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[In Confidence]   

Office of the Minister Hon Grant Robertson
Deputy Prime Minister

Chair, Cabinet Priorities Committee

Progress Report on the Implementation Unit’s Assignments as at June 2022 

Proposal

1. This paper is a progress update against the Implementation Unit‘s (the “Unit”) 2022 work
programme.

Relation to government priorities

2. The Unit’s  operations  are critical  to  enabling  the  successful  delivery  of  Government
priorities,  particularly  accelerating  economic  recovery and  laying  foundations  for  the
future.

Background

3. On 1 March 2022, Cabinet [CAB-22-MIN-0057 refers]:

a. noted that  the  Unit  will  undertake  follow-on  work  across  the  following
programmes: the  New  Zealand  Upgrade  Programme-Transport  (NZUP-
Transport),  Carbon  Neutral  Government  Programme  (CNGP);  Infrastructure
Reference  Group (IRG);  Budget  2019 Mental  Health  and Addiction  Package;
Emergency and Transitional Housing;

b. agreed the  following new assignments:  Te Aorerekura;  Three  Waters  Reform
Programme;  the  Emissions  Reductions  Plan  (ERP);  Immigration  Rebalance;
Health System Reforms; He Waka Eke Noa; and

c. noted that I would report back to the Cabinet Priorities Committee (CPC) in July
2022  on  the  Unit’s  progress  and  any  additional  programmes  of  work  to  be
included in the Unit’s work programme.

4. On 8 June 2022 I provided a first update to CPC on the Unit’s progress in 2022 [CAB-
22-MIN-0231  refers].   This  paper  provides  a  further  update  on  the  Unit’s  progress
against its 2022 work programme.

Completion of a report on the working arrangements between agencies responsible for 
delivery the New Zealand Upgrade Programme (Transport)

5. In  November  2021  the  Unit  completed  an  assessment  of  the  working  arrangements
between agencies  responsible  for  delivering  the New Zealand Upgrade Programme –
Transport (the NZUP Transport),  following a reset of the Programme which included
changed delegations.  The reset was in its early stages of implementation and the Unit
found that the Ministry of Transport, the Treasury, Waka Kotahi and KiwiRail were in
the  process  of  determining  and  documenting  their  working  arrangements.   I
commissioned the  Unit  to  provide  a  report  back on the  effectiveness  of  the  working
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arrangements as they were embedded, and to advise on any improvements that could be
made to reporting to Joint Ministers. 

6. The Unit reported its findings to me on 29 April 2022.  A copy of the Briefing is in
Appendix A.

7. Delivery agencies agreed a principles and relationship based working arrangement for
NZUP Transport in December 2021.  The Unit found that a base of solid trust is being
built between the agencies involved in the programme. This has in turn facilitated the
establishment  of  a  stronger  working  relationship  between  the  agencies.   Delivery
agencies  share information  early,  the Ministry of Transport  and the Treasury provide
constructive feedback that  can be addressed earlier  than was previously the case.  All
agencies  undertake joint  problem solving.    Agencies  will  review these arrangements
every six months, as it is likely that as Business Case processes  advance, and delivery
progresses that issues may arise which could test these working relationships.

8. As the programme gets deeper into the delivery phase, the Unit has recommended as per
the Ministry of Transport’s suggestion that it would be useful for the monthly reporting
from delivery agencies to include earned value reporting.  KiwiRail has started work on
this type of reporting. This would give the ability to see when a project is delayed or over
budget early on.  The Unit also recommended that in addition to the monthly reports from
delivery  agencies  and  the  bi-monthly  meetings  with  Ministers  that  periodically
discussions  focus specifically at the whole-of-Programme level. This would enable early
discussion  on direction,  changes  in  priorities,  and any potential  trade-offs  across  the
whole programme.

9. The Unit recommended that when appropriate the Ministry of Transport lead discussions
to ensure common understanding about key aspects of the programme thresholds.  An
example is ensuring a common understanding of “significant impact” on project benefits
and outcomes.

10. The Minister of Transport and I will discuss the Report and its recommendations prior to
the CPC meeting, and I will provide an oral update to the Committee.  I have not directed
the Unit to undertake any follow-on work from this commission.  I will consider whether
any further work regarding NZUP Transport should occur when the reviews of the Unit’s
work programme occur this month and in December 2022.

Completion of an assessment of progress of IRG agencies’ implementation of the Unit’s
recommendations from its November 2021 report 

11. In May 2020 we approved the establishment of the IRG to identify a pipeline of shovel
ready projects to support the economy during the Covid-19 rebuild (the IRG Programme).

12. In November 2021 the Unit undertook a stocktake of the IRG Programme, finding that it
was mostly on track to deliver its intended benefits in the intended timeframe.  I directed
the  Unit  to  undertake  a  follow-up  on  agencies’  progress  in  implementing  the
recommendations from the Unit’s stocktake, and to consider the impact of doing so on
the delivery of the IRG Programme.

13. The Unit  reported its findings to me on 27 May 2022.  A copy of the Briefing is in
Appendix B.
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14. The Unit found that the IRG Programme remains mostly on track to deliver its intended
outcomes, with an increase in projects rated as “medium-risk” highlighting the current
challenging  delivery  environment.   Delivery  agencies  have  implemented  the  Unit’s
recommendations in full or in part. Some of the actions have been recent and more time is
needed to determine  whether  there  has  been a  substantive  impact  on delivery  of  the
Programme.   The Unit  assessed that  the  early  indications  are  that  delivery  had been
strengthened. 

15. The  Unit  identified  where  improvements  could  be  made  to  delivery.  The   Kānoa  -
Regional Development Unit has agreed to strengthen its support of projects in its Climate
Resilience  Programme,  (which  includes  7  of  its  8  “high-risk”  projects).   Crown
Infrastructure Partners and the Treasury have also agreed to use the process and criteria
for agreeing changes to project finish dates as is used for project start dates.  This change
will also strengthen programme reporting. 

16. The  Minister  of  Regional  Development  and  I  will  discuss  the  Report  and  its
recommendations  prior to the CPC meeting,  and I  will  provide an oral  update at  the
meeting.  I  have  not  directed  the  Unit  to  undertake  any  follow-on  work  from  this
commission.  I will consider whether any further work regarding IRG should occur when
a review of the Unit’s work programme occurs in December 2022.

Update on working alongside commissions 

17. The Unit continues to work alongside agencies to assist with the setup of implementation.
Some key themes are emerging across the Unit’s commissions: 

a. As  agencies  shift  from  policy  to  delivery  (such  as  MBIE  (Immigration)  for  the
Immigration Rebalance, and MfE for CNGP and the ERP), the Unit is working with
agencies to understand and support this shift, and ensure the right tools are in place
for implementation. 

b. Additional funding achieved through Budget 2022 for CNGP, and the ERP will help
with resourcing demands, however, this will still need to be used effectively through
a mix of secondments and recruitment strategies.  

18. A tracker that summarises the progress made by the Unit, as well as key milestones, is
included in Appendix C. 

 Next steps: progress on Briefings and Stocktakes 

19. As the Unit progresses its work programme, I will continue to report on its findings.  I
will also report on the outcome of the Unit’s June Review of its work programme and
seek decisions on the inclusion of additional programmes for the second half of 2022. 

20. In July and August, the Unit’s papers will be brought to CPC in line with the schedule in
Table 1. 
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Publicity

28. No publicity is planned as a result of this paper.

 Proactive Release

29. I intend to proactively release this paper and its associated minute within the standard 30
business days from its consideration by Cabinet.

Recommendations

30. I recommend that the Committee: 

(a) Note that the Implementation Unit has delivered Briefings on: 
a. the  working  arrangements  of  agencies  involved  in  the  delivery  of  the  New

Zealand Upgrade Programme – Transport; and 
b. Infrastructure  Reference  Group  delivery  agencies’  progress  implementing

decisions from the Implementation Unit’s November 2021 report. 

Authorised for lodgement

Hon Grant Robertson
Deputy Prime Minister
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INFRASTRUCTURE REFERENCE GROUP 
PROGRAMME FOLLOW UP REPORT  

Executive Summary  

1. In May 2020, Cabinet approved the establishment of the Infrastructure Reference Group 
(“IRG”) to identify a pipeline of shovel ready projects to support the economy during the 
COVID-19 rebuild, allocating $3 billion in Tagged Contingency Funding as part of the $50 
billion COVID-19 Recovery and Response Fund Foundation Package (the “IRG 
Programme”) [CAB-20-MIN-0219.04 refers].   

2. In November 2021 the Implementation Unit (“the Unit”) completed a stocktake of the IRG 
Programme (the “Unit Stocktake”), including a deeper dive into projects delivered by the 
Kānoa Regional Development Unit, located within the Ministry of Business, Innovation 
and Employment (“Kānoa -RDU”).  The Stocktake found the IRG Programme was mostly 
on track to deliver its intended benefits within the intended timeframe, with 86% of 
projects in the programme assessed as complete or low risk (based on August 2021 
data)..Kānoa-RDU’s performance was, however, assessed as problematic in some areas 
but was positioned to improve with added leadership attention and governance.  

3. This report follows up on agencies’ progress in implementing the Unit’s Stocktake 
recommendations and considers the subsequent impact on the delivery of the IRG 
Programme.  

4. Delivery agencies have implemented the Unit’s Stocktake recommendations in full or in 
part, although much of this has been very recent. While more time is needed to determine 
the substantive impact on delivery, early indications are that delivery is being 
strengthened, which in turn will assist in maximising the achievement of the intended 
benefits. Overall, the IRG programme remains mostly on track to deliver, however, given 
the challenging delivery context for the construction and infrastructure industries resulting 
from COVID-19 and price inflation, delays can reasonably be expected in the near term.  

5. Kānoa-RDU has strengthened the oversight of its IRG projects and has substantially 
improved the accuracy and timeliness of its monthly reporting. This is largely due to 
adding a role that means there is a senior person whose sole focus is this programme. 
The Senior Responsible Officer (SRO) started in January 2022. 

6. Crown Infrastructure Partners (CIP) has expanded its role advising agencies on their “at 
risk” projects. It has also had responsibility for the management of three complex projects 
transferred to it. It is too early to tell the impacts, as the projects were only recently 
approved for transfer in December 2021 and in April 2022. 

7. There has been an increase in projects identified as either medium or high risk. Since 
the Unit Stocktake, medium risk projects have increased from 21 to 48, and high-risk 
projects have increased from 9 to 11 out of a total of 228 contracted projects (using March 
2022 data). The number of high-risk projects at 11 has however decreased from 18 in 
December 2021. The high-risk projects as at 31 March 2022 make up $125 million and 
the medium risk projects $595 million of IRG funding, together totalling $715 million (or 
28%) of the $2.621 billion1 in contracted projects for IRG funding.  

                                                
1 $2.641 billion has been allocated to (232) approved projects and of that $2.621 billion to (228) contracted projects as of 31 March 

2022 
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8. The increase in projects assessed as medium or high risk is, in part, reflective of the 
worsening delivery context for the construction and infrastructure industries during this 
time. Delivery agencies have been proactively reporting delays and cost increases due 
to the impacts of COVID-19 on supply chain, labour supply and rising price inflation.   

9. To further strengthen the IRG programme, the oversight, alignment, and monitoring of 
the Climate Resilience Programme should be re-assessed.  There are 54 projects in this 
part of the programme, seven of which are high risk, making up seven of the eight Kānoa-
RDU’s high-risk projects. Five of the projects are medium risk. This part of the programme 
is not monitored by the Kānoa-RDU regional teams but by the Wellington based regional 
investment team and a separate Advisory Board. It would be beneficial for Kānoa--RDU 
to consider deploying its regional staff to become involved and to ensure that there are 
tighter connections to the oversight processes the new SRO has put in place. 

10. There has been a practice of agencies seeking Ministers’ approval to changes in project 
planned start dates without getting explicit approval for any consequential changes in 
completion dates when these become known (acknowledging for some projects planned 
completion dates were not known at the time). This practice has adversely affected the 
risk profile. The accuracy of reporting risks to Ministers will improve if agencies request 
extensions to planned completion dates, in the same way, using the same criteria and 
(where appropriate at the same time) as requesting extensions to planned start dates. 
This is consistent with the original purpose of the Approval Report process, and the 
Treasury agrees that delivery agencies should be advised accordingly. 

Scope  

11. The Commissioning Brief is outlined in Attachment A. This follow-up is to assess the 
progress of agencies against the implementation of recommendations of the Unit 
Stocktake and whether the overall progress of the IRG Programme remains on track to 
deliver its intended benefits within the intended timeframe.  It is not a stocktake or deep 
dive into Kānoa–RDU’s (or other delivery agencies’) delivery progress. 

Background  

12. In November 2021, the Unit undertook a stocktake on the delivery status of the IRG 
programme and recommended actions to strengthen delivery across the IRG 
Programme (the “Unit Stocktake”). These recommendations were agreed to by the 
Minister for Infrastructure and Minister for Economic and Regional Development in 
November 2021.  

13. Recommendations focused on CIP and Kānoa-RDU, the two delivery agencies with the 
most significant responsibility under the IRG Programme. The Unit recommended that 
CIP build on its strengths, through expanding its role by providing expertise and project 
management skills to at risk projects and to work in greater collaboration with delivery 
agencies. The Unit Stocktake identified that Kānoa-RDU needed to strengthen its 
programme oversight, accountability, and reporting, and take action to reduce medium 
and high-risk project. Kānoa-RDU agreed to actions to achieve this. A complete list of 
recommendations, with agency actions is in Attachment B. 

14. CIP is responsible for regular monthly reporting to Ministers, and reports are available to 
the public quarterly through the CIP website. Responsibility for delivery is split among 13 
government agencies for 228 contracted (and 232 approved) projects. Based on data in 
the March 2022 monthly report the split is delineated as follows: 
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19. Figures 1 and 2 shows the change in IRG reported risk assessments and IRG funding 
allocated to contracted projects, August 2021 to March 2022. 

 

20. As at March 2022, 11 projects in the IRG Programme are considered high-risk. This 
means that there are delays of 13 or more months and/or there is a significant funding 
gap and predicted cost overruns that Ministers need to be made aware of. This number 
of high-risk projects and percentage of funding (5%) is small for an infrastructure package 
of this scale, complexity, and geographic diversity.  

21. The number of high-risk projects has reduced to 11 from 18 in December 2021.3 Of the 
remaining 11 high-risk projects,  

; and seven are flood 
and coastal protection projects under the Climate Resilience Programme (CRP) which is 
led by Kānoa-RDU.  

22. As at March 2022, 48 projects are deemed medium risk which is over double the 21 as 
at August 2021. This means that there are delays of 7-12 months and/or with some 
funding gaps or cost over-runs that are being proactively assessed and managed by 
delivery agencies. Of these Kānoa-RDU is responsible for 31 out of the 48, CIP has eight 
refer Table 2 for risk assessment by agency.  

23. In August 2021, Kānoa-RDU had six high risk projects. Since that time Kānoa-RDU has 
been effective at managing four of these projects to a lower risk status, with the remaining 
two projects4 staying high-risk (refer Attachment C). The increase to eight high risk 
projects in March 2022 is attributable to the flood resilience projects- seven out of eight 
of its high-risk projects (and five identified as medium risk) are part of the CRP.  

 

 

                                                
3 Five of these projects have been reduced to medium-risk and two have moved to being deemed low-risk. 
4  
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24. For example, in recent Tranche 15 approvals process Kānoa-RDU requested and had 
approved start date extensions to three projects.6 Kānoa-RDU would have benefited from 
simultaneously requesting, and reflecting in IRG monthly reporting, extensions to 
planned completion dates. This is because in some cases this would lower the risk rating 
(if there weren’t other material issues that would keep it as medium- or high- risk). 

CIP implementation of recommendations 

Unit recommendation 3.1: Extend CIP’s role by going beyond their monitoring and 
reporting functions to advising agencies on their medium- and high-risk projects 

25. CIP is placing additional focus on more closely assessing the performance of individual 
projects, as reported to CIP by other delivery agencies. Through the course of this follow-
up, delivery agencies provided examples of how CIP is engaging with them and advising 
on at risk projects7. The NZ Heritage project manager has benefited from CIP guidance 
and direction on the NZ Hokitika Building ($22 million) which requires extensive 
earthquake strengthening and remediation and is now under the management of CIP. 
Kānoa-RDU has proactively sought out CIP advice on project issues, such as the  

 that was recently part of the Tranche 15 process. 

26. CIP appointed a dedicated IRG Programme Manager to assist with the expanded role 
and enable the General Manager Infrastructure Delivery to focus more of his efforts on 
agency relationships and investing time on delayed projects. More time is needed to reap 
the potential benefits of this dedicated resource to reduce risks across the programme, 
as the IRG Programme Manager only started late April 2022. CIP is funding this role from 
within its existing operating funding arrangements agreed with Treasury and Ministers 
[refer T2020/2805 and T2020/3183]. 

Recommendation 3.3: Extend CIP’s role by taking a more prescriptive role in assisting 
Ministers to decide if at risk projects should be transferred to CIP or another agency 

27. CIP has provided advice to Ministers to assist in their decisions to transfer three complex 
IRG projects to CIP to administer and manage. It was jointly determined, with agencies’ 
leadership, that the nature of the following projects were better suited to CIP capabilities 
and expertise. These projects are:  

 
a) Heritage NZ Hokitika Government Building ($22 million) which was approved for 

transfer from the Ministry of Heritage and Culture to CIP as part of the Tranche 14 
approvals (December 2021)  

b) New Plymouth Thermal Dryer Facility ($33.65 million) and the Auckland Transport 
Electric Ferries ($27 million) projects were approved for transfer from EECA to CIP 
as part of the Tranche 15 approvals (April 2022) 

 
28. These projects were flagged in the Unit’s Stocktake as needing additional attention. It is 

too early to assess the impact of these decisions given the transfers to CIP are very 
recent. Early indications point to improved oversight and increased project management 
expertise for the NZ Hokitika Government Building. 

 

                                                
6  
7 On 13 December 2021, IRG Minister Robinson wrote to IRG delivery agencies’ Chief Executives setting out the expanded CIP role 

and expectations of how agencies should engage collaboratively with CIP in implementing its role 
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Ministers and CIP to assess what to expect for near term delivery and identifies where 
CIP may need to pay attention and work with an agency to mitigate delays (where 
practicable). CIP shares its monthly report with Kānoa-RDU in advance, although 
timeframes are tight due to the frequency of the quality assurance and reporting cycles.  

Kānoa-RDU implementation of recommendations 

Recommendation 6: Strengthen leadership, governance, accountability, and reporting, 
appoint a Senior Responsible Officer, and establish executive leadership oversight 

34. Kānoa-RDU has strengthened the leadership, governance, and oversight of its IRG 
projects. The SRO, who started in late January 2022, is now accountable for oversight, 
quality assurance, and reporting across the IRG portfolio. This includes elevating delivery 
risks to the Deputy Chief Executive as part of a weekly standing meeting.  

35. The Senior Leadership Team (SLT) is now briefed fortnightly by the SRO. These 
briefings are supported by a dashboard together with analysis of actions to be taken and 
decisions to be elevated to Ministers on medium and high-risk projects. The SLT has 
also allocated additional staff to support SRO.  

36. The SRO is the central point of contact and key relationship holder with CIP, which has 
resulted in an improved relationship, as well as improving the timeliness and quality of 
information flows between the two agencies. The SRO started in January 2022, and the 
most recent performance data is from March 2022.  As the changes embed, it is expected 
that delivery will improve.  

37. Early indications show that Kānoa-RDU is making good progress in moving its previous 
high-risk projects to lower risk. Its new oversight and approach should be applied to the 
Climate Resilience Programme (CRP) projects which do not have the same monitoring 
routines applied to it (refer paragraphs 55-58).  

Improved monthly reporting 

38. The Unit’s Stocktake found that the agency’s monthly reporting consistently had errors 
which required significant effort by CIP and Kānoa-RDU staff to assess, validate and 
correct.  CIP has confirmed that Kānoa-RDU is no longer missing monthly deadlines and 
the quality of its reporting has substantially improved. 

39. Training sessions have occurred for the Kānoa-RDU regional staff and project owners, 
including targeted outreach to those who have repeatedly had issues with monthly 
reporting. Kānoa-RDU staff interviewed report the new routines and training is improving 
the clarity, consistency, and reliability of the reporting process.  

40. Regional staff interviewed confirmed they now receive the IRG programme monthly 
reports and that they now have visibility of their IRG risk rating and the context of their 
projects within the broader programme. This is an improvement from six months prior 
where the Unit found that regional staff were not aware of the IRG monthly risk ratings 
for the projects they were responsible for.   

Recommendation 7: Kānoa-RDU agreed to a set of actions to move 13 of the 19 medium 
and high projects to low risk by December 2021 

41. Kānoa-RDU has partially implemented this recommendation. It had moved three of the 
13 projects to low risk by December 2021; by March 2022 two projects had completed 
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while two remained as low risk. Attachment C shows the movement of all 19 projects 
from August 2021 to December 2022, with March 2022 data included for completeness. 

42. Out of the 13 projects that were expected to be downgraded to low risk, eight projects 
remained at their risk level in December 2021, with a further three projects risk increased 
from medium to high. The reasons for the lack of progress are mixed: 

a)  two projects had resource consent and public consultation delays 

b) two projects required a change in scope, which resulted in variations to timeline 
and cost escalations and  

c) included eight flood protection projects that are part of the CRP. Kānoa-RDU had 
agreed to rectify a reporting issue8 contributing to the risk status of these eight 
projects.   

48. To fully implement this recommendation, Kānoa-RDU will need to focus its attention on 
the CRP projects to mitigate risks and ensure reporting issues are addressed and 
reflected in IRG reporting. 

Recommendation 5.2-3: Kānoa-RDU to provide more active management of two high-
risk projects and seek Ministerial direction on four medium and high-risk projects in 
November 2021 

49. Kānoa-RDU actively managed the two projects noted in the Unit Stocktake. As a result, 
one of the projects moved down from high- to medium- risk, while the other project 
remains at medium risk due to resource consent and timeline delays (refer Attachment 
B for the list of projects). 

50. Kānoa-RDU did seek Ministerial direction (extending start dates or direction on requests 
for additional IRG funding) for three of the four projects as part of Tranche 15 in April 
2022, not in November 2021 as planned. The other project did not end up needing 
Ministerial direction, as resource consent issues were resolved. While delayed, the 
actions of the agency on all four projects were appropriate, with three of the four projects 
now at medium- not high-risk (refer Attachment B for list of the four projects). 

Further Actions 

51. Two further issues have been identified through this follow-up that merit consideration to 
continue to strengthen delivery across the IRG Programme.   

Planned Completion Dates 

52. The Unit recommends that delivery agencies are advised by CIP that they can request 
extensions to the planned completion dates where there is a significant change in scope, 
funding, or project milestone(s) (the current criteria for planned start date extensions). 
This includes where Ministers have already approved an extension to planned start 
dates.  

53. It is reasonable to expect that an extended planned start date approved by Ministers is 
likely to have an impact on the planned completion date. In these situations, completion 

                                                
8  
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dates should be amended as part of Ministerial approval processes to ensure that the 
reporting remains accurate. In practice when agencies are amending their contracts 
(which they have delegated authority to do) to reflect the change in start date (approved 
by Ministers as there has been a significant change in scope, funding, or timing), there 
are also changes made to the completion date (via contract variation), but the latter is 
not reflected in IRG reporting of planned completion date, thereby potentially giving an 
inaccurate picture of project risk.  

54. The decision to extend planned start and planned completion dates should continue to 
sit with Ministers. As a matter of process, CIP will identify all changes to commencement 
dates approved by Ministers and ensure where appropriate that their planned completion 
dates have been or will be updated in the next tranche to reflect the change in 
commencement date.  

Strengthening Climate Resilience Programme – River Protection and Flood Resilience 
(CRP) 

55. In the Unit’s Stocktake the CRP, a package of 54 projects, was assessed as mixed – 
some aspects require attention. At the time eight projects were projected to miss critical 
milestones. This has increased to 12 projects rated as high (seven) and medium (five) 
risk9. The majority (42) of the CRP projects are currently assessed as low risk, guided by 
the technical expertise of the Advisory Board and the Kānoa-RDU Investment Team.  

56. The increase in high-risk projects is due to delays with resource consents, rescoping 
which has included amalgamation into other related flood protection works, and weather 
issues for one project. From a programme oversight perspective, risk reporting to the 
Advisory Board is not aligned with the IRG framework, and Board members receive a 
different risk assessment that is suited to the management of flood resilience projects 
but different from what Ministers receive monthly.10 

57. Kānoa-RDU has delegated authority by Ministers (with overview from the Advisory 
Board) to vary flood resilience projects where the variations do not fall outside of the IRG 
Ministers’ original approval parameters and meet specified criteria (approved Tranche 
11, June 2021). The Advisory Board and its March 2021 Terms of Reference (ToR) were 
established prior to Ministers approving delegated authority in June 2021. 

58. To support the Advisory Board in its role, Kānoa-RDU should update the Advisory 
Board’s ToR to take account of delegated functions from Ministers approved in June 
2021. Kānoa-RDU should ensure that CRP projects and their risks are aligned to the 
revised reporting and programme monitoring that is being applied across its other IRG 
projects; and deploy similar oversight and routines that the SRO has instituted, including 
using the regionally based advisors to monitor, validate and assess progress against 
contract deliverables. 

Next Steps 

59. The Unit will continue to receive the monthly IRG reports to Ministers to track the 
trajectory of medium and high-risk projects and the overall health of the IRG programme 

                                                
9 Of those eight projects, two moved into low or complete status, three remained at the same status level and three increased in risk 

level to high as of March 2022. 
10 Two out of the 12 high- and medium-risk projects have the same overall assessment, whereas the remaining 10 project risk 

assessments diverge 
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ATTACHMENT A 

IMPLEMENTATION UNIT COMMISSIONING BRIEF 
INFRASTRUCTURE REFERENCE GROUP FOLLOW-UP 

 
Commissioning Agent:  Deputy Prime Minister 

Commission to:   Implementation Unit, DPMC 

Commission:  Implementation Unit to check in to assess implementation of 
recommendations it made in November 2021 and their impact on 
delivery of the IRG programme by 27 May 2022. 

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.  

In November 2021 the Implementation Unit completed an IRG programme-wide status update, 
including a deeper dive for projects delivered by Kānoa Regional Development Unit, Ministry of 
Business, Innovation and Employment.  The Unit found that the IRG programme is mostly on 
track to deliver. A recommendation of the Unit’s 2021 review was to check in to assess 
agencies’ implementation of its recommendations and the impact on delivery. It is important for 
the Unit to identify if its recommendations are impactful for the purposes of improving delivery. 

A range of central government agencies, local governments, and non-government partners are 
responsible for delivering projects. This includes Crown Infrastructure Partners, Kāinga Ora and 
Ministry of Housing and Development, Ōtākaro Energy Efficiency and Conservation Authority, 
the Ministry for the Environment and the Ministry of Business, Innovation and Employment 
(MBIE), specifically Kānoa, the Regional Economic Development & Investment Unit. Other 
Government departments include NZ Defence Force, Kiwi Rail, NZ Police, Heritage NZ, Fire 
and Emergency NZ and Ministry of Justice. 

Purpose  

The purpose of the Implementation Unit’s engagement is to assess implementation of 
recommendations it made in November 2021 and their impact on delivery of the IRG 
programme in May 2022. 

Scope  

The Implementation Unit will: 
 Assess agencies’ progress of its recommendations outlined in the November 2021 review, 

including if the overall progress of the IRG programme remains on track to deliver.  
 Interview senior agency leaders to assess the impact of its recommendations, if they were 

effective and if not, why not. 
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The Implementation Unit will report to the Deputy Prime Minister on agencies’ progress towards 
meeting programme milestones and delivery of key outputs as part of its regular monthly 
reporting.  

Parties 

The Implementation Unit will work with relevant senior leaders and teams at Crown 
Infrastructure Partners, Kānoa - Regional Economic Development & Investment Unit and other 
relevant IRG delivery agencies as appropriate. 

Timeframe 

The Implementation Unit will provide a report by 27 May 2022. Throughout the course of the 
Unit’s support, it will provide short progress reports to the Deputy Prime Minister as part of its 
regular reporting cycles.   
 

 

Hon Grant Robertson       
Deputy Prime Minister       
Date: March 2022  
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 Thermal Drying Facility ($33.65 million) transferred 
from ECCA and approved as part of Tranche 15 in 
April 2022 

 Electric Ferries project ($27 million) transferred from 
ECCA and approved as part of Tranche 15 in October 
April 2022 

3.4 prepare advice to IRG Ministers on the impacts of COVID-19 and 
supply chain issues across the IRG programme, identify mitigation 
strategies, and keep IRG Ministers informed regarding ongoing 
impacts 

CIP reported on COVID-19 in December 2021 briefing and will 
continue to report as needed. The risk framework was adjusted 
to take account of programme wide delays due to COVID19. 
However, feedback and mitigation strategies across the IRG 
programme has not been sought by CIP.  

Implemented December 2021, 
ongoing. 

3.5 conduct a quality assurance assessment on a representative 
sample of IRG projects to verify and provide confidence in the 
number of Full Time Equivalent (FTE) jobs reported and forecast 

In February 2022, CIP re-engaged consultants to update the 
initial Full Time Equivalent (FTE) model and to complete 
analysis and forecasting at both an individual project and 
overall programme. Updates and findings will be shared in 
future monthly reports to IRG Ministers. 

Implementation initiated, but work 
delayed due to consultant capacity.   

3.6 discuss and share the monthly monitoring report to IRG Ministers 
with Kānoa-RDU and other delivery agencies to assist with flow of 
information and improvements to managing delivery risks.  

CIP shares monthly reporting time permitting with Kānoa-RDU. 
Timeliness and quality of reporting by Kānoa-RDU has 
improved. 

Implemented December 2021 

4. Request information from CIP about the potential cost of adding the 
responsibilities in recommendation 3 and seek Treasury’s advice about 
options for meeting these costs. 

CIP are funding their role from within their existing operating 
funding arrangements agreed with the Treasury and Ministers. 
CIP recruited a new Project Manager, starting late April 2022, 
freeing up the CIP capacity to oversee and troubleshoot across 
the programme. 

Implemented 2021 

5. Direct CIP, as part of monthly reporting, to work with delivery agencies 
to prioritise and present to IRG Ministers a 6-monthly completion 
schedule. This will clearly communicate when projects are due to deliver, 
and any risks to not completing on time. 

A 6-monthly completion schedule of all IRG projects is now 
automatically provided with each monthly IRG report that is 
sent to Ministers. 

Implemented December 2021 

6. Note that Kānoa-RDU has agreed to strengthen leadership, 
governance, accountability and reporting of its IRG projects, including by: 

  

6.1 appointing a Senior Responsible Officer (SRO) with accountability 
and authority for delivery, reporting and routines across Kānoa- 
RDU’s IRG project portfolio  

Recruited an IRG Programme Director, supported by three 
staff within her immediate team and access to additional 
capacity to support reporting and monitoring 

Implemented January 2022. 

6.2 establishing executive leadership oversight and support to the SRO, 
elevating IRG programme decisions and delivery risks to the Deputy 
Chief Executive and Ministers. 

The SRO reports to the Deputy Chief Executive and Head of 
Kānoa-RDU and meets fortnightly with the Executive 
Leadership team including providing regular risk reporting, 
commentary, and advice. 

Implemented January 2022. 
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Appendix C – Implementation Unit work programme update as at 16 June 2022 
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I N  C O N F I D E N C E
CPC-22-MIN-0016

Cabinet Priorities 
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 Assignments: Progress Report as at June 2022

Portfolio Deputy Prime Minister

On 21 June 2022, the Cabinet Priorities Committee (CPC):

1 noted that in March 2022, CPC noted that the Implementation Unit would undertake follow-
on work for a number of programmes it monitored in 2021, and agreed to the new 
assignments for the 2022/2023 work programme, including the New Zealand Upgrade 
Programme – Transport, and the Infrastructure Reference Group [CPC-22-MIN-0003];

2 noted that the Implementation Unit has delivered briefings to the Deputy Prime Minister on:

2.1 the working arrangements of agencies involved in the delivery of the New Zealand 
Upgrade Programme – Transport, attached to the submission under 
CPC-22-SUB-0016 as Appendix A;

2.2 Infrastructure Reference Group delivery agencies’ progress implementing decisions 
from the Implementation Unit’s November 2021 report, attached to the submission 
under CPC-22-SUB-0016 as Appendix B.

Jenny Vickers
Committee Secretary

Present: Officials present from:
Rt Hon Jacinda Ardern (Chair)
Hon Grant Robertson  
Hon Kelvin Davis
Hon Dr Megan Woods
Hon Chris Hipkins
Hon Carmel Sepuloni
Hon Andrew Little
Hon David Parker
Hon Damien O’Connor
Hon Stuart Nash
Hon Peeni Henare

Office of the Prime Minister
Officials Committee for CPC
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