
Proactive Release 

The following documents have been proactively released by the Department of the Prime 
Minister and Cabinet (DPMC) on behalf of (Hon Grant Robertson), Minister of Finance: 

Proactive Release: Implementation Unit: Review of the Implementation Unit, Work 
Programme to 31 December 2023 and Progress Report on Assignments as at 
20 June 2023 

The following documents have been included in this release: 

Title of paper: Implementation Unit: Review of the Implementation Unit, Work 
Programme to 31 December 2023 and Progress Report on Assignments as at 
20 June 2023 

Title of Appendix A: Review of the Implementation Unit (February 2023) 

Title of Appendix B: Rapid Assessment Follow up from the Year Three Stocktake of 
the Budget 2019 Mental Health and Addiction Package 

Title of Appendix C: Second Stocktake of the Carbon Neutral Programme 

Title of Appendix D: Stocktake of the Suicide Prevention Action Plan 2019-2024 

Title of Appendix E: Implementation Unit’s Quarterly Tracker of Assignments 

Title of Summary: Implementation Unit: Review of the Implementation Unit, 
Work Programme to 31 December 2023 (CPC-23-SUB-0012 refers) 

Title of Minute: Implementation Unit: Review of the Implementation Unit, Work 
Programme to 31 December 2023 (CPC-23-MIN-0012 refers) 

Title of Minute: Implementation Unit: Review of the Implementation Unit, Work 
Programme to 31 December 2023 (CAB-23-MIN-0255 refers) 

Some parts of this information release would not be appropriate to release and, if requested, 
would be withheld under the Official Information Act 1982 (the Act). Where this is the case, 
the relevant section of the Act that would apply has been identified. Where information has 
been withheld, no public interest has been identified that would outweigh the reasons for 
withholding it.  

Key to redaction codes: 

• section 9(2)(a), to protect the privacy of individuals;
• section 9(2)(f)(iv), to maintain the confidentiality of advice tendered by or to Ministers and

officials;
• section 9(2)(g)(i), to maintain the effective conduct of public affairs through the free and frank

expression of opinion.

© Crown Copyright, Creative Commons Attribution 4.0 International (CC BY 4.0) 

https://creativecommons.org/licenses/by/4.0/


Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



Proa
cti

ve
ly 

Rele
as

ed

HendersonDa
Line



 

Appendix A: Review of the Implementation Unit 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

 
Jenn Bestwick 

David Smol 

February 2023 

 

 

 

A Review of the 
Implementation 
Unit 
 

7ju90j8z5m 2023-06-30 15:04:44

Proa
cti

ve
ly 

Rele
as

ed



 

i 

 
Disclaimer 
Views expressed in this report are those of the independent reviewers and may not reflect the views 

of the New Zealand Government, including the Department of Prime Minister and Cabinet. 
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Executive summary and recommendations 

1. In October 2022, the Executive Director of the Implementation Unit commissioned an 

independent review of the Unit. The purpose of the review is ‘to identify whether the Unit can 

make improvements to its operations to increase the value it adds and to identify how its role 

should evolve in the future’. 

2. This review finds that the Implementation Unit is achieving its purpose of supporting more 

effective delivery of Government’s priority programmes through providing assurance on 

programmes about which Ministers have concerns. 

3. The then Deputy Prime Minister initiated establishment of an Implementation Unit in 2020. In 

the current Government, the Minister of Finance is the Responsible Minister for the Unit. The 

configuration of governments and of senior Ministers will vary over time and Ministerial 

reporting lines for the Unit may change too. 

4. The Responsible Minister is satisfied that the Unit is delivering on its purpose and adding value 

for senior Ministers. Central agencies and agencies leading programmes reviewed by the Unit 

all identified value-add by the Unit. 

5. DPMC is the most logical home for the Unit, because of proximity to senior Ministers and the 

opportunity to interact with the Policy Advisory Group. Treasury participation in the 

Governance Group ensures a link to the Finance portfolio and facilitates access to the network 

of Vote Analysts. 

6. Critical success factors for maintaining the Unit’s effectiveness over time include:  

• Active engagement by the Responsible Minister  

• A high-performing Unit with the right leadership and team, and a distinct identity within 

the public system  

• A focus on assurance, avoiding scope creep that could potentially compromise the Unit’s 

primary purpose and independence.  

7. The Terms of Reference for this review require us to identify changes to the ‘what’ and the 

‘how’ of the way the Unit works, and to identify what the future role of the Unit should be.  

8. We recommend that the Implementation Unit: 

• Work with the Responsible Minister and agencies to ensure that the timing of Unit 

reviews is consistent with the intended purpose 

• Incorporate value for money into its reviews to the extent practicable, while maintaining 

a focus on timely delivery of priority programmes 

• Seek to agree a work programme for 2024 onwards that: 

i. Is organised around the incoming government’s priority delivery programmes 

but with space to accommodate emerging priorities 
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 2 

ii. Involves fewer, deeper assignments than for the current work programme 

iii. Provides agency CEs opportunity to input to development of annual work 

programmes in addition to central agencies, with the Responsible Minister 

remaining the decision-maker 

• Consider more regular utilisation of subject matter experts, particularly if the work plan 

evolves to be a narrower and deeper focus on fewer programmes 

• Avoid ‘working alongside’, other than in the core assurance role – review, 

recommendations, monitor follow through – which can achieve similar benefits 

• Evolve its reports to be shorter, focused on recommendations for action (with the 

supporting rationale), agency progress on implementing actions and close out. 

9. The Unit’s team is highly regarded by agencies with which the team has worked. Depending 

on decisions about the Unit’s future role and focus, the optimal mix of skills within the Unit is 

likely to evolve. Areas of future need might include: more applied experience in large-scale 

implementation within the New Zealand public system, experience in relevant aspects of 

benefits realisation and in assessing value for money, and sufficient understanding of Te Ao 

Māori.  

10. We recommend that central agencies: 

• Consider the case for developing standardised reporting of the delivery status of 

government’s priority programmes, to support senior Ministers in their oversight of 

delivery and in developing the programme of assurance by the Implementation Unit  

• Consider the case for functional leadership of complex programme delivery, to raise 

public sector capability and capacity and ensure agencies have access to expert advice 

on best practice.  

Introduction 
11. In October 2022, the Executive Director of the Implementation Unit commissioned an 

independent review of the Unit. The purpose of the review is ‘to identify whether the Unit can 

make improvements to its operations to increase the value it adds and to identify how its role 

should evolve in the future’. 

12. The Terms of Reference (Annex One) set the objectives of the review:  

• Identify improvements that can be made to the type of work the Unit undertakes – what 

it does 

• Identify improvements to the way the Unit operates – how it undertakes its work 

• Identify what the future role of the Unit should be. 

13. In undertaking the review, we have: 

• Reviewed documents relating, amongst other things, to the establishment of the Unit, the 

Unit’s work programme, the Unit’s Governance Group, Unit reports on specific 
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 3 

programmes, Unit monthly reports to the Deputy Prime Minster and quarterly reports to 

Cabinet Priorities Committee 

• Interviewed senior people involved in the work of the Unit, including: 

i. The Deputy Prime Minister (prior to the Cabinet reshuffle of January 2023) 

ii. Department of Prime Minister and Cabinet (DPMC) and Treasury, including 

members of the Unit’s Governance Group 

iii. A sample of first, second and third tier people who have led agency input to IU 

reviews.  

• Met with the Unit team and held regular progress meetings with the Executive Director. 

14. This report sets out the context for the establishment of the Unit, its purpose and operating 

model, summarises feedback from interviewees on the contribution of the Unit to date, 

revisits the core purpose of the Unit and considers and makes recommendations on how to 

optimise the ‘what’ and the ‘how’ for the Unit and on options to address apparent gaps in the 

public sector’s programme delivery system. 

Context for Unit’s establishment 
15. The Deputy Prime Minister initiated the establishment of an Implementation Unit in late 2020. 

This was almost one year into COVID; the economic response included significant stimulus 

programmes implemented at a pace that did not enable the normal pre-investment 

disciplines. The focus on COVID across the system created a larger than usual risk to 

Government’s non-COVID priorities.   

16. Implementation Units at the centre of public sector systems have become increasingly 

common in recent years, following the introduction of an Implementation Unit as part of the 

UK Cabinet Office in 2001. 

17. Reasons for a New Zealand Implementation Unit identified in a December 2020 Cabinet 

minute1 included the importance of delivering the significant investments made over the prior 

year and of monitoring the delivery of the Government’s work programme.  

18. Central agencies characterised the underlying problem as perceived by Ministers as:  

• Some programmes seemed to be progressing more slowly than expected 

• Ministers getting unpleasant surprises when programmes got into difficulty without 

prior warning that would have enabled a timely response  

• Uncertainty about delivery capability in parts of the public system, e.g. if a programme 

was outside the range of an agency’s normal business or required new ways of working 

(such as some multi-agency programmes).  

19. The Unit was created as a business unit of Department of Prime Minister and Cabinet (DPMC), 

with joint governance by DPMC and Treasury. The Unit was funded for an initial period of two 

years (with a review after 18 months), with a staff of five including the Executive Director. 

 
1 CAB-20-MIN-0537 
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 4 

Treasury was funded for two additional positions, one of which was to act as a coordination 

point between the Unit and Treasury’s Vote Analyst network. 

20. Senior DPMC and Treasury leaders sit on the Governance Group for the Unit and provide 

guidance and support for the Unit and connections with other parts of the corporate centre.  

The Unit’s operating model 
21. The Responsible Minister approves the Unit’s work programme (the set of programmes on 

which it will focus) on a rolling six-monthly basis. A potential project list is developed by the 

Unit drawing on discussion with the Minister and the Governance Group, and a scan of the 

status of major delivery programmes across government. The Responsible Minister seeks 

input from other senior Ministers. The programme is approved by the Minister and noted by 

Cabinet Priorities Committee (CPC) and then Cabinet. 

22. Criteria for project selection include Government priorities, delivery risk, complex 

accountabilities, agency capacity and impact for New Zealanders.  

23. The Unit has three standard modes of engagement: 

• Stocktake of Delivery Progress 

• Rapid assessment of a specific aspect or issue 

• Work alongside – as a critical friend of the lead agency. 

24. Annex 3 contains a list of the Unit’s projects to date. 

25. For stocktakes, the Unit works with the lead agency to agree a commissioning brief that 

describes the nature and purpose of the interaction. Commissioning briefs typically specify 

areas of focus, the parties and timeframes. The Responsible Minister approves each 

commissioning brief after consulting with relevant Ministers.  

26. For each project, the Unit documents findings and recommendations in a report to the 

Responsible Minister. The Unit consults with the relevant entities in preparing the report. The 

Responsible Minister discusses the recommendations with the relevant portfolio Minister. The 

Minister takes all Unit reports to CPC/Cabinet, after which they are proactively released on 

the DPMC website. Depending on the frequency of reports to CPC, the Unit includes a tracker 

that summarises high level progress against approved projects (roughly quarterly). 

27. The Unit also influences behaviour through dialogue with agency leaders and through 

supporting the Responsible Minister to convene Ministers to work through issues of 

contention as required.  

28. The Unit prepares a monthly report for the Responsible Minister that provides a brief outline 

of status of assignments, any emerging findings, and progress against recommendations in 

previous reports. 

29. The Unit has undertaken one project-specific ‘lessons learned’ exercise (on the pilot 

emergency housing programme in Rotorua), which informed a subsequent ‘work alongside’ 

project on future design of emergency housing models. 
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 5 

30. The Unit extracts more general learnings for the system and has published ‘Guidance for 

planning and implementing complex programmes’ as a system resource.  

Feedback on the contribution of the Unit 
31. Feedback on the work of the Unit from interviewees was consistently positive. 

32. The Responsible Minister values the work of the Unit in providing an independent, objective 

and timely view of progress in implementing Government’s priorities and in advising on any 

necessary course corrections.  

33. The Responsible Minister noted that portfolio Ministers have also found the Unit’s insights 

and independent perspective helpful.  

34. Central agencies are of the view that the Unit has filled a gap in the system and done so 

effectively. That said, a number of system issues impacting on delivery effectiveness remain 

works-in-progress. 

35. The Unit can ‘shine a light’ on issues of which the centre has been aware but has lacked a 

context for action. 

36. Agencies we spoke to have valued the contribution of the Unit in providing assurance on 

specific programmes, for reasons that included: 

• The way the Unit works: 

i. Engagement at the outset, via the commissioning brief  

ii. Taking time to understand context and issues and forming evidence-based 

advice 

iii. Providing regular opportunities for input by the agency, and listening to 

feedback 

iv. Applying the ‘no surprises’ principle 

• The quality of the Unit’s team 

• Identifying (mostly incremental) improvements to programme design, delivery and 

reporting, including the back-fitting of appropriate programme disciplines in instances 

where programmes had been initiated at very short notice and without the normal 

preparatory work  

• Acting as a ‘translation service’ between the agency and senior Ministers including, in 

some instances, addressing information asymmetries and reassuring the Responsible 

Minister and senior Ministers that a programme is in better shape than they may have 

thought 

• Enabling a voice with senior Ministers, for example for an agency that is part of a 

multiple-agency programme reporting through a lead agency and where the agency’s 

Minister is not on the Ministerial Oversight Group (or equivalent) 
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 6 

• Providing assurance to a portfolio Minister (via the Responsible Minister) for 

programmes where objectively measuring and reporting on progress is challenging – 

‘helping us break out of a defensive cycle with our Minister’ 

• Acting as a catalyst to resolving (programme-specific) tensions between agencies e.g., as 

to respective roles (for example between a Crown Entity and the monitoring 

department) or to reset scope or timeframes for programmes that were set up with 

unrealistic aspirations (whether of Ministers and/or of agencies) 

• Providing manageable numbers of actionable recommendations 

• Identifying and sharing learnings, for example through system-level guidance and 

applying insights from one programme to another. 

37. The Responsible Minister, central agencies and line agencies all noted the importance of 

having an Executive Director who has personal experience of programme delivery in the New 

Zealand system, has the respect of senior leaders and understands how to operate in order to 

maintain the confidence of senior Ministers and of agencies while getting to the nub of issues.  

38.  A small number of interviewees: 

• Noted the potential benefit of having at least one more Unit member who has 

experience of large-scale programme delivery within the New Zealand system 

• Supported selective use of subject matter experts (as utilised by the Unit in the second 

stage of its review of the Mental Health programme) 

39. The Unit is largely untested for projects with a Te Ao Māori orientation. 

40. Those interviewees who expressed a view felt that the Unit was roughly the right size for the 

intended purpose. 

41. If the Unit continues beyond 30 June 2023, the Governance Group has agreed that the analyst 

role funded within Treasury will move to the Unit, with Treasury retaining a coordinator to 

work with the Unit.  

The core purpose of the Unit is to undertake independent assurance for DPM 
and senior Ministers 
 

42. The Implementation Unit is small and can only do so much.  

43. Role clarity for the Unit is important in building a shared understanding on how to: 

• Maximise value from the Unit 

• Ensure the Unit’s activities are complementary to rather than duplicative of other 

elements of system design 

• Ensure the Unit is not asked to take on roles that risk (over time) undermining its core 

purpose. 
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44. The work programme of the Unit has evolved as context has changed (moving beyond the 

most intense period of COVID-response) and through learning by doing. The essence of what 

the Unit does is to provide independent assurance to the Responsible Minister and other 

senior Ministers on delivery of Government’s priority programmes, and to recommend actions 

(typically for the lead agency) to enhance prospects of timely and successful delivery.  

45. The Responsible Minister values assurance from the Unit above assurance from other 

mechanisms for reasons that include:  

• The Responsible Minister is the customer. By comparison, the customer for Gateway 

and IQA assurances is the chief executive of the lead agency; relevant assurance reports 

are not designed for and may never reach senior Ministers and (given their diversity) 

would not be easily absorbed even if they did. And, for various reasons, some major 

programmes are not subject to Gateway (or Better Business Case) disciplines 

• The Responsible Minister is actively engaged in shaping the work of the Unit and in 

responding to its reports. The work programme is organised around Government’s 

priorities and programmes about which the Minister and his senior colleagues have 

questions or concerns that are best addressed through independent assurance 

• The Unit has earned the trust of the Responsible Minister through quality of work and 

care in managing (in partnership with the Minister’s office) potentially sensitive 

relationships with agencies and portfolio Ministers 

• Governance by DPMC and Treasury, which helps ensure the Unit has good context and is 

connected with related elements of the system  

• The positive view of Agencies (thereby smoothing the way in seeking access to 

information and senior people), which appears to reflect:   

i. The Unit’s connection to senior Ministers 

ii. The quality of the Unit’s work 

iii. The way the Unit works: collaborative, listens, no surprises, actionable 

recommendations. 

46. As a result of the work of the Unit, the Responsible Minister and senior Ministers are better 

informed on the status of priority programmes and on the status of agreed actions to address 

potential roadblocks to successful delivery.  

47. Effective assurance requires holding some degree of tension between assurer and assured, 

which reduces scope for other potentially conflicting roles for the Unit (discussed below).  

The Unit’s reporting line to Ministers 

48. For its first eighteen months of operation, the Unit reported to DPM who was also Minister of 

Finance, both of which roles involve cross-portfolio oversight. Following the January 2023 

Cabinet reshuffle, the Unit’s reporting line shifted to the Minister of Finance. Future 

governments will configure differently, including to accommodate various forms of coalition. 

Ministerial reporting lines for the Unit are likely to change through time; access to and 

engagement by the lead (very senior) Minister will be central to the Unit’s effectiveness. 
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49. The Unit is located within DPMC, which supports direct access to the most senior Ministers. 

Issues and options 
50. The review has identified several issues and options that arise in considering how to optimise 

the Unit’s future contribution.  

Timing and scope of commissioning briefs 

51. Senior Ministers value the timeliness of the Unit’s assurance activities, which happen quickly 

enough to enable early involvement in addressing issues rather than finding out about 

problems after the event. 

52. There have been some instances of the Unit being asked to review aspects of a programme 

before the programme has progressed sufficiently to enable value from such a review.  

53. The Unit’s process of developing a potential list of projects for consideration by the 

Responsible Minister and, for approved stocktake projects, working with the lead agency to 

develop a commissioning brief should enable early identification of assurance activity that is 

premature. 

54. Value for money is an objective for all government programmes. Factors impacting on value 

for money include quality of problem definition and business case, programme delivery and 

related actions to ensure benefit realisation.  

55. The lead agency is primarily responsible for achieving value for money. Gateway reviews 

provide periodic assurance of the delivery process for the accountable chief executive but do 

not focus on value for money specifically. The Office of the Auditor General undertakes a 

limited number of post-completion reviews that address value for money, amongst other 

things.  

56. Some interviewees questioned whether the scope of the Unit’s mandate could be extended to 

include value for money.   

57. The Unit’s focus is on effective delivery of priority programmes, with an emphasis on 

timeliness. The Unit takes prior policy decisions as given in undertaking assurance in relation 

to programme delivery.  

58. The Unit could only ever provide a partial view of value for money but has the potential to 

form an opinion in some circumstances. An example is COVID stimulus programmes that were 

premised on the likelihood of a significant increase in unemployment. 

59. In the event, unemployment did not rise much and the opposite problem emerged – labour 

shortages across many parts of the economy2. The Unit noted this in a review of Jobs for 

Nature and can add value through questioning the scope of programmes for which 

circumstances have changed materially while remaining focused on implementation and not 

on the underlying policy process. 

60. Ministers often focus first on timeliness, for example in contestable grant programmes where 

speed of spend is easiest to measure but can come at the expense of quality of spend. GIDI is 

an example, where sufficient due diligence is important to ensure that co-funding of private 

 
2 In some instances, Ministers decided to reorient COVID-related programmes, to focus on other objectives. 
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sector investment in decarbonising is buying emissions’ reductions that would not be 

happening otherwise. 

61. Treasury may be best-placed to drive a stronger system-wide and end-to-end focus on value 

for money in programme delivery, leveraging its team of Vote Analysts and stewardship of the 

investment system.  

62. Although the Unit will only have a partial view of the value for money of programmes 

reviewed, it can highlight risks to achieving value in some circumstances.  

Setting the Unit’s work programme 

63. The Unit’s current process for developing a draft work programme seems appropriate: 

discussions with the Responsible Minister, senior Ministers and central agencies, and scanning 

for priority programmes that may be in difficulty.  

64. An additional step could be to invite departmental CEs to identify potential priorities for 

review that could be included in a provisional list for consideration by the Responsible 

Minister. 

65. In terms of criteria for inclusion in the Unit’s work programme, the critical two seem to be: 

• Is successful delivery of the programme a government priority? 

• Do senior Ministers or central agency officials have concerns about progress of the 

programme (which will have its own reporting and assurance arrangements) and can 

senior Minister input help get delivery back on track?  

66. Some priority programmes already have oversight (with elements of assurance) by quasi-

central agencies, including infrastructure (Te Waihanga) and digital (Chief Digital Officer). 

Ōtākaro will act as the delivery entity on some infrastructure projects (for agencies for which 

infrastructure delivery is not core business). 

67. Experience suggests that any programme can get into difficulty, but the probability for some is 

clearly higher than for others3, and these have been and remain a natural area for the Unit’s 

initial focus in developing a draft work programme.  

68. More comprehensive monitoring of the status of priority delivery programmes by central 

agencies (discussed below) would support targeting of the Unit’s involvement to programmes 

most at risk. 

69. The Unit’s work programme for the first half of 2023 has been agreed with the Responsible 

Minister. The programme has extended over time, rather than remaining focused on a smaller 

set of highest priorities.  

70. The advent of a new government in the fourth quarter of 2023 may be an opportunity for the 

Unit to agree a work programme for 2024 and beyond, organised around the new 

government’s delivery priorities for the electoral term. Annual planning on a rolling basis 

 
3 For reasons identified by the Unit, such as: outside scope of normal agency business, agency is already over-
stretched, requires multiple-agency collaboration or partnership with third parties, did not go through normal 
pre-commitment processes (such as Better Business Case and Gateway) 
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could be firm for the first six months and provisional for the balance of the year, with space to 

address emerging priorities and to respond to events. 

71. The Implementation Unit in the UK (one of the models for our Unit), kept a sustained focus on 

a relatively small number of government priorities, with the goal of contributing to improved 

outcomes (e.g., reducing hospital waiting times) including through ongoing monitoring of 

implementation. The (considerably smaller) New Zealand Unit, partly because of its success in 

adding value early on, has been asked to provide assurance on an increasing number of 

programmes with, necessarily, a relatively light touch.  

72. Should the Unit focus more deeply on fewer high-priority programmes? Deeper focus on the 

highest priority few may be of greatest value and would enable the Unit to build subject-

matter understanding and make a more sustained contribution.  

‘Working alongside’ 

73. Several interviewees commented on the value the Unit can provide working alongside lead 

agencies as a critical friend. 

74. A risk in this mode of operating is in compromising the Unit’s core assurance role; assurers 

would not normally provide independent assurance on programmes that they have helped 

shape. This issue would not arise for programmes that the Unit did not review, but has the 

potential to reduce clarity of the Unit’s purpose over time. 

75. An alternative approach would be for the Unit to provide ongoing (periodic) assurance of 

priority programmes, including any recommended actions for the agency to improve 

effectiveness of delivery. This might require a ‘narrower and deeper’ mode of operating for 

the Unit, which we discuss below. 

The Unit’s reports 

76. The Unit’s reports are comprehensive, well-written and balanced. Agencies are given 

opportunity to comment on draft reports and recommendations, and interviewees 

commended the Unit in listening and responding to feedback. Recommendations are 

generally in a form likely to be implemented by the lead agency which respects the 

practicalities of influencing change in the public sector. 

77. Some agencies have viewed the Unit’s report as an opportunity to ‘tell our story’ to senior 

Minsters, a reason for agencies to prefer comprehensive reports that may not always be 

warranted from Ministers’ perspective. 

78. By comparison, DPMC’s Policy Advisory Group (PAG) provides (short form) advice in 

confidence (which can be withheld under the Official Information Act) to the Prime Minister.   

79. As noted above, much of the value the Unit adds is through unobservable interactions 

amongst the Unit, Responsible Minister, portfolio Ministers, central agencies, and agency 

leaders.  

80. Considerations relevant to the Unit’s approach to report writing include: 

• Time spent writing comprehensive reports has an opportunity cost, including time taken 

to negotiate content with agencies 
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• The expectation of the Unit’s reports being published (consistent with the principles of 

open government) means departments will be sensitive to the management of any 

perceived reputational or political risks  

• The Unit has incentives to maintain constructive relationships with agencies, to facilitate 

access to information and senior people in future reviews 

• Documenting recommendations and Ministerial decisions, and then tracking 

implementation of the recommendations is an essential part of the Unit’s assurance 

function. 

81. Shorter and sharper reports, focused on programme status, recommended actions (and their 

supporting rationale) and close-out may enhance the value the Unit can add. 

Monitoring of the delivery status of Government’s priority programmes 

82. Standardised, forward-looking reporting on the status of Government’s priority programmes 

would enable senior Ministers to form a sense of the rate of progress and of emerging risks 

that might require their input. 

83. Several interviewees, particularly those from central agencies, noted that monitoring of and 

reporting to Ministers on the status of Government’s priority programmes is not well-

integrated.  

84. Programme dashboards proliferate across the public system. The primary audience is typically 

Senior Responsible Officers, chief executives and portfolio Ministers. Reporting formats are 

tailored to the specifics of the programme and agency and cannot readily be incorporated into 

aggregated reporting for senior Ministers.  

85. DPMC prepares regular reports for CPC on the progress of Government’s priorities, based on 

unfiltered input from agencies. The reporting focuses on key milestones through time. The 

reports are not designed to give Ministers a sense of progress relative to plan or of delivery 

risks. There is no RAG (Red/Amber/Green) reporting.  

86. Senior Minister preferences as to how to gain assurance on the delivery progress of an overall 

programme of work will vary through time. If they would like comprehensive and consistent 

status reports for their priority programmes, DPMC may be best placed to provide this 

(building from existing reporting) with leadership by the Policy Advisory Group and input from 

the Unit and Treasury. The Unit could develop a template for a standardised report format, to 

be used by agencies leading priority programmes; a pilot could be used to test the usefulness 

of such reporting for Ministers. 

87. Developing and maintaining standardised reporting on the status of priority programmes to 

support Ministerial oversight would involve a potentially significant commitment of resource 

by lead agencies and by central agencies.  

Supporting the development of public sector capability in delivering complex programmes 

88. Agencies have valued the insights the Unit has brought to programme delivery challenges.   
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89. Several interviewees discussed the contribution the Unit could make to raising delivery 

capability across the system, including through sharing examples of good and bad practice 

relevant to a particular context. 

90. Several agencies contribute to the Treasury-led investment system which includes elements 

that support aspects of good practice (including delivery) for a sub-set of programmes, 

including infrastructure and digital:  Better Business Case, Gateway, Investor Confidence 

Ratings, Te Waihanga (centre of excellence for infrastructure), Ōtākaro (for infrastructure 

delivery), Procurement and Digital Functional Leads.  

91. A gap may be in support for the balance of complex programmes, including programmes that: 

• Involve multiple agencies 

• Require working in partnership with third parties 

• Have unusual governance arrangements 

• Are outside the range of core business for the lead agency.  

92. An ecosystem supporting consistently good practice in the delivery of complex programmes 

would include several elements such as support for capability building (including accreditation 

schemes), development of templates and good practice guides, standardised reporting, 

assessments of agency capability, access to expert advice in programme set-up, hosting a pool 

of programme directors, access to accredited assurance providers, testing for and reporting 

on adherence to good practice. 

93. Depending on the scope of any new Functional Leadership role, the Unit is well-placed to 

contribute; leadership would likely detract from the Unit’s core role and customer (the 

Responsible Minister), assuming the Unit remains at or around its current size. 
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Annex One: Terms of Reference 

Terms of Reference for Review of the Implementation Unit (September 2022) 

Purpose 

The purpose of this Review is to identify whether the Unit can make improvements to its 

operations to increase the value it adds and to identify how its role should evolve in the 

future. 

Background 

The Implementation Unit (‘the Unit’) was established in June 2021 within the Department of 

the Prime Minister and Cabinet (DPMC). The purpose of the Unit is to support the Deputy 

Prime Minister (DPM) and Government to implement its key priorities by assisting the 

agencies responsible for implementation. 

The Unit reports to the DPM, who oversees the setting and completion of the Unit’s work 

programme, and also works with the Treasury’s Performance Reporting team. A 

Governance Group provides oversight over the work of the Unit.  

The Unit was established for a period of two years until 30 June 2023.  Decisions on the 

future of the Unit will be made by the Deputy Prime Minister and the Prime Minister in 

consultation with senior ministers. 

Objectives 

The objectives of the Review are to: 

1. Identify improvements that can be made to the type of work the Unit undertakes – 
what it does. 

2. Identify improvements to the way the Unit operates – how it undertakes its work. 

3. Identify what the future role of the Unit should be. 

Scope  

The scope includes but is not limited to the: 

• Role of the Unit – what are we trying to achieve, is the right question being asked? 

• Type of assignments the Unit has and is undertaking and what it should be doing 
including the types of interventions it should be engaged in. 

• Quality of the work the Unit has produced (relevance, timeliness, and impact) 

• Processes the Unit has and is using to undertake its assignments. 

• Process used to identify assignments. 

• Views of key parties associated with the work of the Unit about the way it was 
conducted, and the usefulness of the work produced and what changes they would 
recommend. 

Out of Scope 
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The scope of the Review will not include whether the Unit should be extended to operate 

beyond 30 June 2023. 

 

Process and Timing 

The reviewer(s) will engage with a range of people who have had experience with the Unit 

including the: 

• Deputy Prime Minister (DPM) and his Advisor. 

• Prime Minister’s Office and Ministers and their advisers (as identified by DPM) 

• Governance Group members. 

• Senior leaders and some staff from a range of different agencies that the Unit has 
worked with. 

• Treasury’s Performance Reporting team 

• Unit’s Executive Director, Chief Advisor and Advisors. 

The reviewer(s) will have access to: 

• All initial documentation establishing the Unit 

• All Cabinet papers related to the Unit’s work programme and progress against its 
work Programme 

• All Stocktake, Rapid Assessment, and Lessons Learned Reports 

• Documentation on “Working Alongside” Assignments 

• Monthly Reports to the Deputy Prime Minister 

• Governance Group Meeting papers 

• Communication and material on System Learnings 
 

The Review will begin in early October  and will provide a final report to the Chair of the 

Governance Group (who will provide it to the Deputy Prime Minister)  by 28 February 2023, 

with a draft report provided to the Executive Director of the Unit for comment prior to it being 

finalised.  

Support will be provided to the Reviewers as requested. 

 

Brook Barrington 

Chief Executive of DPMC 
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Cabinet Priorities 
Committee
Summary

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: Review of the Unit and Work Programme to 
December 2023

Portfolio Finance

Purpose This paper:

 provides an update on the independent review of the Implementation 
Unit (the Unit);

 seeks agreement to the Unit’s work programme for July to December 
2023; and

 provides a progress update on the 2023 work programme, including 
reports on the Rapid Assessment Follow up of the Budget 2019 Mental 
Health and Addiction Package, the Second Stocktake of the Carbon 
Neutral Government Programme (CNGP), and the Stocktake of the 
Suicide Prevention Action Plan (the reports).

Previous 
Decisions

In December 2022, CPC noted that the Unit will undertake follow-on work on 
programmes including the Suicide Prevention Action Plan and Budget Mental 
Health and Addiction Package, and agreed to new assignments including the 
CNGP [CPC-22-MIN-0045].

Proposal In October 2022, the Unit’s Governance Group commissioned an independent 
review of the Unit (the review). The review (attached as Appendix A) 
concluded that the Unit is achieving its purpose and adding value, and that 
agencies appreciated the contribution of the Unit in providing assurance on 
specific programmes.

A number of areas for improvement were identified (listed in paragraph 15), 
including that the Unit’s workplan from 2024 onwards involve fewer, deeper 
assignments that are organised around the Government’s priority programmes, 
and more regular utilisation of subject matter experts. 

Agreement is sought to add the following assignments to the Unit’s work 
programme for 2023: Ngā Tini Whetū (a whānau-centred early support 
prototype), Whaikaha establishment, New Zealand Defence Force workforce, 
implementation of the 2022 Pharmac Review, health performance monitoring, 
and education attendance and engagement actions. Details of the assignments 
are in the table under paragraph 22.
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The Minister has discussed the relevant findings and recommendations outlined 
in the reports attached as Appendices B-D with the responsible Ministers. The 
progress tracker for the Unit’s work programme is attached as Appendix E.

Impact Analysis Not applicable. 

Financial 
Implications

None from this paper. 

Legislative 
Implications

None from this paper.

Timing Matters None specified. 

Communications None specified.

Consultation Paper prepared by DPMC. DOC, Corrections, NZDF, MoE, EECA, MBIE 
(Energy and Resources), MfE, MFAT (Foreign Affairs), MoH, MoJ, Police, 
DPMC (Prime Minister), Women, Pacific Peoples, MPI (Agriculture), Oranga 
Tamariki, PSC, MSD, Te Aka Whai Ora and Te Whatu Ora were consulted. The 
Mental Health and Wellbeing Commission, Waka Kotahi, and Kāinga Ora were 
also consulted.

The Minister indicates that CPC Ministers were consulted, and that discussion 
has occurred with the government caucus.

The Minister of Finance recommends that the Committee:

1 note that the independent Review of the Implementation Unit was completed by the end of 
February 2023 and delivered to the Minister of Finance on 6 April 2023;

2 note that the Minister of Finance (the Minister) has discussed the recommendations in the 
independent Review of the Implementation Unit with the Unit’s Governance Group;

3 agree that the assignments be added to the Unit’s work programme from July to December 
2023:

3.1 Ngā Tini Whetū (rapid assessment);

3.2 Whaikaha establishment (stocktake of progress);

3.3 New Zealand Defence Force workforce (stocktake of progress);

3.4 Pharmac’s implementation of the 2022 Pharmac Review (rapid assessment);

3.5 Health performance monitoring (stocktake of progress);

3.6 Education Attendance and Engagement Actions (stocktake of progress);

4 note that the Unit will review their July to December 2023 workplan following the October 
general election;
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5 note that the Unit delivered its Rapid Assessment Follow-up from the Year Three Stocktake 
of the 2019 Budget Mental Health and Addiction Package to the Minister on 24 February 
2023, and that he has discussed the Unit’s recommendations with the Minister of Health and
the Minister of Corrections;

6 note that the Unit delivered its Second Stocktake of the Carbon Neutral Government 
Programme (CNGP) to the Minister on 17 March 2023 and that he has discussed the Unit’s 
recommendations with CNGP Ministers;

7 note that the Unit delivered its Stocktake of the Suicide Prevention Action Plan 2019 – 2024
to the Minister on 21 April 2023 and that he has discussed the Unit’s recommendations with 
the Minister of Health.

Jenny Vickers
Committee Secretary

Hard-copy distribution:
Cabinet Priorities Committee
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