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In Confidence
Office of the Minister of Health

Cabinet Economic Policy Committee

Health Digital Investment Plan to put patients first

Proposal
1 This paper seeks agreement in principle to the Health Digital Inves tP e

HDIP) — a key step in modernising New Zealand’s healthcare syste
outlines a pathway for transitioning from the current fragme
resourced digital health landscape to a connected, and intelli ecosystem

that puts patients first. It is about leveraging data, technalogy, a ovation to
deliver access to timely, quality healthcare to every lagder.

Relation to government priorities

2 The HDIP directly supports our Government’s ¥gcus on putting patients first,
including improving access, timeliness, afid quality of healthcare. It underpins our
Government’s health priorities and t unlocking digital tools that smooth

patient journeys, improve access to healthcate, and reduce inefficiencies across the
system.

3 Every dollar that is invest ill foglis on improving outcomes for patients or
addressing critical seryice need, With individual investments prioritised based on
their contribution t 1cvRg our Government’s five health targets. This ensures
digital funding 1 1r&oward delivering a healthcare system that is designed
around patients, powgered by technology, and focused on delivering better public

services.
Executive s

4 gil;l eeking Cabinet’s in-principle agreement to the HDIP (subject to approval of

quent business cases and Budget processes), as set out in Appendix 1.

e HDIP outlines a strategic pathway for Health New Zealand (Health NZ) to
transition to a modern, connected, and resilient digital ecosystem capable of
delivering integrated, patient-centred healthcare that puts patients first.

s 9(2)(b)(ii); s 9(2)(f)(iv); s 9(2)(9)())
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7 Health NZ will seek my approval for an Implementation Plan for the HDIP in early
2026. This will ensure deliverability, robust oversight, and confirm Health NZ’s
capacity to execute the HDIP.

8 As a first stage to support the implementation of the HDIP, Health NZ will establish
a Centre for Digital Modernisation of Health (the Centre). The Centre will ensure
that Health NZ has the capacity and capability to progress business cases for the
required investments — every dollar focused on improving patient outcomes or
addressing critical service need. The Centre will also allow Health NZ to consider
alternate financing options to bring forward digital investment and accelerate t
delivery of timely, quality healthcare.

9 To strengthen New Zealand’s health system, future investment is also refuired t
modernise the Ministry of Health’s (the Ministry) regulatory systems, red#cCe
operational risk, and support effective regulatory oversight.

10 Health NZ’s digital infrastructure is fragmented, o Mcreasingly
unsustainable. The health system includes ove ate applications, many of
which depend on ageing hardware and unsup ware. To put this into
perspective, across Health NZ’s 91,071 employces (as at June 2025), this equates to
one system for every 15 Health NZ staff members (including non-clinical staff).
Despite rising maintenance costs, the ris ystem failure continues to grow,

posing a direct threat to safe, reliWe icient healthcare delivery.

e]
6,000 \A 918(?71 (%

Background

State of digital infrastructure in health

1:15

The total Health NZ E Equates to one system
workforce includes ' for every 15 Health NZ
91,071 employees. ! staff members.

11 This 1 t of years of underinvestment and reactive, locally led initiatives that
iori quick fixes over long-term solutions. Prior investments were often
narrowly, leading to inconsistent platforms, duplication, and limited national
ion across the health system. This results in clinicians spending their time
vigating disconnected systems, instead of being able to deliver healthcare to

patients.

9(2)(b)(ii)
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s 9(2)(b)(ii)

13 Most of this baseline funding (approximately 90 percent) was spent on operational
costs and the lifecycle management of existing systems, rather than on building new
capability.

14 The cost of this underinvestment over many years falls on patients as well as
clinicians. Delays in accessing critical health information, duplication of test
effort, and limited support for virtual or community-based healthcare hay€ beco
daily reality for patients accessing healthcare in New Zealand. The curr

infrastructure cannot reliably support the scale or flexibility require
population needs or deliver on our Government’s priorities.

OW'[’S focus on
st, unlocking improved

broader health system
strain the ability to deliver

10-year plan for capital investment

15 Investment in digital infrastructure is essential to ou
moving towards a healthcare system that puts pati
health outcomes for all New Zealanders. Healt
face substantial digital infrastructure challen
access to timely, quality healthcare.

16 In April 2022, Cabinet directed Heal o deliver an improved, nationally
planned approach to health infrasgructure, in€luding a 10-year plan for capital
investment [SWC-22-MIN-0 Wn will prioritise and integrate built,
digital and health technologi estments to support the Government’s decision-
making, informed by an asSessment’of market capacity to deliver.

17 The 10-year plan f; wvestment will be underpinned by Health NZ’s Health
Infrastructure Pldgf (for Physical infrastructure) and the HDIP. The HDIP sets out a
pathway to t i0mfrom the current high-risk environment to a modern,
connected g@nd intglligent digital health ecosystem.

18 In Ma 025%Cabinet:

all funds being subject to relevant business case approval and internal and

external Budget decisions; and
18.2  invited the Minister of Health to present the HDIP to Cabinet by the end of

2025 [CAB-25-MIN-0051].

@ reed in principle to the Health Infrastructure Plan, with the commitment of

19 I am seeking Cabinet’s in-principle agreement to the HDIP (subject to subsequent
business case and Budget processes) attached as Appendix 1.
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Developing the Health Digital Investment Plan

20 The HDIP is a 10-year investment plan that outlines a strategic pathway for Health
NZ to transition to a modern, connected, and resilient digital ecosystem capable of
delivering integrated, patient-centred healthcare that puts patients first.

21 The HDIP defines the digital capabilities required to support future models of
healthcare, the timing and prioritisation of these investments and the planning

approach needed to ensure delivery remains responsive to changing needs and
emerging opportunities.
e

22 s 9(2)(b)i) This indi
cost is in addition to Health NZ’s current baseline funding for digital serfic
represents a significant but essential investment in modernising healthcate®deliyery,
moving from an inefficient system to one that leverages modern di
deliver better healthcare or respond to critical service need.

23 The HDIP comprises approximately 120 investments structurcdacro$$ three
overlapping horizons of development. Each horizon buildg on pré¥ious investments
to ensure continuity of progress.

23.1 Horizon One (2026/27 and 2027/28) wi u tabilising the system,
addressing critical vulnerabilities, an p critical infrastructure that
currently risks increasing wait times for patients, among other things.
Alongside this, Health NZ will begin to modernise through investing in core
digital foundations, essential cli systems, and workforce capability to

unlock immediate improWn healthcare.
23.2  Horizon Two (202 0 1) will systematically modernise and

consolidate Health platforms, moving towards a truly connected
national syste efig patient information flows seamlessly between
providers, gliminatiif@’duplication and delays.

23.3  Horizon Threg (2031/32 to 2035/36) will digitally enable new models of
nd 1nnovation, supporting improved clinical and consumer
esdt scale. This involves leveraging data and intelligent systems to

ersonalised healthcare that meets patients’ needs.

24 omes are closely aligned with the Government Policy Statement on
024-2027 and our Government’s five health targets, supporting their
ement through targeted digital investment. Every dollar will focus on

ivering measurable improvements in patient outcomes or addressing critical
service need. Health NZ will use a range of measurement tools to monitor progress,
ensuring the strategy remains responsive to sector changes, organisational shifts,

and emerging trends.

25 The HDIP has been designed to remain adaptable. Early investments are clearly
defined, while later phases will be shaped by further planning, market engagement,
and alignment with evolving service needs. This flexibility ensures Health NZ can
respond to emerging information systems and technologies - such as blockchain and
artificial intelligence - and changing population demands while maintaining
alignment with government priorities and, most importantly, patients’ needs.
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26 As a result, the HDIP incorporates a detailed three-year Rolling Plan setting out
these early investments and their funding profiles, intending to be updated on a
regular basis to allow greater visibility on immediate and priority investments. The
first Rolling Plan incorporates a majority of investments in Horizon One and some
in Horizon Two.

27 Health NZ will seek my approval for an Implementation Plan for the HDIP in early
2026. This Implementation Plan will need to assure myself and Ministers on the
deliverability, oversight and Health NZ’s capacity to execute the HDIP and delive

better outcomes for patients.
28 I expect the Implementation Plan to detail the proposed prioritisation and %

sequencing of investments for the three-year Rolling Plan, the allocationfof
against those priorities, and detailed milestones and decision points that be
s

monitored against. The milestones will reflect the elements require
delivery of projects and reporting against these milestones will gdentifywhere
interventions are necessary.

ful

Delivery of the Health Digital Investment Plan

29 In advance of preparing this Implementation Plan
establish a Centre for Digital Modernisation o
critical for the success of the HDIP. The Cent gfdertake the design, planning
and development of business cases and pfovide Capability in innovation, including
Al and digital delivery, to support fu livery. This means faster, smarter
solutions that help deliver access to timelyNguality healthcare for all New

is preparing to
th e creation of the Centre is

Zealanders. y
30 The establishment of the illyprovide Health NZ the opportunity to access
global expertise that does n@t eXis#in New Zealand and will enable Health NZ to
build the internal ca;\' deliver the HDIP. This will be incorporated into the
the

Implementatior& DIP.
31 S 9(2)(b)(ii);G)(f)(i 9(2)(j)

32

3 I will ensure that appropriate assurance processes are in place to support the
delivery of the HDIP.
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Relationship of Health Digital Investment Plan to other capital investment and planning

34 The HDIP is closely aligned with the Health NZ National Clinical Service and
Campus Plan, which sets out a national vision for shifting healthcare closer to

homes and communities.

35 The HDIP will be integrated with the Health Infrastructure Plan in the future,
enabling co-ordinated sequencing and prioritisation of both physical and digital
investments to optimise value and manage budgetary constraints.

36 Currently, capital investment in physical infrastructure significantly outweig
investment in digital capability. Rebalancing this investment profile is essent

deliver digitally enabled models of healthcare that cannot be supported b§
infrastructure alone. Without modern digital systems, even the best-equippc
buildings cannot deliver the seamless, efficient healthcare that pati

37 These trade-offs are being considered as part of the developra€nt Ith NZ’s
integrated 10-year capital investment plan. Health NZ is currenty pgégressing this

work and is expected to provide an update to me, incl W ne, by

March 2026.

38 While addressing digital infrastructure is critic
required to strengthen New Zealand’s health
regulator encompasses a range of regulat

e only investment
miBhe Ministry’s role as a
regitaes including radiation safety,

health service provider certification, medigines and vaping.

39 To perform these functions a large,number of health practitioners engage with the

Ministry’s regulatory system

outdated systems and are

be improved to incre
business cases to proye

ctivity across the system. The Ministry will develop
e systems for later Budgets.

Three-year Rolling forghe Health Digital Investment Plan

40 Health NZ have déveloped the first three-year Rolling Plan (incorporated as part of

1z2yfz31zg 2025-11-04 11:32:09

nvestment Pipeline), representing the proposed investments for
(Horizon One and part of Horizon Two).
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s 9(2)(b)(ii)

42 Each investment area consists of a set of smaller investments that are designedsgto
deliver benefits when implemented cohesively. Digital investment requires €
commitment to foundational digital infrastructure, such as modern platf 10
capabilities, and connected systems that enable the delivery of future ca t1
and benefits. The value of the programme will be realised through mbin€d
delivery of these investments over time. More detailed benefits of th
investment areas are outlined in Appendix 1.

43 For example, Diagnostics (Radiology) comprises six s er inv ents, four of
which commence in Horizon One. These initiatives We in the
development of a national radiology and patholog s tepository, alongside a
National Radiology Information System. Toge ill form a centralised
digital platform for managing, storing, and s ogical data across
healthcare providers. This integrated systgm will§gut patients first by reducing
delays, minimising repeat scans, and enhdncing efficiency and data accessibility
nationwide.

44 The three-year Rolling Plan wa Wed annually to address changes in
government priorities and eprioritisation as needed. Each iteration of the

three-year Rolling Plan willjva cost estimates, refine investment timing, and
support staged imple

45 Detailed costin the favestments will be refined through the business case
process. ThigproceS§will also assess the impact of alternative funding
arrangemefits, commercial partnerships, and potential financial benefits, exploring
innovative @pproaches to accelerate delivery and unlock benefits for patients, faster.
Early gs are provided in Appendix 2.

Assura ealth Digital Investment Plan

delivery of the HDIP carries several operational and strategic risks. Health NZ
identified these risks and will manage them through a structured programme
approach, including governance, phased implementation, and ongoing monitoring.

7 Further detail on the risks identified, the role of mitigations, and how these will be
progressed will be outlined in the Implementation Plan for the HDIP.
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Future updates

48 The Ministry will report on assurance processes to myself and the Minister of
Finance by January 2026.

49 Health NZ will seek my approval for the Implementation Plan for the HDIP in early
2026.

50 By March 2026, Health NZ will provide me with an update on its integrated 10-yea
capital investment plan, including the expected timeline for delivery.

51 The three-year Rolling Plan will be reviewed annually to reflect changes in
government priorities and enable reprioritisation as required. 6

52 9(2)(f)(iv)

Cost-of-living implications

53 There are no cost-of-living implications associated WSMS in this paper.

Financial implications

54 There are no direct financial implications from"%#is paper as the commitment of all
funds remain subject to relevant business\¢ase approval and internal and external
Budget decisions.

55 The indicative cost of the 10-y W estimated ats 9(2)(b)(i) This indicative
cost:

55.1 1isin addition to Health s current baseline funding for digital services.

55.2 include&&l going operational costs for the HDIP investments.

55.3  doesget account for direct financial benefits that may result from these
investments.

55.4 igh-level projection and may vary by —25 percent to +50 percent,
ending on investment choices and cost uncertainties.
@does not include inflation, capital charge and depreciation or the total cost of
business change management.
Delivering the HDIP will require a significant uplift in funding and implementation

capability. Health NZ intends to pursue a mix of baseline uplift, new Crown
investment, and private-sector co-investment. Funding mechanisms under
consideration include managed services, outsourcing, Public Private Partnerships,
and joint ventures.

57 Health NZ will engage the market through a structured process, including market
testing and formal procurement. This will assess appetite for co-investment and
delivery partnerships. Risks associated with private-sector involvement, such as
supplier dependency and market concentration, will be mitigated through
competitive procurement and strategic oversight.
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Legislative implications
58 There are no legislative implications.
Population implications

59 The HDIP will enable all New Zealanders to access healthcare closer to home
through virtual services, integrated digital tools, and improved data sharing. By
leveraging technology to meet patients where they are, we can deliver a healthcare
system that truly puts patients first. Digital investment will unlock access to mod¢
healthcare services across the country, reducing wait times and ensuring eve e
Zealander has access to timely, quality healthcare.

Human rights 6

60 There are no human rights implications.
W paper, the
in€ludmg financial

ndfY oung. Recently, further
refinement of supporting

Use of external resources

61 While no external resources were used in the develo
development of the HDIP used previous informati
benchmarking) developed with the assistance ofsE
assistance from 3Plus consulting has been pra 4@ i
material, including the financial model.

Consultation

62 The Treasury, Health NZ, the mept Chief Digital Officer and the Department
of the Prime Minister and Cabingpwtg'consulted.

Government Chief Digital Officer dgmiment

63 The HDIP repres tlei 1cant opportunity to reshape digital health delivery in
New Zealand. Withytargeted refinements, it can serve as a model for system-wide
transformati@nthat is$calable, sustainable, and aligned with whole-of-government
digital strategy.

Communica

64 c will prepare communications to support an announcement in consultation
h the Minister of Finance, including publication of the HDIP.

Q:ti‘ve release

65 I propose the proactive release of this paper within 30 business days of decisions

being confirmed by Cabinet. Any redactions will be made in accordance with the
Official Information Act 1982.
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Recommendations
The Minister of Health recommends that the Committee:

1 note Cabinet invited the Minister of Health to present the Health Digital Investment
Plan to Cabinet by the end of 2025 [CAB-25-MIN-0051], as part of the
Government’s focus on putting patients first;

2 note the Health Digital Investment Plan is a key component of Health New
Zealand’s 10-year capital investment plan, which is currently under developme
and will cover built and digital infrastructure and health technologies;

3 note that publication of the Health Digital Investment Plan is an action i
Government’s Q4 Action Plan for New Zealand (1 October 2025 — 31

2025);

4 note agreement in principle to the Health Digital Investment Bfan is n@t an
agreement to fund the proposed investments, which will be subjéct tgfseparate
Cabinet business case approval and Budget processes;

5 agree in principle to the Health Digital InvestmentPlaft’ (Appendix 1) with the
commitment of all funds being subject to relev. U case approval and

internal and external Budget decisions;
6 agree to publish the Health Digital Investment Plah (Appendix 1);

7 authorise the Minister of Health to make fufther editorial changes to the Health
Digital Investment Plan (App unired prior to publishing;

8 note Health NZ will provi mpl€mentation plan for approval to the Minister of
Health in early 2026;

9 note Health NZ Ni\sh a Centre for Digital Modernisation of Health to
support the implementation of the Health Digital Investment Plan, including
considerati potential private funding approaches.

10 note opHi ssurance processes will be put in place to support the delivery of
the He igital Investment Plan.

2]0n Simeon Brown
Minister of Health
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Appendix 1: Health Digital Investment Plan
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Appendix 2: Health Digital Investment Plan —supporting financial information
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