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1.3 Timing/Scope of the Next Investment Review 

As noted in the June 2020 Gateway Review report: 

The next Gateway Review should be a Gate 3: Investment Decision It should be held prior 
to submission of the Implementation Business Case. 

As a result of this AAP returning a Delivery Confidence Assessment of Red/Amber, 
Treasury Gateway Unit will advise on the need for any further AAP or interim 
healthcheck. 

Ministry of Health  should contact the Gateway Unit at least 10 weeks before the next 
Gateway Review is needed, to request an assessment meeting at which the appropriate 
review type and dates will be confirmed.  The Gateway Unit requires 8 weeks to arrange a 
Gateway Review following receipt of a signed confirmation from the SRO. 



Assurance of Action Plan – MOH:NDH 

Gateway AAP Report Template (June 2018) Page 3 

2 Background 

2.1 Status at Previous Review 

The previous Gateway Review (ID 1344) reported to Ministry of Health on 12/06/2020 and 
assessed the programme as follows: 

Gate  2 Delivery Confidence Assessment  

Delivery Confidence Assessment RED /AMBER (Programme) 

[ AMBER (Build Project) ] 

If viewed in isolation, the build Project could be assessed at Amber, but since the building itself will 
not deliver the benefits sought from the Programme, the Review Team adopted a wider perspective. 

 

The Gateway Review Team finds that the successful delivery of New Dunedin Hospital is in doubt 
with major risks and issues in a number of key areas including: 

• The need to de-risk the build approach; 
• The need to adopt an integrated Programme Management approach; 
• The need to clarify the approval request for the Business Case; 
• The need re-structure the governance arrangements; and 
• The need to secure appropriate skills for Programme delivery. 

 

In addition, it will be essential to maintain clinical input and external stakeholder engagement. 

 

The over-riding issue throughout this Gateway Review is the need to restructure the governance 
arrangements with clarity of accountabilities along with appropriate financial delegations and 
empowerment.   

 

This needs to be achieved in the context of an integrated Programme which should be developed 
that embodies not only the hospital build but also the ICT integration and the Service 
Transformation in the DHB. 

 

In summary, when assessing a range of indicators for delivery confidence, the Review Team 
concludes: 

• Aim & Scope - This is not well bounded. 
• Governance - This is the major issue. 
• Skills and Capabilities - This will be a challenge. 
• Key Processes - These are variably mature. 
• Dependencies - These are not adequately controlled. 
• Business Readiness to Change - This is not yet fully integrated. 
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2.2 Current Status of Project/Programme 

The June 2020 Gateway Review report has not been shared with Southern DHB or Southern 
Partnership Group. Consequentially, much of its content has therefore not been taken 
forward to any significant degree.  The Ministry of Health has developed proposed revised 
governance arrangements which have now been endorsed by the DG and supported by 
Ministers.  The enactment of the revised governance ought to be the key to putting the 
programme on a firmer footing, but as this has not yet occurred, no results-based evidence is 
available to the Review Team.  The analysis of the programme therefore remains largely as it 
was five months ago. 

2.3 Scope of the Assurance 

Seven recommendations were made by a Gateway 2 Review (ID 1344) carried out from 
08/06/2020 to 12/06/2020. 

The purpose of this Assurance of Action Plan is to: 

1. Review the recommendations from the previous review. 

2. Provide an assessment on the suitability of the action plan to address the issues and 
deal with the recommendations. 

3. Provide commentary to the SRO that the action plan is being pursued effectively to put 
the programme back on track. 

4. Provide a revised Gateway Delivery Confidence Rating for the project/programme. 

 
In order to form an opinion in relation to this Review, the Review Team has: 

} Considered the findings and recommendations of the previous Gateway review 

} Interviewed relevant project stakeholders 

} Reviewed relevant documentation.  

This report is an evidence-based snapshot of the programme’s status at the time of the AAP.  
It reflects the views of the AAP team, based on information evaluated over a three day 
period, and is delivered to the SRO immediately on conclusion of the AAP. 

Direct any enquiries regarding the AAP process to the Investment Reviews Unit,   
investmentreviews@treasury.govt.nz  

2.4 Acknowledgements 

The AAP team is particularly grateful to the Project Team and in particular Emily Leopold for 
their help in planning and supporting this AAP review. 
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Commentary: 
 

• Immediately following the June 2020 Gateway Review, MoH embarked on developing 
proposed revised governance arrangements.  A paper was prepared, endorsed by the 
MoH DG and submitted to Ministers for consideration. 

• In the meantime, the Gateway Review report was not circulated and its conclusions and 
recommendations were not shared with Southern DHB colleagues or the Southern 
partnership Group (SPG). 

• The Review Team was surprised to learn that the report was circulated only just ahead of 
this AAP, thus (in the opinion of the Review Team) reducing the value of the timeliness of 
Gateway and resulting in five months of lost opportunity to make changes to improve 
probability of success. 

• The Review Team understands that the proposals for changed governance have been 
agreed with ministers and that the changes are due to be enacted imminently. 

• In the intervening five months between the June Gateway review and this AAP there 
have of course been the challenges of Covid-19, an election, Ministerial changes and a 
degree of churn in senior positions at MoH.  Nonetheless, the development of proposed 
changes and securing Ministerial agreement ought not to have prevented wider learning 
or opportunities to progress on other fronts as discussed and recommended in the 
Gateway report. 

• The Review Team observed, unsurprisingly, a high degree of frustration at the apparent 
‘secrecy’ being kept over the Gateway report and this has served only to further deepen 
a culture of distrust that appears to exist between ‘the Ministry’ and the Southern DHB. 

• A new independently chaired Steering Committee is to be established imminently and 
will start operating from early 2021. 

• Clarity surrounding the revised governance is required so that all stakeholders can be 
clear about their respective roles and accountabilities and so that the relationships 
between the build project governance and the overarching change programme can be 
cemented.   

• The SPG continues to act as the governing body and there will be a need to ensure that 
commitments made under the extant regime segue into the future regime without issues. 
To that end, the sooner the new steering committee is established and its membership 
appointed, the smoother the handover.  The proposed disestablishment of the SPG 
could also link to the new stakeholder reference group idea floated by the Gateway 
Review team in June 2020. 

• The Review Team was advised that the Southern DHB is suffering some performance 
issues and currently has two Crown Monitors appointed.  Additionally, there is some 
churn on the ELT with the resignation of the CFO and the changes in Chair. 

• The Southern DHB is currently running a deficit budget which has the potential to divert 
Executive Leadership and decision-making from the critical decisions required to 
progress the NDH in a timely manner. 

• On 4th November 2020, the MoH DG issued a letter to the acting Chair of the Southern 
DHB requesting the establishment of a ‘dedicated New Dunedin Hospital SDHB 
Programme Board, specifically to oversee the DHB workstreams that will enable the 
expected benefits from the New Dunedin Hospital investment to be realised”. The 
Review Team observes that the revised governance is requested by the DG to be put in 
place no later than March 2021.  With the DBC being formally submitted in February 
2021, the Review Team encourages that the governance be established in advance, and 
hence a slightly more rapid timetable than indicated by the DG.  This should ensure that 
the new governance environment is in place prior to major commitments being made. 
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• The differences between Programme and Project Management disciplines are not yet 
well understood and the Review Team observes no progress in scoping or recruiting 
suitably qualified and experienced personnel in Programme Management. This is as a 
direct consequence of the timeframe taken to agree revised governance and approach, 
coupled with a lack of visibility by the Southern DHB of the June 2020 Gateway Review 
report. 

• Encouragingly, development of benefits metrics is underway and due to be submitted to 
the Southern DHB ELT imminently. Benefits management is a core discipline of 
programme management and it is a positive step to be progressing this ahead of the 
DBC formal submission. 

• Southern DHB has enlisted the help of a benefits specialist from IRD to aid benefits 
realisation planning.  IRD has demonstrated world class benefits management as part of 
its Business Transformation Programme.  It is good to see the transfer of good practice 
across sectors. 

• The relationship between MOH and Southern DHB is said to be strong at working level in 
Dunedin.  This was borne out in interviewees.  Conversely, there appears to be an 
urgent need for ‘Wellington’ MoH and the Southern DHB to forge stronger 
communications and a greater sense of common purpose.  Many interviewees accepted 
that Covid-19 had had an impact on travel, but were keen to see greater cohesion in 
energising the overall programme. 

 

Status now:  
Under Action 

 

 

3.2 Further Recommendations or Actions 

The Review Team does not raise any additional recommendations at this time, since only 
one of the seven recommendations made five months ago has been completed.  The other 
six are works in progress but yet to demonstrate any significant impact on delivery 
confidence.  Those recommendations should be addressed as a matter of priority prior to the 
formal submission of the DBC in February 2021. 
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Appendix 1 – Types of Investment Reviews 

Investment Reviews for Projects and Programmes 

1. Gateway reviews 

Broad strategic reviews held during the pre-investment and implementation stages just 
before each key decision point.   

} Mandated for projects and programmes assessed as high risk. 

2. Operational and Benefits Realisation reviews 

Reviews focussed on contract management, benefits and operational performance after 
transition into service.  These are designed to be repeated throughout the life of the 
service, with an early review typically 6-12 months after project handover to operational 
service and repeatable reviews until the benefits have been realised.  

} Mandated for projects and programmes assessed as high risk. 

3. Targeted Investment Reviews 

Narrow-scope reviews that can be held at any time with a bespoke terms of reference, for 
example when issues or concerns are identified.  

} May be initiated by an agency or by the Corporate Centre or ministers. 

Gateway Reviews 

During the development and implementation of a programme or project, the Gateway 
process is designed to provide confidential independent guidance to Senior Responsible 
Owners (SROs)/sponsors, and indirectly to programme and project teams, on how best to 
ensure that their programmes and projects are successful. Gateway reviews provide 
Ministers with the assurance that at key points in a high-risk project or programme the SRO 
has been provided with peer-level independent advice to help improve the project or 
programme’s chances of successful implementation. 

The Gateway Review process examines programmes and projects before key decision points.  
It looks ahead to provide assurance that they can progress successfully to the next stage; the 
process is recognised as best practice by the United Kingdom, Australian and New Zealand 
Governments.  

Gateway reviews are mandatory for high risk projects and programmes of the following 
types, regardless of the source of funding: 

} acquisition/procurement programmes and projects, whether capital expenditure, asset 
disposals, lease arrangements, or “as a service” investments 

} ICT-enabled business change 

} property/construction developments. 
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Operational and Benefits Realisation Review 

In 2015, Cabinet Office Circular CO (15) 5 replaced the existing Gateway Gate 5: Benefits 
Realisation and Operational review with a new Investment Review to meet government 
requirements for visibility of benefits realisation. 

An Operational and Benefits Realisation review is not a Gateway review, although it is 
facilitated by the Investment reviews team in Treasury and follows a similar process, and 
Gateway reviewers may be on the review team.  The key differences: 

} The primary focus for this review is operations review and benefits realisation while 
Gateway Reviews focus largely on project and programme delivery.   

} The report is not confidential to the business owner; it may be requested by ministers and 
will be published to the Public Sector Intranet or other location so that lessons can be 
shared among government agencies. 

} The team members may include a representative of the Central Agencies (Treasury, 
DPMC, SSC) or Functional Leads (GCDO, NZGPG, NZDS) with particular interest in the 
benefits arising from a project or programme.  

Targeted Investment Reviews 

Cabinet Office Circular CO (15) 5 identified a requirement for alternative investment reviews 
for use when Gateway is less appropriate, for example as a between-Gateway healthcheck 
or when a narrow targeted scope is required rather than a strategic review.   

A Targeted Investment Review is a bespoke investment review that can be requested by an 
agency, the Corporate Centre or ministers at any time.  It is conducted against a tailored 
terms of reference. 

Value of an independent review 

Treasury Investment Reviews deliver a ‘peer review’ in which independent practitioners from 
outside the programme/project use their experience and expertise to examine the progress 
and likelihood of successful delivery of the programme or project.  They are used to provide 
a valuable additional perspective on the issues facing the internal team, and an external 
challenge to the robustness of plans and processes. 

The Investment Review process provides support to SROs and operational Business Owners 
in the discharge of their responsibilities to achieve their business aims, by helping them to 
provide assurance that: 

} the best available skills and experience are deployed on the programme or project 

} all the stakeholders covered by the programme/project fully understand the 
programme/project status and the issues involved 
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} the programme/project can progress to the next stage of development or implementation 
and that any procurement is well managed to provide value for money on a whole-of-life 
basis 

} realistic time and cost targets for programmes and projects have been applied. 

Additional value is delivered through: 

} improved knowledge and skills among government staff through participation in reviews 

} provision of advice and guidance to programme and project teams by fellow practitioners. 

Investment Reviews as Part of the Assurance Framework 

Every agency should have its own structures and resources for carrying out internal reviews, 
healthchecks and audits of its activities, including programmes and projects.  A Gateway 
Review process provides a forward-looking snapshot view of progress at a point in time and 
therefore should be seen as complementary to these internal processes and not a 
replacement for them. 

Organisations should have in place an effective framework to provide a suitable level of 
assurance for their portfolio of programmes and projects.  This requires management to map 
their assurance needs and identify the potential sources for providing them (for example through 
IQA providers).  Agencies are encouraged to ensure adequate and timely co-ordination and 
sharing of information, including plans, between the various internal review functions. 

In addition, SROs should be aware of the extent and limitations of the various review 
processes.  For example, the fact that a Gateway Review has taken place does not replace 
the need for a full audit opinion on the effectiveness of risk management, control and 
governance in the audited area. 

Further, none of these review processes is a substitute for a rigorous governance framework 
in the organisation to manage key processes, including business planning, investment 
appraisal and business case management (including benefits management), programme and 
project management, portfolio management, risk management, procurement/acquisition, and 
service and contract management. 

  












