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Executive Summary 

Summary of Document Purpose 

The purpose of this Business Case is to: 

1. Identify and recommend a preferred option to address the business problem (as detailed below);

2. Seek approval to finalise the arrangements for implementation of the Programme

The Business Case: 

● confirms the need for investment and makes the case for change;

● determines the preferred option which optimises public value;

● details the procurement process;

● plans the necessary funding arrangements for the successful delivery of the Programme;

● plans the necessary management arrangements for successful delivery.

This Business Case follows the Treasury Better Business Cases guidance; it is organised around the five case 

model, designed to systematically ascertain that the investment proposal: 

● is supported by a compelling case for change – the ‘strategic case’

● optimises value-for-money – the ‘economic case’

● is commercially viable – the ‘commercial case’

● is financially affordable – the ‘financial case’

● is achievable – the ‘management case’

Strategic Case

Across Callaghan Innovation’s Corporate Systems there are a range of existing and emerging challenges that 

require resolution by way of immediate investment: 

● The current Finance System (FMIS) is out of functional support, is three major versions behind, is

needlessly complex and heavily customised.  This presents a range of operational risks to the Finance

function and inhibits Callaghan Innovation’s ability to deliver to a range of critical compliance functions

as a crown agency.   An absence of committed investment will exacerbate business risk if not

addressed immediately;

Section 9(2)(b)(ii) - Commercial Information 
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● There is no integrated Human Resources System (HRIS) for managing staff, with most of the work done 

with manual spreadsheets and a bespoke “arms length” Payroll system (characterised by numerous 

audit compliance issues), leading to error-prone and slow processing of employee information. 

● There is no integrated Procurement Management System (PMIS), manual spreadsheets are being used, 

leading to inconsistent procurement processes across business units and challenges with onboarding 

and managing suppliers; 

● There is no consistent single Asset Management system (AMIS) in use across the whole enterprise, which 

results in a fragmented and incomplete view of Callaghan’s strategic and operational asset lifecycle 

position.  There is no meaningful ability to identify asset risks or consider future investment requirements 

for depreciated or legacy assets; 

● Business processes across all of Callaghan’s corporate functions (as listed above) do not follow a 

standardised approach, and subsequently technology has been customised heavily to meet business 

needs. 

Solution Summary 

This investment will deliver a Modern Enterprise Resource Planning (ERP) solution which will offer integration 

across Callaghan's “back office” corporate functions (Finance, Human Resources, Procurement & Asset 

Management).  Standardised and simplified business processes will be implemented to align with the All of 

Government (AoG) Common Process Model to follow best practice. 

Economic Case 

In determining the preferred option, a number of options were considered.  These were shortlisted to the following: 

Option 1 - Do Nothing 

A consequence would be only investing in improvements based on current operational capabilities and 

funding.  This option is not viable as current system assets are nearly end of life in cases and require capital 

investment, and key business processes are lacking systems to efficiently operate.  This option carries significant 

risk. 

Option 2 - Minimum Viable Upgrades 

This option would invest in the key areas one by one, on a project by project basis - focusing on the highest risk 

areas.  Each project would be ramped up and down depending on timing and planning priorities - and each 

would go through an individual business case.  The key focus would be to only invest in areas where there is 

major business risk and live with ‘good enough’ with manual processes and accept likely increased labour 

costs over time. 

In Finance this option would see  upgraded to  - this is suited for 

organisations smaller than Callaghan Innovation.  In People and Capability, processes using spreadsheets 

would likely continue as this function does not have any established technology other than the  

system. 

Connecting up systems would continue to be bespoke and time consuming. 

Section 9(2)     Section 9(2)(b)(ii) - Commercial Information 

Section 9(2)(b)(ii) - Commercial  
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Following approval of this investment proposal, a formal Programme will be established to deliver the 

outcomes. 

The Programme will be delivered through two core streams of work: 

● Technology 

○ Technology implementation (including: design, build, test & deployment (including data 

migration)) 

● Change 

○ Change implementation (including: business process design & execution) 

 

Planning for this investment proposal is based on a 12 month implementation.  A full detailed schedule will be 

developed and approved following Board approval. 

The Programme will follow Callaghan Innovation’s: 

● Project Delivery Framework 

● Change Management Framework 

● Benefits Framework 

● Risk Management Framework 

A Steering Group will govern the Programme by representing the interests of the involved business divisions and 

the customers (the internal users).  It will provide overall direction and management of the Programme. 

A Quality Assurance Plan will be developed, and the Programme will be subject to regular reviews from Internal 

Audit as part of the Quality Assurance process.  
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1. 

2. 

3. 

Section 9(2)(b)(ii) - Commercial Information 
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Summary 
In summary: 

From a Finance perspective Callaghan’s technology is out of date, and not being actively managed as an 

asset, this means CI are now facing a large upgrade just to ensure the technology continues to work.  The 

current system is not fit for purpose and presents a significant operational risk. 

From a People Enablement perspective because CI does not have an HRIS system to manage employee 

information and existing Payroll systems have deficiencies, CI face a significant risk in how it manages 

employee data, CI offer a poor employee experience, leaders don't have access to the data to feel 

empowered to lead their teams, there is a lag in reporting on critical people information, and lots of manual 

workarounds and potential for human error.  

From a Procurement perspective, CI lacks access to information that could be used to help improve the value 

for money CI achieves in working with suppliers. 

From an Asset Management perspective, CI lacks the ability to properly manage, utilise and plan for future 

investments properly. 

From an overall Business Process perspective - and looking at all the business capabilities that use Corporate 

systems, CI has a substantial opportunity to simplify, improve and modernise business processes.   The AOG 

Common Process Model should be considered first, and should only be deviated if it is not fit for purpose. 

Without further investment, CI runs clear risks in failing to operate key financial processes and failing to meet 

basic expectations of employees around the management of their information and time at Callaghan, and CI 

affects the morale negatively of people using and supporting outdated and poorly updated systems.  

As these business and technology capabilities are intrinsically intertwined, the opportunity is to create an 

overall strategy to improve all technology related to Corporate Systems and in turn drastically improve related 

business processes. 

This does not mean having to fix “everything in one go” but it does provide the opportunity to create a 

systematised environment in which continuous improvement in all the related process areas can occur, costs of 

processes are lowered and the quality of service is vastly improved over time.  Without investment no step 

change can occur and at best modest minor improvements through existing capability will only be possible.  

Requirements 

Key Requirements 

Internal stakeholders at Callaghan (as identified above) were engaged to document Callaghan’s key 

requirements.  The high level functional and non-functional requirements that were included in the Request for 

Proposal (RFP) are located in Appendix 1.  Detailed requirements are available here. 
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● The approach can be stretched or shrunk to 
balance cost vs. time taken to implement 

● A vendor will be selected who will be a key 

technology partner for Callaghan long term 
● The ability to integrate and keep data 

consistent across all systems will be very high 

and efficient  
● Not everything has to be done all at the same 

time, and possibly stretched out over multiple 
years based on business prioritisation and risk 

appetite   

● Prepares the organisation for any significant 
growth in the future 

● Initially a higher cost approach, but long term lower 

cost to operate over a 7-10 year lifecycle subject to 

business growth 

● There is a risk that individual systems may not be as 

strong as an alternative on the market and some 

business acceptance of reduced functionality may 

be desired 

● Multiple system implementation happening 

simultaneously will require effective delivery and 

architectural oversight to ensure this strategy is 

realised  
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● Local resources in the New Zealand market 
● Seamless user experiences 

● Scalable functionality covering FMIS, HRIS, PMIS, and AMIS 

● Consistent and reliable use of baseline people data 
● High quality support approach 

● High level of integration with common corporate systems 

● Continual release path with a clear technical roadmap 
● Approach to employee wellbeing and diversity  

● Security risk 
● Ability to understand our requirements to suggest fit-for-purpose delivery partner candidates 

● Value for money 

The procurement process for the delivery partner is bundled together with the process to source the ERP 
vendor.  In responding to our RFP for ERP technology, the ERP vendors will recommend up to three possible 

Delivery Partners.  The procurements have been bundled in this way due to: 

● The selection of the Delivery Partner is contingent on the choice of ERP technology 
● Only specific vendors are certified to implement and support a vendor’s ERP technology 

● Running separate RFP would have unnecessarily elongated the procurement timeline and may have 

resulted in receiving a high quantity of responses unable to meet our technical requirements 
● The technology providers are best placed to recommend candidates for the Delivery Partner based on 

their detailed understanding of our requirements, experiences with other government agencies, and 

connections with their own delivery partner network (i.e. knowing who is best able to meet our 

requirements) 

Upon receiving the proposals from the ERP vendors, the evaluation team will evaluate the delivery partner 

candidates.  Preferred candidates will be identified for each ERP vendor.  Once there is a clear preference for 
an ERP vendor, the preferred delivery partner will be asked to submit a proposal (potentially through 

presentation format).  In selecting a delivery partner, we will focus on ensuring they offer the following: 

● Meet basic expectations such as financial stability, insurance, legal compliance etc. 
● Personnel are New Zealand based and have sufficient capacity to work with the project timeline 

● Technical competency (confirmation they are suitability able to sufficiently implement and support the 

chosen technology 
● Workforce diversity 

● People and experience  

● Workplace culture 

● Pricing and resourcing 

Other procurement tactics we are using as part of this process include: 

● Workshops to help ensure the successful respondent has the technical competency to deliver all 
requirements and that the technology will be a good fit for our people 

● Requesting the respondents submit their own proposed contracts for ease of engagement - noting the 

international vendors we’re engaging are unlikely to agree to our own terms.  Contract terms are likely 
to be a core topic in any negotiations  

● The payment mechanism for the ERP vendor will be based on the number and type of licences we 
require based on our user profiles 

● The payment mechanism for the Delivery Partner will be based on milestone payments once more 

about how we will engage them is known  

Change Management Partner 

 

  

  

  
  

  

Section 9(2)(b)(ii) - Commercial Information 
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Data Migration Partner 
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Public Value 

The selection of all vendors will be based on a public value assessment.  Public value means getting the best 

possible results over the life of the engagement using resources effectively, economically, and without waste - 

including benefits to ourselves, our stakeholders, minority demographics, the taxpayer, and the natural 
environment.  Public value includes considerations that may not be directly focused on price or the actual 

services being procured. 

Broader Outcomes 

As part of Callaghan Innovation’s obligations under the Government Procurement Rules, we must aim to 

increase access for New Zealand businesses in the procurement of ICT services (a New Zealand business is 
defined as a business that originated in New Zealand (not being a New Zealand subsidiary of an offshore 

business), is majority owned or controlled by New Zealanders, and has its principal place of business in New 

Zealand).  Callaghan Innovation will achieve this by: 

● Requesting all vendors have a strong New Zealand presence with local resources so that New Zealand 

businesses are best placed to deliver our requirements 

● Selecting our candidates for the change management and data migration partners with consideration 
for those that identify as a New Zealand business 

● Take into account New Zealand business ownership in our assessment of public value (where 

applicable) 

Contract and Vendor Relationship Management 

One of the biggest challenges for Callaghan Innovation in the past has been sufficiently managing vendors 

and their contracts once they have been selected through a procurement process.  For this reason, to help 

mitigate against the risk of budget and timeline blowout, the project team will focus on the following activities 

after contracts are awarded to the vendors: 

● Mutually agree a set of relationship values addressing how each party agrees to work together and 

treat people in other teams (if not already captured in the contract) 
● Developing contract management plans (on-a-page) for each vendor with a clear governance 

structure.  Management plans given to the steering committee to review. 

● Regular check-ins from the steering group on the health of the vendor relationships and the extent to 
which each vendor is meeting expected performance standards (for example, the KPIs in their 

contracts) 

● Operating on a ‘no surprises’ approach where stakeholders are kept in the know through frequent 

meetings and updates. 
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It is proposed that the Programme will be delivered through two key streams of work: 

 

 

Development and finalisation of the structure (and all delivery roles) will be completed following Board 

approval. 

Programme Timeline 

This Business Case is based on the assumption of a 12 month delivery.  A full schedule will be developed and 

approved following Board approval. 

Change Management Planning 

The Programme will appoint Change Management Specialists to lead and deliver the change.  This will include 

developing business processes, planning and delivering the change activities across the business.  

The Programme will align with Callaghan's  Change Framework.  A full change management schedule will be 

developed during the first phase of the Programme. 

Benefits Management Planning 

The Programme will manage benefits in accordance with Callaghan's Benefit Framework.  

A Benefits Management Plan will be developed at the beginning of the delivery phase detailing the approach 

to both the management and realisation of the benefits. It will provide a complete view of all the benefits, their 

dependencies, the metrics CI will use to measure the benefits, and the expected realisation timescales.  It will 

provide the engagement on how to identify, map, monitor and review the benefits to be realised.  It will also 

outline the benefit ownership and reporting. 
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Risk Management Planning 

Risks will be managed using Callaghan’s Enterprise Risk Policy and Enterprise Risk Management Framework.   

The Risk Register lists (located in JIRA) all risks identified within the Programme to date, including those in this 

Business Case.  Information on the status of the risk is also included.  The risk register will be regularly and 

frequently updated and reviewed throughout the project.  

 

Assurance arrangements  

A Quality Assurance Plan will be developed, and the Programme will be subject to regular reviews from Internal 

Audit as part of the Quality Assurance process. 

Post-Programme Evaluation and Benefits Reviews 

A post implementation review will be scheduled to confirm that: 

● the Programme has been delivered to time, cost, and specifications 

● the new solution and processes are operating as intended and delivering the services proposed in the 

business case 

● to identify any lessons learned from the management of the Programme that can be applied to future 

projects or projects in other agencies. 
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Appendices
 
 
Appendix 1 - Requirements 
Appendix 2 - Benefits 
Appendix 3 - Glossary 
Appendix 4 - Detailed Financial Forecast 
Appendix 5 - Current Costs Breakdown 
Appendix 6 - Fixed Asset Depreciation
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RFP Request for Proposal 

R&D Research & Development 

  

ELT Executive Leadership Team 

ESR Expertise, Services, Research & Intelligence (Science 

for Communities) 

GNS GNS Science 

  

AI Artificial Intelligence 

AOG All of Government 

RFx Request for x (e.g. bid, proposal etc.) 

BAU Business as Usual 

ICT Information and communication technology 

OCR Optical character recognition 

SQL Structured query language 

CPR Corporate performance management 

DB Database server 

  

Section 9(2)(b)(ii) - Commercial Information 

Section 9(2)(     Section 9(2)(b)(ii) - Commercial Information 
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Appendix 4 -  

 

  

Section 9(2)(b)(ii) - Commercial Information 

Section 9(2)(b)(ii) - Commercial Information 
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Section 9(2)(b)(ii) - Commercial Information 
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Appendix 7 - Feature Comparison for Minimum Viable Upgrade 
Following is a comparison of features between  Finance & Operations, and .  This illustrates the features which 

would not be available should Option 2 (Minimum Viable Upgrade) be selected over the Preferred Option. 

 

Section 9(2)(b)(ii) - Commercial Information Section 9(2)(b)(ii) - Commercial Information 
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