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Purpose

1.

This Briefing seeks your agreement to the 2025/26 — 2026/27 Implementation Plan for
the Health Infrastructure Plan (HIP) developed by Health New Zealand | Te Whatu Ora
(Health N2).

Summary

2.

In March 2025, Cabinet agreed in principle to the HIP with the requirement that all
investments being subject to relevant business case approval and Budget decisions
[CAB-25-MIN-0051 refers].

Cabinet approved an indicative level of investment in the HIP

Consequently, there is a need for significant change in the health infrastructure
investment resourcing and processes to deliver on Cabinet expectations.

The Implementation Plan outlines how the appropriate resources and plans are being
put in place to successfully achieve the first two years of the HIP, including the
investments targeting Budget 2026 and Budget 2027. These activities will draw on
capital funding; the operating balance for Health NZ will not be affected.

On 26 June 2025, the Commissioner of Health NZ approved the Implementation Plan to
progress to you for your agreement.

Health NZ has identified of capital funds to support the uplift in planning
and delivery resources and activities. The Implementation Plan also sets out a work
programme to deliver:

a. Streamlined governance

b. Strengthened delivery framework systems and tools
c. Expansion of delivery capacity

d. Grouped and programme procurement.

Health NZ is also recommending that monitoring agencies provide advice on the
delegations for Health NZ and requirements for submission into Budget processes.
These are necessary steps to streamline and strengthen the approvals processes for
infrastructure investments. Health NZ has provided recommendations for potential
changes in the Implementation Plan, but responsibility for advice on these settings sits
with the Ministry of Health and the Treasury.

The next major milestone for the HIP is the delivery of the annual update to Cabinet in
December 2025 that will signal the proposed investments seeking Crown funding in
Budget 2026 or private sector financing, alongside updating the activities signalled in the
Implementation Plan.
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Recommendations
Health New Zealand | Te Whatu Ora recommends that you:

a) Note the Implementation Plan for the Health Infrastructure Plan (HIP) outlines Noted
how Health NZ will put the appropriate resources and plans in place to
successfully deliver the first two years of the HIP.

b) Note Health New Zealand will provide you a report on the HIP to provide to the Noted
Cabinet Expenditure Committee (EXP) by December 2025, as required by
Cabinet, and this will include reflections on applying the Implementation Plan to
date.

c) Agree to the 2025/26 — 2026/27 Implementation Plan for the HIP (Appendix 1), Yes/No
including the approach to resourcing and identification of capital funds to support
HIP activities.

d) Note that, if you agree to the Implementation Plan, Health NZ will provide advice Noted
to you and the Minister of Finance seeking agreement to the capitalisation of
some costs and to undertake a capital to operating cost swap to fund early
planning work.

Hon Simeon Brown, Jeremy Holman

L Chief Infrastructure and Investment

Officer

Health New Zealand | Te Whatu Ora
Date:
Date: 01 July 2025
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Background

9.

10.

11.

Cabinet agreed in principle to the Health Infrastructure Plan (HIP) in April 2025 [CAB-
25-MIN-0051 refers]. The HIP is physical component of the 10-year infrastructure
roadmap incorporating physical, digital, and health technology infrastructure investment.

As part of Cabinet’s agreement to the HIP, it was noted that Health NZ will provide you
an Implementation Plan by 1 July 2025, including detailed milestones and delivery
resources for investments out to Budget 2027. This Briefing provides you with the
Implementation Plan for 2025/26 to 2026/27 (including Budget 2027).

Cabinet also invited you to report to the Cabinet Expenditure Committee (EXP) by
December 2025 with the first of three annual progress updates on the planned delivery
of the HIP. The 2025/26 — 2026/27 Implementation Plan (“Implementation Plan™) will
help inform the shape and content of this annual progress update.

Implementation Plan outline

The Implementation Plan is the next step in the HIP, looking forward two years

12.

13.

14.

15.

The Implementation Plan forms the next step following in-principle agreement by
Cabinet to the HIP. The goal of the Implementation Plan is to outline the appropriate
resources and plans in place to successfully achieve the first two years of the HIP
(2025/26 and 2026/27). Specifically, it is intended to outline:

a. the resources required for delivery of the signalled investments for Budget 2026 and
Budget 2027

b. the proposed management of the portfolio of planned HIP investments to provide
assurance to monitoring agencies and Ministers (seeking their support and relevant
permissions as required)

c. the work programme supporting investment planning and delivery activity
d. the overview of the work programme to progress investments to decision points.

The Implementation Plan is primarily concerned with achieving investment readiness for
projects planned for commitments in financial years 2026/27 and 2027/28 (those which
are developed in 2025/26 and 2026/27 financial years with funding sought through
Budget 2026 and Budget 2027).

As set out in Appendix 1, the Implementation Plan covers infrastructure delivery
resourcing, portfolio assurance, a governance framework for HIP delivery, market
engagement strategy, affordability and portfolio prioritisation, and alignment with the
Digital Investment Plan (DIP) and Health Workforce Planning. Some parts of the
Implementation Plan are more mature than others, with dependencies such as the DIP
still a work-in-progress and to be incorporated throughout the Implementation Plan
period.

On 26 June 2025, the Commissioner of Health NZ approved the Implementation Plan to
progress to you for your agreement.
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Health NZ will increase resources for effective planning and delivery

16.

17.

18.
19.

Focus one of the Implementation Plan is on increasing resources for the effective
planning and delivery of investments signalled in the HIP. To do so, there is a significant
uplift in personnel required across two areas:

a. Capitalised roles involved directly in the delivery of the business cases and of the
investments

b. Operating cost roles that are tied to early planning work (such as network planning
and site master planning).

Health NZ has identified of capital funds, including an $8.4 million capital to
operating swap to fund the early planning work, to support the activities and resources
outlined in the Implementation Plan. Capitalisation of some costs from Crown funding
will require your approval, and the capital to operating swap will require approval by the
Minister of Finance. If you agree to the Implementation Plan, we will shortly provide you
and the Minister of Finance advice on these decisions.

There will be no impact on the operating baseline for Health NZ of the proposed activity.

Funding will support resources for Phase 0 planning, the implementation of the National
Remediation Programme, and for other funded HIP projects,

Health NZ will establish a suite of oversight and assurance mechanisms

20.

21.

22.

23.

The second focus of the Implementation Plan is portfolio assurance: the adoption of
mechanisms to provide oversight and assurance around the management of the total
portfolio of investments.

This addresses questions raised by monitoring agencies relating to visibility and
assurance of Health NZ’s ability to deliver the HIP. There are a number of mechanisms
that either already exist and must be modified or need to be established to create a
holistic portfolio assurance process. This includes establishing clear governance
arrangements for internal oversight; setting out key performance indicators and
reporting mechanisms; establishing processes for exploring alternative financing
arrangements; and setting out an assurance framework for planning and delivery.

The Implementation Plan also recommends that monitoring agencies provide advice to
you on the following areas to support the delivery of the HIP investments:

a. A review of capital settings to support more efficient decision making — notably in
determining if we have the right mix and number of investment decisions required to
be presented to Cabinet.

b. Advice on the approval requirements for the investments to be submitted for Budget
2026.

Cabinet has full discretion over delegations to agencies and requirements related to
business cases and the Budget process. Within the Implementation Plan, Health NZ has
proposed some changes that would help ensure delivery of the HIP. However, advice to
Ministers on these potential changes is the responsibility of the Ministry of Health and
the Treasury.
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31.
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Health NZ is also working to develop partnerships with market providers to ensure that
they can bring and capacity and capability necessary to support the proposed
investments in the HIP. The establishment and release of the HIP to the market is one
key enabler of the development of the right market engagement and collaboration to
support delivery of the planned investments, with the absence of a pipeline being a
major factor cited by the industry as limiting the ability to commit to capacity
development.

To strengthen our external relationships and solidify our place in the market as a key
procurer, Health NZ will support the establishment of a Design Consortium and is in the
process of establishing a National Panel of Major Project Delivery Partners. Both steps
are critical enablers to ensure we can meet expectations in delivering the HIP and will
deliver greater confidence that Health NZ and the market are in-sync and collaborating.
We anticipate providing you further updates on these initiatives as they progress.

Risks to delivery will remain, but we will monitor and mitigate them

32.

33.

34.

35.

The increase in the overall level of investment through the HIP requires a step change in
the resourcing and level of performance of Health NZ’s health infrastructure investment
management and delivery systems. Performance measures have been established to
monitor the uplift of resourcing, undertaking of investment planning activity, and
milestone for delivery of the proposed investments.

Monitoring of Health NZ’'s performance is foundational to the Implementation Plan and
will align closely with the expected quarterly and annual reporting on the HIP, and
regular project reporting (including through the Health Capital Update).

A number of indicators will be used in the first annual reporting period (1 July 2025 to 30
June 2026), including:

a. Introduction of a fit-for-purpose dedicated and resourced infrastructure governance
framework aligned with this implementation plan.

b. Successful recruitment of the planning and delivery resources outlined in this
implementation plan.

c. Delivery of the phase 0 deliverables outlined in this implementation plan.

d. Maintenance of the overall cost estimate for Budget 2026 and Budget 2027 by +/-
20%.

e. A gualitative assessment of progress towards private capital investment in major
investment proposals.

These indicators will be part of a wider suite of tools used by Health NZ to monitor our
internal performance, supplemented by external monitoring and reporting requirements
as set out in the initial HIP Cabinet paper [CAB-25-MIN-0051 refers] and the
Implementation Plan itself. We anticipate these indicators may change in the second
year of implementation, depending on if they are fit-for-purpose.

Future implementation planning for outyears will be bi-yearly

36.

This Implementation Plan is the first in the ten-year HIP. Implementation plans from
2027/28 will also cover a two-year period. We anticipate providing you the 2027/28 —
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2028/29 Implementation Plan in early 2027. This Implementation Plan (2025/26 —
2026/27) will inform the structure and content of the second plan.

37. As part of the required report-back to EXP by the end of December 2025, Health NZ will
prepare you a report on progress to delivering the HIP alongside reflections on applying
the Implementation Plan to date. We will provide a draft to you in November 2025.

Consultation

38. The Treasury, Ministry of Health, and Te Waihanga — the Infrastructure Commission
were consulted on the Implementation Plan. Their comments are reflected in this plan.

39. Health NZ has also engaged the National Infrastructure Funding and Financing agency
(NIFFCo) on the HIP and the Implementation Plan.

Next steps

40. Upon your agreement, Health NZ will commence the Implementation Plan for 2025/26 —
2026/27. Health NZ will also shortly provide you and the Minister of Finance advice on
the capitalisation of costs and undertaking of a capital to operating cost swap to fund
early planning work.

41. Health NZ will provide you with ongoing updates as appropriate on the HIP and will
prepare a draft report to EXP on the HIP for your consultation in November 2025.
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