are fit for purpose 
for delivery of planned increases in transitional housing and improvements in the 
emergency housing system; 

 
5.6 Carbon Neutral Government Programme: the Unit will carry out an initial stocktake 

and identify priority projects where additional support or visibility may be useful; 
 
Completion of priority assignment 

 
6 noted that the Implementation Unit has completed a priority assignment and reported on 

progress on the delivery of the Budget 2019 $1.9 billion Mental Health and Addiction 
package, and its recommendations have been agreed and are now being implemented. 

 
 
 
 
 
Jenny Vickers 
Committee Secretary 

 
Present: Officials present from: 
Rt Hon Jacinda Ardern (Chair) 
Hon Grant Robertson 
Hon Kelvin Davis 
Hon Dr Megan Woods 
Hon Carmel Sepuloni 
Hon Andrew Little 
Hon David Parker 
Hon Nanaia Mahuta 
Hon Poto Williams 
Hon Damien O’Connor 
Hon Stuart Nash 
Hon Kris Faafoi 
Hon Peeni Henare 
Hon Michael Wood 
Hon Dr David Clark 
Hon Aupito William Sio 

Office of the Prime Minister 
Department of the Prime Minister and Cabinet 
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Cabinet 
 

Minute of Decision 
 

This document contains information for the New Zealand Cabinet. It must be treated in confidence and 
handled in accordance with any security classification, or other endorsement. The information can only be 
released, including under the Official Information Act 1982, by persons with the appropriate authority. 

 

 
 
Report of the Cabinet Business Committee: Period Ended 27 August 2021 

On 30 August 2021, Cabinet made the following decisions on the work of the Cabinet Business 
Committee for the period ended 27 August 2021: 

CBC-21-MIN-0071 Implementation Unit: Operating Model and 
Work Programme 
Portfolio: Deputy Prime Minister 

Separate minute: 
CAB-21-SUB-0338.01 
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Michael Webster 
Secretary of the Cabinet 
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Cabinet 
 

Minute of Decision 
 

This document contains information for the New Zealand Cabinet. It must be treated in confidence and 
handled in accordance with any security classification, or other endorsement. The information can only be 
released, including under the Official Information Act 1982, by persons with the appropriate authority. 

 

 
 
Implementation Unit: Operating Model and Work Programme 

 
Portfolio Deputy Prime Minister 

 
 
On 30 August 2021, following reference from the Cabinet Business Committee, Cabinet: 

 
Operating model 

 
1 noted that the Implementation Unit will have five staff and is located in the Department of 

the Prime Minister and Cabinet; 
 
2 noted that the core of the operating model will be the regular set-piece meetings between 

the Deputy Prime Minister and responsible Ministers, Chief Executives, and senior project 
owners supported by the Implementation Unit; 

 
3 noted that the other responsibilities proposed for the Unit are to ensure agencies have high 

quality delivery plans in place, assess progress using programme data and information, 
proactively flag problems that pose a delivery risk, work with agencies to identify solutions, 
and follow up on agreed actions; 

 
4 noted that specific programmes will cycle in and out of the Implementation Unit’s work 

programme over time as implementation is completed and/or as risk profiles change; 
 
Proposed project list 

 
5 agreed to the following initial scope of activity for the Implementation Unit: 

 
5.1 Mental Health and Addiction Package: the Unit has completed a stocktake of 

progress to date on delivery, and is now supporting the Ministry of Health to 
implement agreed recommendations and will put in place a reporting mechanism that 
enables regular informed discussions between stakeholders; 

 
5.2 Jobs for Nature: the Unit will undertake a stocktake of the Programme and advise on 

whether components of the Programme require re-baselining and/or redesign; 
 

5.3 Infrastructure Reference Group projects: the Unit will initially focus on providing a 
status update on projects delivered by the Kānoa Regional Economic Development 
and Investment Unit, then conduct a programme wide status update, and then 
identify any further focus after that has occurred; 
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5.4 New Zealand Upgrade Programme: the Unit will assess the working arrangements 
between agencies and officials that support the delivery of the transport component 
to help ensure that the new governance arrangements are rapidly embedded, and 
advise on possible improvements to existing monitoring and performance reporting; 

 
5.5 Housing: the Unit will focus on the delivery and management of transitional and 

emergency housing, with the first output being an assessment of current working 
arrangements between agencies, and a validation as to whether current programme 
management arrangements, delivery plans and reporting regimes are fit for purpose 
for delivery of planned increases in transitional housing and improvements in the 
emergency housing system; 

 
5.6 Carbon Neutral Government Programme: the Unit will carry out an initial stocktake 

and identify priority projects where additional support or visibility may be useful; 
 
Completion of priority assignment 

 
6 noted that the Implementation Unit has completed a priority assignment and reported on 

progress on the delivery of the Budget 2019 $1.9 billion Mental Health and Addiction 
package, and its recommendations have been agreed and are now being implemented; 

 
Projects that align with areas in the Cooperation Agreement 

 
7 noted that the Carbon Neutral Public Service programme and the delivery and management 

of emergency housing directly relate to areas of the Cooperation Agreement between the 
Labour and Green Parties (the Cooperation Agreement), specifically “decarbonising the 
public sector” and “action on homelessness”; 

 
8 note that the Mental Health Package and Jobs for Nature initiatives also relate to the 

Cooperation Agreement, specifically “child and youth mental health” and “protecting our 
environment and biodiversity.” 

 
 
 
 
 
 
Michael Webster 
Secretary of the Cabinet 

 
Secretary’s Note: This minute replaces CBC-21-MIN-0071. Cabinet added paragraphs 7 and 8. 
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