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1 Executive Summary 
1.1 Introduction 

This detailed business case provides information supporting the Budget 2021 approval of up to $55.6 million 
over four years to invest in national breast screening Information and Communications Technology (ICT) 
infrastructure. The investment will replace vital components of the national BreastScreen Aotearoa (BSA) 
programme ICT infrastructure  

The project will be undertaken in two phases. Initial funding for the financial year 2021/22 has been 
released to develop a full implementation business case.  

The Phase 1 investment is $5.35 million (comprised of $3.16 million capex and $2.19 million opex) for 
requirement gathering and design activities for the replacement ICT solution. In Phase 2 a further $50.247 
million of funding in tagged contingency (comprised of $22.565 capex and $27.682 opex) is available for the 
development, build and implementation of the ICT solution. Drawdown of this tagged contingency is subject 
to approval of an implementation business case. 

1.2 Strategic Context 

Background 

Each year in New Zealand, approximately 3,200 new breast cancers are registered, and there are around 
600 deaths from breast cancer. The national breast screening programme, BSA, provides free 
mammography screening every two years to women aged 45 to 69 with no breast cancer symptoms. 

A core component of screening programmes is the ICT infrastructure to deliver the programme. The ICT 
systems supporting screening programmes track participants through the pathway and provide 
invitation/recall services and monitoring/evaluation data. The BSA ICT system is comprised of three 
interdependent components which must be linked and maintained concurrently to support clinical safety 
and practice: 

1. A central Picture Archive and Communication System (PACS) to store digital mammograms for women 
participating in the BSA programme. 

2. A Radiology Information System (RIS) to manage the workflow of women through the programme and 
support clinical management, deliver failsafe and operational reporting, and generate invitation and 
results letters. The current product is Concerto BreastScreen (cBS). 

3. A BSA Reporting Data Warehouse to enable service providers and the National Screening Unit (NSU) 
to run reports and extract data for monitoring the quality of BSA.  

 
 

In 
addition, the current system lacks the flexibility and adaptability to adapt to future best practice changes 
in breast screening. The existing infrastructure also lacks a population register which limits the breast 
screening programme’s ability to identify and offer services to eligible women in New Zealand.  
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Need for  Investment 

 

 It is impossible to adapt the 
existing  ICT infrastructure to changing service
needs or accommodate future demand. 

 
 
 
 

  

 
 
 

  

The system is no longer fit for purpose. Two of the components of the 
system, the RIS and the BSA Reporting Data Warehouse, are end-of-life and 
lack the adaptability and integration to support programme changes. 
These components cannot be easily enhanced or upgraded to mitigate 
operational risk or meet current or future business change requirements. 
The upgrade of the BSA reporting data warehouse is being addressed 
through another project, but the RIS requires significant investment. The 
RIS is a core application used to support BSA services and is unsuitable. It 
no longer carries vendor support across all components and cannot be updated or enhanced to meet 
current clinical practice or operational needs for breast screening.  

Māori and Pacific women experience a more significant burden of disease and mortality from breast cancer 
than non-Māori and non-Pacific women. Improving access to the breast screening programme for these 
priority group women will positively impact equitable outcomes. Māori women with screen-detected breast 
cancer have the same outcomes as non-Māori; however, their outcomes are poorer if their breast cancer 
is diagnosed through the symptomatic pathway. Investment in the programme’s ICT infrastructure will 
provide additional tools for identifying and engaging with priority group women and improving equity in 
the programme. The proposed technology will also include a register of eligible women, which is not 
currently available through the existing ICT system.  

Scope 

The scope of the investment is the upgrade/replacement of the ICT support systems for the BSA programme 
to support safe ongoing service delivery, including targeted support for priority group women to increase 
equity. Technology will be adaptive to future changes and support improvements in identifying and inviting 
women to screening services.  

Investment sought from this budget initiative will be used to: 

• Replace the breast screening Radiology Information System (RIS), Concerto BreastScreen, with a new 
RIS to support clinical management, including patient management, failsafe and operational reporting.  

• Adapt the National Screening Solution (NSS) for BSA, including creating a population register of eligible 
breast screening participants and integrating with the new RIS for clinical pathway management. 

• Upgrade the existing BSA Data Warehouse and reporting functions from new source systems. 

• Fund ongoing license, hosting and support fees. 

 
 
 

The system lacks the 
integration, flexibility 
and scalability required 
to deliver modern 
services and support 
programme change. 
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• Phase 2: Implementation and ongoing costs ($151.22 million comprised of $22.57 million CAPEX and 
$128.65 million OPEX): This phase will deliver the new ICT solution to support the BSA programme and 
ongoing support up to the end of the 20-year modelled period. 

• The implementation business case will provide detailed costing and refinements. 

1.6 Management Approach 

Governance and Management 

The Executive Leadership Team (ELT) is ultimately responsible for the project’s governance as part of its 
overall organisational governance responsibilities. Governance will be through the National Screening Unit 
(NSU) National Cervical Screening Programme (NCSP) and BSA Governance Group, which will report via the 
Senior Responsible Owner (SRO). The Steering Group has responsibility for advising and supporting the 
programme team to deliver the project on time and within budget. It will report on an exception basis to 
the Governance Group.  

The governance structure will encompass the BSA and NCSP-Human Papilloma Virus (HPV) projects. This 
approach aims to achieve synergies between the projects and minimise duplicated work and effort, with 
effective management of resources across the two projects. 

This business case was developed in consultation with the Data and Digital team at Manatu Hauora – the 
Ministry of Health., Both the National Screening Unit and the Data and Digital team have subsequently 
moved to Te Whatu Ora – Health New Zealand. National Digital Services will be represented in the project 
governance.  

The project will be managed using a combination of delivery approaches that merge waterfall (PRINCE2) 
with some Agile SPRINT approaches. These structured approaches will ensure effective management of 
scope, budget, time, human resources, quality, communications and risk. 

Management of  Change,  Benefits  and Risks  

• Proactive change management will be undertaken to ensure that any potential or actual issues are 
identified and effectively managed to minimise any negative impacts on service delivery.  

• The SRO will have overall responsibility for the realisation of benefits. The benefits register will be 
maintained for the project’s duration and until the post-implementation review is completed. 
Identification, measurement and tracking of benefits will be undertaken to ensure that the expected 
outcomes are realised. The benefits of investing in ICT to strengthen and stabilise the existing 
programme will be realised from the time of implementation. 

• Standard risks and issues management methodologies will be used throughout the project’s life. The 
risks and issues register will be maintained to reflect the status of any risks or issues arising. All key risks 
and issues will be monitored and reported/escalated where required.  

Stakeholder Engagement and Communication  

Key stakeholders have been identified, and a high-level Communications and Engagement Plan has been 
developed. This outlines the key messages and engagement approaches and will be finalised, subject to the 
approval of this business case. 
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2 Introduction 
2.1 Purpose of this Business Case 

Proposed Investment 

This business case seeks approval of $156.57 million over 20 years (including capital charges and 
depreciation) to upgrade and replace vital components of the national BreastScreen Aotearoa (BSA) 
Programme Information and Communications Technology (ICT) infrastructure  

 
 

In Budget 2021, following Cabinet’s agreement, the Government announced funding of up to $55.6 million 
over four years to replace vital components of the information and communication technology 
infrastructure supporting BreastScreen Aotearoa [CAB-21MIN-0116.14: Budget Package: Vote Health 
refers]. The proposed investment in BSA over the 20-year modelled period is $156.57 million, these costs 
will be confirmed during Phase 1 of the project and provided in an implementation business case.  

The initiative will  
improve the sustainability of the national screening programme. This will enable BSA to better record 
current clinical practice and adapt to future changes, such as extending the screening age range or the 
introduction of new screening and service delivery technologies. The proposed investment will leverage 
existing investment in the National Screening Solution (NSS) and will provide opportunities to utilise a 
population register to invite women for breast screening. This could be especially significant for improving 
equitable access to breast screening, as it provides a tool to identify and invite Māori and Pacific women to 
access screening services proactively. The investment will also provide opportunities for efficiencies, for 
example through centralising services or freeing up resources.  

Business  Case Approach 

The business case approach agreed with Central Agencies is: 

• An initial detailed business case describing the need for investment and recommended approach (this 
document).  

• An implementation business case to confirm the final costings, implementation detail and timing. The 
implementation business case will seek approval of the joint Ministers of Health and Finance to release 
the balance of the funding to implement the changes. 

This business case also builds on the business case for the NSS 2 which was approved by Ministers in August 
2018. The NSS is the ICT solution, initially developed to support the National Bowel Screening Programme 
(NBSP), which is expected to be extended to provide the ICT support for BSA and other screening 
programmes.  

The proposed investment aligns with the proposed investment in ICT support for the National Cervical 
Screening Programme (NCSP).  

 Due to timing 
differences in progressing the two programmes, these are not being run jointly, even at the platform level. 
The NSU is continually reviewing this and, at the appropriate time, will look for as many efficiencies as 
possible to support delivery.  

 

2 National Screening Solution for NBSP Business Case, Ministry of Health July 2018. 
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This may mean merging the two teams, but at a minimum, learning from the HPV ICT implementation will 
be leveraged for the BSA programme. As part of designing the ICT solution for HPV, the NSU will ensure 
that it is suitable and scalable for BSA.  

The New Zealand Treasury, Government Chief Digital Officer (GCDO) and New Zealand Government 
Procurement and Property (NZGPP) have been engaged through the development of this business case. 
The format and approach are as agreed with the Central Agencies and meet the requirements of the New 
Zealand Treasury Better Business Case process. 

2.2 Background to this Business Case 
Each year in New Zealand, approximately 3,200 new breast cancers are registered in New Zealand and there 
are around 600 deaths from breast cancer. The national breast screening programme, BSA, provides free 
mammography screening every two years to women aged 45 to 69 who have no symptoms of breast cancer. 

In December 2016, the Ministry of Health (the Ministry) commenced work on an analysis of the potential 
impact of extending the eligible age range for BSA. Although this analysis was completed in 20183, the initial 
budget bid to extend screening invitations to women aged between 70 and 744 was deferred. 

In undertaking the analysis for the potential age range extension, the Ministry identified significant 
challenges with the existing BSA programme ICT infrastructure. The existing BSA ICT platform is no longer 
fit for purpose and lacks the integration, flexibility and scalability required to deliver modern health care 
services and support programme changes. These issues must be resolved urgently for BSA to continue to 
provide a safe and effective programme. 

In preparation for a proposal for consideration for Budget 2020, a business case was drafted describing the 
investment required to achieve age range extension and associated equity interventions, as well as 
replacing the vulnerable ICT infrastructure. The proposal did not progress.  

Considering revised Government priorities and the constrained financial environment due to the COVID-19 
pandemic, the scope of the proposed investment has been limited to addressing the most immediate 
concern, the replacement of the at-risk ICT infrastructure to maintain the existing BSA programme safely 
and to enable change to the programme in future, as required. Extension of the screening age range has 
therefore been excluded from the scope of this investment proposal.  

 

 

3 Ministry of Health. 2019. Impact Analysis: Extending BreastScreen Aotearoa to include women aged 70–74 years. 
Wellington: Ministry of Health. 

4 Health Report 20180374 
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