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Beresford Square entrance
to Karanga-a-Hape Station,
part of the City Rail Link in

Auckland. Photo: Sylvie Whinray

Chris Bishop’s  How to sell assets and win elections

infraztructure - Electricity investment is essential for growth
agenda
« Chinese banks back Kiwi infrastructure_

» Politicians
embrace realism
as election nears - Who are the women leading change?

« Building Nations gets under way in Chri;i.iahurch
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Chris Bishop on Infrastructure:

“The second Auckland harbour crossing needs a credible
process, not another round of empty promises. There've
been successive transport ministers who've stood up and
said, WeTe going to do X, weTre going to do Y, and nothing’s

happened. I don't want to be that guy”

“Time-of-use charging passed Parliament
unanimously, which I'm really pleased about. It's
about using demand-side tools to get more
efficient use of the network that's already there. The
real test will come when the bills bite”

Leading politicians, experts,
financiers and infrastructure players
willdescend on Te Pae, Otautahi
Christchurch today for Building
Nations 2026, New Zealand’s leading
infrastructure conference.

Infrastructure New Zealand says
the two-day summit will bring
together the “people shaping our
cities, transport, energy, and water
systems to focus on how we can lift
productivity, speed up delivery,
secure new funding models and
achieve better long-term outcomes.

“From reforming procurement and
planning systems to harnessing data,
innovation, and capability, the 2026
programme tackles what must
changeto deliver infrastructure at
pace without compromising quality,”
Infrastructure NZ says.

Building Nations began 21years
ago as the brainchild of former NZ
Council for Infrastructure Develop-
ment CEO Stephen Selwood. NZCID
morphed into Infrastructure NZ.

There’s been a major changein
attendance. The organisers says 32%
of registrations are from women
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“We've put another $400 million into state highway
resilience. When routes like the Waioeka Gorge or the
Brynderwyns go down, youre talking millions of dollars a
week in damage to the regional economy. It's going to be a

defining theme of the next decade”

i

‘For years we've imposed long-term planning
disciplines on lines companies, airports and local
government, but we've had no equivalent require

ments for central government. Were committed to
changing the Public Finance Act to fix that”

Building Na

reflecting the growth of their
participationin the sector; thereis
40% female representation on this
year’s agenda.

This year, to celebrate 10 years of
Womenin Infrastructure,anaward
for “Outstanding Womanin
Infrastructure” has been created. The
winner willbe announced at tonight’s
Galadinner. Profiles of some leading
women inthe sector are published in
thisreport.

Reality check
The theme of the Herald's 2026
Infrastructure reportis Reality Check.
The New Zealand Government’s
ambition to build more projects such
as four-lane Roads of National
Significance (RONS) has been
tempered by fiscal realities and rising
build costs. Auckland’s big ticket City
Rail Link will open on September 13:
Its gold-plated approach —where
stations look like art galleries —
resulted in busted budgets and
delays. Thereislittle room to move.
New Zealand’s “stop go” approach
toinfrastructure projects has been
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costly. Economist Shamubeel Eaquab
estimates that over the past 25 years
we have started, paused, reviewed,
restarted and cancelled public
projects with every economic shock
and every change of government. He
estimates the cost of that stop-start
cycle at $11.8 billion since 2000.

Infrastructure lawyer Sarah
Sinclair isamong those who want
more focus on the maintenance of
existing assets — fewer opportunities
for politicians to cut ribbons, but
importantinthelongrun.

Oliver Hartwich from the New
Zealand Initiative estimates some
$24b could be freed up to investin
asset recycling to build social
infrastructure and moreif the
Government sold commercial assets.
New South Wales Government did so
and won the state election.

The Summit
Infrastructure NZ makes the point
that New Zealand already spends

significantamounts oninfrastructure.

“The challenge is that we achieve
poor outcomes for what we spend.”

They want to see better planning,
governance, asset management and
investment decisions. Reduced
delays and faster consenting,
procurement and decision-making to
achieve higher quality infrastructure,
stronger productivity and better
value for every taxpayer dollar.

The summit will be informed by
two international keynote speakers:
Mark Thurston, Chief Executive
Officer of Anglian Water Services will
draw on his involvementin some of
the UK’s most significant
infrastructure programmes,
including the London 2012 Olympics,
Crossrailand HS2, to explore what
enables major projects to succeed,
and what causes them to falter.

Derek Thompson, the #1 New York
Times bestselling co-author — with
EzraKlein — of Abundance argues
that many of today’s biggest
challenges are not caused by lack of
ideas, technology or investment, but
by a declining capacity to build.

Housing, transport, energy and
other essential infrastructure have
become slower, more expensive and
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more difficult to deliver, not because
we no longer know what needs to be
built, but because layers of regulation,
fragmented decision-making and an
increasing number of veto points
have made it harder to turn ambition
intoreality.

Thompson argues that many
Western democracies have become
better atidentifying risks than
creating opportunities — better at
saying “no” than finding ways to say
“yes”.

For New Zealand, the implications
are significant.

At Building Nations, Derek
Thompson will challenge delegates to
consider whether New Zealand’s
greatestinfrastructure constraintis
no longer money or engineering
capability, but whether our political
and institutional systems still possess
the confidence, capacity and
ambition to build the nation we want.

Enjoy thereport.

“Fran O ' Sallivan
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Getting our priorit

A bipartisan
commitment and
better planning will
mean better
infrastructure, says
Chris Bishop

hreeyearsago,lhad the

enormous privilege of being

appointed Minister for

Infrastructure. Frommy
timein Opposition, whereT'd
deliberately consulted widely and
worked hard, [ knew there wasan
enormous amount todo.

From 2019 to 2023, research from
the New Zealand Infrastructure
Commission showed that our system
wasn'’tin good shape.

Despite being in the top 10% of
OECD countries for infrastructure
spending, we are in the bottom 10%
for what we get for our spend. We
rank fourth tolast in the OECD for
asset management. Half of all capital-
intensive central government
agenciesreported that they did not
haverobust assetregisters or
adequate asset management plans —
and even fewer had long-term
investment plans. And around half of
all proposals for investmentsin
recent Budgets did nothave
complete business cases.

Ontop of this, the timebetween
funding and delivery hasbeen too
long — with some projects starting
many years after a project hasbeen
announced, which hasbeen
incredibly frustrating for the
construction sector.

Every New Zealander experiences
the flow-on effects of our
underperforming infrastructure
system. I canrattle off too many
failures like communities waiting
years for basic investmentsin
schools, while alucky few get
architectural masterpieces; frequent
transport disruptions due to weather
events; and leaky, mouldy, asbestos-
ridden hospitals that haven'tbeen
looked after properly.

Wehad nolong-term plan to fix
these underlyingissues.

Thisis not what Kiwis expectand
itismy strong view that the
Government needs to dobetter.

Six priorities

Ihad six priorities on coming to office:
@ Developinga30-year National
Infrastructure Plan;

@ Strengthening asset management;
@ Establishing anational
infrastructure agency;

@ Improvinginfrastructure funding
and financing;

@ Improving the consenting
framework;

@ Improving education and health
infrastructure.

I'm proud we've made significant
progress on all of these priorities. This
is an enormous amount of work done
injust threeyears.

On the National Infrastructure Plan
(NIP), we asked the independent
Infrastructure Commission to
produce a 30-year NIP,and in June
this year the Government provided
aformalresponse — supportingall 16
recommendations either in full or in
part.

Iwon't gointoall the details, but
thereare afew mainactions thatare
critical. For example, the Government
has agreed tointroducelegislative
requirements for asset registers, asset
management plans, and long-term
capital plans in the Public Finance
Act.Regulated utilities and local
governmentarerequired tohave
these artefactsby law,but we
currently don’t hold central
government to the same standard.
Thatis going to change.

Weare also shifting independent

Minister for
Infrastructure, Chris
Bishop, at The Port of
Auckland, which is
undergoing a $200
million infrastructure
upgrade.
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We should commit
to building
bipartisan
consensus on the
idea that
governments of all
flavours should use
best practice to
plan, select, fund
and finance, deliver,
and look after
infrastructure.

assurance for central government-
funded infrastructure from Treasury
to the Infrastructure Commission and
creating anew assurance function for
asset management plans and long-
term capital plans. Ministers want
better quality information,and we
want clear, actionable advice from
the experts:Is thisa good or bad
project? Isitneeded now?Isit
consistent with the asset
management plan or long-term plan?
Can we strip some cost out? We want
those answersbecause, ultimately,
Ministers are accountable to the
public for investment decisions.

When it comes to strengthening
asset management, the NIP was
instrumental — actions like legislating
for asset registers and asset
management plans as well as having
independent assurance over these
willbe a game changer.

Fixing the fundamentals of our
system s the single best thing we can
dotobuild a pipeline that endures
political cycles. Right now, thereis
about $290 billion worth of
infrastructure projects in the pipeline
—around $190b with a confirmed
funding source.Ireckonall parties
probably agree on 90 to 99% of those
projects.

e

But Ithink we should move away
from therhetoric of needing a fully
bipartisan pipeline —we are never
going to agree on every single project,
and that’s okay. That's the nature of
politics and of people having different
views.

Instead, we should commit to
building bipartisan consensus on the
ideathat governments of all flavours
should use best practice to plan,
select, fund and finance, deliver,and
look after infrastructure.

Arobust system will make it
politically untenable for ministers to
justannounce unfunded,
inadequately planned projects.
Where farcical projects have been
stopped, like in the case of Auckland
LightRail, there are legitimate
reasons for that. Equally, arobust
system should make it punishing for
anew government to stop or pause
genuinely good, funded projects that
make it through therigours of the
system.

The missing piece

That was the missing piece —a
credible and clear evidence-base for
the public, the sector, and others to
properly hold governments to
account for their investment choices.
Wearefixing that.

On establishing a national
infrastructure agency, we established
National Infrastructure Funding and
Financing Limited (NIFFCo) on
December 1,2024 tobe New Zealand’s
shopfront for private capital in public
infrastructure and the Government’s
centre of expertise on funding and
financing.

To date, NIFFCo has delivered key
transactions including arranging the
Te Awa Lakes Infrastructure Funding
and Financing (IFF) Act Levy, which
will support 1500 new homesin
Hamilton. They also led the early
monetisation of the Crown’sloans to
Chorus, which we provided backin
theday to accelerate the UFBrollout.

This deal delivered $702 million in
net proceeds to the Crownand
allowed the Government toreinvest
the fundsintomore of the
infrastructure New Zealand needs —
including Cambridge to Piarere,

upgrades to hospitals, and hundreds
of new classrooms.

Onimproving infrastructure
funding and financing, public
infrastructurein New Zealand has
historically been primarily funded by
taxpayers or ratepayers. But our
heavy reliance on thisblunt
approach hasnot served us well and
hasled to perverse outcomes
including congestion, run-down
assets, and the unresponsive
provision of enabling infrastructure —
contributing to unaffordable housing.

Attheend of 2024, the
Government released a suite of
frameworks and guidance —like
Treasury’s Funding and Financing
Framework and therefreshed PPP
blueprint — to help the Government
be asmarter owner and purchaser of
infrastructure services.

Inthetransport space alone, we
have made significant progress on
utilising a broader range of funding
tools. We are making tolling rules
more flexible so they can better
support funding for new roads and
are exploring the use of toll
concessions. In addition, the New
Zealand Transport Agency (NZTA)
cannow useIFF Act Levies, light
electric vehicles and plug-in hybrids
are now required to pay their fair
share throughroad user charges
(RUC), we are transitioning New
Zealand’s entire vehicle fleet toRUC,
and we arebelieved tobe the first
country inthe world to passlaw
enabling time of use charging with
completely unanimous cross-party
support.

Whenit comes to infrastructure to
support housing growth, we have
pulled multiple levers.In Budget
2026, we set up the Incentives for
Growth Fund so that all councilsare
rewarded for every single home
consented.

Justlastmonth the IFF
Amendment Bill passed into law,
making it easier for developers,
councils, and other infrastructure
providerslike NZTA to useleviesto
help fund infrastructure. On top of
this, we are also progressing the
replacement of the failed
Development Contributions regime

ies right

with amore flexible Development
Levies system that will match our
new flexible planning system.

Resource Management

Arguably, the biggestimprovement to
theinfrastructure systemis fixing the
Resource Management Act (RMA).
Consenting takes too long, costs too
much, and makes delivering the
infrastructure we need too difficult.

Wearenotjustimprovingbutare
fundamentally transforming the
consenting framework by replacing
the RMA with two new pieces of
legislation: the Planning Bill and the
Natural Environment Bill.

Our new system will be effects-
based, embrace standardised zoning,
and be far more permissive and
enabling while also protecting the
environment.

Weknew that the new planning
system would take time tobed in. So,
in 2024, we established the fast-track
consents process, which hasbeen
incredibly successful. As of August 14,
32 projects had been approved —
representing tens of thousands of
jobs and billions in investment, with
more in the pipeline.

Lastly, we haveimproved
education and health infrastructure.
When we came into office, the
average cost of a classroom was
$1.2m; that has now fallen to around
$620,000. At the same time, we
delivered more classrooms in 2024
than Labour didin 2023 —and even
more again in 2025. To continue this
good work, we have established the
New Zealand School Property
Agency, which will be focused on
ensuring all Kiwi kids canlearnin
safe, warm, and dry buildings.

Weare also getting health
infrastructureback on track,
including through our Building
Hospitals Better approach. This
means taking a staged approach to
building and redeveloping hospitals;
applying standardised designs;
considering alternative financing and
funding arrangements; and aligning
the design of hospitals with wider
digital, clinical, and service planning
for health. Smaller build packages
rather than one large mega projectis
enabling ustodeliver healthcare
faster to communities, and that’s
what they want.

Allthiswork across the
infrastructure systemisnot
necessarily sexy, butit's what's
needed tofix the basics and to set
New Zealand up for years of
prosperity into the 2030s and
beyond.If that's my legacy as Minister
for Infrastructure, I'llbe happy.

However,Iam hungry todomore
for New Zealand.

So, what'snext? We'llbereleasing
our infrastructure manifesto soon,
and I have afew announcements for
Building Nations. But we alsoneed to
keep doing what we're doing. The
new planning system. Assurance
changes. Better asset management.

Weknow that achieving genuine
economic prosperity — the great
challenge facing this country —
depends oninfrastructure that meets
our needs, is good value for money,
and is deliverable. It’s the foundation
everything else isbuilt on.

For me, getting infrastructure right
means people less concerned about
thebackdrop of an ordinary day, like:
“Whenis my train coming?” or “Will
my street be okay in thisrain?” —and
instead be better able to focus on the
ideasthat are important to them.

Iwant Kiwis tobe free, ambitious,
and have access to abundant
opportunities —knowing they are
backed by an equally enterprising
nation.I wantall of us to enjoy better
lives.Itruly believe that our country,
atthebottom of the world, can
choose tobe wealthy, modern —and
prosperous. That's why I'm in politics.
@ Chris Bishop is Minister for
Infrastructure, Housing and Transport
and s also Minister responsible for
RMA Reform



B4

nzherald.co.nz | The New Zealand Herald | Thursday, August 20, 2026

J INFRASTRUCTURE A Herald Business report

A national ambition is needed

ew Zealand hasnever
lacked ambition. We have
alwaysbelieved we can
compete with larger
nations, solve difficult problems and
build abetter future for the next
generation. What we havelacked,in
recent decades anyway, isaplanfor
whatKkind of country we want tobe.
Weneed anational ambition.

Right now, our public conversation
focuses on managing declinerather
than creating growth. We are
debating what should be cut before
we discuss what should be built. We
ask where savings can be found
before asking how prosperity canbe
created.

You cannot multiply by dividing.

We want to know what sort of
infrastructure needs to be built over
thenext 30 or 50 years, but first we
haveto answer somebigger
questions. What kind of nation are we
seeking tobecome? Who willlive
here, where will they live and how
big do we want our population tobe?
What industries will make New
Zealand wealthier?

These questions then help answer
thenext set of challenges. Which
exports will generate future
prosperity? Whatrole will energy,
technology and advanced
manufacturing play in our economy.
Once we know, we will have a clearer
picture about where we want to
invest.

Coherent planning

These aren’'t questions thatbelong
exclusively to governments or busi-
nessleaders. They are questions for
the country, for all citizens to think
about. Once we have greater agree-
mentabout where we are heading,
infrastructure and economic

Bipartisan long-term infrastructure planning is the key to success, writes Nick Leggett

\

New Zealand loves
admiring a problem, but
when it comes to finding
solutions and turning
them into action, we go
round in circles.

Nick Leggett

planning become far more coherent.

Without thiskind of plan, every
new Government starts from scratch.
Priorities shift, projects are cancelled,
strategies are rewritten and debates
arereopened. Rather thanbuilding on
previous decisions, we revisit them.
All of which means we spend an
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extraordinary amount of time
discussing what to do,and far less
time actually doing it. New Zealand
loves admiring a problem, but when
it comes to finding solutions and
turning them into action, we goround
incircles.

Thisis obvious whenit comes to
infrastructure — billions of dollars
wasted, railways and energy
solutions that are never built. But we
are not the only sector impacted by
thumb-twiddling, and all New
Zealanderslose outasaresult.

Countries that know what they
want to become build infrastructure
that supports that future. This has
been one of the strongest lessons
from Infrastructure New Zealand’s
international study delegations.

Whether inIreland, Northern
Ireland, England, Denmark, Sweden,
Norway or Canada, wehave
repeatedly seen nations asking the
same question before deciding what
infrastructure to build: what kind of
economy are we trying to create?

Inthese countries infrastructureis
not viewed as an end initself. Every
road, bridge, or tunnel that is built
grows the economy. Transmission
lines and railways are seen as amean
toachieve social progress and
climateresilience. Ports and water
systems exist because they help
deliver a national purpose. The ability
to think long-term means that
construction follows a path that
makes sense: transmission
investment follows energy ambition.
Ports follow export and import
ambition. Housing follows
employment ambition. Transport
follows economic geography.

The ‘what’ before the ‘why’

In New Zealand we argue about
individual roads and rail lines before
wehave agreed what economic
future they are supposed to support,
letalone the network they are part
of. We debate the “what”before
agreeing on the “why”.

Thatis why Infrastructure New
Zealand hasbeen calling fora
national economic ambition. Thisis
notabout governments picking
winners or writing prescriptive
industrial plans as markets will
always more strongly determine
which firms succeed.

But successful countries are clear
about the sectors they intend to

compete in and build the conditions
that allow those sectors to flourish.

The countries doing better than us
stillhave political disagreements.
They still change governments. But
they have built institutional settings
that allow long-term objectives to
endure. Their per capita exports also
dwarf New Zealand’s, meaning the
money they earn offshore helps fund
the quality of lives and lifestyles of
their respective populations. That is
thelesson New Zealand should take.

Infrastructure New Zealand
believes three things are needed.

First, we need ashared national
economic ambition that gives greater
clarity about the industries and
opportunities that willunderpin
future prosperity. Secondly, we need
bipartisan commitment to the long-
terminstitutional settings that
support infrastructure planning,
funding and delivery. Governments
should debate priorities, but they
should not continually redesign the
systemitself. Third, infrastructure
investment should be aligned with
that national ambition so that every
major investment contributestoa
coherentlong-term direction.

The question isnolonger whether
New Zealand can build infrastructure.
Itis whether we canbuild the shared
ambition and purpose; creatinga
more productive, prosperous and
resilient nation for generations to
come.

@ Nick Leggettis chief executive of
Infrastructure New Zealand.
Infrastructure New Zealandis a
sponsor of the Herald'’s Infrastructure
report.
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Bipartisans
fore as elec

New Zealand needs plans
that outlast election cycles

Kieran McAnulty NJ )

fthere’s one thing New Zealand
hasbecome far too good at,it’s
changing its mind about
infrastructure.

Aroad getsannounced. A rail
project gets cancelled. A public
transport plan getsredesigned. A new
government comesin and decides it
knows better than thelast one. Years
disappear, costs go through theroof,
and the people waiting for the
infrastructure are left wondering
whether it'll ever happen.

Whether you're sitting in traffic in
Auckland, waiting for safer roads in
the Wairarapa, trying to move freight
through theregions, or relying on
ageing water infrastructure, youdon’t
care which party gets the credit. You
just want the job done.

That's the attitude Labour is taking.

Infrastructure shouldn’t be built
around election cycles. It should be
built around what'sbest for New
Zealand over thenext 30 or 40 years.

The constant stop-start approach
is costing us a fortune. Every time
governments scrap projects thatare
already underway, we don’t justlose
time, we throw away years of
planning, redesign work,
procurement and investment. Then,
when the need inevitably comes
back, taxpayers end up paying even
more to start again.

That'snotbeing fiscally
responsible. It's wasting money.

That’s why Labour will commit to

not cancelling major infrastructure
projects that are already contracted
or funded for delivery. Once we've
made the decision to build something
and signed on the dotted line,
governments should follow through.
Businesses, workers and
communities deserve that certainty.

Anyone running a construction
company will tell you the same thing.
They can'tinvest in apprentices,
machinery or new technology if they
havenoidea whether work will
disappear after the next election. The
boom-and-bust cycle doesn't just hurt
theindustry, it drives up prices for
everyone.

We’'ll also make sure every major
new infrastructure commitment is
independently reviewed by the
Infrastructure Commission.
Politicians will always make the final
call, that's democracy, but those
decisions should be informed by
evidence, not whoever can shout the
loudest or cut the biggest ribbon.

Good governments aren't afraid of
good advice.

Labour also believes we should
work alongside the private sector to
get projects built while keeping
strategic infrastructure in public
hands. Thisisn’'tan ideological
debate. It's about getting the best
outcome for taxpayers while making

sure New Zealanders continue toown

the assets that matter.

We'llalso protect the transport
corridors we'll need in the future. It's
alot cheaper to preserve space for
aroador arailline today thanitis
tobulldoze houses or businesses 20
years from now because noone
thoughtahead.

This shouldn’'tbe aleft versusright
issue.

Thebridge doesn’t know who
votedforit. Theroad doesn’t care
which party announced it. A trainline
doesn’'tbecome more or less useful
depending on who’s sitting on the
Treasury benches.

If we can build abroad agreement
ontheinfrastructure New Zealand
needs, everyone benefits.
Communities get certainty.
Businesses get confidence toinvest.
Workers get steady jobs. Taxpayers
getbetter value for money. Most
importantly, we stop wasting time
arguing about whether tobuild and
getonwith actually building.

That'show weleave the country
inbetter shape than we foundit.

@ Kieran McAnulty is Labour’s
Infrastructure spokesperson

RMA reform to ease the burden

Simon Court

ew Zealand has spent more

than 30 years makingit too

difficult tobuild.

Itistoohard tobuilda
home, apower station, abusiness, or
theinfrastructure a growing country
needs. Often it takes longer to get
permission than it does to actually
build.

EveryonehasaResource
Management Act horror story. For
infrastructure alone, consenting costs
are estimated at $1.3billion a year.

Those costs do not disappear.
They end up in your power bill, the
price of anew home, council rates,
or they Kill projects before a shovel
hits the ground.

Acthaslong understood the RMA
is amillstone around New Zealand’s
neck. David Seymour recruited me to
fix that problem. This term, alongside
Minister Chris Bishop, have been
gettingon withit.

Wehaveintroduced fast-track
consenting, amended the RMA and
improved national direction. The
National Policy Statement for
Infrastructure means that, for the first
time, the planning system explicitly
recognises the importance of
infrastructure.

These changes help, but thereis
only somuch you cando withalaw
thatis fundamentally broken.

Thatis why we arereplacing the
RMA with the Planning Billand
Natural Environment Bill.

The principle behind the new
system is simple. Your land is your
land. You should be able touseit as

—h

you see fit, provided you are not
harming someone else’s property or
the environment.

That means a higher bar for the
effectsthe Government regulates. It
means standard approaches that can
beused again and again, instead of
councils and applicants reinventing
the wheel for every consent.

Italso means having the big
arguments when national
instruments and plans are developed.
We should not force individual
projectstorelitigate the sameissues
every time somebody applies for a
consent.

There willbe stronger
accountability too. The Planning
Tribunal and regulatory relief will
give people somewhere to turn when
council rules and processes go too far.

The economic gainsare
substantial. Estimates suggest the
new system could reduce consenting
volumes by up to 46% and add up
to $3.1bayear to GDP by 2050.

The select committee hasnow
reported thebillsback after hearing
from New Zealanders. We will make

final refinements at the committee of
thewhole house.

Thereis still plenty of work to do.
Reducing the number of consents
demanded from over 40,000 per
annum to closer to 20,000 will make
ahugeimpact on every New
Zealander. If that still seemslike a lot
of consents, thatisbecauseit is still
alot of consents.

Inthe1990s, around 5000 per year
was typical. We have set the direction
but thereismuchmoretodoto
unlock New Zealand’s potential.

The infrastructure sector wants to
know what the rules underneath the
legislation will look like. Fair enough.
Wewillsoonrelease anillustrative
National Policy Direction so councils,
developers and infrastructure
providers can see where the system
isheading and tell us what works
before formal consultation.

National standards will alsobe
rolled out progressively.If an
approach works, thereisno good
reasontoinventadifferent onein
every council area.

For decades New Zealand has
argued about how to fix the RMA,
while the cost of building has gone
up and projects have stalled or
disappeared.

Wearefinally replacing it.

New Zealanders want affordable
homes, reliable power and the

infrastructure of a first-world country.

Tounlock New Zealand'’s potential,

wehavetolet peoplebuild.
It'stime tobuild.

@ Simon Court is Parliamentary

Under-Secretary to the Minister

Responsible for RMA Reform

Nip to the
lON Nears

Consensus needed to stop
infrastructure going backward

Julie Anne Genter

he New Zealand public and
industry areincreasingly
keenon cross-party agree-
ment oninfrastructure,and
I've seenthat reflected in political
panels I've participated in recently.

Thereis no question thatour
country has not benefited from some
infrastructure projects being treated
as political footballs. Large projects
take multiple electoral terms to be
built,and changes of government
have seen significant projects
cancelled or delayed, like the
replacement of the Interislander
ferries and associated wharf
infrastructure. In many cases, the
problem definition had not been
clearly identified before embarking
on project design and delivery,and
scope creep or ballooning costs was
thereason givenfor cancellinga
project.

Itis fair enoughto want to spend
publicfundsinacareful way. The
stop-start approach, however, is also
increasing costs and damaging for
building up our capability and
capacity to deliver infrastructure.

Inother cases, public entities have
not undertaken appropriate asset
management and public
infrastructure has been rundown,
often because building new things or
saving money has taken priority and
there wasn’tan explicit requirement
toinvestin maintenance and
renewals. This also has costs and
consequences for the public.

The National Infrastructure Plan,
delivered by the Infrastructure
Commission earlier this year,
identifies a number of priority
recommendations that have beenall
orin part accepted by the Coalition
Government, and fully accepted by
the Green Party and other opposition
parties. This offers a clear direction
for alevel of political consensus.

We have limited resources, so
determining how they will be used
will always be somewhat political.
But hopefully we canreachalevel
of agreement to significantly lift our
asset management game, withan
evidence-informed approach to
prioritising new infrastructure.

With volatile fossil-fuel prices and
increasing uncertainty about supply,
I hope we canalso get alevel of
political consensus about energy
efficiency and electrification. This
haslong been a core Green goal.
Jeanette Fitzsimons, the founding
Green Party co-leader, introduced
the legislation that set up EECA, the
Energy Efficiency and Conservation
Authority, and led the work that
resultedina highly successful home
insulation scheme, as well as pilots

of home solar projects and clean
heating devices. EECA over the last
decade has also supported elec-
trification of vehicles, and the GIDI
fund that supported businesses tran-
sitioning to electric. Now we have the
opportunity to go much further.

By prioritising energy efficiency in
our transport system, of our vehicles,
indomestic manufacturing,andin
our buildings, New Zealand has the
opportunity for real productivity
gains. Publicinfrastructure choices
are critical to this end. How we
regulate vehicles and building
standards will influence how much
energy we need to use every day.

Government policy,suchas
grants or low-interest finance, can
support people and businesses to
switch to electric machines, powered
by affordable and abundant renewa-
ble energy like home solar and batt-
eries. This offers us productivity
gains and more affordable lives. It
will support cleaner air. This, in turn,
willmean less sickness and fewer
hospital admissions.

Onapanel hosted by Engineering
NZ,|was pleasantly surprised to hear
ministers Chris Bishop and Shane
Jones crediting me for talking about
some sensible improvements to road
investments for more than a decade
and a half.

After confronting the unaffor-
dable policy of Roads of National
Significance promoted by former
Minister of Transport Simeon Brown,
the Coalition Government has now
conceded that we can’t afford to
build many more four-lane express-
ways and certainly not ata design
speed of 110km/h. This is no longer
justa Green view, it has political
consensus because the maths just
doesn’tadd up.

Nevertheless, we canimprove the
ability to move people and goods
around the country. We can better
maintain our existing roads and
improve their safety. We caninvest
inaffordable passenger transport
services and better use our existing
railand sea routes for some freight.
Thisis precisely what the Green Party
has been supporting for decades.

The swapto electric carsand
machines is happening, and growth
of renewable generation like solar,
wind and geothermalis inevitable.
The faster it can move, with Gov-
ernment support, the better off our
country will be. | hope to see more
supportacross the political aisle for
amove to energy efficiency and
renewables, and away from fossil
fuels, that will make New Zealand
more affordable and productive.

@ Julie Anne Genter is the Green
Party’s spokespersonon
infrastructure.
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Boards can't just
manage risk, they
have to seize
opportunities,
Julia Hoare tells
Fran O’Sullivan

ew Zealand’s infrastructure

deficit is visible in ports that

can't keep pace with export

growth, terminals past their
use-by dates, and electricity demand
rising faster than new generation is
consented and built.

The question is no longer whether
companies need to invest — but how
boards can responsibly commit to
large projects in a world of policy
churn and geopolitical shocks — with-
out scaring off the very investors
needed to pay for them.

Julia Hoare, who sits on some of
the most strategically important
boards in the country — across avia-
tion, ports and electricity — empha-
sises big infrastructure demands
long-term certainty.

When companies embark on ma-
jor developments, she says, “the ideal
is to have as much domestic certainty
over numerous political cycles, irres-
pective of who may be in power.”

Directors recognise that democ-
racy brings change. But constant tink-
ering with market design, consenting
rules or sector policy comes at a cost.

“If we think about infrastructure
and large infrastructure investment,
it's a lot of money and it’s large, it’s
lumpy,” Hoare told the Herald. “There-
fore, the ideal is to have as much
domestic certainty as possible be-
cause it's got to last for the long term.

“If we think about who’s actually
paying for the infrastructure, it’s in-
vestors. You really want to make sure
that theyre going to be comfortable
and willing to invest, and they don't
get spooked.”

New Zealand still enjoys a structu-
ral advantage as a relatively stable,
transparent, low-corruption jurisdic-
tion in an increasingly turbulent
world. “New Zealand is a very stable
country, and I think it's becoming a
more desirable country for invest-
ment,” Hoare says.

In a period of heightened sover-
eign risk, that matters.

If you have too many
people just focusing on
risk without taking the
time to think about
opportunities, then
youre likely to miss the

opportunities.
Julia Hoare

But that advantage can be eroded.
Policy volatility, especially around
core infrastructure regimes, feeds
directly into the cost of capital and
the willingness of boards to “press the
button” on major projects.

Electrification — the promise

The electricity sector is a case in
point. Boards are staring at a wall of
demand as the economy
decarbonises.

Hoare points to the twin drivers:
“Obviously, the transport sector is one
that jumps to mind. Then you start
to think about the industrial pro-
cesses, and you've got a lot of great
businesses that are moving off, say,
coal-fired boilers and moving into
electrification.”

The gentailers, including Meridian
Energy on which she is a director, are
responding with significant renew-
able pipelines. At Meridian,“we’ve got
what we call a ‘seven and seven’ —

SO seven new projects in seven years
— and lots of fabulous other projects

in the longer term pipeline as well.”

For Hoare, this is not just an energy
story, “It's very good for New Zealand
Inc to grow our renewable energy
resources. I think you're going to see
a lot more renewable development,
and that’s going to enable a lot more
electrification.”

Fromriskregisters to opportunity
registers

If policy risk is one side of the ledger,
geopolitics is the other.

The Middle East conflict and wider
global tensions have forced boards to
lift their gaze from static risk registers
to more dynamic scenario planning.

At Auckland Airport which she
chairs, Hoare recalls the “scorched
earth” exercises the board ran during
Covid, and how that discipline has
carried into the current environment.

In early 2020, the company had
already embarked on a major infra-
structure build to expand the airport
when the global aviation market
effectively shut down. “Back in 2020,
obviously we had pressed the button
on a very, very large infrastructure
build, and all of a sudden we could
see a train wreck coming toward us,”
she says.

The board and management
moved into intense scenario plan-
ning: “We had full-on board scenario
planning. We called it our scorched

Five questions every N2
infrastructure board should ask

1. Why do we need this asset and
willit build resilience for the
company and New Zealand Inc
over multiple cycles?

2.How exposed is this project to
shifting regulation, consenting
rules, market designand
geopolitical risk —and how can we
reduce that volatility?

3.Have we run credible ‘scorched
earth’scenarios, and does our
capital structure still hold under
those conditions?

4. For each major geopolitical risk
onour register, what
corresponding opportunity could
we be chasing?

5.Do we have the diversity of
experience — and the helicopter
view — to challenge management
onboththerisks and the
opportunities?

earth, and it wasn't scorched enough,
and we Kkept scorching and scorching
and scorching to find out what our
worst-case scenario would be.”

The results were sobering, but ac-
tionable: “We were from that able to
really adapt. We survived. We can-
celled a lot of major contracts, and
that cost usalot of money. We slowed
down other contracts.

“We did what was at that stage New
Zealand’s largest capital raise, and we
went very, very quickly because we'd
thought through the funding pieces,
and we just had to continue with
essential infrastructure.”

As the latest Middle East crisis un-
folded, they moved again: “We actu-
ally advanced certain arrangements
that we wouldn't have otherwise
done because we wanted to make
sure that if the whole thing did col-
lapse in the European situation, we
actually had access to funds when we
really, really needed them.”

When carriers rerouted away from
conflict zones, aircraft capacity had
to be redeployed. For New Zealand,
that presented a chance to deepen
international connectivity for both
passengers and high value cargo.

A similar pattern is playing out at
Port of Tauranga, which she also
chairs. Disrupted shipping schedules
make a deep water aggregation hub
more valuable. Fuel and supply chain
risks, meanwhile, strengthen the case
for accelerated automation and elec-

Plan for risks and opportunities

trification on the wharves.

Across sectors, Hoare argues that
boards must go beyond risk registers
and deliberately build “opportunity
registers” as well: identify the shock,
mitigate what you can — then ask
where the upside might be for the
company and for New Zealand.

Boardsfit for major bets

Hoare is a strong advocate of a dis-
ciplined skills matrix approach: star-
ting by defining the capabilities speci-
fic businesses need then mapping
which directors actually have them.

“What skills do you need around
the board table for your specific
business?” she asks. “And then who
actually has those skills?”

At Auckland Airport that means
directors who understand the sector
from hub-airport leadership to airline,
engineering and large-project experi-
ence alongside strong financial and
capital markets expertise.

Crucially, she says, boards must be
“quite dispassionate” about fit. A good
director is not always the right direc-
tor for a particular company or phase.

Hoare is careful not to dismiss risk
specialists; they are essential. But she
is wary of board cultures dominated
by “black hat” thinking. “It's critical
that you actually understand what
your risks are,” she says. “If you have
too many people just focusing on risk
without taking the time to think about
opportunities, then youre likely to
miss the opportunities.”

The answer is people who will int-
errogate risk rigorously, and people
who will ask, even in the midst of
crisis, where the strategic upside
might lie.

The deficit won'tfix itself

Hoare is clear about the stakes. “New
Zealand has a massive infrastructure
deficit, and it's growing, and we really
need to address the deficit,” she says.

That does not mean cutting cor-
ners on environmental or social
standards. But it does mean creating
conditions in which boards and in-
vestors are confident enough to com-
mit.

“We need to think about how do
we not spook investors, and get on
with the infrastructure develop-
ment,” she argues.

At heart, that requires a stable,
credible platform — across political
cycles —and boards equipped not just
to survive shocks, but to turn them
into long-term opportunities for New
Zealand Inc.

Port delays mean exporters face uncertainty

or the last several months,
ExportNZ hastalked to
exportersall over the
country regarding the things
they want from the next government,
ahead of releasing our Pre-Election
Blueprint. One concern mentioned
more frequently than any other is the
costand reliability of the
infrastructure used to get their goods
tointernational markets.

According to our most recent
Export Barometer, a majority of
exporters named the cost and
availability of transport and logistics
asamajor obstacle,and more than
half stated that they had experienced
delayed transit times. New Zealand
can’'tdomuch about events playing
outin the Strait of Hormuz, but it can
make a difference tobottlenecks
closer tohome.

Tauranga Harbour isjust one
example.Itis the nation’sbiggest and
most important export entry point
and deals with nearly 40% of New
Zealand’s exports, comprising almost
all of our kiwifruit and alarge part
of our dairy and forestry products.
The portis also working near its
capacity. Last yearithad toturn
down a suggested new shipping

service to the Americas which would
have saved exporters and importers
an estimated $65 to $90 million each
year in freight charges.

A proposal to extend the port’s
berths, the Stella Passage
development, wasindicatedin
regional plans as farback as 2003, and
preparation for aresource consent
application beganin 2018.

In 2020 the port unsuccessfully
sought fast-track approval under the
Covid-19recovery legislation, before
itsapplication wasreferred instead to
the Environment Court, where partial
consent was granted —but that
decision was appealed before it could
take effect.

Nearly adecade on, the matteris
still waiting for a decision one way
or the other, after the port opted to
put the court process onhold and
pursue an application under the new
Fast-track Approvals Act.

Those who challenged the
development were, for the most part,
local hapti — among them Ngati Kuku
and Nga Hapti o Nga Moutere, hapu
affiliated with Whareroa Marae,
which sits close to the Mount
Maunganui wharves. Their
objectionsrested oninadequate

=

L

e

International shipping won't
wait while our internal issues
are being decided on, writes
Joshua Tan

consultation and the cultural effects
of the development on Te Awanui
Tauranga Harbour — concerns that
nearly adecade of process has still
notresolved, and for which the
Environment Court has since ordered
the Port to compensate them for the
wasted cost of preparing cultural
evidence the company itself should
have addressed from the outset.

Te Awanui Tauranga Harbour is of
greatimportance tolocal iwiand
hapi.

Having to go through the courts
time and again to challenge the same
issue, ata cost of hundreds of
thousands of dollars,isasmuch a
frustration for them as the lack of
certainty is for exporters.

That is the mainissue. It's not about
whether one side haswonand
another haslost. Rather, the system

has taken up most of a decade
without providing any lasting
solution to anybody. Moreover,
Taurangais not anisolated example.
A 2021 report by the Infrastructure
Commission stated that consenting
delays were costing the country
about $1.29 billion each year and that
it was taking almost twice aslong to
grant consent for amajor project as
ithad five years before.
Suchuncertainty isdamaging
because it discourages investment,
causes shipping companies (whose
competitiverivalry helps to keep
freight costs in check) to pull back
and, over time, makes New Zealand
aless appealing place for
international services. As BusinessNZ
has already noted in its submission
ontheResource Management Act
reforms, constant changes of

direction undermine the certainty on
which infrastructure investment
depends.

International shipping won'’t wait
while theseissues are being decided
upon; instead, ships are getting bigger,
theroutes are changing, and the first
fleets using low-emission fuels (such
asthe green hydrogen,ammonia and
biofuels that New Zealand may one
day produce and export) are
appearing. Ports that cannot handle
them will be left aside.

Regardless of whoisin
government, businessneedsa
system that can properly and
promptly deal with these matters:
one thatallows timely investment in
transport, digital and water
infrastructure of national and
regional importance whereby goods
can get to market, together witha
long-term national freight strategy
which ensures that our ports,
railroads, roads and border systems
areready to handlelarger vessels and
new types of fuel.

Exporters are not looking for
shortcuts; they want certainty so they
canplanaccordingly.

@ Joshua Tanis executive director,
ExportNZ



nzherald.co.nz | The New Zealand Herald | Thursday, August 20, 2026

B7

Future generations need

Infrastructure
maintenance is key
to growth, jobs and
prosperity, writes
Sarah Sinclair

t'sfrankly along overduerelief
tosee our politicians — from all
sides and from central and local
government —acknowledging
theneed to committoan
infrastructure pipeline that endures
through political cycles and ensures
the market prepares and responds.

A pipeline that supports growth,
jobs, prosperity. Great stuff — we need
this.

And wekeep pushing — asking our
politicians and leaders to articulate
an ambitious vision for future growth
underpinned by infrastructure
investment.

Butaddressing our infrastructure
deficitisnot justabout what we
should build next: arguably our most
urgent challenge is how we properly
maintain — and get the greatest
benefit — out of what we already own.

Thishasbeen clearly called outby
the Infrastructure Commission Te
Waihanga. The commission notes
most of the infrastructure we will rely
onin coming decades already exists.
The National Infrastructure Plan
recommends maintenance and
renewals need to be the first

investment priority. Like death and
taxes, nothing is more certain than
asset maintenance andrenewal. In
many areas, New Zealand hasbeen
doingapoor job of it.

Thereareaset of clear
recommendations in the National
Infrastructure Plan for our public
sector, including understanding what
assets we've actually got and what
state they are in, ensuring asset
management systems are putin
place, and allocating funding to
renewals first —all rightly linked to
along-term view of performance and
servicelevels.

Andtobefair, the Government is
responding. There are sensible
initiatives that, although obvious and

Asset
maintenance
isn't sexy -it’s

never the
glamorous idea
in the room. But
actually, it can
be just as ribbon

cutting-worthy.
Sarah Sinclair

overdue, we should beloudly
applauding: a work programme to
support asset management and long-
term investment planning and the
state highway and rail renewal
programmes.

When infrastructure is maintained
properly, theroads stay open, the
water keeps flowing, the lights stay
on, the hospitals keep operating,
schoolsremain warmand dry.

Thisisnot anargument against
growth or new projects —in fact quite
the opposite. How we choose theright
new projectstoinvestin—the
foundation for economic growth —
must bebased on making the most
of what we already have.

There are so many reasons why

prioritising maintenance of our
existing infrastructure is about
growth, jobs and prosperity.

Itis one of the clearest oppor-
tunities toimprove productivity.
Planned maintenance isbetter than
expensivereactive fixes; making sure
we get maximum value and
performance from existing assets
(including network optimisation and
demand management) means we can
work out what is the best additional
asset toinvest in;and integrating
assetrenewal with climate
adaptation and resilience planning
helps avoid digging the road up twice.

We can stop kicking liabilities
down theroad and minimise therisks
of maintenance backlogs and
unnecessary asset failures.

Weneed to squeeze every last
drop of benefit from our existing
assets by looking after them sowe
can maximise the funds thatare
available for new projects.

On theface of it, championing an
infrastructure priority of “fix it first”
may not sound like an inspiring
national mission —butitis.

The question of whether weare
being good stewards of the assets that
underpin our economy deserves as
much attention as planning reform,
infrastructure deficits and funding
gaps.

Theblunt challenge, of course, is
that asset maintenance justisn’t that
sexy —it'snever the glamorousidea
intheroom. But actually, it canbe
justasribbon cutting-worthy.

There are offshore examples of
innovative delivery structures

supporting long-term contracts for
maintenance, renewal and expansion
of existing asset networks. Innovative
funding and finance structures that
access private capital, capability and
resources and lock inlong-term
service standards and quality over
asset life canbe used.

This doesrequire a culture shift —
fromall of us. Aswelook forward to
what New Zealand needs to support
aproductive economy in which we
all thrive, we need to be beating our
drumsjust as loudly about looking
after what we've got as we have been
for demanding the new shiny
projects.

If we are tobuild the best platform
for growth and future generations, we
should be demanding thata key
measure of success is “what doesn't
fail”.

Wehaveanintergenerational
responsibility with infrastructure
decisions — we want future
generations to inherit assets, not
liabilities.

Thirty years fromnow we won't
bejudged on the new projects we
decided to build but on how all of our
infrastructure —old and new —
supports the everyday life of
communities so that people and
businesses thrive. Let's make the
most of what we have so we can build
what weneed.

@ Sarah Sinclairis a director at law
firm Harmos Horton Lusk and a former
member of the board of the New
Zealand Infrastructure Commission Te
Waihanga.
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Why we have to get the maths right

New Zealand builds
infrastructure but
struggles to
manage it, writes
Cameron Bagrie

ereisthebasic
infrastructure equation —
and it comes fromthe
Infrastructure
Commission.
@ “Wespend alot oninfrastructure,
but wedon't always get good value.
New Zealand invested around 5.8% of
gross domestic product (GDP)
annually on infrastructure over the
past 20 years, making us one of the
top spending countriesinthe
Organisation for Economic Co-
operation and Development (OECD).”
@ “Yet werank towards the bottom
for efficiency, or bang for buck’.”
@ “In 2022, we spent almost $5000
for every personin the country (in
2025 dollars).”
@ “Wehave 1175 land-use zones
across 67 territorial authorities. Japan
—which has more than 20 times the
population of New Zealand —has13.”
@ “New Zealand must get better at
asset management. At present, asset
management maturity varies
between sectors, and tends tobe
lowest for central government social
infrastructure providerslike health,
justice and education. Contributing
factorsincludealack of under-
standing and awareness of the
importance of asset management,
inadequate information on assets, a
lack of transparency and accoun-

Measure, assess, and
monitor, as the guardians
of tomorrow’s
infrastructure are the
students of today.

Cameron Bagrie

tability, and insufficient enforcement
of best practices.”

Prioritising theright projects,
better assurance around projects,
efficient legislation and regulation,
better spatial planning, a better
strategy for capital allowances across
the political cycle that gives better
funding signals, effectiveland
transport funding, asset management
performancereporting. . . thelist goes
oninterms of what needstobe done.

These are near-termlevers.I'm
more worried about the funda-
mentals and thelong-term.

Let’s getreal and honest about
things. There is no point building stuff
(the spend) if you can’'t manage it. We
build and mismanage. We can see
thatin the capital productivity
numbers (how efficiently we use

capital to drive growth), whichis
consistently anegative number.

So,let'shaveatalk about
education and linkingitto
infrastructure; both are long-term
investments. The infrastructure
managers and engineers of tomorrow
are the schoolkids of today.

I've consistently taken the view
that the education standards of today
will define where New Zealand will
bein 30 years. Today’s studentsare
tomorrow’s leaders.

According to the Ipsos Issues
Monitor, education is ranked number
10 onimportance.Itneedstobeat
the epicentre of the upcoming elec-
tion. It traverses so many areas.
Student achievement is declining and
equity isnot improving. That will
havelong-term consequences eco-
nomically and on the social/political
footprint.

The empirical evidenceis pretty
clear,according to the OECD,
“Schooling quality and equity are
important determinants of individual
earnings, the distribution of incomes,
productivity and economic growth.”

Common sense tells us better-edu-
cated students should be able to man-
age projectsbetter, thatis they will
bebetter at maths. If you wanta
defining issue, here is abasic one:
Infrastructure involves maths. Any
projectinherently involves alot of
data and measurement. Get the
specificationright on building that
bridge or road. Lacking those basic
requirements, you are headingin the
wrong direction or mismanagement
of assets.

Accordingto the OECD, New
Zealand has seen a decline of almost
29 pointsin the average PISA
schooling measure score between
2006 and 2018. That will eventually

reduce aggregate productivity by
close to four percentage points. Ouch.

The fact that the OECD had an
entire chapter on educationinits
2024 Economic Survey of New
Zealand was telling.

So,heading into this election, my
suggestion is we heed the words of
the OECD when it comes to numbers.
Measure, assess,and monitor, as the
guardians of tomorrow’s infrastruc-
ture are the students of today. After
all, alot of numbers sit behind every
infrastructure project. Let'sbe
numbers-literate and not thereverse.
This needs tobe fully embraced
across the political spectrum.

@ “Valid and reliable evaluation and
assessment thatleadsto
improvements of education practices
and lifts student learning are key to
establishing a high-performing
education system.” (OECD, 2013)

@ Thereisnosinglebest-practice
model for an assessment system, but
itisimportant tobebased on a high-
quality, coherent curriculum with
standards and learning progression
documents; with a widerange of
assessments; and that it sets clear
external reference points in terms of
expected levels of student
performance at different levels of
education.

@ Thereisalsoinsufficient
measurement of individual child
progress against achievement
standards and systematic school-
levelreporting to administration
throughout primary and secondary
schooling.

@ Thereisanurgentneed to
complement the existing assessment
system by systematically better
measuring how much individual
progress children are making against
well-specified standards.

@ Introducing new regular
assessments of studentsinreading,
writing and mathematics from years
three and eight; introducing common
reporting templates so parents know
how their child is progressing in these
core areas; introducing anew
assessment near the end of year 2to
checkbasic skills like counting,
phonics, and letter formation.

@ Arevised national data collection
andreporting framework that
focuses on children’s progress
towards common achievement
standards in literacy, numeracy,
science, etc, should berapidly
reinstated.

Any political party that pushes
against such basic concepts needs
calling out. Not measuring or
accepting benchmarking goesright to
the heart of future effectiveness in
many areas, including infrastructure
and asset management.

Student achievement at the
primary and secondary levelsis
getting more attention, and rightly so.

Thetertiary sector sneaks under
theradar somewhat.

Maybe it needs more attention.
New Zealand universities donot rank
highly when compared to global
peers. Lord knows what is happening
with the polytechnic debaclein
Hamilton, which seems to have gone
off theradar.

Thebottomline

Weneed more “bang for buck” when
it comestoinfrastructure. At the heart
of that is having people capable of
delivering. Today’s studentsare
tomorrow’s asset and project
managers. Make sure they know
maths.

@ Cameron Bagrie is principal
economist at Bagrie Economics
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From expensive to indispensable

We know the cost of infrastructure, but do we know its value, asks Beca New Zealand's Andrea Rickard

ew Zealand rightly focuses

onthe cost of

infrastructure. Weneed the

samelevel of focus on the
valueit creates. We debate what
infrastructure costs us today far more
than we discuss what it enables for
usand for the next generation.

Before we've finished our morning
coffee we've already relied on billions
of dollars of infrastructure. Water
arrived at our taps. Wastewater left
our houses. Electricity powered our
kettles.Roads got kids to school.
Mobile towers connected our phones.
Stormwater drains protected our
streets from flooding. None of this
happensby accident.

Thisis alandmark period for New
Zealand infrastructure and city-
shaping. Watercare’snew Central
Interceptor wastewater tunnel is
running underneath swathes of
Auckland. Auckland’s City Rail Link
is opening. One New Zealand Stadium
at Te Kahais pulling packed houses
in Christchurch. Stage1of the
Takitimu North Link in the Bay of
Plenty is progressively opening. Two
brand new railway stations have just
opened in southern Auckland,
supporting new homes, jobs and
communities,and new wharfand
terminal developments and the
electrification of ferries are
revitalising the Port of Auckland.

Each of these projects and many
others that are smaller but regionally
critical are the result of years of effort
toplan, agree, fund and deliver. Every
projectisan opportunity to create
lasting value for acommunity, city
and nation.

Many New Zealanders under-
standably don’'t spend much time
thinking about infrastructure. Yet
every service depends on assets that
must be continually maintained,
renewed and eventually replaced.
Wereadily see the cost of those
investments, but werarely stop to
consider the value they deliver every
singleday.

The visionary 1950s

The decisions taken in the 1950s to
construct New Zealand's hydro
energy schemes are a great example
of infrastructure vision. There was an
imperative because of persistent
power cuts across the country. The
nation understood something major
needed tobe done. Today the effects
are more diffuse but noless stressed:
traffic congestion, energy costs,
extreme weather, natural hazards,
regional debtburden.

Theincredible thing about the
1950s hydro energy schemesis that
they built five times the capacity that
wasneeded at the time. Perhaps they
simply understood that future pros-
perity required confidence, not
caution.

Theideal outcome of everything
we do as planners, designers and
engineersis that things just work,
seamlessly, almost unnoticed. Things
gobetter, smoother, faster, cleaner,
more joined-up and useless carbon,
every day. Beca hasbeen privileged
to contribute to the formative steps
of the City Rail Link in a wider team
planning theroute selection,
designation and consenting, and
morerecently getting the back-of-
house systems operational. The
13km-long Central Interceptor tunnel
under Auckland hasinvolved Becain
ground engineering, environmental
and sustainability services. These
landmark projects have involved big
decisions and huge teams working
together to plan and execute. That's
what helping our cities grow and
thrivelookslike. Thisisinfrastructure
to celebrate.

Infrastructure ROl is hard to argue
with
Consider that nearly every conse-

Dc1510ns ten the 1505 to construct hydrosemes

of infrastructure vision, says Andrea Rickard.

quential piece of infrastructure ever
built hasbeen called too expensive
at the time. Within a generation,
almost every one of themhasbeen
recognised asbeingirreplaceable.
The Eiffel Tower was denounced as
adisgraceful skeleton. The Sydney
Opera House was called a scandal.
London’s Elizabeth Line camein £4

billion over budget and has already

added £42billion to the UK economy.

The US Interstate system was
opposed at every mile and isnow
valued as one of the most significant
peacetime economic assets any
government has ever built. The
Golden Gate Bridge, Hoover Dam,
Channel Tunnel and Panama Canal

are a great example

o ol

Imagine Auckland
without the Harbour
Bridge. Yet when it was
proposed, many
questioned whether the
cost could ever be
justified. Today it is
difficult to imagine the
city’s economy and way
of life without it.

allwent over budget and were
vigorously opposed.

Imagine Auckland without the
Harbour Bridge. Yet when it was
proposed, many questioned whether
the cost could ever bejustified. Today
itisdifficult toimagine the city’s
economy and way of life without it.
What oncelooked expensive now
looks indispensable.

Theinsightis that we often focus
intensely on the cost of infrastructure
and pay far less attention to the value
it creates over generations. World
Bank benefit-cost ratio analysis
across 3000 modelled infrastructure
investment scenarios found that 96%
produced net positive benefit-cost
ratios.

Ibelieve that these equations
apply equally to Aotearoa. A 2026
Sustainable Business Council report
estimated that the first stage of
investment to transitiontoan
innovation-driven, low-emission
economy could deliver annual GDP
increases of $33 billion by 2050.

Tobe clear,Ifully endorse the laser
focus on the cost of infrastructure. We
also need boldness upfront to invest
intruly powering growthand
productivity.

Defence and offence

The geography of Aotearoa shapes
our infrastructure challenge. We are
geologically young, exposed to
natural hazards,and much of our
population and infrastructureis close
tothe coast.

Weneed to protect what we have
from storms, floods and natural
hazards, while also building for
growth. That means making smart
decisions about where we build
homes, businesses and public
services, and ensuring transport,
water and energy systems work
together, rather thaninisolation.

The challengeboils down to how
projects are funded through
government, which has the principal
role of advancing the nation,and
private investment, whichis
available around the world for well-
planned projects. The stop-start
incremental approach to
infrastructure between electoral
cycles over the past decades has
delivered highly valuable individual
projects, but has woefully deferred
asset maintenance, leaked skilled
talent from our infrastructure
workforce, and largely ignored a
once-in-a-generation opportunity to
unlock morerenewable energy.

Getting us to hum

Too often, infrastructure decisions
are driven by what looks affordable
inthis year’'sbudget rather than what
will create the greatest value over the
next50 years. Thereis
understandable caution about
borrowing to fund the infrastructure
that could really get us to hum. But
poor-quality infrastructure is still
debt. Deferring maintenance on
infrastructureislikerefusingtofixa
leaking roof because you're trying to
save money this year. The bill doesn’t
disappear.It getsbigger.

The choice is not whether we pay
for infrastructure, but when. We can
invest deliberately today or pay far
more for failure tomorrow. Every
generation benefits from
infrastructureit did not build itself.

Future New Zealanders won't
thank us for the infrastructure we
talked about. They’ll thank us for the
infrastructure webuilt.

@ AndreaRickardis Managing
Director New Zealand, Beca.
Beca is a sponsor of the Herald’s
Infrastructurereport.
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How to sell assets — and win elections

New Zealand could learn from New South Wales' asset recycling model, says Oliver Hartwich

fortnightago, the

Government agreed asale

worth $702 million.

Nicola Willis and Chris
Bishop sold the loans the Crown
made to Chorus to help build the
ultrafast broadband network, for
$60m abovebook value.

The money, we were told, will go
to the Cambridge to Piarere
expressway, hospital upgrades and
new classrooms.

It was strange that the Chorus sale
gothardly any coverage. Because this
swapping of old assets for new isan
issue on which this year’s election
could be fought.

On November 7, New Zealanders
will choose between two stories
about what the state owns and what
to dowithits holdings. Christopher
Luxon wants a “mature conversation”
about selling assets the Crown hasno
reason to hold. Chris Hipkins
promises to sellnothing,and to try
tolock public assets away inanew
Future Fund.

However,acomprehensive,
bipartisan strategy on asset
management is still missing. The
Chorus sale was anisolated incident
and, after a change of government,
the $702m could still be used for
something else.

No matter who winsin November,
they will face the same challenge. Net
debt is heading for a peak of 46% of
GDPin 2028, close to the 50%
Treasury calls prudent and well
aboveits 40% target. Surplus arrives
in 2029 at best. But the longer view
isevenworse: Treasury projects that
debt willreach 200% of GDP by 2065
as the population ages, unless
superannuation and health settings
change.

The allowances for new capital
spending, $3.5 billion a year, stand
against an infrastructure shortfall the
Infrastructure Commission has putin
thetens of billions.

The next Finance Minister cannot
borrow the gap away. And increasing
taxes would be the surest way to
choke whatever green shoots growth
wemight get.

But the next Finance Minister will
have a substantial portfolio of assets,
about $600b worth. It includes some
the Crownnever needed: 112 farms,
apostal service, a television channel
and some $15b of shares in four listed
companies.

For now, the law forbids the Crown
from falling below 51% of the three
power companies; the airlineis held
thereby policy. When one of them
needs fresh capital, taxpayers should
have the option of diluting the
Crown’s stake.

Selling assets the state doesnot
need, and investing the proceeds in
new infrastructure, is called asset
recycling, as opposed to selling to
repay debt. My colleague Roger
Partridge made the casein
Renovating the Nation, published in
February. The Crown hasno
particular reason to own farms, and
every reason to want hospitals that
work.

The honest objection is that selling
assets means giving up their
dividends. Treasury’s own
Investment Statement provides half
ananswer: the Crown’s listed
companies havebeaten their cost of
equity, while its wholly-owned ones
havenot. But pastreturnsareno
reason to keep carryingrisks the
Crownneednothold.

The NSWmodel
Iwasin Sydney when New South
Wales started asset recycling. The
ideaappeared sensible yet politically
bold and risky. It required political
leadership, and New South Wales was
lucky tohaveit.

Between 2012 and 2024, the state
raised more than A$50b selling and
leasing assets, its electricity network

From assets to infrastructure
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It was strange that the $702 million Chorus
sale got hardly any coverage. Because this
swapping of old assets for new is an issue
on which this year’s election could be

among them. Sydneysiders watched
the old polesand wiresturnintoa
driverless metro. Support grew once
people could see what the saleshad
built.

Of course, it wasnot a cleanrun:
WestConnex and the metroblew
their budgets, and the union
campaign against the electricity lease
was ferocious.

Still, three disciplines held. The
proceeds went into a fund protected
by statute, alocked box ministers
could not raid. Canberra paid abonus
only for proceeds spent on new

fought.

Oliver Hartwich

projects. And anindependent body
ranked what got built.

New Zealand has tried the other
way. The partial floats of the three
power companies, and a sell-down of
Air New Zealand, raised $4.7 billion
for a Future Investment Fund in 2013
and 2014. But that fund was alabel,
notalock. The money went out
through ordinary budgets, mixed in
with everything else the Government
wasbuying. Nobody could point at
asingle project and say the sales built
it.

Test the Chorus deal against those

threedisciplines and it fails two at
once. Thereisnolocked box, only an
assurance. And the projects it names
were promised long before the sale,
so the proceeds confirm the Budget
rather thanaddtoit. Thatis 2014 in
miniature.

Labour’s Future Fund comes with
itsownissues. Ten months after the
announcement, Barbara Edmonds,
citing commercial sensitivity, hasnot
said which assets would go in, how
big the fund would be, how much it
could borrow or what returnit should
earn. Voters are being asked to
approve abox without being told
whatisinit.

One thing we do know: assets
placedin the fund would be
protected by law from ever being
sold. A fund that cannever sell isnot
aninvestment fund buta museum.
Itsreal purpose looks like the
opposite of asset recycling: locking
thestatus quoin place.

The public seems readier for this
conversation than the politicians. In
fact, Freshwater Strategy polling for
Infrastructure New Zealand found in
January that 49% would support
selling a state-owned company if the
money were locked away for
hospitals, schools and infrastructure,
against 19% opposed. Selling majority
stakes in the power companies found
34% in support and 40% opposed,
with therest undecided.

Building Nations opensin
Christchurch today. Somebody
should ask Willis and Edmonds:
would they be willing to sit down
together to find out whether
bipartisanship on asset management
is possible? And would either of them,
or better both, learn from the
leadership New South Wales showed
over the past15 years?

Because it canbe done. New South
Wales pressed ahead against every
warning of political suicide and was
rewarded withre-electionanda
transformed state. New Zealand
could write a similar success story.
Itjust needs leaders willing to start.

@ DrOliver Hartwich is the Executive
Director of The New Zealand Initiative
(www.nzinitiative.org.nz).
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Nephs off the couch

— and on the fast track

Infrastructure
Richard Harman

Infrastructure
pipeline faces
$97.2b funding gap
over next 10 years

ew Zealand First arrived at

the coalition negotiating

talksin November 2023

with adraft of the Fast
Track Approvals Act.

If there was anything the party
wanted in Government, it wasan
easier consenting path for mining and
the infrastructure that would be
needed to underpin theindustry.

But Shane Jones isnow not only
Minister of Resources (and therefore
mining) but also Minister for Regional
Development.

That portfoliois at the core of New
Zealand First’s political pitch; inspired
by whatboth Winston Petersand
Shane Jones see around them in their
home patch of Northland, which has
the highest unemploymentratein
New Zealand.

Simply, as Jones has often said,
they want to get the “nephs off the
couch”,and both the construction of
infrastructure and thenitsroleasan
economic enabler is fundamental to
addressing the unemployment
challenge.

Thefirst stepisto get Parliament
asawholetoagreeonthe
infrastructure pipeline.

“We should back the pipeline of
work articulated by Waihanga, the
Infrastructure Commission and get
thetwo parties to,by and large, agree
with each other,” Jones said.

“There willalwaysbe, at the
margins, things that we argue about.

“Some, for example, may not
believe that a dry dock in Whangarei
isabsolutely necessary and
important, but the bigimprovements
of our hospitals, our bridges, our
roads, they should be agreed upon
through Waihanga so that not only
the workforce, the firms, the
professionals, but the investors can
seeapathway forward.

“We should try to depoliticise the
choice of projects and the sequencing
of projects.”

That means the focus then shifts
to the financing of the proposed
projects.

Looking out 10 years, the New
Zealand Infrastructure Commission is
projecting a total national
infrastructure spend of $290 billion,
of which $97.2b (a third) is unfunded.

Given that Finance Minister Nicola
Willis in this year’s Budget set out
capital allowances for 2027 and 2028
at $3.5b, it is clear something has got
togive.

Willis warned that if Government
capital expenditure got too high, it
would bring arisk that government
debt as a percentage of GDP would
continuetorise.

Thatis now the major obstacle
standing in the way of infrastructure
development, and one which Jones
wantstoaddress.

Heis proposingto pickup anidea
put forward by the New Zealand
Superannuation Fund to the 2019 Tax
Working Group chaired by Michael
Cullen, which would offer tax
concessions on infrastructure

Chris Bishop and Shane Jones at a NZ Green Building Council summit this month.

When Winston and I
initiated the fast-track
negotiations as a part of
our coalition, it was
designed to deliver on
energy infrastructure,
designed to deliver
mining opportunities,
quarries and fish farming,
And it's been something
of arevelation for me to
watch how easy it's been
for property projects to
scoot through the fast
track, yet my beloved
mining ones have been
removed.

Shane Jones

developments of national
significance.

The Super Fund suggested that
investors pay a concessionary rate of
14% (i.e. half of the current company
rate of 28%) on profits made in New
Zealand from qualifying projects.

Qualifying investors would need
to have a demonstrated capability to
deliver world-class infrastructure
projects; they would alsoneed to
bring expertise that wasnot
ordinarily available in New Zealand.

Butat the sametime, Jonesis
concerned about the cost of some of
the projectsin the pipeline,
particularly roads and the $3.6 billion
for the 26km Warkworth to Te Hana
expressway that was contracted last
month.

“Winston Peters and Iwere
astounded by how costly that
relatively short piece of four-lane
highway up northis,” he said.

“Atthat priceit’s extraordinarily
difficult to see how any further four-
lane highways will be built in the near
term.”

In part, Jones said that was the
consequence of what he calls the
“unaffordable engineering standards
being enforced through NZTA.”

Sohehas two solutions.

“Infrastructure Minister Chris
Bishop has promised us he’s going to
getaninternational reviewer to get
hishead around why these things
have ended up so expensive,” he said.

“And the other idea that Waihanga
is pushing is that maybe New Zealand
should movetoamodel where the
Commerce Commissionregulates
how much aroad should costand
how much profit should be permitted

from the construction of a utility such
asaroad.”

Across thebroader infrastructure
spectrum, Jones has the same
concerns hehas aboutroads; heis
sceptical about how much hospitals
and other facilities are costing.

“Health New Zealand should no
longer be permitted to manage the
construction of any hospitals,” he
said.

“Anything above $50 million
should berun by a dedicated
commercial capital development
agency.

“Murray McCully isin charge of a
commercial group to deliver
infrastructure for the education
system, and I think it’s fair to say that
theimbroglio surrounding funding
and delivering the Dunedin hospital
shows us that Health NZ should focus
on hip operations and keeping Kiwis
healthy and hand over capital
development to people who know
whattheyredoing.”

Thereisalready an agency
theoretically tasked with doing that.

The Crown Infrastructure Delivery
Agency is supposed to provide
infrastructure delivery services to
Crown agencies for whom
infrastructure project delivery isnot
acore function.

It has only a very modest list of
customers.

However, Jones prefers that the
role should go to National
Infrastructure Funding and Financing
(NIFFCo), whichbillsitself as the
Government’s “investor shopfront for
private capital investments into
publicinfrastructure and the centre
of expertise on the funding and

financing of New Zealand
infrastructure.” “Tll say it on the
record, that we could doalot worse
than hand over to NIFFCo,” he said.

Jonesisnot entirely abuild-or-bust
advocate.

Hence his concern about the Fast
Track Approvals Act being used for
therecent approval of the 1200
homes Delmore subdivision at
Orewa, which Auckland Mayor
Wayne Brown has described as
consigning Auckland to a future of
more congestion, more unaffordable
housing,and could lead to
homeowners paying thousands of
dollarsayear inleviesto truck treated
wastewater across the city and
potentially to other regions.

“Noone should be under any
doubt. When Winston and Iinitiated
the fast-track negotiations as a part
of our coalition, it was designed to
deliver on energy infrastructure,
designed to deliver mining
opportunities, quarries and fish
farming,” he said.

“Andit'sbeen somethingof a
revelation for me to watchhow easy
it'sbeen for property projects to scoot
through the fast track, yet my beloved
mining ones have beenremoved.

“So there’s definitely scope for, uh,
reducing elements of the fast-track
legislation.”

Thatis whatitall comesbackto
with Jones: building infrastructure
that will enable economic
development that will get the “nephs
off the couch”.

@ Richard Harman is a senior political
Jjournalist and publisher of the Politik
newsletter.
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Breaking out of the stalemate

Our energy policy
has become a
waiting game. It’s
time for action, says
Danielle Uniza, of
Infrastructure NZ

ur energy system is stuck

inastrangekind of

stalemate. Everyoneis

waiting for someone else to
movefirst.

Households wait for power bills to
come down. Big electricity users wait
for supply they can actually rely on.
Developers wait for theright
conditions before they’ll break
ground. Transmission waits for
demand before expanding the
network. Each part of the system is
holdingits breath for the next.

Thedisconnect

Itisn’t that the will is missing, or the
money. The problemis a disconnect
betweenideology and reality. The
Government wants the market to
drive this transition — and fair
enough, it should. But markets can
only react to the parameters they've
been given. They respond to policy
andregulations, not create them. If
New Zealand is serious about its

energy future, the Government has to

give the country adirection,and
create the settings thatlet the system
moveinaway thatachieves that.

We'realready starting fromareally

strong position. Over thelast two
quarters, more than 94% of our

If New Zealand is serious
about its energy future,
the Government has to

give the country a
direction, and create the
settings that let the

system move.
Danielle Uniza

electricity came fromrenewable
sources. We have hydro, geothermal
and wind resources in genuine
abundance, and investors who want
in. Government has said, rightly, that
predictable market settings should
driveinvestmentrather than
taxpayers. That'sreasonable. But
somewhere along the way, letting the
marketlead has turned into stepping
back and hoping it all works out.
Take transmission. Right now,
investment can happen only after

demand turns up, not before. We ask
the market to think ahead, then build
rules that make itimpossible to take
action.

The patternrepeats everywhere
youlook. Consenting favours
whatever generation technology can
get through the process fastest, not
necessarily what the grid willneed
in 20 years. Businesses weighing up
major electrification projectsare
asked to commit millions without
knowing what power will cost, or
whether there’llbe enough of ita
decade from now. Faced with that
kind of uncertainty, you come to
realise that waiting is actually justa
rational response.

Except the world outsideisn’t
waiting for us to sort ourselves out.
Demand for clean electricity is
picking up speed. The data centre
recently consented near Invercargill
will, on its own, draw power on a scale
close to Tiwai Point. Agree with it or
not, it'sasignal of where demand is
heading and more will inevitably
follow. We will continue tobe faced
withindustries looking for abundant,
reliable, renewable power — all things
we have, or could have more of, if
wemade amove. What weleaveon
the table by waiting might be exactly
what weneed to secure our
prosperity.

Natural advantages

Thisisbigger than an energy story.
It'sa question of whether Aotearoa
turns one of its best natural
advantages into something that lasts
and grows, or just waits untilit'stoo
late. Cheap, reliable, renewable
electricity should be what draws
industry here, lifts productivity, and
takes some of the weight off
households doing the sums each

month. None of that happens by
accident. It takes along-term plan,
and settingsbuilt to carry that plan
through.

Werecently took a delegation to
Norway, where almost every new car
soldis electric.In March, only one
petrol vehicle was sold in the entire
country. Its grid operator, Statnett, is
doubling network investment for the
decade ahead because it knows, with
confidence, that the demand s
coming. Denmark tells a similar story.
After the oil shocks of the 70s, it was
importing almost all of its energy, far
behind where New Zealand stood at
the time. Now it produces about a fifth
more energy thanit uses, far
outpacing where we are today. Both
countries got there notbecause
government built every project, but
because it pointed to a horizon and
held the settings steady long enough
for the system to make it happen.

New Zealand could do the same.

Along-termstrategy

Wearen't short onrenewable
resources, or appetite from investors,
or will. What we're shortonisalong-
term national energy strategy, a clear
destination, backed by theright
policiesto actually get us there. If we
keep waiting for the system to sort
itself out, our energy future will not
be shaped by deliberate choices. It
willbe shaped by default.

This doesn’'t have tobe a waiting
game. The systemisready. All that’s
missing is the direction and settings
that willlet us get on with it. It's time.

@ Danielle Uniza is Policy Manager,
Infrastructure New Zealand.
Infrastructure New Zealandis a
sponsor of the Herald'’s Infrastructure
report.

ICBC () I#Hm

Industrial and Commercial Bank of China (New Zealand)

Your Global Partner Your Reliable Bank

I

i




nzherald.co.nz | The New Zealand Herald | Thursday, August 20, 2026

:'lj'] B13

Simon Bridges on
why New Zealand’s
gentailer model is
holding back
energy investment

tepping out of the office the

other day,happened upon

agroup protesting against

what they saw asalooming
data centre Armageddon.

Ihad half amind to stopand
explain to them that regardless of any
impact data centres might or might
not have on water resources, local
democracy, or the electricity grid,
they really had nothing to fear.

That'sbecause under current
energy market settings we'll be lucky
if asingle new data centre isbuiltin
this country, let alone the wave of
investment the protesters seemto
anticipate. Most international inves-
tors will take onelook at New Zea-
land’s scarce energy supply and high
prices, and choose to shop elsewhere.

I'mbeing flippant, but the under-
lying message is extremely serious,
and itis one that our political leaders
must listen to.

Onone hand, it's about risk: unless
and until New Zealand businesses
and households canaccess an
abundant supply of energy at
affordable prices, our country will
remain stuck in a spiral of de-
industrialisation and relative decline
inliving standards. Energy is the
lifeblood of the economy, and we are
bleeding out.

On the other, it'sabout
opportunity: modelling by
Transpower shows that, if New
Zealand were tobringonan
additional 20 terawatt-hours of
supply, the subsequentreductionin
prices would unlock large-scale
internationalinvestment into new,
high-value sectors —not just data
centres, but the likes of green tech
and high-performance computing —
as well as widespread electrification
of domesticindustry.

This, in turn, is expected to drive
growth of $30 billion-plus each year,
whichis nothing short of
transformational.

The 20 terawatt-hour targetisbold
—roughly equivalent to four times the
new supply gentailers have
committed to as part of a so-called
“renewablesboom” —butit’s certainly
achievable.

Aboveall, it willrequire
preparedness on the part of decision-

makers to address two fundamental
problems with the way the energy
marketis structured.

Thefirstis concentrationin
generation, with the gentailers
controlling 85% of generation
capacity and 95% of firming capacity
(that's to say, the power toback up
intermittent renewable sources).

This concentration means thatany
investmentin new generationresults
inaportfolio disbenefit for gentailers.
Bringing on new supply leadstoa
reduction in wholesale prices and, in
turn, toan erosion in the value of the
rest of the gentailer portfolio. Further,
itmeans that gentailersare able to
self-firm their own projects, while
independent generators and retailers
are forced to seek firming froma
gentailer. For most independent
projects,access to firmingisapre-
condition for securing finance.

Itallcomes down toincentives.In
response to portfolio disbenefit,
gentailers willinvest in just enough
new supply to keep prices around the
cost of new entry (and avoid an
energy security crisis), but nomore
than that. Leveraging their control of
firming, gentailers will decline or
delay access to firming for
independents, so that new projects
can'tgoahead.

With projects
required to repay
the Government for
any net support
received, the
potential for fiscal
drag on the
Governmentis
minimal. This is not
an exercisein
corporate welfare.

Simon Bridges

Tobe clear, gentailers are not
behaving in an underhand or
nefarious way. They are simply
respondingrationally to the rules of
the game, and seeking to deliver
maximumreturn to shareholders.

The second issueis the vertically
integrated gentailer model, which
primarily affects theretail side of the
market (Where gentailers also have a

combined 85% market share). The
fact that the generation and retail
arms are integrated into a single
business means that gentailers are
abletosell energy to themselves, at
pricesthat areinvisible to the rest of
themarket.

Theresult: a shallow and illiquid
contracts market, where indepen-
dent players are shutoutand
minimal competition has evolved.

Sowhat needs to happen?

Earlier this month, the Auckland
Business Chamber, Northern
Infrastructure Forum and a host of
independent energy companies
launched a two-step plan designed to
address these structural problems,
and tobreak the gentailer incentive
cycle.

Step one will be well known to
most readers: separation of the
generation and retail functions of the
gentailers. In the firstinstance at least,
separation would be operational
rather than structural, meaning that
gentailers would retain ownership of
their generation and retail arms, but
would berequired torunthemas
legally distinct businesses, with
separate boards, management and
commercial decision-making.

The intention would be to unlock
competition in the retail market (and

-nergy is the lifeblood of the economy

— we are at risk of bleeding out

thus drive down prices).

Some would argue that recent
policy changes requiring gentailers to
treat competingretailers the same
way they treat their ownretail arms
when supplying hedge contracts will
achieve the same outcome. We don’t
believe it will.

Compliance willbe hard to
monitor, while finding non-price
ways to favour the in-houseretail arm
willberelatively easy. Ultimately,
little will be achieved until the root
causes of the anti-competitive
conduct — specifically, the gentailer
incentive to forestall retail
competition —are addressed.

The second step willbeless
familiar, and entails establishing
Long-Term Energy Supply
Agreements (LTESAs) for generation.
Theideaisto provide analternative
pathway for independent projects to
reach financial close (bypassing the
firming barrier) — thisis key to
unlocking the massive uptick innew
renewable generation thatis
required.

The LTESA modelis used at
federal and statelevel in Australia,
and consists of along-term (20-year)
contractbetween a new-generation
projectand a Crown-backed entity.

The LTESA gives the project the
optiontosell all or part of its
generation each year,ata
competitively bid fixed price. When
wholesale prices are below the fixed
price, the Crown-backed entity pays
the difference; when wholesale prices
are above the fixed price, the project
pays the difference. In this sense, the
LTESA functions as a price backstop.

With projectsrequired torepay the
Government for any net support
received, the potential for fiscal drag
on the Government is minimal. This
isnot an exercise in corporate
welfare.

Will these two steps solve all of the
sector’sills? Of course not.
Implemented together, however,
they will have amaterialimpact and,
contrary to what the Government
might suggest, can be putin place
relatively quickly (within the next
12-18 months).

We're calling on those aspiring to
be part of the next government to
recognise the opportunity that stands
before us,and to adopt these two
steps as policies. New Zealand needs
an energy market that delivers
abundance, not abundant returns for
incumbents.

@ Simon Bridgesis CEO of the
Auckland Business Chamber and a
former Minister of Energy and
Resources. Auckland Business
Chamber is a sponsor of the Herald’s
Infrastructurereport

PROJECT
CANTERBURY

Can Canterbury's modern infrastructure, innovation

ecosystem and affordability transform the region
into New Zealand's next economic powerhouse?

Read the report Thursday 10th September
Fran O'Sullivan - Head of Business
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Walking a line:; Vector is planning

—

The challenge
facing Auckland’s
lines company is
deciding where
and when to spend
the money, writes
Bill Bennett

uckland’s electricity net-
work is preparing for a fu-
ture shaped by electric veh-
icles, data centres, public
transport electrification and growing
demand from homes and businesses.

Meeting that demand requires bill-
ions of dollars of infrastructure in-
vestment. The challenge facing Vec-
tor, Auckland’s lines company, is
deciding where and when to spend
the money.

Vector chief operating officer —
electricity, gas and fibre Peter Ryan,
says the company is investing $10
billion over 20 years while trying to
strike a careful balance between stay-
ing ahead of demand and avoiding
unnecessary costs for customers.

“Were walking a line between
making sure that we don't invest too
late and put a brake on the economy
herein Auckland versus investing too
early,” Ryan says. “Because all the
investments we make to some degree
may flow back into consumers’ bills.”

The company has already inves-
ted about $45 billion over the past
decade and plans to spend another
$5.4b between 2026 and 2036.

Ryan says the investment has two
broad purposes. About half is needed
to support Auckland’s growth by
connecting new homes, businesses
and large electricity users such as
data centres. That often means more
than simply running cables to a new
development. It can also require new
zone substations, larger transformers
and extra capacity deeper in the
network.

The other half replaces ageing
infrastructure and prepares the net-
work for future demand. Older trans-
formers and other equipment reach-
ing the end of their working lives are
replaced, often with higher-capacity
assets, while parts of the network are
strengthened to improve resilience.

Planning has to happen years be-
fore new demand appears. Ryan says
designing, consenting, building and
commissioning a new 2zone sub-
station can take around three years,
while large transformers can take up
to 18 months to procure. “We're plan-
ning that well ahead of that demand
coming into our network,” he says.

Electricity useis changing

Vector's investment programme
reflects the changing ways Auckland
uses electricity. New homes remain
an important source of demand
growth, with the company conn-
ecting about 12,000 to 13,000 new
premises each year. But Ryan says
the biggest changes are coming from
transport electrification, data centres
and, increasingly, the prospect of in-
dustrial users switching from gas to
electricity.

“The question has always been the
take-up of electric vehicles and the
impact on the peak demand,” he says.
Vector buildsits network to cope with
periods of maximum demand rather
than average electricity use.

The company continually updates
its forecasts, analysing everything
from Auckland Council building
approvals and EV uptake to charging
behaviour and improvements in bat-
tery technology. The challenge is not
simply estimating how much electric-
ity Auckland will need, but where
that demand will appear.

Ryan says Vector models demand
down to individual suburbs and

Vector’s Peter Ryan (below)
says the biggest changes are
coming from transport
electrification, data centres
and the prospect of industrial
users switching from gas to

electricity.
Photos / Brett Phibbs Photography

WeTe walking a line
between making
sure that we don't
invest too late and
put a brake on the
economy herein
Auckland versus

investing too early.
Peter Ryan

feeders, looking at likely EV owner-
ship, gas conversion and other chan-
ges in customer behaviour.

“Historically it was quite easy. You
know where the homes were being
built is where the demand was, but
increasingly it’s also about where the
EVs are being bought and plugged in.”

Data centres are among the largest
new electricity loads Vector expects
to see, but Ryan says the company
is careful not to assume every pro-
posed project will proceed as anno-
unced. “There are a number of pla-
yers trying to get into the data centre
market. If everybody achieves the
market share that theyre espousing
in the public space, there’s more than
the market could take.”

Even where projects go ahead,
Ryan says they may not immediately
draw the amount of electricity they
initially seek.

Existing consumers count

Vector's approach is to ensure
existing customers do not subsidise
that growth. Ryan says the company’s
principle is “growth pays for growth”,
with new developments paying for
the dedicated infrastructure they re-
quire as well as contributing to the
wider network capacity they use.

“Existing consumers are not bear-
ing any financial burden as a conse-
quence of a new data centre popping
up in the Auckland area,” he says.

The principle that growth pays for
growth also applies to new homes
and small businesses.

A typical connection averages
$8000. That’s roughly $5000 for phy-
sical works and $3000 toward wider
capacity. There is industry friction
around connection costs, Ryan says
Vector offers price transparency by
letting customers unbundle civil
works and traffic management or
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$10b power network investment

select from competing contractors for
electrical installation.

“Customers want to know it's a
competitive price, and they want
transparency on how we derive that,”
he says. Beyond individual connec-
tions, Vector is leveraging regulatory
mechanisms that fund 75% of inno-
vation trials. Partnering with retailers
and market operators, Vector aims to
orchestrate peak demand, potentially
saving billions in future network ex-
penditure.

Technology impact

Technology plays a growing role in
helping Vector decide where to
spend its capital. Instead of relying
solely on technicians inspecting over-
head lines from the ground, the com-
pany now uses drones and helicop-
ters to survey its network. The images
are analysed using GridAware, an Al
tool that Vector is co-developing with
Tapestry, an electricity network pro-
ject at X Development, Alphabet’s
moonshot factory.

GridAware identifies individual
network assets, assesses their con-
dition and flags potential defects be-
fore they become failures.

Ryan says the technology is
becoming increasingly accurate at
spotting problems that would be dif-
ficult to detect from ground level,
while still keeping people involved in
the decision-making process.

The same approach is being ap-
plied elsewhere across the network.
As more smart meters are installed,
Vector gains visibility into parts of the
electricity system it could not pre-
viously monitor. Ryan says the data
helps identify outages more quickly,
locate faults more accurately and
better understand how electricity is

Wedontwanttobeina
position where we've
built a new substation
and then suddenly
somebody’s invented a
way of reducing peak
demand by 30%.

Peter Ryan

being used across Auckland.

For Ryan, the objective is not
simply automation. Better informa-
tion allows Vector to target mainten-
ance, improve reliability and invest
where it is needed rather than replac-
ing assets on a fixed schedule. He says
batteries and other flexible techno-
logies will become increasingly im-
portant as Auckland electrifies.

Solar generation helps reduce elec-
tricity demand during the day, but
Auckland’s peak demand typically
comes in the evening when people
return home. Batteries can store en-

ergy generated earlier in the day and
release it when demand is highest,
reducing pressure on the network.
Looking further ahead, Ryan sees
opportunities to co-ordinate house-
hold batteries, electric vehicles and
other distributed energy resources to
manage peak demand more effic-
iently. If electricity demand can be
shifted or smoothed across the day,
Vector may be able to defer or avoid
expensive upgrades to substations
and other network infrastructure.
For Ryan, that points to a very dif-
ferent electricity network by the mid-

Vector by
numbers

@ Network scale: More than
19,000 km of network servicing
more than 1.8 million people.

@ Imaging scale: 8000 km of
overhead lines scanned viadrone
or helicopter capturing more than
1millionimages every 2.5 years.

@ Bill comparisons: Household
bills remaining steady in real terms
($60.20 a month in 2013 vs $65.10
amonthin 2026).

@ Battery savings: Non-wire
battery solutions deferring
investments and saving about $15
million.

2030s. Auckland will need more cap-
acity to support population growth
and electrification, but it will also
need a more intelligent network.

“We don't want to be in a position
where we've built a new substation
and then suddenly somebody’s inv-
ented a way of reducing peak de-
mand by 30%,” he says.

Instead, the aim is to use better
data, smarter technology and more
flexible energy resources to ensure
investment is made only where it is
genuinely needed.

@ Vector is a sponsor of the Herald’s
Infrastructurereport

Bring on the World

We're building for the future while continuing to welcome
around 50,000 travellers every day — keeping New Zealand
moving now and creating the gateway we'll need tomorrow.

See what's changing at FutureAKL.co.nz

Auckland
Airport
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‘Data rich, but information poor’

J INFRASTRUCTURE A Herald Business report

If there isn’t a human validating Al outcomes, there are
significant risks, says Eric Peissel.

Photo /123rf

Human judgment is vital when Al informs infrastructure decisions, WSP director tells Bill Bennett

rtificial intelligence, advan-
ced analytics and digital
technologies are reshaping
the infrastructure sector.

It's not simply a matter of aut-
omating traditional tasks. Modern
digital tools are changing how organ-
isations analyse and understand
complex systems. Infrastructure
builders use the technologies to bet-
ter evaluate future options and get
the maximum value from existing
assets.

That will become increasingly im-
portant as New Zealand faces harder
choices about which infrastructure
projects to fund and how to make
limited investment go further.

Eric Peissel, WSP’s global director
of transport and infrastructure, says
digital technology can help agencies
analyse more information and evalu-
ate more options. Yet he warns it
should be seen as an essential part
of the toolkit, not the answer.

“People often think that digital and
Al are some sort of magic wand, but
what they really do is help decision
making, and help optimise things at
a scale that previously was a lot more
difficult.”

Asset management

Today, one of the most tangible
impacts of these tools is in asset man-
agement. They allow infrastructure
operators to move from rigid, sched-
ule-based maintenance to a predic-
tive model.

Traditionally, assets like pipes, po-
wer lines and roads were maintained
on fixed schedules. Advanced analy-
tics and digital sensors can add a
more detailed picture of their con-
dition. Agencies can monitor assets
in real time, identify early warning
signs and predict where failures are
most likely to occur.

Peissel says WSP is applying these
techniques to detect early signs of

landslips, identify potential pipe fail-
ures and predict traffic congestion
and accident risks. Instead of relying
solely on fixed maintenance schedu-
les, agencies can direct scarce main-
tenance funding towards assets
where the need is greatest.

“We use advanced analytics and
Altotakealookatalot of data around
real-time information, such as scan-
ning for landslips and for where we're
starting to see potential landslips,”
Peissel explains.

“We’re also using the tools with our
clients on the water side as well. They
have a whole bunch of data saying,
‘Hey, how can we do early detection
of where a pipe might fail?” Were
finding that really being able to deep
dive into some of these data sets can
actually give you a lot of insights, not
only on what happened, but actually
start doing some predictive work.”

Peissel says the growing use of
advanced analytics and Al does not
reduce the need for professional judg-
ment. Digital tools can identify pat-
terns and produce insights from vast

A lot of making Al
and these tools
successful is the
data analytics and
the data quality. It's
not very sexy, but it
can make a big
difference in terms
of your decision
making.

Eric Peissel

amounts of information, but people
must still interpret the results and
take responsibility for the decision-
making.

That is particularly important in
engineering, where calculations must
be accurate, repeatable and traceable.
Al systems can produce misleading
results if they are given incomplete
or poor-quality information or if the
questions put to them are flawed.

“For us, especially in the engineer-
ing industry, the human in the loop
is such an important piece of our
concept because if there isn't a hu-
man validating what's being done and
checking the outcomes, there actu-
ally are significant risks.”

Peissel says infrastructure decis-
ions also involve factors that cannot
be reduced to data or engineering
calculations. Environmental impacts,
community views, heritage consid-
erations and the requirements of iwi
can all influence where and how a
projectis built. “We make the decision
of where this needs to go for the soft
reasons. Then we figure out the en-

gineering solution to make it work.”

Quality information

Making the predictive tools work in
practice relies on the quality and
consistency of the underlying in-
formation. Peissel points out that
most infrastructure owners aren’t suf-
fering from a lack of data, they are
drowning in it. As Peissel puts it,
modern infrastructure owners are
often “data rich, but information
poor.”

Between internet-connected sens-
ors, visual scans and vehicle tele-
metry, agencies hold vast amounts of
data. The challenge is turning data
into information that can be acted on.
“A lot of making Al and these tools
successful is the data analytics and
the data quality. It's not very sexy, but
it can make a big difference in terms
of your decision making,”~ Peissel
says.

A project WSP undertook with NZ
Transport Agency Waka Kotahi illus-
trates this. There are around 70 local
road-controlling authorities collec-
ting asset management data on their
respective networks.

Historically, each council gath-
ered, logged and formatted that data
differently. The lack of consistency
made it nearly impossible for NZTA
to get a unified picture of the national
road network or evaluate mainten-
ance needs on a like-for-like basis.
WSP worked with the agency to
develop a standardised digital pro-
cess to clean and harmonise that data
across all 70 regions.

“Before, it was really each region
doing it a little differently.

“This created a system where they
really couldn't figure out if something
being done on the North Island and
something being done in Queens-
town were comparable.

“‘By helping develop a standard-
ised way of looking at and processing

the data, they could actually get a full
country view of the assets, under-
stand what they were doing, and start
having a like-for-like comparison.”
Peissel says getting the founda-
tional level of data quality right reg-
uires leadership from the top.
“There needs to be clear regula-
tion, maybe not laws, but clear stand-
ards put in place. Governments need
to take a certain hand in saying, ‘This
is the way we're going to be collecting
data, these are the standards, this is
the common data environment I'm
looking for. Once the recipe is there,
everyone can work through it.
“Without those common stand-
ards, agencies risk wasting time and
capital trying to reconcile incompat-
ible systems. A lot of times people
think they’re all using the same reci-
pe, but they're reading it out of dif-
ferent recipe books. One person’s ad-
ding a pinch of salt, another’s putting
in two pinches; then weTe trying to
figure out why it doesn't work at the
end of the day. Governments need to
get into how the sausage is made.”
Peissel warns infrastructure agen-
cies against taking a “salt and pepper
approach’, that is trying to spread res-
ources thinly across too many trendy
technologies at once. He advises con-
centrating on core asset management
foundations and exercising caution
with unproven tech. “In our sector, in
the civils world, in the transport
world, you want to be on the leading
edge, not the bleeding edge.
“Focus on the good foundational
elements that set you up for success.
Don't go chasing the shiny, cool-
looking toy, because in the sectors we
serve, there is a high opportunity for
it not to pan out for a large degree
of investment and time that could be
much better placed elsewhere.”

@ WSPisasponsor ofthe Herald’s
Infrastructurereport.
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We need to make it to the finish

New Zealand wastes precious money and resources with silly political stop-start, writes Shamubeel Eaqub

ehaveaninfrastructure

deficit, wedon’t

maintain what we have,

we don'tbuild what we
need, and we waste precious money
and resources with silly political stop-
start.

New Zealand has an infrastructure
deficit of about $210 billion. Because
weneed to keep maintaining and
renewing what we have, investing
out of this would cost nearly $1
trillion. We don't have that kind of
money, so wemustbe clever and less
wasteful.

The wasteis large. Over the past
25 years we have started, paused,
reviewed, restarted and cancelled
public projects with every economic
shock and every change of
government. I estimate the cost of
that stop-start cycle at $11.8b since
2000. That would buy us alot of new
infrastructure that would make New
Zealand better.

Pausing a project canfeellikea
prudent decision. Deferring a project
canmake thebookslook better today,
or remove a political thorn. But, these
havereal costs on the sector, it has
real consequences for communities
whoneed thatinfrastructure and
from my analysis, we end up paying
more, often for less, later.

Thereal costs of deferral

I'think of our construction sector as
aflywheel. It takes enormous energy
to getit spinning, but once thereit
cantick over easily. Give it asteady
flow of work, with certainty,and there
will be investment in people, capital
and technology.

But when there are sudden stops
and the pipeline is uncertain, there
arereal costs.

Business closures and job losses
often mean we lose people to other
sectors, and often to Australia where
wages are nearly 50% higher. We also
lose their know-how and
connections. The latter may seem
frivolous,butin anindustry that
works with alarge network of
specialist suppliers, those networks
are akey ingredient of efficiency and
productivity.

Designs and consents expire, so
restarting means paying twice for the
same work. And construction costs
haverisen 35% a year over the past
quarter century, against general
inflation of 2.7%, so the same project
costs more every year we wait.

Therearealso costsThaven't
counted here: the sunk costson
projects that were never fully started,
because they aren't easily visiblein
the economic data.

Buta couple of case studies make
the point well and give shape tomy
frustration at silly political bickering.

TheiReX ferry replacement was
cancelled in December 2023, two and
ahalf years after the ships were
contracted. The write-off was $643
million. Of the $671m spent, only
$85m produced anything physical.
Thereplacement ferries will now
arrive in 2029, three years later than
the ones we cancelled. Auckland
Light Rail spent $228m over seven
years and three institutional resets
without producing a completed
business case or laying any track.

No political party has clean hands.

The damage to the sector runs
deep. About 95% of firmsin civil
construction have fewer than 10 staff,
with thin buffers and no forward book
tofallback on. They often hold large
amounts of specialist equipment, and
fixed costs sink them if the work dries
up. After the Global Financial Crisis,
the sector lost 2500 jobs and 900
businesses closed.

The current downturn has already
cost 1800 jobs. Rebuilding those
teams takes up tofive years,and we
will pay for that lost capacity and
capability for years to come.

What apause actually costs

¢ Percentage of project and cost component

Example used is a state highway upgrade,
at cost of $500 million, shelved for 3 years.

A major highway upgrade is approved
and enters procurement. Design,
consenting and early works absorb 25

per cent of the budget. Then government
priorities shift. The project sits for three
years before a new procurement round

brings it back to life.
Total cost of pause

56.7% - $284m

Effective BCR drops from 2.2to1.7,a 21
per cent reduction in what the project
delivers per dollar.

Jobs atrisk

578 direct and 1694 across the supply
chain. After three years, 80 per cent of

the original project workforce will have

left the industry.

AHEAD
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The cost of stop-start 2000-2024

Resumption costs

Securing and stabilising site for
shutdown (if construction in
progress) project respecification,
re-procuring materials, project

coordination and logistics

7.5% - $38m

Workforce costs
Wage inflation,
specialised skill
shortages, increased
regulatory compliance

5% - $25m

Source: Shamubeel Eaqub: ‘The Cost of Stopping’, 2026. Herald Network graphic

e Over thelast 25 years the cost of stop-start has been huge, both to the

sector and to society.
Channel Scenarios
Low Central High
Inflation cost of deferral $17m $1074m $2130m
Productivity penalty $5021m $8647m $12,272m
Deferred benefits (NPVloss) $1015m $2115m $3215m

Total

“Soosom | suesm | suetm

Source: Shamubeel Eaqub: ‘The Cost of Stopping’, 2026. Herald Network graphic

Pausing a project can
feel like a prudent
decision. Deferring a
project can make the
books look better
today, or remove a
political thorn. But,
these have real costs
on the sector, it has
real consequences for
communities who
need that
infrastructure and
from my analysis, we
end up paying more,
often for less, later.
Shamubeel Eaqub

Five goodideas
Weknow what todo.

Fiveideas thatIthink would help.

@ Ring-fence maintenance and
renewals. Deferred maintenance
coststwo to five times more to fix
later. Cutting renewals in afiscal
squeezeis afalse economy.

@ Fund the pipeline, don’t just
publishit. The UK has committed
£725b over ten years. Australia gives
itsindustry five to seven years of
funded visibility. Our unfunded lists
give firmsnothing to invest against.

@ Publish the cost of stopping.
Any minister or council proposing to
pause, review or cancel a project
should first publish the expected exit
fees, remobilisation costs and lost
benefits.

Thendecide, in the open.

@ Build inthe downturns. When

The Cost of Stopping

Economist Shamubeel Eaqub
authored the The cost of stopping:
Assessing the true cost of delaying,
deferring and cancelling
infrastructure projects.

The report was commissioned
by Civil Contractors New Zealand,
Infrastructure New Zealand and
Water New Zealand.

It concludes inconsistent
investment pipelines are driving up
costs, eroding productivity and
delaying critical public benefits.

Thereportisaccompanied by a
new interactive “Cost of Stopping”
tool to help decision-makers assess
the fullimpacts of pausing or
cancelling projects, maintenance
and renewals.

https://costofstopping.nz/

private work retreats, capacity is
available and prices moderate.
Cramming projects intoboom
windows inflates procurement costs
by upto30%.

@ Bringinlong-term capital.
KiwiSaver holds $142b currently and
willbe around $1 trillion by 2050. At
the average infrastructure allocation
of Australian pension funds, that
could be around $50b of patient
money looking for exactly these
assets.

None of this is technically hard.
Thebarrier is political: the temptation
totreat every inherited projectas the
previous government’s mistake.

Wehave spent 25 years and nearly
$12b repeating the same mistakes.

The cheapest infrastructure policy
isto finish what we start and lift our
sightsbeyond the political term.
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Topwomen ininfre

Infrastructure
Andrea Fox

New Zealand's
spend is high,
but efficiency is
near-bottom

Tracey Ryan
Tobeaworld-classinfrastructure
nation, New Zealand needs to “flip”its
thinking about the objective of
infrastructure, says Tracey Ryan,
chief executive of design and
engineering consultancy Aurecon
New Zealand.

“If wereally think about New
Zealand's future, growth is the overall
objective and infrastructureis
ultimately a tool that enables growth,
rather than just being a series of
construction projects,” says the
Ireland-born businessleader with
more than 30 years of international
experiencein engineering,
environmental consulting and
infrastructure advisory.

Originally a hydrogeologist, Ryan
has more than 800 staff in five offices
inNew Zealand and isa member of
the global executive leadership team
for the Asia-Pacific engineering
consultancy.

She chairs BusinessNZ's major
companies’ CEO forum, isamember

of Infrastructure NZ's advisory
council and is a former chair of this
organisation.

“Weneed to be flipping the overall
objective. Then everything becomes
very much integrated astohow we
think about planning, skills, housing,
digital — all of thatasa whole.

“The challenge of fragmented

New Zealand
needsa
system that
aligns

infra-
structure,
investment,
skills, housing
and
economic
development
around a
Comimon
growth
agenda.

Tracey Ryan

responsibilities in terms of attracting
capital, accelerating delivery and
improving productivity ishow dowe
integrate,how dowehavean
integrated system?”

New Zealandis generally good at
identifying complex systems, but its
institutions, incentives and political
cyclesarestill largely designed to

manage projectsrather than systems,
Ryansays.

“That's why countries such as
Singapore, Denmark and Ireland
often appear more coherent. It's not
necessarily because they have
smarter people —it'sbecause they
have formed a defined national
vision, that enablesrelative long-term
alignment on desired goals across
governments, agencies and
industries.

“Infrastructureisjust one part of
that vision but because the desired
outcomes of that investment are clear
and defined, they are able to make
progress.

“New Zealand needs a system that
alignsinfrastructure, investment,
sKills, housing and economic
development around a common
growthagenda.”

Ryan says this clarity would help
decision-making and enable the
business community, local and
central government to work
collectively on the stepsneeded to
getthere.

“How do we support our sectors
and institutions to think in systems
whilestill operatinginan
environment that rewards short-term
results?”

Ryansaysit's wonderful to see
more women leading major
infrastructure projects and
organisations.

“Weneed them there to ensure our
infrastructurereflects the
communities we serve.

“Weneed leaders who are willing
to challenge the status quo and say
‘we can do better than this’.

“One of the strengths of women is
that they tend tobe big picture

Structure

thinkers, so they havealot of value
toadd.

“However,Ibelieve good
leadership canbe gender neutral.”

Ryan cites one of her main
concerns as workforce capacity.

She says the skilled workforce
needsto grow torespond tothe
infrastructure deficit. However, New
Zealand has an ageing population, has
lost many skills overseasin the
downturn, and is competing globally
for talent.

“We'll need to think differently
about how we attractand retain
diverse talent in the sector,and
leverage Al, automation and other
technologies toincrease our
productivity.”

Looking ahead 10 years, Ryan says
“real success” for her would be New
Zealanders feeling the benefits of
better infrastructure daily.

“Feeling more optimisticand
prosperous and that they have more
opportunities, their connectivity has
improved and they have
communities that are vibrant and
where they want to spend time.

“A (Building Nations 2036)
headline worth celebrating would be
one thatrecognises New Zealand as
aworld-leading small economy that
has successfully used infrastructure
asacatalyst for growth and
productivity.

“Therole of women would be
evident in the decisions that got us
there.”

Mayurie Gunatilaka

It may come as a surprise to Kiwis
used to hearing about New Zealand’s
big infrastructure deficit but the issue
isnot thatit doesn't spend enough

wce
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urge long-term pl

oninfrastructure. Mayurie
Gunatilaka, New Zealand leader for
the global multi-disciplinary
consultancy Arup, saysin fact, this
country is one of the highest public
infrastructure spenders in the OECD
—butit’s close to the bottom for
efficiency.

Sothereal question, she says, is
how do we get abetter return on that
investment?

“There’salot of talk about itand
Ireally think if we're serious about
improving productivity we have to
stop viewing infrastructure as a series
of disconnected projectsand havea
long-term system view across
transport, energy, water and digital
infrastructure.

“Places that stand out globally
haveareally clear story on this.”

Anuclear physicist with extensive
international infrastructure delivery
experience, Gunatilaka says cities
with the world’s best infrastructure
aren’t necessarily those with the
biggestbudgets.

“They tend to show three things:
they have certainty, they show
integration, and they're very user-
centred in how they design their
cities.

“If you think about cities like
Singapore, Copenhagen and Brisbane,
they have clear, long-term visions of
what they want tobe. They back that
with a stable multi-year funding plan
and with some independent
oversightonhow itisdelivered so
the plan survives things like elections
and political cycles.”

These cities think in an integrated
way, how to plan housing, transport,
water and energy together, she says.

“They link these things so you can
getbetter productivity and proper
behaviour. They're also very centred
around user-centred design —how
will people use this, how will they feel
whenthey're here?”

These citiesaimed tobuild a
beautiful place tolive while thinking
about the whole-of-life performance
of infrastructure and being fully
cognisant of money, Gunatilaka says.

Infrastructure should reflect the
people using it so inclusive planning
and design becomes very important.
Getting input from users is something
New Zealand needs to do more of and
better, she says.

IsNew Zealand ambitious enough
about nation-building?

“Ambitious is not about building
more, it'sabout building things that
change how a country works, and
then how we connect things.
Transport that unlocks housing,
energy that powers growth, and cities
that can plan as a system and not as
10 separate projects.

“It'saharder kind of ambition but
itmakes us make choicesbeyond a
specificannouncement. It'sthe
ambition that actually builds the
nation.”

New Zealand has around $200
billion of work in the infrastructure
pipeline, but that pipeline keeps
Gunatilaka awake at night.

“Will we have the people to deliver
on this pipeline? Once we have a
pipeline we need certainty onit,and
then clarity on how that pipeline will
be executed. But in that whole
process we're losing people.

“We’re short of 2300 engineers at
any point and a third of those who
do engineering leave within two
years. When projects stall, skilled
peoplelook tobig international
projects. This year we saw hundreds
going offshore.

“The danger of this stop-start is that
welose capability just when we need
itand it takes a decade torebuild.
Countries round us are competing for
the same sort of outcomes from
infrastructure. Wereally need to
consider how we ensure New
Zealand has a talent pipeline to build
our nationinto the future.”

When Building Nations 2036
comes around, Gunatilaka says for
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Cities with the world’s
best infrastructure aren't
necessarily those with
the biggest budgets.

Mayurie Gunatilaka

her, aheadline declaring success
would read “New Zealand builds what
it plans and plans for the next
generation”.

‘T'dlovetohave seen women
shaping not just the projects, but
more of the decisions in therooms
where we choose what to build, how
tofunditand who tobring with us.”

Carrie Hurihanganui

When you're building the plane while
youreflyingit, there’sbeenno
shortage of lessons about major
infrastructureredevelopment for the
woman heading the job at Auckland
Airport.

Chief executive Carrie Hurihan-
ganuiis overseeinga “live” $5.7 billion
development planned to 2032 at New
Zealand’s main gateway. Under way
while the critical piece of national
infrastructure remains operating, the
taskincludes anew integrated
passenger terminal housing domestic

and international travel due to open
between 2028 and 2029.

Auckland Airport handles more
than 18 million passengers and
158,000 aircraft movementsa year
and facilitates around $32bin trade
annually — activities which have not
stopped during the master-planned
redevelopment.

“Building while you're running an
airportisnot easy,” says
Hurihanganui, who came to New
Zealand from Illinois aged 18, fell in
love, thenbuilt a career that hasmade
her one of the country’s most
powerful women in aviation.

What was meant tobea short, pre-
university stay with a friend in1989
has turned into more than 30 years
and astellar CV at Air New Zealand,
her workplace before becoming
Auckland Airport’s first woman chief
executivein 2022.

“We’rein the peak phase at the
moment, the most complex phase.
About 50,000 travellers move
through the airport each day. If I think
about thelessons we've learned over
the past couple of years,and will
continue to apply, the first would be
(handling) the stakeholder.

“You've got a complex stakeholder
—an ecosystem of regulators,
investors, business partners, airlines,

~—

travellers,iwi, suppliers and freight.

“Thelessonis that oftenit’s easy
to communicate the ‘what’,but for us
it'sthe ‘why were doingit and the
‘when’. For the machine towork; it’s
allinterconnected, and sometimes
you have competing agendas
between the ecosystem
stakeholders.”

Another lesson hasbeen securing
the workforce.

“Wehad aseven-year programme
which gave our delivery partners the

confidence to go and secure the talent

and set up their operations.

“Early contractor engagement is
another, just because of the scale and
complexity. Getting their input before
you firmed up and contracted things.
That helped usbreak it down into
work packages that could be
managed when you've got the
interface complexity between
projects.”

“Non-negotiable” throughout has
been maintaining operations.

Another lesson has been public
communication. “We’'ve been trying
toreally front-foot the fact that big
infrastructure is hard and sometimes
abit of a grind. That short-term pain
isforlong-term gain.

“We'vetried tomanage
expectations with the public to say

nNiNg

The way we think about
long-term infrastructure
planning it isn't just about
deciding what to build,
it's deciding what options
to keep open.

Carrie Hurihanganui

‘be aware, things are going to change
each time you cometotheairport.
Give yourself alittle bit more time’.
We'vebeen very active in that piece.”

With aviation certain to change
over the next 30 years due to fast-
evolving technology,
decarbonisation and alternative fuel
use, the airport has the tough job of
planning for decades ahead without
knowing the shape of those changes.

“It's why master planningiskey.
We published our finalised master
planin June.

“Itsbased on aframework that
allows ustoadapt over time.It’s
designed purposely with flexibility in
mind, staged investment that
depends on growthbutalso
preservesoptions.

“The way we think about long-term
infrastructure planning itisn't just
about deciding what tobuild, it's
deciding what options to keep open.”

Hurihanganui says people think of
infrastructure as a physical asset, but
it'sactually how to deliver outcomes.

If she was Infrastructure Minister
foraday,she’d ensureregulatory
stability tobe certain plans and intent
turnintoaction.

“AndIdon’t know what thereform
would be, but the other shift for me
istreating infrastructure as one
connected systemrather thana
collection of individual projects.
Solutions need tobe system-based.”

A sign that New Zealand had
become a world-class infrastructure
nation for Hurihanganui would be the
headline at Building Nations 2036:
‘New Zealand’s infrastructure
advantage —how it's shaping
competitiveness, efficiency and
resilience.

“And the subtext would be thatby
2036 we're closer to normalising
diversity in the sector.”

AmeliaLinzey
Electrification of New Zealand’s
energy system and renewable energy
resource is probably the country’s
biggest opportunity tolift
productivity, says Beca Group chief
executive Amelia Linzey.
“Notbecauseit’san end initself,
butbecause it becomes a building
foundation for a platform that willbe
attractive toregional and high quality
manufacturing opportunities for
growth and to support innovativere-
industrialisation and enable vibrant
regional communities,” says the head
of one of the biggest employee-
owned engineering and consultancy
firmsin the Asia-Pacific region.
Trained as a geographer and

I'mavery strong believer
that infrastructure is
there to support
communities and the
prosperity of
communities.

Amelia Linzey

planner, Linzey joined the New
Zealand-founded company in 1997
and became chief executive in 2023.
Sheisadirector of Beca Group.

Asaplanner, Linzey says she can
look at systems rather than individual
components of asystem.

“(Infrastructure) is about how
people, places, environment,

continued on B21
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The next generation call

Andrea Fox

new generation of young
women rising through the
ranks of infrastructure
management says progress
has been made in recognising the
value of women in the sector — but
there’s still a lot of work to be done.

Among keen young ambassadors
for Infrastructure New Zealand's
Women in Infrastructure Network
(WIN), and well-placed to see
perceptions change in the past dec-
ade, is Northpower executive Arden
Hermans.

Construction director, renewable
energy and new business, at the
energy company, Hermans has been
involved in WIN for a decade, and for
eight years has delivered Girls in In-
frastructure events, a programme int-
roducing secondary school students
to careers in engineering, utilities and
infrastructure.

In that time she’s seen a positive
shift in attitudes and participation,
but says “there is still considerable
work to do”.

Noting the sector continues to
have significant skill shortages across
almost every discipline, Hermans
says building the workforce requires
long-term planning, significant invest-
ment, greater awareness of opportun-
ities and continued efforts to attract
more women and under-represented
groups.

Also urging more work on those
efforts is senior civil engineer Erica
Jeon at engineering and design con-
sultancy Aurecon Group.

“When it comes to diversity, equity
and inclusion, we should be proud of
the progress the industry has made
over the past decade in ensuring this

is a priority. “However, we must en-
sure this progress is not lost and
recognise that there is still much
more work to do.”

Jeon cites an Infrastructure Com-
mission report showing women re-
main significantly under-represented
and that the workforce will not neces-
sarily move towards greater gender
balance in future.

“There is a need for greater visi-
bility, stronger support systems and
more robust peer networks to help
women succeed and progress in the
sector.”

It shouldnt be hard to attract
women to the sector as the opportun-
ities and variety of roles available are

How can we attract
people into our industry
if they do not know it
exists?

Arden Hermans

There is a strong sense of
pride, commitment and
camaraderie across the

infrastructure sector.

Erica Jeon

“endless”, says another young active
WIN member.

Zoe Thompson works across trans-
port, planning and advisory at cons-
ultancy AECOM. She says the sector
offers dozens of specialty areas from
hands-on big machinery to designing
and building roads, ports and airports
and assessing environmental and
social impacts.

What skills do new entrants need?

“Young women need to be curious,
innovative and diverse thinkers,”
Thompson says.

“STEM (science, technology, engin-
eering and math) subjects will drive
technical skill sets, which, coupled
with ‘soft’ skills such as being an
effective communicator and an
ability to organise and problem-solve
will open up a huge variety of careers
in the infrastructure world.”

Civil engineer Stacey Millar, gen-
eral manager at Waters & Farr/PKS
Civil, has governance experience
with WIN and Infrastructure New
Zealand.

She says it's important women are
represented in governance roles gen-
erally, and especially in infra-
structure because they represent a
significant portion of key sector
stakeholders. “It is important we are
represented at all levels of influence
and that the outcomes delivered
meet the needs of women as much
as everyone else’s.”

China Construction Bank

oetter future
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for stronger support

Millar says governance experience
and knowledge shape direction and
decision-making. Having diversity
among directors adds to collective
insight and well-rounded judgment
on boards.

“Women are currently under-
represented in governance roles, par-
ticularly as directorships get larger,
more complex and more publicly
visible. It serves nobody for the same
small pool of expertise and experi-
ence to be spread thin.

“As with other under-represented
groups, we need to grow the pool”

Hermans says when she was at
school, infrastructure was never dis-
cussed as a career option. How can
we attract people into our industry
if they do not know it exists?”

Shessays the sector requires people
in many roles, including health, saf-
ety, quality and environmental pro-
fessionals, traffic management speci-
alists, inspectors, testers, surveyors,
operators, asset managers and geo-
technical experts.

“There is a common misconcep-
tion that infrastructure and construc-
tion are industries only suited to
physically strong men. In reality, the
sector requires a diverse workforce
with a wide range of skKills,
backgrounds and interests, to help
build a better New Zealand for every-
one.

“One of the most effective ways to
showcase our sector is through real-
world experiences, which is exactly
what Girls in Infrastructure provides.
There is a significant difference
between speaking with a marketing
representative at a careers expo and
speaking directly with women who
work in the industry every day.”

Students meet women working ac-

Stay curious and
take opportunities
to expose yourself

tonew
experiences,
challenges and
viewpoints. It will
help develop your
judgment and
broaden your skill
setasan
infrastructure
professional and
steward.

Stacey Millar

ross a wide range of infrastructure
roles and visit active worksites to see
projects being delivered.

Hermans says as more women en-
ter the sector, they bring new persp-
ectives, experiences and approaches
to problem-solving.

“Diverse teams consistently de-
liver stronger outcomes because they
bring a broader range of skills and
viewpoints to projects.

“A diverse workforce also helps en-
sure New Zealand’s infrastructure is
designed by New Zealanders, for New
Zealanders, reflecting the needs of the

communities it serves.”

Aurecon’s Jeon says early ex-
posure to STEM and infrastructure
careers to girls before they reach the
final years of secondary school is
critical to building a more diverse
future pipeline that better reflects the
communities served.

Millar's message for young sector
professionals?

“Don’t lose sight of who you are
delivering for and why. “Infra-
structure is an enabler and it’s about
delivering better outcomes for people
and building resilient communities,

be it economic, social or environmen-
tal.

“Talk about the ‘why’ often — with
your family, friends and colleagues.
The more you crystallise the why, the
more clarity you have around your
purpose and where you can add
value.

“Stay curious and take opportun-
ities to expose yourself to new experi-
ences, challenges and viewpoints. It
will help develop your judgment and
broaden your skill set as an infra-
structure professional and steward.”

Civil engineer Jeon says, “There is

STEM subjects will drive
technical skill sets,
which, coupled with ‘soft’
skills such as being an
effective communicator
and an ability to organise
and problem-solve will
open up a huge variety
of careers in the
infrastructure world

Zoe Thompson

a strong sense of pride, commitment
and camaraderie across the infra-
structure sector.

“People are motivated by the opp-
ortunity to deliver outcomes that
improve the lives of New Zealanders
and support the growth and resili-
ence of our communities.”

Top women urge long-term planning

continued from B19

economics, culture and policy inter-
act. 'm a very strong believer that
infrastructure is there to support
communities and the prosperity of
communities.”

The world is in a period of sig-
nificant transition, says Linzey, who
advocates for future infrastructure
delivery requiring faster
decarbonisation, digital
transformation, better systems
thinking and greater collaboration
across disciplines.

“Wearelivinginachanged
climate. These issues are not isolated,
they’renot separate, they are
interdependent.

“New Zealand has somereal
competitive advantages in the way

we see that being an island country
withremarkable natural assets,
abundantrenewable energy
potential and unique cultural values.

“It defines us and has given us
strong environmental credentials on
the world stage and supports our
economic activities.

“There’s an opportunity to diginto
that competitive advantage but it will
require ongoing investmentand
stewardship toremain strengths.”

Decarbonisation and digital
transformation are global challenges
and New Zealand has an opportunity
torespond quickly and reposition
itself asaleader in meeting them,
Linzey says.

Ithasthe advantage of being
resilient through its exposure to
earthquakes and volcanic activity

and beingisolated.

“Weare creative. We've drawn on
the cultural diversity of New Zealand
and were technically strong. These
things have provided some genuine
international advantages.”

Asthe country embarks on one of
itslargest infrastructure programmes
indecades, Linzey’s concernis
“resistance to change and trying new
things” will lead to overlooked
opportunities.

“It'sless about our inability to
deliver but more about what happens
if we fail to deliver due torisk
aversion or looking for perfection.

“I'mmore concerned about falling
short than over-extending.”

While she says the tension
between short political cycles and
infrastructure’s need for long-term

planning “needs tobe called out”, she
thinks being aremote country with
asmall population and difficult
connectivity challengesis a greater
contributor to our lowering GDP
growth and declining productivity.

On sector skills education, she
would like to see more teaching of
“making and creating things”.

“We’'d certainly welcome an
increased focus on civics in schools,
invoking more curiosity about how
we make the society we wantand
how those societies make decisions
todeliver them.

“And communication is still 50% of
the solution to how we drive and
reach decisions.

“It'san area we often separate from
some of the hard sciences or
engineering disciplines.”

Linzey doesn't believe the
advance of Al will be at the expense
of that communication and
relationships but will help streamline
research and analysis.

“The computational skills of Al will
show us what can be accelerated but
more importantly, what canbe
amplified, what we can scale
efficiently.

“Those are the big opportunities
because they will enable us to start
meeting the gap between
infrastructure demand and the
shortfall of people to deliver it.”

AtBuilding Nations 2036, sector
success for Linzey would be New
Zealand being able to say it had used
renewable energy to achieve energy
sovereignty and inclusive,
prosperous economic growth.

Watch on nzherald.co.nz/po

ca
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There's no shortage of ambition

The country needs
to first create a long-
term economic plan
and then connect
the dots with critical
infrastructure
projects, writes
Graham Skellern

ew Zealand has no shortage

of infrastructure ambition.

The challenge is connecting

the projects into long-term
plans and creating economic growth
and prosperity.

Simon Healy, PWC New Zealand
Partner Corporate Finance and Infra-
structure, says infrastructure itself
isn’'t a growth strategy — it's an ena-
bler. It underpins the economy and
drives growth.

“It's about taking a longer lens and
treating infrastructure as an invest-
ment, not a cost,” he says.

“It’s really important to think first
about what the country is trying to
achieve and how does infrastructure
get built to achieve this. When you
think about infrastructure as a sys-
tem, you need to know how the
different parts are going to come
together.

“It's pieces like how does digital
come together with your energy
infrastructure. How does transport
support your port infrastructure for
exports. Thinking about projects in-
dividually misaligns pieces or doesn't
have connected planning.”

Healy says infrastructure isn’t a
collection of projects — it's the oper-
ating system of the economy.

“What we have been seeing in New
Zealand is a project-by-project app-
roach and a shorter-term view on inf-
rastructure than a lot of other coun-
tries. Infrastructure is a long-term
investment. It's something that’s inter-
generational and it needs to be
thought of as long-term planning with
long-term pipelines,” he says.

“When you put the investment
frame on it, pieces like maintenance
come to the front. We've had a main-
tenance deficit in some areas.

“When you've got a project, you
look at what are the outcomes it deli-
vers, both economically and socially.
And you look at it as an inter-genera-
tional piece. You put along-term com-
mitment into the asset from the start,”
Healy says.

“The investment is not just the
build at the start — it’s the mainten-
ance of it over time.”

He says infrastructure investment
is most effective when it supports
regions’ economic advantages. Ex-
amples include renewable energy op-
portunities in Southland, energy tran-
sition projects in Taranaki, logistics
and freight across the Upper North
Island, and export opportunities
linked to ports.

Healy joined the Infrastructure
New Zealand delegation to Stock-
holm and Oslo in May to study how
they manage Ilongterm infra-
structure. The resulting report — The
Nordic Model: Infrastructure, Inno-
vation, and Inclusion — highlighted
core lessons from Sweden and
Norway:

@® Remove political cycles. Both
nations use funded 12-year plans that
survive changes in government, giv-
ing the industry certainty.

@ Maintain before building. Prior-
ity goes to maintaining and renewing
existing assets before starting new
projects.

@ System coherence. Energy, water,
and transport are planned as con-
nected networks rather than isolated
silos.

@ Transparent choices. Decision-

‘N

What long-term planning
cycles do well is bring
maintenance to the front.
It is always going to be
more economic to
maintain an existing
asset than build a new
one.

Simon Healy

making relies on robust data, making
trade-offs and funding limits clear to
the public.

Healy says one of his strongest
observations during the trip was that
infrastructure planning starts with
the economy a country wants to
create, rather than the assets it wants
to build.

As aresult, transport, energy, hous-
ing, water and digital infrastructure
are planned together to support long-
term economic objectives.

He says a new industrial precinct,
for example, requires more than tran-
sport connections. It needs electricity
transmission, substations, water,
wastewater, fibre connectivity, hous-
ing and freight access.

“If one element arrives years later
than the others, the entire investment
can be delayed. Rather than planning
infrastructure sector by sector, lead-
ing countries increasingly plan aro-
und their desired movement of peo-
ple, freight, energy, water and infor-
mation. The systems-based approach
(for infrastructure) reduces bot-
tlenecks and improves long-term pro-
ductivity.”

Healy says Sweden and Norway
have 12-year transport plans that are
revisited every four years but this is

Renewable energy resources can provide a base where industry could flock back to New Zealand, says Simon Healy.

in the middle of the political cycle,
so there are no stops and starts and
disruptions to the underlying plan.

“A new government comes in and
keeps the pipeline going that was
already there. Every political party
has a different priority motivation
and some things do change in the
middle of action cycles but [for
Sweden and Norway] there is lon-
gevity to the pipeline.

“I definitely think itll be good if
New Zealand moved infrastructure
planning to mid-cycle. We should be
aiming for a growth ambition of 20-30
years and underneath that, building
infrastructure plans of at least 8-10
years.

“Twelve years would be nice if it's
between election cycles. This allows
for longevity,” says Healy. “We are
starting to get more commonality in
planning.”

NZTA last month unveiled its 10-
year major transport projects pipe-
line, and the Infrastructure Commis-
sion published its 30-year national
plan in February.

Healy says Infrastructure NZ has
estimated an $11.8 billion cost over the
last 25 years for stopping projects.

“That’s a lot for a country like us.
What long-term planning cycles do
well is bring maintenance to the front.
Itis always going to be more econom-
ic to maintain an existing asset than
build a new one.

“Tobe honest, it takes at least three
to four years to go through the early
planning stages and thinking about a
project. I go back to the first point on
infrastructure — it is an enabler on a
wider growth strategy for a country,
and having commonality in what we
are trying to achieve helps us align
the priorities for infrastructure
spend.”

Healy says Sweden and Norway
put in place 12 years of funding com-
mitments, “which is what we don’t
have in New Zealand. It doesn't give
us a kind of visibility on a funding
pipeline.”

Sweden and Norway have a
slightly different model with funding
at both government and municipality
level. “They do have more wealthy
municipalities than we have council-
wise in New Zealand.

“There’s more of an even contri-
bution but their infrastructure spend
as a portion of gross domestic pro-
duct isn't too different to ours in New
Zealand,” says Healy.

“By planning longer term, they are
making allocations across the sectors.

They talk to contractors on effici-
encies they can gain by planning mu-
Itiple projects over time.

“Commitments to funding pipe-
lines over the long term will give the
market more clarity and certainty to
support the plan.

“If contractors have got clarity on,
say, a roading pipeline, they will
invest in equipment, house and train
staff in the country. It flows right
through to other parts of the econ-
omy that help us do things cheaper
and more effectively in the long
term.”

The PwC Global Infrastructure
Outlook 2025-50 report said “a stag-
gering” US$151.1 trillion was needed to
build and maintain infrastructure in-
cluding digital, clean energy and re-
silient transport systems that support
economic progress.

Asia-Pacific

The Asia-Pacific region is the engine
of global infrastructure growth, ac-
counting for 524% of total invest-
ment. Regional spending will increase
from $2.3 trillion to $3.6t by 2050.

A projected 1.8 billion more people
will live in cities by 2050 — mostly
in the Asia-Pacific region and Africa
— and the number of megacities
worldwide will nearly double.

The report said that Asia-Pacific
annual spending on transport, ac-
counting for 40.8% of total invest-
ment, will grow by 86%, led by major
expansions in roads, rail and airports.

Power sector investment will in-
crease 51%, with rapid growth in trans-
mission and distribution (197%) and
utility-scale storage (300%). Digital
investment will climb 21% as data
centres, fibre and 5G networks ex-
pand across the region, the report
said.

“Advanced economies in the re-
gion, including Australia, Japan, New
Zealand and the Republic of Korea,
are increasingly focused on the re-
newal of ageing assets, the expansion
of digital and defence infrastructure,
and the resilience of core networks.”

The report predicts that by 2050,
the world will be increasingly de-
pendent on electrification, data, auto-
mation, and circular resource flows.
And infrastructure will no longer be
defined solely by isolated physical
assets like roads, grids or plants.

It will span the digital, environmen-
tal, industrial and social systems that
underpin productivity and human
wellbeing. Importantly, these systems
will all be interconnected — and they

will rely on one another for smooth
functioning.

“New energy and digital assets will
scale rapidly, accelerating the appli-
cation of artificial intelligence compu-
ting hubs and high-density data cen-
tres, carbon capture networks, and
microgrids that give users real-time
control over reliability and cost,” the
report said.

Healy says New Zealand has
world-class renewable energy reso-
urces that we can access. “The world
is looking for these types of decarbon-
isation systems, and we are already
well ahead in terms of renewable
percentage of electricity.

“We do have the ability to move
even faster and attract industries that
want green electricity — from alumin-
ium smelters to data centres.

“Data centres are going to be a
bigger part of our digital infra-
structure and society. We can serve
them with clean energy.”

Healy says “our great renewable
resources” provide the opportunity
for New Zealand to increase electri-
fication and replace fossil fuels to
power industry, cities and society.

“The one that is talked about very
often is electric transport. We can use
electricity effectively for areas such
as process heat, which is a big com-
ponent of industry.

“We need to think about connec-
ting up the new energy resources and
building transmission systems in ad-
vance. There's work to do with
consumers in terms of pricing them.
And how it gets spread over genera-
tions.

“The hardest thing is building in
advance but renewable energy res-
ources can provide a base where
industry could flock back to New
Zealand.”

Healy says Infrastructure NZ esti-
mates there are almost 12,000 ident-
ified projects representing about
$275b of investment, although some
$193b currently have no confirmed
funding. The organisation estimates
that a more certain and co-ordinated
pipeline could unlock an additional
$2.3b to $4.7b of infrastructure deliv-
ery each year.

“The opportunity is therefore not
simply identifying more projects. It is
creating a connected, prioritised and
investable pipeline that government,
industry and investors have confid-
ence can be delivered,” Healy says.

@® PwCNZisasponsorofthe Herald’s
Infrastructurereport
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Finding the model that
works for New Zealand

:_.‘: J Infrastructure
N/ Tim McCready

From water and
ports to logistics
and schools, ICBC is
financing a growing
range of NZ
infrastructure
projects

ing Li returned from Stock-

holm and Oslo earlier this

year more optimistic about

New Zealand’s infrastructure
outlook.

Li, ICBC New Zealand’s chief sales
officer, was part of Infrastructure New
Zealand’s delegation to Sweden and
Norway, where he spent a week
looking at infrastructure systems,
governance, investment planning
and long-term development strate-
gies. The experience gave him a
deeper appreciation of the New Zea-
land Government's and business
community’s ambitions for infra-
structure development.

“The visit left me feeling very
optimistic and confident about the
future of this market,” he says. “What
encouraged me was the level of am-
bition we are starting to see in New
Zealand.

“There is a stronger pipeline devel-
oping, and there is a real willingness
across government and business to
look at how these projects can be
funded and delivered.”

The Nordic visit also provided Li
with a useful point of comparison.
Infrastructure New Zealand’s report
on the delegation highlighted the
emphasis Sweden and Norway place
on longterm planning, including
making infrastructure decisions early
enough for projects to be properly
developed before major financial
commitments are made.

“A project with a clear purpose,
well-understood risks and a credible
route to delivery is easier to assess
— particularly when the financing
needs to stretch over many years,”
says Li.

He says New Zealand does not
need to replicate another country’s
infrastructure model, but can draw
on international experience.

“Every country is different,” Li says.
“China has its own experience of
developing infrastructure at scale,
and Sweden and Norway have differ-
ent systems again. New Zealand has
to find the model that works here.”

That confidence is reflected in the
projects ICBC has backed locally. The
bank has been involved in financing
projects across water, ports, logistics,
urban development and education.

Its latest involvement is the $3.6
billion Warkworth to Te Hana public-
private partnership, which reached
financial close in July.

ICBC New Zealand was a manda-
ted lead arranger as part of the bank-
ing group supporting Accionia Con-
cesiones SL and Aberdeen Invest-
ments through the Northway Consor-
tium.

The project is the largest roading
PPP in New Zealand’s history. It will
deliver 26km of four-lane highway,
including an 850m twin-bore tunnel
through Dome Valley and new

ICBC'’s Jing Li on the Infrastructure New Zealand
delegation to Scandinavia.

There is a stronger
pipeline developing,
and thereisareal
willingness across
government and
business to look at
how these projects
can be funded and

delivered.
Jing Li

interchanges along the route.

Part of the Government’s Roads of
National Significance programme, itis
intended to provide a safer and more
resilient freight and travel connection
between Auckland and Northland.

ICBC New Zealand’s involvement
in the Northland Expressway follows
its earlier backing of the Transmission
Gully PPP.

ICBC New Zealand was also part
of the banking group supporting
Tainui’s development of the Ruakura
Superhub in Hamilton.

Ruakura is one of New Zealand’s
largest multi-use developments and
is anchored by an inland port. When
completed, it will include logistics,
industrial, commercial and retail ac-
tivity, residential development and
green space.

Around 4500 homes are planned,
and the development is expected to
create between 6000 and 12,000 jobs
for the region.

“Ruakura stood out because it is
much more than a single piece of
infrastructure,” Li says.

“It brings together logistics, indus-
try, housing and employment and
will be developed over many years.
For a bank like ICBC, that long-term
view and the wider economic impact
are important.”

Drawing on a global network

ICBC has a presence in 49 countries
and regions worldwide, and its New
Zealand business can source funding
through different financial markets
for larger or more complex trans-
actions.

ICBC New Zealand and Hong Kong-
based ICBC Asia provided funding to
assist Napier Port with its capital
investment programme, which in-
cluded the development of 6 Wharf.

The 350m multi-purpose whatrf sits
along the northern face of the port’s
existing container terminal and was
a major part of Napier Port’s invest-
ment programme.

“The involvement of ICBC Asia,
alongside the New Zealand operation,
provides a practical example of how
ICBC New Zealand can draw on its
wider international network to sup-
port investment here,” says Li.

“We are a New Zealand bank, but
we also have access to the wider ICBC
network.

“That gives us another layer of ca-
pability when we are looking at large
projects, whether that is funding, in-
ternational experience or bringing in
other parts of the group where appro-
priate.”

ICBC New Zealand is the sole len-
der to the Hobsonville Point Schools
public-private partnership project in
Auckland. The project includes prim-
ary and secondary schools with
combined capacity for more than
2000 students.

The investment reflects a broader
focus that extends beyond traditional
economic infrastructure into areas
such as education, healthcare and
aged care.

“Infrastructure is ultimately about
enabling people and economic ac-
tivity,” Li says. “A school might look
very different from a port or waste-
water facility, but they all require
long-term investment and they all
support the growth of communities.”

Li says that New Zealand’s infra-
structure requirement is large and
will require capital from a wide range
of sources. “If New Zealand can con-
tinue to build a strong, credible pipe-
line of projects, we want to be part
of financing it”

@ ICBC New Zealand is a sponsor of
the Herald’s Infrastructure report.
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‘We can’t keep on

Auckland Airport
backs mass transit
for the future,
writes Bill Bennett

uckland Airport is more
than New Zealand’s inter-
national gateway.

It is the nation’s third-

largest port by value and an econom-
ic engine supporting 25,400 local jobs.
With $39.5 billion in annual output at
stake, its success relies entirely on
working roads and public transport
links.

The airport projects that passenger
demand will reach 38 million annu-
ally by the late 2040s. With a major
development already in progress, the
airport needs to plan and deliver a
transport strategy that can cope with
the increased demand.

Mary-Liz Tuck, the airport’s chief
strategic planning officer, says man-
aging growth demands a total rethink
of how people and freight move.
“Everything that we see in modelling
shows that we need some form of
mass rapid transit to the airport. We
simply just can't keep on building
more roads.”

The airport’s recently released
master plan provides a long-term
framework to bring together the mul-
ti-billion-dollar infrastructure pro-
jects. It includes safeguards for future
rapid transit corridors to build a
seamless transport network.

ALCAN ENHAN
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As Al and digital innovation gain momentum in infrastructure, the conversation is shifting from possibility to practicality.
The opportunity is real, but in infrastructure, human judgement remains essential. The focus must therefore be on balancing
Al potential with strong data, expert oversight and real-world context.
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Together with the new Auckland
City Deal and targeted roading up-
grades, Tuck says Auckland Airport
is actively tackling the challenge. Get-
ting these connections right isn't just
about easing the airport run, it is a
key part of South Auckland and New
Zealand’s economic future.

Currently, 95% of workers com-
mute to the airport precinct in private
vehicles, while public buses carry just
2% of trips. With passenger numbers
expected torise from 19 million today
to 24m by 2033, Tuck says changing
how people travel is essential. “It’s not
the complete answer, but you've got
to have some form of mass rapid
transit toan airport. You just can’trely
on cars,” she says.

With light rail delayed, the airport
is pushing for pragmatic, immediate
bus solutions.

This includes a dedicated North-
ern Busway-style corridor and the
proposed Airport to Botany route.
Modelling shows the Airport to Bot-
any link could bring an extra 269,000
people within a 45-minute public
transport journey by 2048.

“We think we are going to need
buses as an interim solution at a
minimum. Wouldn't it be fantastic
having something like what they've
got on the North Shore coming out
to the airport precinct?”

Active transport is also taking off.
Tuck notes strong worker pick-up for
cycleway connections and bike-to-
work schemes. “Surprisingly, that’s
the thing that most people havereally
jumped on,” she says.

The airport views the opening of
the City Rail Link (CRL) as a potential
catalyst for public transport re-
liability. It will also provide an oppor-
tunity to make more of the Puhinui
bus-rail interchange.

“We see CRL as a real opportunity.
With CRL opening and all of the focus
on rail, we have a real opportunity
to start getting people thinking again
about catching the train and the
airport link bus to get to the airport.”

Tuck says it will make the most
difference for airport workers.

“That's where we like to focus
because those are the people we can
communicate with easiest. If youre
pushing public transport for people

et
It's not the complete
answer, but you've
got to have some
form of mass rapid
transit to an airport.
You just cantrely

oIl cars.
Mary-Liz Tuck

who work at the airport, it has to be
an efficient system so they can get
to work on time.”

While waiting for major long-term
projects to materialise, the airport is
optimising its existing assets.

A key focus is removing local bot-
tlenecks through smart infrastructure
upgrades. This includes reconfiguring
the two-lane Pukaki Bridge into three
dynamic lanes with overhead gant-
ries to manage peak traffic into the
precinct.

“The biggest issue is actually mak-
ing sure that all of the network grows
at the same time. We can do things
at the airport, but if you can't get to
us, it doesn’t matter. It’s about being
clever with what we've got, but also
planning together for the future”

Beyond passenger travel, the air-

e

port ranks as the country’s third-
largest port by trade value, handling
$31.8b in high-value imports and
exports every year.

That makes fast, reliable freight
corridors between the airport pre-
cinct and the Port of Auckland critical
for national supply chains. ‘I think a
lot of people don't realise how much
high-value export aggregates at Auck-
land need to get out to international
markets fast. Connecting the Port of
Auckland and the airport and creat-
ing a good corridor to get freight
through is essential.”

The Landing, a 100ha business
park at the airport, houses distri-
bution operations for major logistics
and retail brands. Trade through the
precinct is projected to hit $41.8b
annually by 2033.

Cargo growth relies heavily on
international flight connections to get
products to market. Tuck points to
strategic routes like the Southern
Link, which connects South America
to Asia via Auckland, as a critical
driver underpinning the precinct’s
expanding freight role.

These economic linkages are ex-
plicitly recognised in the new Auck-
land City Deal. Under the agreement,
central government, Auckland Coun-
cil and Auckland Airport will deliver
a joint, long-term development plan
to safeguard freight movement
across key access points like Puikaki
Bridge, Puhinui Rd and the southeast-
ern corridor.

“The crucial part of the City Deal
is that public and private sectors have
to work together and come up with
solutions together. Auckland being
prosperous is really important, and
it's about how we support the growth
of these major economic engines.”

Delivering this requires alignment
across transport agencies.

While Auckland Airport operates
as a road controlling authority for its
24km internal road network, external
access relies entirely on NZTA, Auck-
land Transport and Auckland Coun-
cil.

The newly-signed Auckland City
Deal provides the framework to bring
these parties together. It commits
central government, Auckland Coun-
cil and the airport to jointly prepare
a long-term development and invest-
ment plan for the precinct. Crucially,
itidentifies key connection points like
the southeastern corridor and
explores new funding and financing
tools to unlock transport investment.

“The crucial part of the City Deal
is that public and private sectors have
to work together and come up with
solutions together. It shines a light on
the fact that you've got to support the
growth of these major economic
engines.

“We can provide really good data
on where people are coming from
and going to, so we can be far more
targeted in how we plan together for
the future,” she says.

@ Auckland Airportis a sponsor of the
Herald’s Infrastructure report
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Technology the way forward

* Infrastructure
- g Graham Skellern

A Chinese bank
operating in New
Zealand has plenty
of ideas to improve
infrastructure
development and
get back ontop

of the ratings

dopting advanced techno-
logies in the agriculture,
building, financial and en-
ergy sectors will help plug
New Zealand’s infrastructure gap,
says a leading Chinese banker.

Yong Wang, chief executive of the
China Construction Bank (New Zea-
land), says technological innovation
is the key driving force for economic
growth, helping increase product-
ivity, control costs and upgrade the
whole society.

“When you think about issues,
problems and solutions, the first step
is to keep an open mind — to be open
to new ideas. You cannot live like 60
years ago — that's not the way to catch
up. The only way out is making better
use of technology.”

He says utilising the most ad-
vanced technology provides late
mover advantage and China isamong
the candidate providers in areas such
as:

@ Expressways, high-speed railways,
metro and light rail, ports, airports;
® New energy generation — photo-
voltaic (PV), wind and hydrogen, and
energy storage including pumped hy-
droelectricity and battery systems;
@ Ultra-high voltage transmission, re-
ducing leakage from 4% to 2% (a UHV
project connected Sichuan and
Chongging, 313km apart in China);
@ Robots and drones for construc-
tion;

@ Electric vehicles;

@ 5G and 6G cellular mobile commu-
nications.

In a presentation, Infrastructure
Growth: Closing the Delivery and Fin-
ancing Gap, Wang says New Zealand
has lagged behind in GDP per capita.

Using the World Bank as a source,
New Zealand was second in 1960 with
GDP per capita of US$2334; by 2024
it had fallen to 25th in the world with
$48,747. Ireland with a similar popu-
lation rose from 25th ($707 per capita)
to second ($107,316) during that per-
iod. Singapore was 34th ($428) in 1960
and fourth in 2024 ($90,674). Austra-
lia fell from seventh ($1811) to 13th
($64,407) and China moved from 94th
($90) to 72nd ($13,303).

Wang says GDP per capita growth
has been phenomenal in all econom-
ies over the past 65 years. China, as
one of the worlds most populous
countries, delivered the quickest
growth rate.

He says New Zealand was once a
leader, now it’s a bit old-fashioned. In
2024 New Zealand had 4128km of rail-
way, no high-speed rail, 428km of ex-
pressways, and 122,866 electric and
plug-in hybrid vehicles.

China had 162,000km of railway,
48,000km of high-speed rail, 191,
000Okm of expressways and 24.72
million electric and hybrid vehicles.

As an illustration, the Wellington
Railway Station opened in June 1937
with nine platforms and trains having
an average speed of 80km/h. North
High Speed Railway Station in Xi'an
opened in January 2011 with 34 plat-
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China Construction Bank is the sustainability co-ordinator and a lead arranger in the $400m Wellington Moa Point

Sludge Minimisation facility.

You cannot live like 60
years ago — that’'s not the
way to catch up. The
only way out is making
better use of technology.
Yong Wang

forms and trains averaging 190-
260km/h, carrying 48.79 million pas-
sengers in 2024.

Wang says New Zealand’s infra-
structure investment produced low-
er-than-average performance comp-
ared with peer countries. The gap
between investment and outcomes
suggests systemic inefficiencies.

Between 2010 and 2019, New Zea-
land was ranked first in the OECD for
public capital investment as a share
of GDP — 5.4%. But the estimated
efficiency score, as at 2019, was 81%
and 37th in the OECD.

He says New Zealand’s energy sup-
ply is yet to be increased and become
more affordable. Residential electric-
ity prices in New Zealand in March
last year were US20c per kilowatt-
hour and 14c for business. China was
8c and 0llc (Source:
globalpetroprices.com).

He suggests an energy internet
would better manage supply and de-
mand. Many small generating facili-
ties, including alternative sources
such as wind and solar, are orches-
trated using real-time monitoring and
control systems.

Offices or hospitals generate their
own power and sell the excess back
to the grid. Hydrogen-powered cars
can act as generators when not in use.
Energy storage technologies smooth
out the fluctuations in supply from
wind and solar power.

Distributing power in this way
reduces transmission losses, operat-
ing costs and the environmental im-
pact of overhead power lines.

Wang says New Zealand faces an
infrastructure gap tobe filled over the
next 30 years. “The commonly cited

w2

$210 billion deficit is the discounted
value of 30 years of annual infra-
structure gaps.

“New Zealand’s GDP in 2020 was
$320b and its long-run GDP growth
rate was 255% based on 1987-2023
data. The cumulative GDP for 30
years from 2021-2050 is estimated at
around $15 trillion. When these an-
nual deficits — each equal to 25% of
future GDP — are discounted back, the
combined value is about $210b.”

The required investment is 9.6% of
GDP and only 55% is planned.

He suggests eight ways of filling the
infrastructure gap “quicker, cheaper
and smarter”.

@ Building a broader consensus ac-
ross regions, industries, government
and politicians, environmentalists
and households — creating a system-
atic approach, benefit and cost
analysis, and technology and exper-
tise.

@ Thinking bigger with a longer fu-
ture — a national plan should be
drafted and carried out with commit-
ment and consistency. Following a
trip to Queenstown, Wang asked: “Is
it possible to build the whole Otago
region as the second Switzerland?”
@ Benchmarking against the past and
best projects. Wang says the Te Kaha
Stadium was built on time and on
budget of $683m — “that’s good news”
— but the cost per unit (seats) was too
expensive and it won't be easy to
make a profit from the investment.
@ Leveraging the top-tier technology.
@ Managing with system support —
the delivery issue of delay and over-
budget is about efficiency, transpar-
ency and accountability of project
management. Introducing a manage-
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ment platform and software, with
artificial intelligence embedded, to
enhance efficiency is as important as
the building.

@ Catching up with the necessary
sKills and expertise — fixing all kinds
of structural bottlenecks by providing
training to different people, not only
to improve efficiency and build
broader consensus but be better pre-
pared against all kinds of risks and
safety hazards.

@ Selecting the most capable engin-
eering, procurement and construc-
tion contractor — the EPC is the
enabler to integrate all factors into a
commercial success.

@ Financing together means a com-
bination of government, business,
bank and financial institutions. Wang
says the New Zealand Government is
capable of offering more funding for
an infrastructure project if the ef-
ficiency issue is addressed and
improved.

Wang says uncertainty is the Killer
of confidence, and quicker means
cheaper and smarter if the power of
compounding is taken into considera-
tion.

An internal rate of return of 5.65%
for 20 years will triple the principal.
A 1% over-budget means a 1% de-
crease of internal rate of return over
20 vyears. Likewise, a 1% saving
upfront delivers a 1% increase in the
return.

Procurement matters, especially
for big and long-term projects.

He says commercial banks are
willing to provide long-term funding
support and financial services for the
whole lifecycle of a project.

They would like early involve-

ment during the feasibility study.
They would check that the revenue
and cost were on track, and provide
stress testing to detect any uncer-
tainty and find a solution to control
the risk.

“Investment banking is also crucial
to utilise the capital markets and
foster much-needed entrepre-
neurship,” says Wang.

China Construction Bank, which
established its New Zealand oper-
ation in 2014, wants to play an integral
role in the infrastructure develop-
ment. It wants to use its project-
finance expertise and international/
China connections to help close the
financing gap.

As Wang puts it: “We wish to focus
on constructive solutions for New
Zealand infrastructure.”

Wang, who has a master’s degree
in engineering with honours and
bachelor’s degree in economics from
Tsinghua University’s School of
Economics and Management, joined
the bank as a trader in 1995.

He pioneered the proprietary trad-
ing for the bank’s Financial Markets
division, established the Commodity
and Futures department, was
appointed general manager of Invest-
ment Banking and then general
manager of the Risk Management
department, integrating internal
ratings-based environmental, social
and governance (ESG) attributes for
more than one million corporate
clients.

In New Zealand, China Construc-
tion Bank is involved in one educa-
tion, one correction facility and two
transport public-private partnerships
(PPPs), lasting between 20-30 years.

It was a mandated lead arranger
and initial lender for the NX2 PPP that
financed the $900m Pihoi-Wark-
worth motorway north of Auckland.
It has the same role in the recently-
closed $3.65b Northway PPP design-
ing, building and operating the 26km
from Warkworth to Te Hana, the first
stage of the Northland Expressway.

China Construction Bank was also
a lead arranger in the New Zealand
Schools II PPP that built four state
schools, and in the Auckland Prison
PPP.

It is the sustainability co-ordinator
and a lead arranger in the $400m
Wellington Moa Point Sludge Mini-
misation facility, providing an
innovative 20-year bifurcated debt
structure. The transaction was recog-
nised as the Debt Deal of the Year at
the 2024 Infinz Awards.

The bank helped fund the $420m
Central Plains Water Enhancement
Scheme in Canterbury, providing ir-
rigation capacity for some 63,000ha
between the Rakaia and Waimakariri
rivers.

China Construction Bank followed
up its strong interest in new energy
sources and technology with financ-
ing in the 169MW Kowhai Park Solar
Farm, being developed by Contact
Energy and Lightsource bp on Christ-
church Airport land.

The farm has 300,000 solar panels
and the ability to power 26,000
homes with 275GWh generation a
year.

Recently, the bank reached finan-
cial close as a lead arranger and initial
lender for the 17IMW Glorit Solar Park
on the Kaipara Coast, further support-
ing New Zealand’s renewable energy
pipeline and the growing infra-
structure requirement associated
with electrification and emerging ar-
tificial intelligence-related demand.

Wang says China Construction
Bank wants to play an active role and
land more infrastructure projects in
New Zealand. “We haven't been able
to join some projects because of
market pricing and other reasons —
which is a pity.

“But we wish to be located here for
the next 100 years — just like an
evergreen tree,” he says.

@ China Construction Bank (New
Zealand)is a sponsor of the Herald’s
Infrastructurereport.
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Planning beyond the next Budget

Infrastructure needs long-term strategies, not quick fixes, says David Jenkins

earevery good at fixing

yesterday’s problems.

Acrossour cities and

communities, people
work hard every day torepair roads,
maintain water systems, and keep
infrastructure running. But too often,
the way decisions are made forces
themintoa cycle of short-term fixes,
responding to what's urgent today
rather than shaping what's needed for
tomorrow.

That'sthereal challenge.

Theinfrastructure werely on —
roads, water, parks —must serve
communities for decades, even
generations. Yet many decisions are
made within short political cycles
and annual budgets. It'snot alack of
skill or effort. It's a system that
prioritises the short-term over the
long-term.

Most public works professionals
can see the bigger picture. They know
what good looks like. But too often,
they are asked to deliver quick wins
rather than lasting outcomes.

And that matters, because
infrastructure doesn't existin
isolation.

Aroad affects how a city grows.
Water systems influence where
peoplelive. Green spacesimpact
health, biodiversity,and how
communities cope with heatand
climate change. When we plan each
piece separately, we miss the bigger
picture. When we plan them together,
we getbetter resultsand weare
already seeing what this looks like.

In Melbourne, planting more trees
and designing better water systems
isn’t just about making the city look
nicer. It helps cool suburbs, manage
stormwater, and improve well-being.

In Christchurch, after the

Decisions made today
will shape communities
for decades. Getting it
wrongisno longer a
small issue; it has long-
term consequences.

David Jenkins

earthquakes, parts of the city weren’t
simply rebuilt as they were. Instead,
areas were transformed into green
corridors —reducing flood risk,
creating public spaces,and
supporting nature.

Inthe Netherlands, rather than
building ever-higher flood barriers,
planners maderoom forrivers to
expand safely. Theresultislessrisk
and better environmental and social
outcomes.

These approaches sharea
commonidea: don'tjust fix the

David Jenkinsiis chief executive of
the Institute of Public Works
Engineering Australasia (IPWEA)
andis widely regarded as a global
authority oninfrastructure, asset
management, and the future of
education. He also hosts the
Infrastructure Matters podcast.

problem in front of you, understand
how everything connects. Because
when we don't, we often create new
problems.

A seawall might protect one
stretch of coast but worsen erosion
elsewhere. Widening aroad may ease
traffic for atime, only to attract more
cars and bring congestionback.

These are not engineering failures.
They are failures to see the whole
system. And theriskis growing.
Climate change, population growth,
and urban expansion are putting
more pressure on our infrastructure
than ever before.

Decisions made today will shape
communities for decades. Getting it
wrongisnolonger a smallissue; it
haslong-term consequences.

Technology is helping.

We cannow usedataand
modelling to better understand how
infrastructure will perform over time.
Sensors can alert us to problems
before they happen, allowing
maintenance tobe planned rather
thanreactive. But technology alone
won't fix this. The real shift is about
leadership.

Thoseresponsible for
infrastructure need to stepbeyond

technical delivery and help explain
why long-term thinking matters, not
just within their organisations, but to
governments, boards,and
communities.

And that means telling the story
differently. We can’t assume people
understand terms or technical
frameworks. We need to connect
decisions to outcomes people care
about: safer communities, better
placestolive, stronger economies,
and a healthier environment.

Because thisisn't just a technical
issue, it’'s about the kind of future we
want tobuild.

If we keep focusing only on the
short term, we will continue patching
potholes, literally and figuratively.

But if we take abroader view,
make decisions with the futurein
mind, and have the courageto
challenge short-term thinking, we can
do something more.

We canbuild infrastructure that
doesn'tjust fix today’s problems but
helps create better communities for
tomorrow.

And ultimately, that’s thereal test:
not how well werespond to what’s
infront of usnow, but whether we
arebuilding something that will stand
thetest of time.

@ The Institute of Public Works
Engineering Australasia is the peak
association for municipal and public
works professionals in Australia and
New Zealand. IPWEA is a global leader
inthe delivery of sustainable
infrastructure asset management,
financial planning and reporting.
www.ipwea.org
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Investment should start
outcomes, not assets

The next generation
won'tjudge us on
what we owned,
says Aurecon’s
Matt Capon

magineit’s August 2100. What

kind of communities have we

left behind? What opportunities

do our children and
grandchildren enjoy? What does
successlooklike?

The answers to these questions are
the outcomes we will leave behind,
yettoo often our infrastructure
debates start with assetsrather than
outcomes —focusing on what we
should build instead of what we are
tryingtoachieve.

Unlocking the full toolkit
Determining the outcomes we wish
toachieve should be the starting
point for any conversation about
infrastructure investment.

Too often we narrowly focus on
acouple of questions —do webuild
or notbuild? Renew or defer? Who
should own this asset?

But these are only a handful of the
choicesavailable tous.

Anoutcomes-focused approach
recognises that new infrastructure is
just one tool among many. We can
maintain what we have, renew ageing
assets, adapt or repurpose existing
infrastructure, consolidate services,
change operating models, release
capital from underperforming assets,
or transfer ownership where it
creates greater value. In some cases,
the answer will be tobuild something
new.In others,itwon't.

The objectiveis not to create more
assets. The objectiveisto create
better outcomes.

Thisrequires us to expand our
thinking beyond traditional asset
management and incorporate
investment management. While asset
management helps us understand
our assets and how they should be
operated, maintained, and renewed,
investment management helps us
evaluate the choices we have,and
how scarce capital canbe deployed
across an entire portfolio toachieve
the greatest value.

Bringing the two together brings
clarity to enable trade-offs, allocate
resources, and invest where the
greatestimpact canbeachieved,
without requiring a perfect solution.
That means we can see momentum
on priority goals sooner than under
atraditional approach, where full
funding would be needed before
progressis made. Importantly, it
creates a stronger connection
between the performance of physical
assets and the outcomes they deliver
for communities.

Infrastructure decisions should
not start with assets. They should
start with outcomes we are trying to
achieve and then work backwards to
determine the best intervention.

Choosing therightintervention
Different countries have used
different mechanisms toimprove
outcomes,but thelessonis
remarkably consistent: start with the
desired outcome and then choose the
intervention that best deliversit.

The New South Wales
Government needed to invest in high-
priority infrastructure projects to
improve the state’seconomic growth
and productivity but lacked the
fundingto do so. They selected asset
recycling asalever torelease capital
and fund new priority assets. Restart
NSW isa closed-loop fund that since

. P S

We need to adopt a long-term view for infrastructure: defining outcomes that
transcend political cycles, says Matt Capon.

2011 hasredirected more than A$35
billion from sold assets into priority
projects —spread across
infrastructure sectors, with 30%
mandated tobe spent in theregions.
Critically, its success was
underpinned by two things — strong
governance and assurance, and a
long-term strategic view. Projects
funded had already been deemed a
priority through 10-year capital
investment plans, agency-level asset

management plans and a whole-of-
government pipeline. Investments
were independently cost benefit-
tested, with Infrastructure NSW
holding anindependent assurance
role.

The UK adopted a different
approach to generate more fromits
collective assets and create economic
growth by unlocking more land for
new homes. The One Public Estate
began in 2013 and brought together

Perfect solutions can be
lengthy to develop and
costly to deliver,
significantly delaying, or
in some cases
completely removing the
benefits we expect, so
our focus should be on
how we can deliver
community benefits as
early as possible. An
okay solution delivered
on time is always better
than a perfect solution
delivered late.

Matt Capon

local government agencies with
central government to support
locally led partnerships aimed at
Kickstarting regeneration and
transforming public service delivery.
These partnerships combined land
and building assets traditionally
managed by several different public
entities (councils, NHS, emergency
services and education)intoa
portfolio, enabling the release of
surplus land for housing,
regeneration and commercial
development;improving public
services through co-location services
and significantly reducing operating
costs.

To date, the programme has
unlocked more than 93,000 job
opportunities, released land for more
than 55,000 homes, raised more than
£800 million in capital and reduced
operating costsby more than £211m.

Norway chose toreinvest oil
profits overseas, creatinga US$2.2
trillion intergenerational fund that
hasturned a windfallintoa
permanent source of wealth for the
country. Two factorshave made the
fund so successful: a defined
governance structure and along-
term horizon. To ensure benefits in
perpetuity, only the fund’s expected
long-termrealreturn (currently
estimated at around 3% per year) can
be spent rather than drawing down
the principal. Although this
represents only a small part of the
fund, it effectively amounts to almost
20% of the government budget.

While each country chose
different tools, they wereall
underpinned by the sameidea —
infrastructure successisnot
determined by how much capital you
have.Itis determined by how well
you steward what you have.

For Aotearoa New Zealand, that
may be the most important
infrastructurelesson of all. We'll

never haveall the capital we need
todeliver our infrastructure wish-list,
so what we need todois extract
greater value from the assets,
resources and opportunities we
already have.

Becoming good stewards

It's easy to focus on the challenge
ahead of us — a small country with
asignificant infrastructure deficit,
ageing assets, and constrained public
finances. A stewardship approach
allows us greater control of our
future. It’s clear we cannot continue
asweare. While we cannot afford to
default tobuilding new every time,
we can leverage the full toolkit
available to us acrossboth asset and
investment management.

Todothat, weneed toadopt along-
term view: defining outcomes that
transcend political cycles and
establishing a robust governance
framework to hold ourselvesto
account. We need tobalance costs,
service, and future needs; and
evaluate the opportunity costs of our
decisions —understanding thata
dollar spentin one placeisadollar
that cannot be spent somewhere else.
It might also mean making difficult
and, at times, unpopular decisions
about what we keep, what welet go
of,and how we prioritise scarce
resources.

Most importantly, we need to take
into account the value of time. Perfect
solutions can be lengthy to develop
and costly to deliver, significantly
delaying, or in some cases completely
removing the benefits we expect, so
our focus should be on how we can
deliver community benefits as early
aspossible. An okay solution
delivered on timeis always better
than a perfect solution delivered late.

If we do this well, we will see
benefits like faster decision-making;
smaller, less complicated and more
affordable projects or staging of more
ambitious projects; and genuine
reflection and debate on whether
something new isrequired or
whether there is another pathway.

They’ll judge us onwhatwe
achieved

Imagine those New Zealanders of
21001ooking back at the choices we
made.

They won'task how much
infrastructure we built.

They’llask whether we had the
courage to make thoughtful
decisions, whether we protected and
enhanced the assets entrusted to us,
and whether we left them more
opportunity than we inherited
ourselves.

The next generation won'tjudge us
onwhat we owned. Theyll judge us
onwhatweachieved.

@ Matt Capon is Sustaining Capital
Leader at Aurecon
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Hidden threats: designing for resilience

NZ's critical
infrastructure risks
remain hidden,
Fortinet security
manager tells

Bill Bennett

ew Zealand is getting better
at protecting critical infra-
structure from cyber att-
acks, but many organisa-
tions still do not have a complete
picture of the systems they need to
defend, says Joshua Alcock.

Alcock is Fortinet’s regional oper-
ational technology security and
threat intelligence manager. His work
gives him a close view of how organ-
isations protect the systems that keep
essential services operating, includ-
ing electricity, water and telecom-
munications.

He says New Zealand’s critical
infrastructure sector is considerably
better prepared than it was three or
four years ago. Organisations are pay-
ing more attention to cyber risks and
adopting practices developed over-
seas.

“Alot of organisations in the critical
infrastructure sector have looked at
what’s happened in Australia over the
last few years with the Security of
Critical Infrastructure Act 2018 and
further amendments and thought:
‘We probably need to align with that’,”
says Alcock.

“The things they are being asked
to do are not really outside what is
considered cybersecurity best prac-
tice”

Yet better cybersecurity does not
necessarily mean organisations und-
erstand every part of their operatio-
nal environment.

Only 14% of respondents to
Fortinet's 2026 State of Operational
Technology and Cybersecurity Re-
port said they had full visibility of
their operational technology (OT)
environments. Almost a quarter
could see only about half of their
systems.

That does not necessarily mean
organisations are unaware of the
equipment they operate. They may
know they have particular pumps,
control systems, substations or other
critical assets and understand their
role in delivering a service.

The greater challenge is knowing
what is happening across the oper-
ational network. Organisations need
to understand how devices com-
municate, where operational systems
connect with corporate IT networks
and which systems depend on one
another.

The importance of connections
Many components in operational
environments are pre-digital. They
were designed to work in isolation
and were never built with modern
cyber threats in mind.

Over time, they have been con-
nected to business networks, cloud
services, remote monitoring systems
and third-party suppliers. Retrofitting
protection can be difficult and ex-
pensive, especially when essential
services cannot simply be shut down
while systems are upgraded.

Those connections are important.
They can improve efficiency and
make infrastructure easier to man-
age. They can also create new path-
ways for disruption.

Alcock says organisations can
have a good understanding of their
major assets while still lacking visi-
bility into activity within the oper-
ational environment.

“If you connect the traditionally
isolated operational technology en-
vironment, which once had an air
gap, you often don't know what’s
happening within these environ-
ments. A motivated threat actor can

get inside and remain unnoticed for
a considerable amount of time.”

That's concerning, but operational
technology security and resilience
problems are not limited to deliberate
cyber-attacks.

Indeed, keeping attackers out is
only part of the challenge. As infra-
structure becomes more connected,
failures, technical errors and unex-
pected interactions can also spread
beyond the systems where they be-
gin. An organisation may have strong

Joshua Alcock says New Zealand'’s level of preparedness is “a double-edged sword”.

security controls but still struggle to
respond if it does not understand how
its operational systems fit together.

That is one of the key differences
between conventional IT security
and operational technology security.

Alcock says: “In IT, it's about
securing the data and securing the
environment. That’s just stuff that
supports the business.”

If those systems fail, the conse-
quences can be serious. An organisa-
tion may still be able to function

How visible are your OT systems?

What percentage of your operational technology systems are visible
within your organisation'’s central cybersecurity operations?

Although most OT environments are visible to security teams,
23% of respondents say they only have visibilty into about half of
their network, potentially leading to vulnerabilities related to
siloed information, lack of awareness and monitoring challenges.

3% 3%
61% 59%

3% % 3%
-

62% 59%

2022 2023

OT SYSTEMS VISIBILITY
| |

0%
No visibility

About 25%

2024

About50%

2025 2026

About75% 100%

Full visibility

Source: Fortinet. 2026 State of Operational Technology and Cybersecurity report.
More than 700 OT-related professionals surveyed. Herald Network graphic

without email or other business
applications for a period.

“The operational technology side
of things is the business,” Alcock
explains. “If that goes down and you
can't make the widget or treat the
water, then everything kind of goes
haywire.”

For organisations operating critical
infrastructure, that means the goal is
not just about keeping attackers out.
They also need to detect problems
early, limit the damage and maintain
essential services when an incident
occurs.

Alcock describes this as a shift
from designing purely for prevention
to designing for resilience.

“It's a question of how do we detect
threats early, contain the damage fast
and then recover without hopefully
anyone noticing,” he says. “It's about
taking a hit and continuing to run, as
opposed to taking a hit and fall over.”

Alcock says New Zealand’s overall
preparedness is mixed: ‘I think it's a
double-edged sword.”

Because New Zealand is small,
critical infrastructure operators may
not have the resources available to
larger organisations overseas. At the
same time, being small means the
country can also be more agile, with
a close-knit industry able to share
information and respond quickly to
new risks. “There is a really good
community when it comes to this sort
of thing. They share a lot”

Strengths and vulnerabilities
Informal collaboration is one of New
Zealand's strengths. The country’s
small cybersecurity sector means
many specialists know one another
and can share experience across in-
dustries.

Alcock helps bring those people
together through Fortinet's OT Secur-
ity Exchange Forum, where operators
and security specialists discuss emer-
ging risks and lessons from other sec-
tors.

Yet New Zealand’s size can also
create vulnerabilities.

Some regional infrastructure oper-
ators have limited funding and only
a small number of people with
specialist knowledge. In some cases,
critical operational knowledge may
rest with one experienced employee.

Alcock says water infrastructure

and systems operated by regional
councils are particular concerns, not
because organisations are ignoring
the risks, but because they may have
fewer resources available to address
them.

“The biggest gap that I see right
now is just the fact that we don't have
any actual requirement to do any of
this stuff.”

Australia has introduced strong
cybersecurity obligations for critical
infrastructure operators. Alcock says
Australia’s regulations have helped
drive greater maturity because organ-
isations must meet defined requ-
irements rather than relying solely on
voluntary action.

New Zealand does not have the
same level of cyber regulation for cri-
tical infrastructure. That means orga-
nisations are left to improve their
defences because they recognise the
operational and business risks, rather
than because they face a legal re-
quirement.

Alcock says many are already
adopting recognised practices and
looking to Australian requirements
for guidance. The challenge will be to
develop an approach suited to New
Zealand’s smaller scale, rather than
simply copying overseas rules.

He says regulation could provide
clearer direction and help ensure
cybersecurity is treated more consist-
ently across the sector. But it would
need to recognise the different res-
ources and capabilities of large
national operators and smaller re-
gional organisations.

“Whether or not we can scale it
down properly to our sort of environ-
ment is another thing,” he says.

For Alcock, the most difficult risks
are often the ones organisations have
not yet identified.

“What we do know, we can identify
as a risk and we can mitigate it. But
it's the stuff that we don’t know yet.”

New Zealand’s critical infrastruc-
ture sector is becoming more aware
of cyber risk and better prepared to
respond. But resilience depends on
understanding not only the systems
operators know about, but also the
connections, dependencies and
vulnerabilities that remain hidden.

@ Fortinetisasponsor of the Herald’s
Infrastructurereport.
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The energy trilemma

More co-ordination
is needed among all
players to operate a
new energy system
and meet future
demand and
expectations, writes
Graham Skellern

ew Zealand needs an en-

ergy system that is low pri-

ced, reliably supplied and

low emitting to lift econom-
ic performance and the wellbeing of
all Kiwis.

A recent report, Shifting currents:
Energy infrastructure in transition, by
the New Zealand Infrastructure Com-
mission Te Waihanga examines the
challenges the country faces as the
energy system shifts to power a low-
carbon economy.

“Already we've seen an increased
shift in the proportion of our energy
system that is renewable. As this shift
continues, the way our energy sys-
tem works will likely change,” says
Graham Campbell, director of eco-
nomics and research for the Infra-
structure Commission.

But he says the focus should be on
achieving balance between three key
outcomes: affordability, reliability,
and low emissions, often described as
the ‘energy trilemma’. “New Zealand
has traditionally performed well rela-
tive to international peers on these
measures,” says Campbell.

“The vast majority of our electric-
ity generation relies on cost-effective
renewable sources like hydro, wind,
and geothermal. Maintaining this per-
formance will be more challenging in
the future.

“To meet our emissions goals and
take advantage of new technologies,
the traditional ways we have pow-
ered our vehicles, industries, and
businesses are going to have to shift
to low-emission electricity.”

More infrastructure will only be
part of the transition; the system will
also need to become more sophistic-
ated in the way it responds to supply
and demand pressures.

Under a system with more renew-
ables, prices will often be very low
but could also occasionally be very
high during intermittent periods to
ensure balance between supply and
demand. “This means the ability to
shift demand away from peaks (wWhe-
ther daily or seasonally) will become
more valuable.

“We’d anticipate that demand flexi-
bility and financial hedging will need
to be used to smooth price volatility.

“Inthe longer term, competitive ge-
neration markets with low barriers to
new entry, and managing risk will all
play a greater role in keeping the
system affordable and resilient,”
Campbell says.

Thereport suggests four ways New
Zealand can navigate the latest chal-
lenges and join the path to affordable
prices, stable supply, and low emis-
sions:

Building low-cost electricity
infrastructure will keep prices low
inthelongterm

The shift toward renewables is fun-
damentally changing the economics
of electricity generation. Wind and
solar have become much cheaper to
build and have low operating costs,
while thermal generation hasbecome
more expensive to run.

As cheaper renewable generation
continues to displace more expens-
ive thermal capacity, this should put
sustained downward pressure on
prices in normal periods.

The challenge is ensuring that the

L

(Generation

Electricity generation including
wind and solar hasbecome
increasingly renewable and
cheaper, making much thermal
generation uneconomic.

® Thermal power stations that
have closed since 2007 are:

® Te Awamutu Gasturbine
54MW, closed 2007

® New Plymouth Gas/oil turbine
600MW, 2008

® Huntly 3 Coal/gas steam
turbine 250MW, 2012

@ Otahuhu B Gascombined cycle
404MW, 2015

@ Southdown Gas combined
cycle/cogeneration170MWm
2015

@ TeRapa Gas cogeneration
44MW, 2023

@ Stratford Gas combined cycle
377MW, 2026

commercial case for firming genera-
tion, which is needed when
renewables fall short, remains viable
so the system can handle demand
peaks and dry years without severe
price spikes.

Policy certainty and coherence are
critical
Infrastructure providers need confid-
ence that demand will be there before
committing to large, long-lived invest-
ments. In the short term, clearer pol-
icy signals, for instance around the
gas transition and the role of govern-
ment supply interventions, could
have reduced price volatility and
improved investment conditions.
Over the long term, certainty about
New Zealand's path to net zero is
essential. Without it, the investment
needed to meet decarbonisation-con-
sistent electricity demand is unlikely
to materialise at the pace required.

An adaptable and flexible system
will keep costs down and supply
reliable
As the energy mix shifts towards
renewables, wholesale prices will
increasingly be either very low or
very high, making the ability to shift
demand away from peaks more valu-
able. Demand flexibility, competitive
generation markets with low barriers
to new entry, and well-functioning
financial hedging markets will all play
a greater role in keeping the system
affordable and resilient.
Infrastructure is only part of the
answer; the system needs to become
more sophisticated in how it res-
ponds to supply and demand press-
ures.

Players in the energy system will
need to adapt and co-ordinate
The energy system involves many
players — asset owners, regulators,
investors, and consumers. Change in
one part of the system can have
consequences elsewhere.

More active co-ordination will be

needed to track these interactions
and ensure that interventions in one
area do not inadvertently create
problems in another. However, co-
ordination alone is not sufficient — the
governance arrangements oversee-
ing the system will also need to ev-
olve as the transition progresses.

Gas transition is a cautionary ex-
ample. Limited visibility over pro-
duction risks caused disruption that
better institutional arrangements
could have reduced.

As the energy transition gathers
momentum, the ability to monitor
progress, anticipate emerging risks,
and provide clear signals to all
players will become increasingly im-
portant.

The report says after a long period
of stable electricity prices, the market
has become increasingly volatile
since 2019 and average prices have
trended up. This has had a significant
impact on industrial consumers who
are most exposed to price variability.

After initially being protected by
long-run price contracts, residential
customers are starting to feel the
impacts: 6.7% of households reported
not being able to afford to keep their
homes adequately warm in 2024.

In 2025, 63% of retail prices were
due to generation, retail and admin-
istrative costs; while 37% were due to
the transmission and distribution
components. So, what happened?

From 1995 through to 2019, futures
contract prices, which indicate elec-
tricity generators’ and buyers’ exp-
ectations for future wholesale prices,
were almost exactly in line with the
estimated long-run cost of building
new generation.

Beginning in 2019, prices spiked
upwards and remained elevated.

While forward prices are beginning to
come down, the normalisation of
prices has been slower than most
consumers would like. Prices are still
above estimates of the long-run cost
to build new generation.

The report queries whether the
sustained period of prices above the
cost of supply raises the issue of
whether a return to normal price
levels could have been achieved
earlier — and if there are frictions
preventing that adaptability.

Much of the future
demand for
electricity will arise
as consumers and
businesses switch
from fossil fuels to
electricity as part of
our net-zero goals.

Graham Campbell

This includes regulatory barriers
to quickly adding supply and ensur-
ing the market is sufficiently competi-
tive to incentivise new entrants to
build new generation when prices are
high.

More active co-ordination across
agencies and organisations will be
needed, tracking how decisions in
one part of the system affect outco-
mes in another and ensuring
interventions to solve one problem
do not inadvertently create others.

The commission forecasts that
business-as-usual demand for elec-
tricity and gas infrastructure invest-
ment would equate to between $2
billion and $5b a year.

However, an additional $26b of
investment will be required above
business-as-usual investment needs
to meet decarbonisation goals (net
zero emissions for all greenhouse
gases except biogenic methane by
2050), and related future demand.

Campbell says because New Zea-
land’s electricity market operates on
a commercial basis, infrastructure
providers won't build new genera-
tion, transmission, or distribution un-
less they have reasonable certainty
that the demand will be there. Build
too early, and they risk financial
implications.

However, the risk is that if they
build too late, demand will outpace
supply, leading to higher prices than
is necessary.

“Currently, developers believe
there will be some increase in de-
mand in the next 10 years, but not
enough that would be consistent with
decarbonisation of transport, heating,
and industry,” says Campbell.

“Starting in 2019, electricity prices
began rising well in excess of estim-
ated costs of adding new supply and
persisted this way for the next few
years.

“In a functioning market, we would
expect additional supply to be com-
missioned and prices to be coming
down. Therefore, the solution to the
current turbulence in energy prices
is most likely increasing supply.”

“Much of the future demand for
electricity will arise as consumers
and businesses switch from fossil
fuels to electricity as part of our net-
zero goals,” Campbell says.

Policy, regulatory, and market set-
tings should give consistent invest-
ment signals, reduce uncertainty and
support timely build-out of genera-
tion, storage, and networks.

The transition will require greater
co-ordination between the players in
the system. The complexity of the
energy system means that policy and
operational changes in one part of the
system can have consequences else-
where.
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A Scandinavian lesson for N/

New Zealand needs infrastructure plans that outlast governments, writes Nick Leggett

very overseas delegation
returns withideas. Some are
interesting. A few have the
potential toreshape how we
think. Our recent visit to Scandinavia
was firmly in the second category.

Thelesson wasn't that Norway and
Sweden are wealthier than New
Zealand, although they are. Nor was
it simply that they build better roads
orrailways. Thereal lesson was that
they havebuilt systems designed to
deliver on along-term national amb-
ition, regardless of which political
party happens tobe in government.
That should give New Zealand pause.

Both Norway and Sweden operate
long-term, 12-year national transport
and infrastructure programmes that
provide genuine certainty about
future investment. They are updated
deliberately outside election years,
allowing governments torespond to
changing circumstances, new techno-
logies and evolving priorities. But the
fundamental direction remains stable
and that distinction isimportant.

These are notrigid plans thatlock
future governments into every pro-
ject. Priorities can change, projects
canbe delayed or accelerated, and
new opportunities can emerge. What
doesn’t change at every three-year
review or change of government is
the overall commitment to sustained
investment and the confidence the
country ismoving in a consistent
direction.

Here, we have become accusto-
med toadifferentmodel. Every
Budget and election brings anew list
of announcements. Governments
arrive with ambitious infrastructure
promises, only for many tobe
revisited, reprioritised or abandoned
by the next administration — some-

Construction for the Fornebu eNoeglan: F
underground extension of the Oslo Metro.

'ornebubanen), a fully

times those who authored them.

Businesses recruit, investand
purchase equipment based on pipe-
lines that can disappear overnight.
Thatisn’t strategic infrastructure
planning. It is short-term politics
driving long-term investment
decisions.

The consequences arereal. Infra-
structure businesses hesitate toin-
vest innew capability. Skills leave the
industry during inevitable gapsin
work. International investors see

Continually reopening
the country’slong-term
infrastructure direction
every election comes at

a significant fiscal cost.

Nick Leggett

uncertainty rather than opportunity.
Local government struggles to align
its own programmes with those of
central government. Too often, main-
tenanceis deferred becauseitis eas-
ier toraid the tinand announce new
projects than preserve existing assets.
Scandinavia hasreached a differ-
ent conclusion. Long-term funding
programmes reducerisk, improve
planning and create better value for
taxpayers. Agencies can sequence
work more efficiently. Industry can
invest with confidence in people,
equipment and innovation. Asset
owners can maintain infrastructure
before failures become more
expensive. Communities gain
confidence that agreed projects will

actually proceed. In other words,
certainty becomes an economic asset
inits ownright. This thinking sits at
the heart of Infrastructure New
Zealand’s election manifesto. Before
we debate individual roads, hospitals
orrail lines, we should first agree on
New Zealand’s long-term economic
ambition. Infrastructure should
follow those answers.

If we can build broad political
agreement around our long-term
direction, we can create greater stabi-
lity around the investment required
tosupportit.

Governments will always disagree
on priorities and timing. They should.
Thatis democracy.But continually
reopening the country’slong-term
infrastructure direction every elec-
tion comes at a significant fiscal cost.
Wefeel that in the amount we pay
for our infrastructure. We get the sil-
ver medal for poor value for money
across the developed world. Part of
that causeis stop-start, overly politi-
cally driven infrastructure agenda.

Norway and Sweden reminded us
that prosperity is not created by
bigger wish lists or better press
releases. Itis created by institutions
that give governments, industry and
communities the confidence to
invest for thelong term.

New Zealand has the talentand
skills, the capital and the expertise.
What we need now is the political
leadership that continues tobuild a
system that can stay the course.

@ Nick Leggettis chief executive of
Infrastructure New Zealand. Infra-
structure New Zealand is a sponsor of
the Herald’s Infrastructure report.
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Why control ma

Infrastructure

& Bill Bennett
I | ‘

New Zealand's
digital backbone
facesrisks from
cables to cyber
attacks

ssential infrastructure does

notalwaysinvolve concrete,

steel or bitumen. New

Zealand’s fibre and wireless
networks, data centres, cloud
services and cybersecurity are now
every bit as vitalasroads, water and
electricity.

While civil engineering assets
remain important, the digital
backbonerepresents the nation’s
economic future. We need tomove
electrons and photons as well as
atoms.

The challenge isn’t just building
data centres.It'sbuildingan
interconnected digital system
resilient enough to support them.

Peter Nelson is managing director
of Datacom, New Zealand’s largest
technology company. He says:
“Datacom’s view is that New Zealand
needsto start treating data and the
infrastructure that supportsit as part
of the country’s critical infrastructure
base.”

Nelson is not making an abstract
point. He saysboards and
policymakers need to know which
dataand digital services are
genuinely critical, where they are
stored and processed, who controls
theinfrastructure they depend on
and whether those services can keep
running through a major disruption.

Datacom conducted research that
suggests many New Zealand
organisations are still catching up to
thatreality and itsrisks.Inasurvey
of 155 senior business and technology
leaders, 85% said they were confident
they could keep critical services
running through a major disruption.
Yet only 39% had tested their disaster
recovery plansin the past six months
and 13% had never tested them at all.

We've done thisbefore

Despite fears expressed elsewhere,
New Zealand’s electricity grid isnot
among therisks. Professor Nirmal
Nair of the University of Auckland’s
Power Systems Group says the grid
can cope with a wave of new data
centres.

“We don't have to go much further
back than when Lake Manapouri was
dammed to generate power for the
aluminium smelter. We've done this
before,add alargeload and the
generation will follow. It's not like our
grid hasnever handled avery large
load suddenly coming onboard.”

The harder question is what gets
built. Here, two of New Zealand’s
biggest data centre playersare
placing different bets.

TenPeaks, the data centrebusiness
carved out of Spark just over a year
ago, isbuilding broad capacity for
largely domestic use. The company’s
chief executive Michael Stribling is
wary of framing the industry purely
around artificial intelligence.

He says: “Sometimes there’salot
offocuson Al Thereality ofadata
centreisit's muchbroader than just
ALY

TenPeaks’ 11 facilities already carry
the everyday infrastructure of New
Zealand life: banking systems, health
records and government services.
Stribling says its growth will track
how New Zealanders and New

Professor Nirmal Nair says the more realistic threats are earthquakes and

volcanoes rather than ransomware.

Datacom’s
Peter
Nelson says
New
Zealand
needs to
start
treating
data and the
infra-
structure
that
supports it

Dr Ilan Oshri, director of the
University of Auckland Business
School’s Centre of Digital Enterprise,
says sovereignty has quietly
overtaken cost as akey consideration
indigitalinvestment.

“Cost was the classic driver for
outsourcing,” he says. “It still matters,
but for this kind of investmentitis
nolonger the headline. Investorsare
looking for long-term power stability,
whererenewable energy is the key
factor, alongside data sovereignty
and political stability.”

Louise Francis says New Zealand
risks misunderstandingits own
advantageif it treats data sovereignty
asamatter of geography.

“Itsnot about building big data
centres and holding the data onshore.
Sovereignty is more about control:
having theright people, the way the
dataisused, whereand how it’s
stored.”

Elsewhere, she says, countries are
“going in with abulldozer, putting a
ring fence around everything and
sayingit’s sovereign becauseit’s air-

TenPeaks chief executive Michael Stribling is wary of framing the industry purely around artificial intelligence.

Zealand businesses consume digital
services,not the Al cyclealone.

A concept for the whole country
Datagrid is making the opposite bet:
asingle hyperscale campus at
Makarewa in Southland, built
specifically for Al training and export.

Chief executive Remi Galasso sees his
project as proof of concept for the
whole country.

“For along time the assumption
was thathyperscale infrastructure
would always be built somewhere
else. Makarewa says otherwise,”
Galassosays.

gapped”. New Zealand's more
pragmatic approach, shebelieves, is
anunderrated advantagerather than
aweakness.

Francis is country manager for
Ecosystm, a consulting firm. She
works with clients on rapid
technology change and helps them

tters

identify opportunities for growth and
long-termresilience.

Sovereignty is unsettled

One NZ's CFO Kieran Byrne says the
sector’s understanding of sovereignty
remains unsettled.

“ITdon’treally have a point of view
at this point around how important
that'sgoingtobe.”

Byrne says that most New Zealand
Alworkloads already go offshore, to
the data centres run by firmslike
Anthropic and OpenAlL

Evenso, he saysbuildinglocal
capacity is close to a free option: “At
best, we create our own sovereign
productivity infrastructure. At worst,
we create alow-carbon solution for
overseas Al labs to train their models
inour clean environment. That feels
like an absolute no-regrets, no-
brainer.”

For Datagrid’s Galasso, sovereignty
isless about where data sits than the
institutions around it.

“A stable democracy, therule of
law, strong privacy foundations and
institutions that arerespected around
theworld” are thereal draw for
international customers, he says.
Trust, not geography, is the product.
This thinking underpins the massive
Al factory Datagrid plans tobuild in
Southland.

Datacom’s Nelsonismore
sceptical that New Zealand has
caught upin practical terms with the
thinking around data sovereignty.In
the Datacom survey, 83% said they
were concerned about therisks of
storing data offshore. Yet only 35%
had aformal data sovereignty policy
in place.

While power has dominated the
conversation about New Zealand’s
data centres until now, Chorus chief
technology officer Martin Sharrock
thinks that is changing.

He says: “Connectivity isnow
moving fromasecondary
consideration to a strategic one. A site
can have access to power, butifit
lacksresilient, diverse fibre
connectivity,low latency and the
ability to scale as demand grows, it
may struggle toremain commercially
viable over thelong term.”

The scale of what is coming is
significant. Chorus commissioned
research suggesting Al could account
for 15% to 20% of all New Zealand
internet trafficby 2030, rising
towards 40% internationally by 2033.
The trafficitselflooks different.

“Where people used to stream
entertainment, gaming, web
browsing, Al is starting to change that
with more upload activity,” Sharrock
says.

Connectivity is key

That growth brings New Zealand’s
digital backbone vulnerability into
sharper focus. Ecosystm’s Francis
says the country has spent too long
fixated on electricity supply whilea
more immediate risk goes largely
undiscussed.

“Evenif you've gotallthe
electricity inthe world, it'snot going
todo much good if you lose that
connectivity link.”

She pointstorecent Telstraand
Optus outagesin Australiaasa
warning of what cascading network
failure canlook like for critical
infrastructure. New Zealand had its
own preview during Cyclone
Gabrielle, when all four cables
connecting Hawke’s Bay to therest
of the network went down at once,
despite planning that assumed at
most two would fail.

Sharrock saysresilience now
means more than back-up power. “It’s
about ensuring sites remain
connected through diverse fibre
routes, can withstand outages or
disruptions and continue operating
as part of awider connected system,”
hesays.

Recently, Chorus hasbegun
offering TimeSync, a network-based
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more than location

wholesale precision timing service.
Sharrock says this links to the
growing need for critical digital
infrastructure tobe not just
connected but synchronised.

Timing mattersasmuchas
connectivity when building a digital
backbone.

5G mobile networks, financial
systems and distributed data centres
all depend on precisely synchronised
clocks.

Atpresent, that timing signal
almost always comes from GPS
satellites — which presents another
risk. Louise Francis fears satellites are
vulnerable to solar flares while One
NZ's Byrne says there’s nothing
sovereign about satellites.

Chorus’ new locally-based
wholesale precision timing network
sidesteps that dependency, keeping
critical infrastructure synchronised
even if satellite signals are degraded
or unavailable.

Connectivity and timing are only
part of theresilience question. The
other is what happens when some-
onedeliberately tries to disrupt the
infrastructure.

Nair believes one aspect of
cybersecurity is a serious concern for
New Zealand.

“There are three pillars to
cybersecurity. In the first two,
confidentiality and integrity, we're
comparable with the rest of the world,
and perfectly comfortable. But
availability is the critical one,
particularly for Al, becauseit needs
tobeavailable all the time.”

New Zealand’s size, he argues,isa
genuine advantage here. “Werea
smaller system to attack. Our core
gridisadifficult problem. We've been

Ecosystm’s Louise Francis says New Zealand risks misunderstanding its own advantage if it treats data sovereignty
as a matter of geography. One NZ's Kieran Byrne says the sector’s understanding of sovereignty remains unsettled.

operating a digital grid and market for
30vyears.”

Heisnot troubled by the prospect
of ahacker-triggered blackout: the
country’s analogue back-up systems
remain robust, he says.

Themorerealistic threatsare
natural rather than digital or human.
Hefears earthquakes and volcanoes
rather than ransomware.

Thered queen effect
One NZ's Byrneis evenmore
sanguine. He expects the current
wave of Al-discovered software
vulnerabilities to make the internet
safer rather than more dangerous.
“Ithink thered queen effect
applies. Threat actors are going to get
smarter, but so will the defence.l
thinkit's going tobe good for the

world to patchitself over the next six
to12 months and wellbe good from
there.”

If the engineering part of the digital
backboneis solved, the investment
environment is less certain. While
Nair is confident about the electricity
grid’s physical capacity, heis
concerned about the market
structurearoundit.

“We'vealready started hearing
comparisons to Enron, whichis the
wrong kind of sentiment.

“There’sastructuralrisk here.I'll
wait for the November election to see
what comes out the other side. If the
electricity market is goingtobe
restructured, that’s a structural risk,
youwon't get capital here. They’ll
waitand watch.”

That uncertainty around
ownership and incentivesruns
through the industry itself.

TenPeaks was carved out of Spark
justoverayear ago, takingona
private equity investor alongside the
telco’sremaining stake.

Stribling callsit “almost the best of
both worlds”. Spark’s heritage and
customer relationships, paired with
anindependent balance sheet. “Our
sole focus now is owning, operating
and developing digital infrastructure
and data centre capacity in the New
Zealand market.

“Previously that was part of the
mission at Spark. Now it’s the whole
mission for us.”

That change in ownership has
quietly changed what gets talked
about. Spark once made headlines
buying entire solar farms to power its
data centres; today, largely, only
Datagrid in Southland still makes that
kind of announcement.

Stribling says the substance of
sustainable power has not
disappeared.

“Spark made an agreement prior
totheseparation and investmentby
Pacific Equity Partners,around the
Lauriston solar farmin South
Canterbury.

continued on B34
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Why control trumps location

continued from B33

TenPeaks continues to work with
Spark; we continue to power many
of our data centres through that
agreement,” says Stribling.

Datagrid’s Galasso, by contrast,
wants the Government to intervene
—not with favours, but with
certainty.

“We’renot asking for a special
pathway or alower bar for data
centres.

“Where the country can genuinely
improveis clarity, notleniency: clear
national expectations, so developers
know the standards they’ll be held
tobefore they commiit.

“Clear rules, consistently applied,
are what attract serious investment.
Not easier ones.”

Nelson frames the underlying
issue in terms of ownership, not
geography, deciding whoreally
controls thisinfrastructure.

“Infrastructure can be physically
located in New Zealand but stillbe
owned, governed or controlled
offshore. Thatisnot automatically a
problem, but it is something
organisations and policymakers
need tounderstand.”

Noteveryone agrees on how
much New Zealand stands to gain
from international participation.
Oshri, who has spent his career
studying global sourcing decisions,
doubts the country will win the most
valuable work.

“There will certainly be
investment in data centres,because
thereisagenuine caseforitin New
Zealand. Attracting multinational Al
training work is a different matter,”
hesays. “My expectation is that New
Zealand capturesreal value from
hosting and storage, but the higher-
value Altraining work is harder to
win and much of that value may
accrue elsewhere.”

Given Datagrid’s ambition,
Galasso is understandably more
optimistic. He points to 2030.

“The pictureis of a New Zealand
with two internationally connected
islands instead of one, exporting
compute and connectivity rather
thanimporting all of it,and
competing for Al workloads it could
never have hosted before.”

The constraints, in his view, are
now people and politics rather than
physics: “Power first. Then skills.

Top: Remi Galasso and Datagrid’s

Consenting certainty sits alongside single hyperscale campus at
both.” Makarewa in Southland, built
Whether New Zealand ends up specifically for Al training and

hosting the world’s data or training
itsintelligence, Sharrock’s
assessment of what is now at stake
needs no qualification.

“New Zealand’s digital economy is
built upon a foundation of digital
infrastructure.

“Without it, we cannot grow.”

export; Chorus chief technology
officer Martin Sharrock, left, says
connectivity is now becoming a
strategic consideration; Dr Ilan
Oshri, above, says investors are
looking for long-term power
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How India’s vision can benefit N/

Transformative infrastructure expansion is a timely opportunity for NZ, says Dr Madan Mohan Sethi

ew countriesillustrate the

transformative power of

infrastructure as vividly as

India. From engineering
marvelssuch as therock-cut Kailasa
Temple at Ellora, the Sun Temple at
Konark, the Khajuraho monuments
and the Taj Mahal, India’s history
reflects a tradition of world-class
construction and engineering
excellence.

Today, thatlegacy isbeing
reimagined on an unprecedented
scale. Driven by rapid urbanisation,
industrialisation and the vision of
Viksit Bharat (Developed India) 2047,
Indiais undertaking one of the
world’slargest infrastructure
programmes, creating significant
opportunities for international
partnerships.

For New Zealand businesses,
particularly those engaged in
construction, engineering, building
materials, design, sustainability and
project management, this
transformation presents a timely
commercial opportunity.

India’s infrastructure expansion
extends far beyond roads and
buildings. The country isinvesting
heavily in multimodal logistics,
industrial corridors, metrorail
systems, airports, ports, renewable
energy, smart cities, digital connec-
tivity, data centres and urban utilities.

Government initiatives such asthe
National Infrastructure Pipeline, PM
Gati Shakti National Master Plan and
National Logistics Policy are
improving connectivity while
reducing logistics costs.

The scale of executionisreflected
inthe participation of globally
recognised Indian companies
including Larsen & Toubro (L&T),
Adani Group, Tata Projects, Shapooriji
Pallonji, GMR Group, Afcons Infra-
structure, NCC Limited, IRB
Infrastructure Developers and Dilip
Buildcon, delivering some of India’s
largest transport, energy, industrial
and urban development projects.

Simultaneously, India continues to
improveitsinvestment climate
throughregulatory reforms, digiti-
sation of approvals and simplified

By combining India’s
scale, manufacturing
capability and
investment momentum
with New Zealand’s
expertise in sustainable
engineering, innovation
and high-quality
construction solutions,
both countries have an

opportunity to build not

only roads, ports and
cities, but also a modern
economic partnership.
Dr Madan Mohan Sethi

business procedures, strengthening
investor confidence.

Infrastructure growth is also being
reinforced by strong international
investor confidence. According tothe
Department for Promotion of
Industry and Internal Trade (DPIIT),
Singapore, Canada, the UK, United
Arab Emirates and Australia have
become increasingly active in trans-
port,renewable energy, logistics, air-
ports, ports, industrial parks, digital
infrastructure and urban develop-
ment. Their long-term commitments
reflect growing confidence in India’s
policy reforms, economic stability
and infrastructure-led growth
trajectory.

The scale of India’s market makes
this opportunity particularly com-
pelling. Home to more than 1.4 billion
people, India remains the world’s
fastest-growing major economy and
one of the largest consumers of
construction materials globally.
Demand isrising across housing,
commercial developments, transport
infrastructure, healthcare, education,
tourism and manufacturing facilities.
Cities such as Delhi-NCR, Mumbai,

Bengaluru, Hyderabad, Chennai,
Pune and Ahmedabad are leading
this transformation, while emerging
industrial clusters across states inclu-
ding Gujarat, Maharashtra, Tamil
Nadu, Uttar Pradesh and Karnataka
continue to attract domesticand
international investment.

India also offers considerable
strengths as a manufacturing partner.
Itisamong the world’s leading produ-
cers of steel, cement and aluminium
and is amajor exporter of granite,
marble, ceramic tiles, engineered
stone, construction machinery and
fabricated engineering products.

Indigenousinnovationisaccele-
rating, exemplified by the recent
development of India’s first
domestically manufactured tunnel
boring machine, demonstrating
growing capabilities in advanced
engineering and heavy equipment
manufacturing. Combined witha
large skilled workforce and
competitive production ecosystem,
Indiais increasingly becoming both
asignificant marketanda
dependable global supplier for
infrastructure projects.

New Zealand opportunity

New Zealand brings strengths that
complement India’s scale remarkably
well. Its reputation for engineering
quality, sustainable construction,
environmental management,advan-
ced timber technologies, project
planning and resilient infrastructure
isrecognised internationally.

Leading New Zealand organi-
sations such as Fletcher Building,
Downer, HEB Construction, Fulton
Hogan, Beca,and WSP, have deve-
loped globally recognised capabilities
intransport infrastructure, civil engi-
neering, project delivery, environ-
mental consulting and resilient infra-
structure design. Combined with New
Zealand’s premium radiata pine, high-
grade aluminium productsand
advanced construction technologies,
these capabilities can complement
India’'s manufacturing scale and
infrastructure ambitions.

New Zealand’s own infrastructure
agenda —including transport up-

grades, water reform, renewable
energy projects and resilient public
infrastructure — creates opportunities
for high-quality construction mate-
rials, engineering products and
specialised manufacturing sourced
from India.

Animportant catalyst could be the
hosting of an India-New Zealand
Infrastructure Summit, bringing
together government agencies,
developers, engineering companies,
material suppliers, financial institu-
tions and technology providers from
both countries. Such a platform could
facilitate partnerships across
transport infrastructure, sustainable
construction, affordable housing,
smart cities, renewable energy, urban
planning and advanced building
materials, while encouraging joint
ventures, technology transfer and
long-term investment.

The Consulate General of Indiain
Auckland remains committed to
facilitate this growing partnership by
connecting New Zealand businesses
withrelevant ministries, state govern-
ments, infrastructure developers,
industry associations and credible
private-sector partners across India.

Throughbusiness delegations,
investment facilitation, B2B meetings,
market intelligence and business visa
assistance, the Consulate seeks to
transform commercial interest into
tangible outcomes.

Infrastructure hasalways shaped
civilisations. Today, it also shapes
economic partnerships. By combi-
ning India’s scale, manufacturing
capability and investment momen-
tum with New Zealand’s expertise in
sustainable engineering, innovation
and high-quality construction
solutions, both countrieshavean
opportunity tobuild not only roads,
ports and cities, but alsoamodern
economic partnership founded on
shared growth, resilience and long-
term prosperity.

@ DrMadan Mohan Sethiis India’s
Consul-General based in Auckland.
The Consulate General of India in
Auckland s a sponsor of the Herald’s
Infrastructurereport.
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The fundamental misalignment

WeTe building the infrastructure. Who's assembling the land, asks Adrienne L. Miller

ew Zealand isinvesting
billions of dollarsin
infrastructure. From the
City Rail Link and rapid
transit corridors to major water and
wastewater upgrades, we continue to
commit significant public funding to
projects designed to support growth.

Thebusiness cases for these
investments consistently point to
benefits such asincreased housing
supply, urbanregeneration,
agglomeration, productivity gains
and more liveable communities.

Yettoo often those benefits take
years to emerge, arrive only partially,
or fail to materialise at the scale
originally anticipated.

The problem is not necessarily a
lack of infrastructure investment. Nor
isitalack of development demand.
The missing piece is something far
less visible, but equally important. It
isthe ability to aggregate disparate
parcels of land into development-
scale precincts capable of attracting
private sector investment and
delivering the housing, employment
and mixed-use outcomes on which
many infrastructure business cases
depend.

Infrastructure benefits of this sort
arerealised at precinct-scale.
Housing, commercial activity, public
spaces and mixed-use
neighbourhoods do not emerge lotby
lot. They require coherent
landholdings capable of supporting
integrated development. Yet our
urban areas, particularly around
existing infrastructure corridors,
transport hubs and town centres, are
often characterised by fragmented
ownership patterns made up of
dozens —sometimes hundreds — of
separatetitles.

Weinvestin the infrastructure, but
leave the challenge of assembling the
land largely to chance.

Land aggregationis not asimple
property transaction.Itisa
specialised process requiring
commercial, planning,legal and
stakeholder expertise to identify
strategic sites, coordinate
infrastructure servicing, negotiate
with multiple landowners and engage
withiwi where Treaty settlement
interests, culturally significant sites
and other matters of cultural
importance may be involved, allin
order to create development scale
precincts.

Atpresent, that tasklargely falls to
private developers,investors and
their advisers. There isno dedicated
public institution responsible for
systematically aggregating land
around major infrastructure
investments, nor a dedicated funding
mechanism or streamlined planning
pathway designed to support the
process.

Asaresult, fragmented ownership,
hold-outrisk, planning complexity
and infrastructure servicing
challenges can delay projects for
yearsbefore construction even
begins.

Theresultisafundamental
misalignment in the way we
approachurban growth.

Infrastructureis often delivered
first, with an assumption that the
market will subsequently aggregate
surrounding land and unlock
development opportunities.
Sometimes that happens. More often
it takes much longer than expected.
New rail stations open while
surrounding land remains
fragmented and the housing,
employment and investment
opportunities anticipated in the
business case remain unrealised.

The challenge is not simply one of
market demand. The public sector
has the ability to cut through
fragmented ownership, align
planning and infrastructure delivery,
and co-ordinate growthinaway the
private sector cannot hope for.

Every major infrastructure
business caserelies on assumptions
about future development. Higher

Weinvestin the
infrastructure, but
leave the challenge
of assembling the
land largely to

chance.
Adrienne L. Miller

housing densities, increased
economic activity and stronger
public transport patronage are often
central to the benefits calculation. But
those outcomes depend on land
being assembled into viable
development precincts that support
both the public and private realm
required for densification. If
aggregation does not occur, or occurs
many years later, the benefits of the
infrastructure investment are
delayed as well.

City Rail Link

The City Rail Link illustrates the point.
Even with a $5.5 billion investment,
many benefits are still anticipated
rather thanrealised. The Government
mandated 15-storey minimum
building allowances around
Maungawhau, Kingsland and
Morningside stations to maximise
return on the CRL investmentby
unlocking major housing and travel
time savings. Yet the precincts
around those stations, particularly
Maungawhau, havestilltobe

New rail stations open while
surrounding land remains fragmented
and the housing, employment and
investiment opportunities anticipated in
the business case remain unrealised,

delivered. This s the classic
infrastructurelag. We pay for
capacity now andrealise
productivity and development
benefits over the following decade,
rather than aligning zoning, land
assembly and precinct creation with
theinvestmentitself.

Part of thatlagis structural, part
ofit cultural.

The entities that have historically
delivered what we now recognise as
transport projects have generally
operated within narrow legislative
powers, able only to acquire and hold
land for a defined transport purpose.
The powers of compulsionrequired
toassembleland for broader urban
outcomes have existed elsewherein
the system for some time, but there
hasalsobeenreticence touse them.

Thatreflectsboth the challenge of
sociallicence and alack of
understanding and public appetite
for thelength of time associated with
realising even a compelling
overarching vision. While
infrastructure projects can often be
funded, designed and delivered
within arelatively defined timeframe,
the process of aggregating
fragmented landholdings, creating
development-ready precinctsand
ultimately delivering the housing,
employment and mixed-use
outcomes anticipated in the business
case willinevitably take longer.
Political cycles and public
expectations do not always sit
comfortably with those horizons.

Auckland Mayor Wayne Brown
himself flagged the precinctissue,

Adrienne L. Miller is the CEO of the
Urban Development Institute of
New Zealand (UDINZ). She was
previously General Manager NZ at
the Infrastructure Sustainability
Council and has served on the
Construction Sector Accord’s
Infrastructure Reference Group,
the Civil Infrastructure Industry
Advisory Group and on Freeman
Media’s Future Roads Advisory
Board.She also recently joined the
Board of Engineers Without
Borders NZ,an NGO working across
the Pacific,andis aregular
commentator on construction,
infrastructure and development
issues.

warning that on current plans the
station risked opening with a “Gaza-
like piece of land in front of the
station”. He characterised previous
efforts as “accessreducing and value
reducing” and argued the objective
should be to “get the maximum
valuation out of thearea”. The
concern was not the station itself, but
the gap between delivering the
infrastructure and delivering the
place.

The challenge is not simply one of
powers or institutions. Without
legislative and institutional settings
that enable value creation, coupled
with political willingness, public
understanding and patience around
thebroader purpose, we will continue
toinvest in infrastructure while
waiting longer than necessary for
many of its anticipated benefits tobe
realised.

Other countries haverecognised
this challenge and responded
differently. In the United Kingdom,
development corporations havelong
been used to co-ordinate growth
around major infrastructure
investments.

Australia has adopted similar
approaches through state
development agencies that aggregate
land, co-ordinate rezoning and
infrastructure delivery. Singapore
hastaken integration further still,
coordinating land assembly, housing
delivery and infrastructure planning
atprecinct-scale.

While the institutional
arrangements differ, the lesson is
remarkably consistent. Successful

writes Adrienne Miller.

models donot assume that
fragmented land ownership will
somehow sort itself out after
infrastructure has beenbuilt. They
recognise thatland aggregationisa
critical enabling activity that sits
between infrastructure investment
and benefitsrealisation. New Zealand
should be thinking in the same way.

One option would be to establish
adedicated Land Assembly and
Precinct Enablement Unit, potentially
within the new multi-functional
MCERT, (or Kainga Ora or a council-
controlled organisation).

Supported by arevolving Precinct
Enablement Fund, itsrole would be
toidentify strategic growth precincts
around major infrastructure
investments, co-ordinateland
aggregation and finance the early
stage activities that often prevent
projects from progressing.

Thereisalso a strong case for
aligning upzoning, consenting and
infrastructure planning withina
single programme for designated
growth precincts, rather than
progressing through multiple
disconnected pathways.

Creating opportunity

Most importantly, we need to shift
our thinking from infrastructure
projectsto place outcomes.

Success should not be measured
solely by kilometres of rail
constructed or pipeslaid
underground. It should alsobe
measured by the homes, jobs, public
spaces and communities created
around those investments. It is, after
all, what the infrastructureisfor.

Infrastructure creates the
opportunity. Land aggregation turns
that opportunity intoreality.

If we are serious about increasing
housing supply and capturing the full
value of our infrastructure
investments, thenland aggregation
cannotremain an afterthought. It
mustbecome a considered and
deliberate part of the delivery model.

For toolong we have assumed the
market would solve the problem of
fragmented land ownership once the
infrastructure hasbeenbuilt. The
experience of the United Kingdom,
Australia and Singapore suggests
otherwise.

Until New Zealand develops the
institutional capability to aggregate
land, align planning processes and
prepare development-ready
precincts, we will continue investing
billionsin infrastructure while
waiting far too long for the benefits
toarrive.
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