
Appendix 1: Investment Framework and related governance model 

Purpose 

This appendix provides further detail relating to the heath data and digital investment 
principles, guidance and processes for investment, which are the prerequisites to drawing 
down funding from the Budget 21 tagged contingency. 

Background 

A portfolio approach has been developed that will ensure the health system is able to 
achieve the vision set out in the reform. Establishing a balanced portfolio of digital 
health investments will allow for integrated decision making against a common vision 
and principles and enable the achievement of digital objectives that support the 
health system reform. The approach can respond to the changing context across the 
health system and ensure there is a coordinated, consistent approach to 
engagement with Māori, stakeholders, and communities on the initiatives. It also 
acknowledges some of the initiatives share similar risks, enablers, and 
dependencies and helps to ensure that these are considered in a holistic way across 
the initiatives. 

The key elements of this are the development of a data and digital investment 
framework with a supporting governance framework that will ensure each prioritised 
initiative has appropriate governance and assurance structures in place while 
providing flexibility to ensure the delivery can be implemented at pace.  

This appendix provides the strategic context for the investment framework, further 
detail on the elements of the framework and an overview of the associated 
governance. 

Strategic context and alignment 

To guide the portfolio approach, the Ministry of Health and DHB Chief Information 
Officers worked together to develop a common vision for digital health which would 
provide an initial anchor for all digital and data investment. The vision is for: “a 
seamless health system that delivers equitable, excellent experiences and outcomes 
for everyone, now and in the future”. This digital health vision is supported by five 
strategic objectives, each of which have a number of supporting value streams.  

The strategic objectives and value streams are the building blocks which, if invested 
in, will allow the sector to achieve its vision and support the health system reform 
objectives. The identified value streams are the components that will be combined to 
create strategic sub-portfolios, each of which enable the vision in a different way. Proa
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The digital vision and strategic objectives align with the broader health sector 
strategies and the vision of the health system reform including the five key system 
shifts as shown in Figure 2. 

 

The digital vision, strategic objectives and value streams provide a mechanism for 
ensuring that decisions are made in a way that is consistent with existing sector 
strategies and system reform.  This provides assurance that funding the priorities 
identified will contribute the implementation of key strategies. In particular, it will 
support whānau Māori to achieve maximum health and wellbeing (He Korowai 
Oranga); support the implementation of digital technologies that will enable the 
health system to find new ways of working to meet rising demand for services (The 
New Zealand Health Strategy); and support New Zealand to become a non-disabling 
society through software and systems design (the New Zealand Disability Strategy). 

 
Investment framework 
 

The Ministry of Health and sector representatives created an investment framework 
and supporting governance structures (investment models) through a series of 
workshops, leveraging international best practice on contemporary portfolio 

Figure 1: Strategic vision, priorities and value streams 

Figure 2: Alignment of Strategic Objectives to reform key ‘system shifts’ 
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management.  The investment models have been established to support investment 
decisions and delivery across the digital portfolio. 
 
The Transition Unit and Ministry Health Infrastructure Unit were also engaged in the 
development of the data and digital investment and governance frameworks to 
ensure alignment with other health investment settings and framework development.  
It is expected that the data and digital frameworks will be reviewed and refined as 
broader health system investment settings are established. 

The Investment Framework looks at the alignment of potential initiatives to the digital 
health vision, strategic priorities and value streams; investment principles and 
drivers; feasibility (including alignment to delivery principles); and other matters such 
as the business process impact, workforce digital literacy and skills, enabling policy 
and other settings needed to achieve our objectives.  It provides a robust basis for 
decision making and a balanced data and digital portfolio. Error! Reference source 
not found.3 provides a high-level overview of the Investment Framework.  

 

 
 
Digital governance 
 

A governance framework, supported by robust assurance and portfolio management, 
has been developed to support the Investment Framework and its decision-making 
processes. Given the transformation underway in the health system, governance 
principles have been developed that will ensure governance arrangements will 
enable future ways of working regardless of changing operating models. These 
principles are as follows: 

• Clearly defined accountability and authority that allows for de-centralised 
initiative decisions and delivery 

• Provide transparent and scalable monitoring of initiative delivery to foster pro-
active intervention and more informed planning  

• Operate within a high trust environment to empower initiatives in making 
delivery decisions to enable high speed to value.  

• Ensure inclusive representation on governance groups, including government 
stakeholders, to enhance visibility of the portfolio and direction 

Figure 3: Investment Framework 
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• Provide transparency of governance decision making processes to maintain 
confidence in governance arrangements 

• Incorporate effective and efficient governance processes to allow for 
responsive decision making with minimum bureaucracy   

• Foster adaptive and learning oriented governance structures that can evolve 
to meet future health system operating models 

• Include structures, underpinned by robust processes, that allow flexibility in 
delivery approach  

The Governance Framework will ensure that each initiative has appropriate 
governance and assurance structures in place based on its size, risk, and 
complexity, and related delegations. It aligns with Cabinet Circular CO (19) 6 
‘Investment Management and Asset Performance in State Services’ and provides a 
robust way to support the identification and prioritisation of initiatives for investment 
against other priorities. Appendix 5 of this Cabinet Paper provides a summary of the 
alignment of these investment models with Cabinet Circular CO (19) 6.  

In line with this framework the following governance model will be established for the 
tagged contingency (figure 4). 

 

A Digital Strategic Oversight Group, initially reporting to the Director-General of 
Health and revised following establishment of new system reform entities, will have 
responsibility for providing strategic oversight of the portfolio and for managing 
investment balance and alignment to strategic outcomes. This group will include 
representatives from the Ministry of Health, the Māori Health Authority executive, 
health sector leadership, Treasury, and other key external stakeholders including the 
Transition Unit while it exists. The Governance Framework will change over time as 
the new system reform operating model comes into force.   

The Digital Strategic Oversight Group would have the authorisation for 
recommending investment for the Chief Executive of the Ministry of Health’s 
approval up to $15 million, with investments above $15 million whole of life submitted 

Figure 4: Governance model for Data and Digital Infrastructure and capability – Enabling Health System Transformation  
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to either the Ministers of Health and Finance, or Cabinet, for approval in line with 
Cabinet Circular CO (19) 6.   

 

An active assurance approach will be applied to the digital portfolio to provide 
visibility of key portfolio performance data and regular reporting to Joint Ministers to 
show progress against value delivered and the mitigation of delivery risk. 
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