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This report has been prepared for the Ministry of Infrastructure and Planning MOIP.  It 
has been prepared by Brent Maguire, NZTA and Frances Sullivan, Local Government 
New Zealand (LGNZ), after an assignment under the Pacific Technical Assistance 
Programme in November 2013. 
 
This report is the opinion of Brent Maguire and Frances Sullivan.  The report was 
developed after discussions with stakeholders and site visits. It should be used in 
conjunction with other reports and information, and does not necessarily reflect the 
views of NZTA, LGNZ or the Ministry of Foreign Affairs and Trade. 
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1. Introduction 
 
The MOIP is responsible for a range of services including the following: 

 Infrastructure (water roads, solid waste and sanitation); 

 Urban planning and land management (geographical data layers and planning tools to administer 
sustainable land management and infrastructure asset management); 

 Policy and programmes project development (administer the development of project proposals and 
tendering processes); 

 Outer Islands project infrastructure liaison; 

 Building Control; and 

 Natural disaster response. 

With a diverse range of roles and several significant infrastructure capital projects to deliver, MOIP sought 
assistance from LGNZ to advise on the organisations capacity and structure as a first step to ensuring the 
Ministry is able to deliver on its responsibilities. Local Government representatives were in Rarotonga in 
November.  

 

2. Key findings 
 
From discussion with MOIP and key stakeholders it is clear that there is wide agreement on a number of 
matters: 
 

1. MOIP has more to do than can be delivered by the resources (human and financial) currently 
available to the organisation. 

2. Programming work is necessary to define the critical projects, critical steps within projects and allow 
for risk.  

3. It is vital that more reality is brought to project timing and costs.  Doing less is an option. 
4. Improving internal process is important to be able to respond to the current audit and also longer 

term reporting of projects. 
5. The Business Plan is the appropriate mechanism for the following. 

a. a full risk-adjusted programme; 
b. the HR strategy; 
c. the procurement strategy; 
d. cost estimation and financial management; and 
e. critical success factors across the business. 

6. The Business Plan should present a prioritised programme to facilitate decision making and change 
modeling during the planning and budgeting process.  

7. There are a range of options to improve capacity in MOIP including permanent recruitment of 
several key positions, fixed or short term contracts, contracting for expert advice, expert panel, and 
short term technical assistance. 

8. The Business Plan must reflect current market rates for infrastructure goods and services / expertise.  
This will help to inform stakeholders and build awareness of business constraints. 

9. Communication is key to managing both community expectations and business reputation. 
10. MOIP and LGNZ are committed to working together to develop the Business Plan. 

 

3. Programming – defining the critical path 
 
Programming all the work MOIP is responsible for is necessary to fully define the critical projects, critical 
steps within projects and risk and opportunities.  
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The forward work programme is large, with more to do than can be delivered by the resources (human and 
financial) currently available to MOIP.  
 
It is important to be as realistic as possible with estimates for time and money. Cost and time estimation is 
inconsistent at the investigation and feasibility stages. This sets up difficulties for later stages of the project 
when the physical work begins. 
 
Acknowledging MOIPs capacity constraints, programming over longer timeframes, doing less, or contracting 
in resources are among the range of options that should be considered when developing the work 
programme. It is vital that more reality is brought to project timing and costs.  Doing less is an option that 
should be considered in the interest of delivering the most important projects.  Local authorities in New 
Zealand are very familiar with the expectations of stakeholders for immediate results. As far as possible, this 
is managed by clear communication of what the risks are; financial and political, and what is to be achieved. 
 
MOIPs Annual Business Plan is the appropriate mechanism for presenting information on the work 
programme. The Business Plan includes cost estimates and should identify critical success factors across the 
entire business. To do this it will need to include the Human Resource strategy and Procurement strategy.  
 
Currently project management, procurement and reporting are managed within projects. This leads to silos 
of overlapping and complementary project work within the Ministry. This is a common problem and can be 
managed through improving business processes. 
 
The Business Plan should be the baseline for prioritising the work programme with stakeholders and the 
Government.  
 

4. Process Improvement 
 
A focus on process improvement across the board should be a key deliverable in the Business Plan. This will 
help to drive surety in the business and provide tools for managing change. The establishment of a 
procurement strategy, delegation authority framework and project control mechanisms is a project in itself 
and should be managed by the Corporate Services team. Additional resource will be required to develop and 
establish these requirements.  
 
 
Our review identified several key roles which would make a significant difference in the delivery of MOIPs 
services and ability to effectively deliver projects.  

1. Commercial management; 
2. Programming; and 
3. Corporate communications. 

 
Definition of these roles and the development of the business process improvement project scope could be 
supported through PacificTA and should be implemented after the development of the Business Plan.  
 
The corporate services team should take the lead role in process compliance. This could include the addition 
of a corporate quality assurance officer or reassigning those currently performing best in these functions and 
have them work on MOIPS project deliverables (a centralised shared service model within the Ministry). 
 
If the Cook Islands Government moves to centralised procurement for all Ministries these skills will be 
transferable. 
 



 

6 

 

Similarly, our recommendations will require change management to be put in action. Making changes 
quickly will reveal rapid improvements in quality but will come with a higher price tag as you will need to buy 
in specialists. Slow change costs less to implement but takes a long time and you don’t see a quality 
improvement in outcomes for a long time. We believe MOIP is ready for a step change and should follow a 
fast change process. 
 

5. Communications 
 
Managing the expectations of community and political stakeholders is a challenge for any organisation 
involved in providing infrastructure and services but this can always be improved. Managing expectations is 
the key to prioritising projects and is particularly important in a resource constrained environment.  
The communications role is to build awareness and acknowledgment of MOIPs successes through public 
media and forums and also to manage key correspondence.  
 
The reputation of the Ministry can also be supported by presenting a positive outlook in reports and other 
documentation. Acknowledge failures but also successes. The Business Plan is the key reference point for 
raising awareness of the work of the Ministry as well as the risks to success.  
  

6. Organisation structure 
 

6. Organisation structure 
 
MOIP currently operates under a flat organisation structure. This is common where staff have similar levels 
of experience and qualifications as there is no other way to differentiate staff for promotion.  However it 
does mean the Secretary has more direct reports than would be expected.  
 
Looking to the future, the ideal would be to reduce direct reports to the Secretary to facilitate leadership of 
the Ministry. Four to five direct reports is the norm in organisations delivering this sort of programme.  
Reducing direct reports, but retaining the staff’s hierarchy, can be done by clustering two or more functions 
into a self-managing team and creating a leader among equals as a direct report to the Secretary. This would 
likely require a change in the delegation framework though and would require careful selection of the 
leader. More traditionally, reducing direct reports would require reducing the number of divisions by joining 
two or more together. This might require the disestablishment of one or more leadership roles and a re-
vamp of the divisional team structure. Careful management of this is required to retain and ensure 
continuity for staff though. 
 
Looking at MOIP’s current staff base, there is limited capacity for wholesale organisational change. The 
majority of staff are practitioners whose attention is on field work. In this sense, flat structures work as it is 
often the only way to administer process and manage compliance and get consistency across the 
organisation.  
 
To that end, our advice around the organisational structure for the upcoming business plan is to avoid 
making change for change’s sake. Until staff with the requisite skills to lead and manage process 
improvement are employed, we think an element of status quo should remain.  
 
In this report, we have suggested some roles that will help MOIP build the necessary skills to make the 
difference sought. We have suggested that the Corporate Services Division engages and manages these 
roles.  Corporate Services plays the key oversight role of compliance with process in flat structures so it 
makes sense that adding our suggested roles into that Division is appropriate. In the short term, we have 
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suggested these roles will need to come from external sources. A mentoring / buddy system should also be 
added to the role descriptions to ensure translation of new ideas and monitoring of implementation in the 
field.   
 
When considering the upcoming business plan for the existing workforce we suggest an emphasis on 
leadership development and succession planning need to be emphasised as part of each divisional leader’s 
job and written into job descriptions and performance measures. Training might need to be provided and 
importance should be given to their personal learning and growth, their human resources management, and 
their technical knowledge.  Commitment to a training programme must go hand-in-hand with out-sourced 
mentoring and advice. 
 
 

7. Capacity 
 
The request for a capacity assessment has come in advance of an assessment of the forward works 
programme. In our experience, organisation structures are built around a works programme not vice versa. 
Therefore we propose that carrying out some due diligence on your projects and their priorities is the first 
step before determining capacity needs and committing to any particular structure.  
 
In recent years there have been marked increases in costs of labour and materials for infrastructure projects 
around the world. Our discussions with staff and reviews of project documentation show that the current 
and future Business Plan will need to better reflect access to people and resources.  We believe you will 
need to consider more closely the use of project budgets to fund specialist staff. In doing so, your wider 
organisation structure would need to include internal and external derived staff.  
 
We suggest that you need to understand the priority of each project and whether there is the option to 
project fund resources as a first order activity. Once we understand that we can draw up a structure MOIP 
can manage going forward. 
 
Recommendation  
MOIP to seek advice on risk adjusted programming as input to the draft 2014/15 fiscal year Business Plan.  
(PacificTA support is available for this work). 
 

8. Business Plan 
 
We have spoken about using the Business Planning process to identify and highlight the necessary changes. 
In our experience such change usually takes 1-2 business planning cycles (ie 1-2 years) before it is fully 
bedded in. 
 
For the upcoming fiscal year, we suggest the normal business planning, as per Government policy, proceeds 
but with the addition of a new business improvement section that documents the following areas of focus 
for MOIP. 
 

1 Commercial management; 
2 Programming; and 
3 Corporate communications. 

 
Each of these roles can exist as new fixed term positions in the corporate services division with a specific 
focus on overcoming the findings of the KPMG audit reports.  You can also highlight the need for projects to 
contribute to the establishment of these roles as a way of amortising the establishment costs. 
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Technical assistance sourced through PacificTA can help define these roles and help set up the business case 
to implement them but we believe you will have to contract resource in to fill these roles. We suggest this 
work should be treated as a project in its own right to give it the impetus and management support it needs. 
 

9. Business Planning Longer Term 
Subsequent business plans should start to show the transition from fixed term contractors to a more settled 
organisational structure. Future iterations of the plan can draw on the methods used to risk adjust the work 
programme and start to target 3-5 year approval periods. In this sense the work can be self-managed as a 
portfolio and business planning becomes more of a financial cash-flow update. 
 
Recommendation  
MOIP to draft a Business Improvement section for inclusion in the 2014/15 fiscal year business plan. 
(PacificTA support is available for this work). 
 

10. Summary 
To initiate the change needed we suggest some key “corporate activities” need to be established. There is a 
need to address the issues raised in the KPMG audit and develop more confidence among stakeholders and 
the market. 
 
This activity is a major change in itself hence we suggest a planned approach to assistance targeting the 
three areas of focus i.e. commercial management, programming and communications. 
 
We believe the business plan process provides the best platform to present the case for change and suggest 
PacificTA resource can help with crafting the story and deploying compliance process over the next year. 
 
To see a simple roll-out plan of this project see Appendix 1 2014 Change Plan and Appendix 2 2014 Business 
Plan. 
 
 



 

 

Appendix 1:  2014 Change Plan 
 

 Jul Aug Sep Oct Nov Dec 
Commercial Management  

Scope role aligned with programme           TA resource to help  

Confirm roles business case    MOIP 

Advertise role                 MOIP with remote help 

Start                  MOIP 

TA role to mentor/buddy during set up 
                 TA resource to help 

 

 Duplicate this for programming/ communications roles 

 This means PacificTA resource have 3 areas of focus for their visits with some remote help available in between 
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Appendix 2:  2014 Business Plan 
 

 Jan Feb Mar Apr May Jun 
First draft available for review 

      Remote help 

TA resources in CI to facilitate review and 
define new roles            

TA resource to assess programme for risk 
         Remote help 

TA resource to input role descriptions to 
send draft                Remote help 

TA resource to CI to facilitate 2nd draft 
review and present business case for 
change 

       

Submit to GOVT             MOIP 

Launch Plan ahead of FY 14/15 
                   MOIP 

 
 


