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Chris Bishop’s
infrastructure
agenda

• Politicians
embrace realism
as election nears

• How to sell assets and win elections

• Electricity investment is essential for growth

• Chinese banks back Kiwi infrastructure

• Building Nations gets under way in Christchurch

• Who are the women leading change?
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Beresford Square entrance
to Karanga-a-Hape Station,
part of the City Rail Link in
Auckland. Photo: Sylvie Whinray
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“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, ‘We’re going to do X, we’re going to do Y,’ and nothing’s

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

“We’ve put another $400million into state highway
resilience. When routes like theWaioeka Gorge or the

Brynderwyns go down, you’re talkingmillions of dollars a
week in damage to the regional economy. It’s going to be a

defining theme of the next decade.”

“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 comewhen the bills bite.”

“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. We’re committed to

changing the Public Finance Act to fix that.”

BuildingNations turns 21 today

Chris Bishopon Infrastructure:

Leadingpoliticians, experts,
financiers and infrastructureplayers
will descendonTePae, Ōtautahi
Christchurch today forBuilding
Nations2026,NewZealand’s leading
infrastructure conference.

InfrastructureNewZealand says
the two-day summitwill bring
together the “people shapingour
cities, transport, energy, andwater
systems to focusonhowwecan lift
productivity, speedupdelivery,
securenew fundingmodels and
achievebetter long-termoutcomes.

“Fromreformingprocurement and
planning systems toharnessingdata,
innovation, and capability, the2026
programme tackleswhatmust
change todeliver infrastructureat
pacewithout compromisingquality,”
InfrastructureNZsays.

BuildingNationsbegan21 years
agoas thebrainchildof formerNZ
Council for InfrastructureDevelop-
mentCEOStephenSelwood.NZCID
morphed into InfrastructureNZ.

There’s beenamajor change in
attendance. Theorganisers says 32%
of registrations are fromwomen

reflecting thegrowthof their
participation in the sector; there is
40% female representationon this
year’s agenda.

This year, to celebrate 10yearsof
Women in Infrastructure, anaward
for “OutstandingWoman in
Infrastructure”hasbeencreated. The
winnerwill be announcedat tonight’s
Galadinner. Profiles of some leading
women in the sector arepublished in
this report.

Reality check
The themeof theHerald’s 2026
Infrastructure report isRealityCheck.

TheNewZealandGovernment’s
ambition tobuildmoreprojects such
as four-laneRoadsofNational
Significance (RONS)hasbeen
temperedby fiscal realities and rising
build costs. Auckland’s big ticketCity
Rail Linkwill openonSeptember 13:
Its gold-platedapproach—where
stations look like art galleries—
resulted inbustedbudgets and
delays. There is little roomtomove.

NewZealand’s “stopgo” approach
to infrastructureprojectshasbeen

costly. Economist Shamubeel Eaquab
estimates that over thepast 25years
wehave started, paused, reviewed,
restartedandcancelledpublic
projectswith everyeconomic shock
andevery changeofgovernment.He
estimates thecost of that stop-start
cycle at $11.8 billion since2000.

Infrastructure lawyer Sarah
Sinclair is among thosewhowant
more focuson themaintenanceof
existingassets— feweropportunities
forpoliticians to cut ribbons, but
important in the long run.

OliverHartwich fromtheNew
Zealand Initiativeestimates some
$24bcouldbe freedup to invest in
asset recycling tobuild social
infrastructureandmore if the
Government sold commercial assets.
NewSouthWalesGovernmentdid so
andwon the state election.

The Summit
InfrastructureNZmakes thepoint
thatNewZealandalready spends
significant amountson infrastructure.
“Thechallenge is thatweachieve
pooroutcomes forwhatwespend.”

Theywant to seebetter planning,
governance, assetmanagement and
investmentdecisions. Reduced
delays and faster consenting,
procurement anddecision-making to
achievehigherquality infrastructure,
strongerproductivity andbetter
value for every taxpayerdollar.

The summitwill be informedby
two international keynote speakers:
MarkThurston, Chief Executive
Officer ofAnglianWater Serviceswill
drawonhis involvement in someof
theUK’smost significant
infrastructureprogrammes,
including theLondon2012Olympics,
Crossrail andHS2, to explorewhat
enablesmajor projects to succeed,
andwhat causes themto falter.

DerekThompson, the #1NewYork
Timesbestselling co-author—with
EzraKlein—ofAbundanceargues
thatmanyof today’s biggest
challengesarenot causedby lackof
ideas, technologyor investment, but
byadeclining capacity tobuild.

Housing, transport, energyand
other essential infrastructurehave
becomeslower,moreexpensiveand

moredifficult to deliver, notbecause
weno longer knowwhatneeds tobe
built, but because layersof regulation,
fragmenteddecision-makingandan
increasingnumberof vetopoints
havemade it harder to turnambition
into reality.

Thompsonargues thatmany
Westerndemocracieshavebecome
better at identifying risks than
creatingopportunities—better at
saying “no” than findingways to say
“yes”.

ForNewZealand, the implications
are significant.

AtBuildingNations,Derek
Thompsonwill challengedelegates to
considerwhetherNewZealand’s
greatest infrastructure constraint is
no longermoneyorengineering
capability, butwhetherourpolitical
and institutional systemsstill possess
theconfidence, capacity and
ambition tobuild thenationwewant.

Enjoy the report.

FranO’Sullivan
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Getting our priorities right
A bipartisan
commitment and
better planning will
mean better
infrastructure, says
Chris Bishop

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.

Minister for
Infrastructure, Chris
Bishop, at The Port of
Auckland, which is
undergoing a $200
million infrastructure
upgrade.

Photo / Dean Purcell

T hreeyears ago, I had the
enormousprivilegeofbeing
appointedMinister for
Infrastructure. Frommy

time inOpposition,where I’d
deliberately consultedwidelyand
workedhard, I knewtherewasan
enormousamount todo.

From2019 to 2023, research from
theNewZealand Infrastructure
Commission showed thatour system
wasn’t in goodshape.

Despitebeing in the top 10%of
OECDcountries for infrastructure
spending,weare in thebottom10%
forwhatweget forour spend.We
rank fourth to last in theOECD for
assetmanagement.Half of all capital-
intensivecentral government
agencies reported that theydidnot
have robust asset registersor
adequateassetmanagementplans—
andeven fewerhad long-term
investmentplans.Andaroundhalf of
all proposals for investments in
recentBudgetsdidnothave
completebusiness cases.

On topof this, the timebetween
fundinganddeliveryhasbeen too
long—with someprojects starting
manyyears after aprojecthasbeen
announced,whichhasbeen
incredibly frustrating for the
construction sector.

EveryNewZealanderexperiences
the flow-oneffectsof our
underperforming infrastructure
system. I can rattleoff toomany
failures likecommunitieswaiting
years for basic investments in
schools,while a lucky fewget
architecturalmasterpieces; frequent
transportdisruptionsdue toweather
events; and leaky,mouldy, asbestos-
riddenhospitals thathaven’t been
lookedafterproperly.

Wehadno long-termplan to fix
theseunderlying issues.

This isnotwhatKiwis expect and
it ismystrongview that the
Governmentneeds todobetter.

Six priorities
I had sixprioritiesoncoming tooffice:
● Developinga30-yearNational
InfrastructurePlan;
● Strengtheningassetmanagement;
● Establishinganational
infrastructureagency;
● Improving infrastructure funding
and financing;
● Improving theconsenting
framework;
● Improvingeducationandhealth
infrastructure.

I’mproudwe’vemadesignificant
progressonall of thesepriorities. This
is anenormousamountofworkdone
in just threeyears.

On theNational InfrastructurePlan
(NIP),weasked the independent
InfrastructureCommission to
producea30-yearNIP, and in June
thisyear theGovernmentprovided
a formal response—supportingall 16
recommendationseither in full or in
part.

Iwon’t go intoall thedetails, but
thereare a fewmainactions that are
critical. For example, theGovernment
hasagreed to introduce legislative
requirements for asset registers, asset
managementplans, and long-term
capital plans in thePublicFinance
Act. Regulatedutilities and local
governmentare required tohave
theseartefactsby law, butwe
currentlydon’t holdcentral
government to the samestandard.
That is going tochange.

Wearealso shifting independent

assurance for central government-
funded infrastructure fromTreasury
to the InfrastructureCommissionand
creatinganewassurance function for
assetmanagementplansand long-
termcapital plans.Ministerswant
betterquality information, andwe
want clear, actionableadvice from
theexperts: Is this a goodorbad
project? Is it needednow? Is it
consistentwith theasset
managementplanor long-termplan?
Canwestrip somecostout?Wewant
thoseanswersbecause, ultimately,
Ministers are accountable to the
public for investmentdecisions.

When it comes to strengthening
assetmanagement, theNIPwas
instrumental—actions like legislating
for asset registers andasset
managementplansaswell ashaving
independent assuranceover these
will be agamechanger.

Fixing the fundamentalsof our
system is the singlebest thingwecan
do tobuild apipeline that endures
political cycles. Rightnow, there is
about $290billionworthof
infrastructureprojects in thepipeline
—around$190bwithaconfirmed
funding source. I reckonall parties
probablyagreeon90 to99%of those
projects.

But I thinkweshouldmoveaway
fromthe rhetoric ofneedinga fully
bipartisanpipeline—wearenever
going toagreeonevery singleproject,
and that’s okay. That’s thenatureof
politics andofpeoplehavingdifferent
views.

Instead,we shouldcommit to
buildingbipartisanconsensuson the
idea that governmentsof all flavours
shouldusebest practice toplan,
select, fundand finance, deliver, and
lookafter infrastructure.

A robust systemwillmake it
politicallyuntenable forministers to
just announceunfunded,
inadequatelyplannedprojects.
Where farcical projectshavebeen
stopped, like in thecaseofAuckland
LightRail, thereare legitimate
reasons for that. Equally, a robust
systemshouldmake it punishing for
anewgovernment to stoporpause
genuinelygood, fundedprojects that
make it through the rigoursof the
system.

The missing piece
Thatwas themissingpiece—a
credible andclear evidence-base for
thepublic, the sector, andothers to
properlyholdgovernments to
account for their investment choices.
Weare fixing that.

Onestablishinganational
infrastructureagency,weestablished
National InfrastructureFundingand
FinancingLimited (NIFFCo)on
December 1, 2024 tobeNewZealand’s
shopfront forprivate capital inpublic
infrastructureand theGovernment’s
centreof expertiseon fundingand
financing.

Todate,NIFFCohasdeliveredkey
transactions includingarranging the
TeAwaLakes InfrastructureFunding
andFinancing (IFF)ActLevy,which
will support 1500newhomes in
Hamilton.Theyalso led theearly
monetisationof theCrown’s loans to
Chorus,whichweprovidedback in
theday toaccelerate theUFBrollout.

Thisdealdelivered$702million in
netproceeds to theCrownand
allowed theGovernment to reinvest
the funds intomoreof the
infrastructureNewZealandneeds—
includingCambridge toPiarere,

upgrades tohospitals, andhundreds
ofnewclassrooms.

On improving infrastructure
fundingand financing, public
infrastructure inNewZealandhas
historicallybeenprimarily fundedby
taxpayersor ratepayers. Butour
heavy relianceon this blunt
approachhasnot serveduswell and
has led toperverseoutcomes
includingcongestion, run-down
assets, and theunresponsive
provisionof enabling infrastructure—
contributing tounaffordablehousing.

At theendof 2024, the
Government releaseda suiteof
frameworksandguidance— like
Treasury’s FundingandFinancing
Frameworkand the refreshedPPP
blueprint— tohelp theGovernment
bea smarter ownerandpurchaserof
infrastructure services.

In the transport spacealone,we
havemade significantprogresson
utilisingabroader rangeof funding
tools.Wearemaking tolling rules
more flexible so theycanbetter
support funding fornewroadsand
areexploring theuseof toll
concessions. In addition, theNew
ZealandTransportAgency (NZTA)
cannowuse IFFActLevies, light
electricvehicles andplug-inhybrids
arenowrequired topay their fair
share through roaduser charges
(RUC),weare transitioningNew
Zealand’s entirevehicle fleet toRUC,
andwearebelieved tobe the first
country in theworld topass law
enabling timeofusechargingwith
completelyunanimouscross-party
support.

When it comes to infrastructure to
supporthousing growth,wehave
pulledmultiple levers. InBudget
2026,weset up the Incentives for
GrowthFundso that all councils are
rewarded for every singlehome
consented.

Just lastmonth the IFF
AmendmentBill passed into law,
making it easier fordevelopers,
councils, andother infrastructure
providers likeNZTA touse levies to
help fund infrastructure.On topof
this,weare alsoprogressing the
replacementof the failed
DevelopmentContributions regime

withamore flexibleDevelopment
Levies systemthatwillmatchour
newflexibleplanning system.

Resource Management
Arguably, thebiggest improvement to
the infrastructure system is fixing the
ResourceManagementAct (RMA).
Consenting takes too long, costs too
much, andmakesdelivering the
infrastructureweneed toodifficult.

Wearenot just improvingbut are
fundamentally transforming the
consenting frameworkby replacing
theRMAwith twonewpiecesof
legislation: thePlanningBill and the
Natural EnvironmentBill.

Ournewsystemwill beeffects-
based, embrace standardisedzoning,
andbe farmorepermissiveand
enablingwhile alsoprotecting the
environment.

Weknewthat thenewplanning
systemwould take time tobed in. So,
in 2024,weestablished the fast-track
consentsprocess,whichhasbeen
incredibly successful.AsofAugust 14,
32projectshadbeenapproved—
representing tensof thousandsof
jobsandbillions in investment,with
more in thepipeline.

Lastly,wehave improved
educationandhealth infrastructure.
Whenwecame intooffice, the
averagecost of a classroomwas
$1.2m; thathasnowfallen toaround
$620,000.At the same time,we
deliveredmoreclassrooms in2024
thanLabourdid in2023—andeven
moreagain in 2025.Tocontinue this
goodwork,wehaveestablished the
NewZealandSchoolProperty
Agency,whichwill be focusedon
ensuringallKiwi kids can learn in
safe,warm, anddrybuildings.

Wearealsogettinghealth
infrastructurebackon track,
including throughourBuilding
HospitalsBetter approach.This
means takinga stagedapproach to
buildingand redevelopinghospitals;
applying standardiseddesigns;
consideringalternative financingand
fundingarrangements; andaligning
thedesignofhospitalswithwider
digital, clinical, andserviceplanning
forhealth. Smaller buildpackages
rather thanone largemegaproject is
enablingus todeliverhealthcare
faster to communities, and that’s
what theywant.

All thisworkacross the
infrastructure system isnot
necessarily sexy, but it’swhat’s
needed to fix thebasics and to set
NewZealandup foryearsof
prosperity into the2030sand
beyond. If that’smy legacyasMinister
for Infrastructure, I’ll behappy.

However, I amhungry todomore
forNewZealand.

So,what’s next?We’ll be releasing
our infrastructuremanifesto soon,
and Ihavea fewannouncements for
BuildingNations. Butwealsoneed to
keepdoingwhatwe’redoing. The
newplanning system.Assurance
changes. Better assetmanagement.

Weknowthat achievinggenuine
economicprosperity— thegreat
challenge facing this country—
dependson infrastructure thatmeets
ourneeds, is goodvalue formoney,
and isdeliverable. It’s the foundation
everythingelse is built on.

Forme, getting infrastructure right
meanspeople less concernedabout
thebackdropof anordinaryday, like:
“When ismy traincoming?” or “Will
mystreet beokay in this rain?”—and
insteadbebetter able to focuson the
ideas that are important to them.

IwantKiwis tobe free, ambitious,
andhaveaccess toabundant
opportunities—knowing theyare
backedbyanequallyenterprising
nation. Iwant all ofus toenjoybetter
lives. I trulybelieve thatour country,
at thebottomof theworld, can
choose tobewealthy,modern—and
prosperous. That’swhy I’m inpolitics.
● ChrisBishop isMinister for
Infrastructure,HousingandTransport
and is alsoMinister responsible for
RMAReform
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A national ambition is needed
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

N
ewZealandhasnever
lackedambition.Wehave
alwaysbelievedwecan
competewith larger

nations, solvedifficult problemsand
buildabetter future for thenext
generation.Whatwehave lacked, in
recentdecadesanyway, is aplan for
whatkindof countrywewant tobe.
Weneedanational ambition.

Rightnow, ourpublic conversation
focusesonmanagingdecline rather
thancreating growth.Weare
debatingwhat shouldbecutbefore
wediscusswhat shouldbebuilt.We
askwhere savings canbe found
beforeaskinghowprosperity canbe
created.

Youcannotmultiplybydividing.
Wewant toknowwhat sort of

infrastructureneeds tobebuilt over
thenext 30or 50years, but firstwe
have toanswer somebigger
questions.Whatkindofnationarewe
seeking tobecome?Whowill live
here,wherewill they liveandhow
bigdowewantourpopulation tobe?
What industrieswillmakeNew
Zealandwealthier?

Thesequestions thenhelpanswer
thenext set of challenges.Which
exportswill generate future
prosperity?What rolewill energy,
technologyandadvanced
manufacturingplay inoureconomy.
Onceweknow,wewill haveaclearer
pictureaboutwherewewant to
invest.

Coherent planning
Thesearen’t questions that belong
exclusively to governmentsorbusi-
ness leaders. Theyarequestions for
thecountry, for all citizens to think
about.Oncewehavegreater agree-
mentaboutwhereweareheading,
infrastructureandeconomic

planningbecome farmorecoherent.
Without this kindofplan, every

newGovernment starts fromscratch.
Priorities shift, projects arecancelled,
strategies are rewrittenanddebates
are reopened.Rather thanbuildingon
previousdecisions,we revisit them.
All ofwhichmeanswespendan

extraordinaryamountof time
discussingwhat todo, and far less
timeactuallydoing it. NewZealand
lovesadmiringaproblem,butwhen
it comes to finding solutionsand
turning them intoaction,wego round
incircles.

This is obviouswhen it comes to
infrastructure—billionsofdollars
wasted, railwaysandenergy
solutions that areneverbuilt. Butwe
arenot theonly sector impactedby
thumb-twiddling, andallNew
Zealanders loseout asa result.

Countries that knowwhat they
want tobecomebuild infrastructure
that supports that future. Thishas
beenoneof the strongest lessons
fromInfrastructureNewZealand’s
international studydelegations.

Whether in Ireland,Northern
Ireland, England,Denmark, Sweden,
NorwayorCanada,wehave
repeatedly seennationsasking the
samequestionbeforedecidingwhat
infrastructure tobuild:whatkindof
economyarewe trying tocreate?

In these countries infrastructure is
notviewedasanend in itself. Every
road, bridge, or tunnel that is built
grows theeconomy.Transmission
linesand railwaysare seenas amean
toachieve social progress and
climate resilience. Ports andwater
systemsexist because theyhelp
deliver anational purpose. Theability
to think long-termmeans that
construction followsapath that
makes sense: transmission
investment followsenergyambition.
Ports followexport and import
ambition.Housing follows
employmentambition.Transport
followseconomicgeography.

The ‘what’ before the ‘why’
InNewZealandweargueabout
individual roadsand rail linesbefore
wehaveagreedwhat economic
future theyare supposed to support,
let alone thenetwork theyarepart
of.Wedebate the “what” before
agreeingon the “why”.

That iswhy InfrastructureNew
Zealandhasbeencalling for a
national economicambition.This is
not about governmentspicking
winnersorwritingprescriptive
industrial plans asmarketswill
alwaysmore stronglydetermine
which firms succeed.

But successful countries areclear
about the sectors they intend to

compete inandbuild theconditions
that allow those sectors to flourish.

Thecountriesdoingbetter thanus
still havepolitical disagreements.
Theystill changegovernments. But
theyhavebuilt institutional settings
that allow long-termobjectives to
endure. Their per capita exports also
dwarfNewZealand’s,meaning the
money theyearnoffshorehelps fund
thequalityof livesand lifestylesof
their respectivepopulations. That is
the lessonNewZealandshould take.

InfrastructureNewZealand
believes three thingsareneeded.

First,weneedasharednational
economicambition that gives greater
clarityabout the industries and
opportunities thatwill underpin
futureprosperity. Secondly,weneed
bipartisancommitment to the long-
term institutional settings that
support infrastructureplanning,
fundinganddelivery.Governments
shoulddebatepriorities, but they
shouldnot continually redesign the
system itself. Third, infrastructure
investment shouldbealignedwith
thatnational ambition so that every
major investment contributes toa
coherent long-termdirection.

Thequestion is no longerwhether
NewZealandcanbuild infrastructure.
It iswhetherwecanbuild the shared
ambitionandpurpose; creatinga
moreproductive, prosperousand
resilientnation for generations to
come.
● NickLeggett is chief executiveof
InfrastructureNewZealand.
InfrastructureNewZealand is a
sponsor of theHerald’s Infrastructure
report.
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New Zealand needs plans
that outlast election cycles

Kieran McAnulty

I f there’s one thingNewZealand
hasbecome far toogoodat, it’s
changing itsmindabout
infrastructure.

A roadgets announced.A rail
project gets cancelled.Apublic
transportplangets redesigned.Anew
government comes inanddecides it
knowsbetter than the last one.Years
disappear, costs go through the roof,
and thepeoplewaiting for the
infrastructureare leftwondering
whether it’ll everhappen.

Whetheryou’re sitting in traffic in
Auckland,waiting for safer roads in
theWairarapa, trying tomove freight
through the regions, or relyingon
ageingwater infrastructure, youdon’t
carewhichparty gets thecredit. You
justwant the jobdone.

That’s theattitudeLabour is taking.
Infrastructure shouldn’t bebuilt

aroundelectioncycles. It shouldbe
built aroundwhat’s best forNew
Zealandover thenext 30or 40years.

Theconstant stop-start approach
is costingus a fortune. Every time
governments scrapprojects that are
alreadyunderway,wedon’t just lose
time,we throwawayyearsof
planning, redesignwork,
procurementand investment. Then,
when theneed inevitablycomes
back, taxpayers enduppayingeven
more to start again.

That’s notbeing fiscally
responsible. It’swastingmoney.

That’swhyLabourwill commit to

not cancellingmajor infrastructure
projects that arealreadycontracted
or funded fordelivery.Oncewe’ve
made thedecision tobuild something
andsignedon thedotted line,
governments should follow through.
Businesses,workers and
communitiesdeserve that certainty.

Anyone runningaconstruction
companywill tell you the same thing.
Theycan’t invest inapprentices,
machineryornew technology if they
haveno ideawhetherworkwill
disappearafter thenext election.The
boom-and-bust cycledoesn’t justhurt
the industry, it drivesupprices for
everyone.

We’ll alsomake sureeverymajor
new infrastructurecommitment is
independently reviewedby the
InfrastructureCommission.
Politicianswill alwaysmake the final
call, that’s democracy, but those
decisions shouldbe informedby
evidence, notwhoever canshout the
loudestor cut thebiggest ribbon.

Goodgovernments aren’t afraidof
goodadvice.

Labouralsobelievesweshould
workalongside theprivate sector to
getprojects builtwhilekeeping
strategic infrastructure inpublic
hands. This isn’t an ideological
debate. It’s about getting thebest
outcome for taxpayerswhilemaking
sureNewZealanders continue toown
theassets thatmatter.

We’ll alsoprotect the transport
corridorswe’ll need in the future. It’s
a lot cheaper topreserve space for
a roador a rail line today than it is
tobulldozehousesorbusinesses 20
years fromnowbecausenoone
thought ahead.

This shouldn’t be a left versus right
issue.

Thebridgedoesn’t knowwho
voted for it. The roaddoesn’t care
whichpartyannounced it.A train line
doesn’t becomemoreor lessuseful
dependingonwho’s sittingon the
Treasurybenches.

Ifwecanbuildabroadagreement
on the infrastructureNewZealand
needs, everyonebenefits.
Communities get certainty.
Businesses get confidence to invest.
Workers get steady jobs. Taxpayers
get bettervalue formoney.Most
importantly,we stopwasting time
arguingaboutwhether tobuildand
getonwithactuallybuilding.

That’s howwe leave thecountry
inbetter shape thanwe found it.
● KieranMcAnulty is Labour’s
Infrastructure spokesperson

Consensus needed to stop
infrastructure going backward

Julie Anne Genter

TheNewZealandpublic and
industry are increasingly
keenoncross-party agree-
menton infrastructure, and

I’ve seen that reflected inpolitical
panels I’veparticipated in recently.

There is noquestion thatour
countryhasnot benefited fromsome
infrastructureprojectsbeing treated
aspolitical footballs. Largeprojects
takemultiple electoral terms tobe
built, and changesofgovernment
have seen significantprojects
cancelledor delayed, like the
replacementof the Interislander
ferries andassociatedwharf
infrastructure. Inmanycases, the
problemdefinitionhadnotbeen
clearly identifiedbeforeembarking
onproject designanddelivery, and
scopecreeporballooningcostswas
the reasongiven for cancellinga
project.

It is fair enough towant to spend
public funds in a carefulway. The
stop-start approach, however, is also
increasingcosts anddamaging for
buildingupour capability and
capacity todeliver infrastructure.

Inother cases, public entitieshave
notundertakenappropriate asset
management andpublic
infrastructurehasbeen rundown,
oftenbecausebuildingnew thingsor
savingmoneyhas takenpriority and
therewasn’t anexplicit requirement
to invest inmaintenanceand
renewals. This alsohas costs and
consequences for thepublic.

TheNational InfrastructurePlan,
deliveredby the Infrastructure
Commissionearlier this year,
identifies anumberofpriority
recommendations that havebeenall
or inpart acceptedby theCoalition
Government, and fully acceptedby
theGreenParty andotheropposition
parties. This offers a cleardirection
for a level of political consensus.

Wehave limited resources, so
determininghowtheywill beused
will alwaysbe somewhatpolitical.
But hopefullywecan reacha level
of agreement to significantly lift our
assetmanagementgame,with an
evidence-informedapproach to
prioritisingnew infrastructure.

Withvolatile fossil-fuel prices and
increasinguncertainty about supply,
I hopewecanalsoget a level of
political consensusabout energy
efficiencyandelectrification. This
has longbeenacoreGreengoal.
JeanetteFitzsimons, the founding
GreenParty co-leader, introduced
the legislation that set upEECA, the
EnergyEfficiencyandConservation
Authority, and led thework that
resulted inahighly successful home
insulation scheme, aswell aspilots

of homesolar projects andclean
heatingdevices. EECAover the last
decadehas also supportedelec-
trificationof vehicles, and theGIDI
fund that supportedbusinesses tran-
sitioning toelectric. Nowwehave the
opportunity togomuch further.

Byprioritisingenergyefficiency in
our transport system, of our vehicles,
indomesticmanufacturing, and in
ourbuildings,NewZealandhas the
opportunity for real productivity
gains. Public infrastructure choices
are critical to this end.Howwe
regulatevehicles andbuilding
standardswill influencehowmuch
energyweneed touseeveryday.

Governmentpolicy, suchas
grantsor low-interest finance, can
support people andbusinesses to
switch to electricmachines, powered
byaffordable andabundant renewa-
ble energy likehomesolar andbatt-
eries. This offersusproductivity
gains andmoreaffordable lives. It
will support cleaner air. This, in turn,
willmean less sickness and fewer
hospital admissions.

Onapanel hostedbyEngineering
NZ, Iwaspleasantly surprised tohear
ministersChris BishopandShane
Jones creditingme for talkingabout
somesensible improvements to road
investments formore thanadecade
andahalf.

After confronting theunaffor-
dablepolicyofRoadsofNational
Significancepromotedby former
Minister of Transport SimeonBrown,
theCoalitionGovernmenthasnow
conceded thatwecan’t afford to
buildmanymore four-laneexpress-
waysandcertainly not at adesign
speedof 110km/h. This is no longer
just aGreenview, it haspolitical
consensusbecause themaths just
doesn’t addup.

Nevertheless,we can improve the
ability tomovepeople andgoods
around thecountry.Wecanbetter
maintainour existing roadsand
improve their safety.Wecan invest
in affordablepassenger transport
services andbetter useourexisting
rail and sea routes for some freight.
This is preciselywhat theGreenParty
hasbeen supporting fordecades.

The swap toelectric cars and
machines is happening, andgrowth
of renewablegeneration like solar,
windandgeothermal is inevitable.
The faster it canmove,withGov-
ernment support, thebetter off our
countrywill be. I hope to seemore
support across thepolitical aisle for
amove toenergyefficiencyand
renewables, andaway fromfossil
fuels, thatwillmakeNewZealand
moreaffordable andproductive.
● JulieAnneGenter is theGreen
Party’s spokespersonon
infrastructure.

Bipartisanship to the
fore as election nears

RMA reform to ease the burden
Simon Court

N ewZealandhas spentmore
than30yearsmaking it too
difficult tobuild.
It is toohard tobuilda

home, apower station, abusiness, or
the infrastructure agrowingcountry
needs.Often it takes longer toget
permission than it does toactually
build.

EveryonehasaResource
ManagementActhorror story. For
infrastructurealone, consentingcosts
areestimatedat $1.3 billionayear.

Thosecosts donotdisappear.
Theyendup inyourpowerbill, the
priceof anewhome, council rates,
or theykill projects beforea shovel
hits theground.

Acthas longunderstood theRMA
isamillstonearoundNewZealand’s
neck.DavidSeymour recruitedme to
fix thatproblem.This term, alongside
MinisterChrisBishop, I havebeen
gettingonwith it.

Wehave introduced fast-track
consenting, amended theRMAand
improvednationaldirection.The
NationalPolicyStatement for
Infrastructuremeans that, for the first
time, theplanning systemexplicitly
recognises the importanceof
infrastructure.

Thesechangeshelp, but there is
only somuchyoucandowitha law
that is fundamentallybroken.

That iswhyweare replacing the
RMAwith thePlanningBill and
Natural EnvironmentBill.

Theprinciple behind thenew
system is simple. Your land isyour
land.You shouldbeable touse it as

yousee fit, providedyouarenot
harming someoneelse’s propertyor
theenvironment.

Thatmeansahigherbar for the
effects theGovernment regulates. It
means standardapproaches that can
beusedagain andagain, insteadof
councils andapplicants reinventing
thewheel for everyconsent.

It alsomeanshaving thebig
argumentswhennational
instruments andplansaredeveloped.
Weshouldnot force individual
projects to relitigate the same issues
every timesomebodyapplies for a
consent.

Therewill be stronger
accountability too.ThePlanning
Tribunal and regulatory reliefwill
givepeople somewhere to turnwhen
council rules andprocesses go too far.

Theeconomicgainsare
substantial. Estimates suggest the
newsystemcould reduceconsenting
volumesbyup to46%andaddup
to$3.1b ayear toGDPby2050.

The select committeehasnow
reported thebills backafterhearing
fromNewZealanders.Wewillmake

final refinements at thecommitteeof
thewholehouse.

There is still plentyofwork todo.
Reducing thenumberof consents
demanded fromover40,000per
annumtocloser to20,000willmake
ahuge impact oneveryNew
Zealander. If that still seems like a lot
of consents, that is because it is still
a lot of consents.

In the 1990s, around5000peryear
was typical.Wehaveset thedirection
but there ismuchmore todo to
unlockNewZealand’spotential.

The infrastructure sectorwants to
knowwhat the rulesunderneath the
legislationwill look like. Fair enough.
Wewill soon releasean illustrative
NationalPolicyDirection socouncils,
developers and infrastructure
providers canseewhere the system
isheadingand tell uswhatworks
before formal consultation.

National standardswill alsobe
rolledoutprogressively. If an
approachworks, there isnogood
reason to invent adifferentone in
everycouncil area.

FordecadesNewZealandhas
arguedabouthow to fix theRMA,
while thecost of buildinghasgone
upandprojects have stalledor
disappeared.

Weare finally replacing it.
NewZealanderswant affordable

homes, reliablepowerand the
infrastructureof a first-worldcountry.
TounlockNewZealand’spotential,
wehave to let peoplebuild.

It’s time tobuild.
● SimonCourt is Parliamentary
Under-Secretary to theMinister
Responsible forRMAReform
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Port delays mean exporters face uncertainty
International shipping won’t
wait while our internal issues
are being decided on, writes
Joshua Tan

F or the last severalmonths,
ExportNZhas talked to
exporters all over the
country regarding the things

theywant from thenext government,
aheadof releasingourPre-Election
Blueprint.Oneconcernmentioned
more frequently thananyother is the
cost and reliabilityof the
infrastructureused to get their goods
to internationalmarkets.

According toourmost recent
ExportBarometer, amajorityof
exportersnamed thecost and
availabilityof transport and logistics
as amajor obstacle, andmore than
half stated that theyhadexperienced
delayed transit times.NewZealand
can’t domuchabout eventsplaying
out in theStrait ofHormuz, but it can
makeadifference tobottlenecks
closer tohome.

TaurangaHarbour is just one
example. It is thenation’s biggest and
most important export entrypoint
anddealswithnearly40%ofNew
Zealand’s exports, comprisingalmost
all of ourkiwifruit anda largepart
of ourdairy and forestryproducts.
Theport is alsoworkingnear its
capacity. Last year it had to turn
downasuggestednewshipping

service to theAmericaswhichwould
have savedexporters and importers
anestimated$65 to$90millioneach
year in freight charges.

Aproposal to extend theport’s
berths, theStellaPassage
development,was indicated in
regionalplans as farbackas 2003, and
preparation for a resourceconsent
applicationbegan in2018.

In2020 theportunsuccessfully
sought fast-trackapprovalunder the
Covid-19 recovery legislation, before
its applicationwas referred instead to
theEnvironmentCourt,wherepartial
consentwasgranted—but that
decisionwasappealedbefore it could
takeeffect.

Nearlyadecadeon, thematter is
stillwaiting for adecisiononeway
or theother, after theport opted to
put thecourt processonholdand
pursueanapplicationunder thenew
Fast-trackApprovalsAct.

Thosewhochallenged the
developmentwere, for themostpart,
local hapū—among themNgātiKuku
andNgāHapū oNgāMoutere, hapū
affiliatedwithWhareroaMarae,
which sits close to theMount
Maunganuiwharves. Their
objections restedon inadequate

consultationand thecultural effects
of thedevelopmentonTeAwanui
TaurangaHarbour—concerns that
nearlyadecadeofprocesshas still
not resolved, and forwhich the
EnvironmentCourt has sinceordered
thePort to compensate themfor the
wastedcost ofpreparingcultural
evidence thecompany itself should
haveaddressed fromtheoutset.

TeAwanuiTaurangaHarbour is of
great importance to local iwi and
hapū.

Having togo through thecourts
timeandagain tochallenge the same
issue, at a cost ofhundredsof
thousandsofdollars, is asmucha
frustration for themas the lackof
certainty is for exporters.

That is themain issue. It’s not about
whetherone sidehaswonand
anotherhas lost. Rather, the system

has takenupmostof adecade
withoutprovidingany lasting
solution toanybody.Moreover,
Tauranga isnot an isolatedexample.
A2021 report by the Infrastructure
Commission stated that consenting
delayswere costing thecountry
about $1.29billioneachyearand that
itwas takingalmost twiceas long to
grant consent for amajorproject as
it had fiveyearsbefore.

Suchuncertainty isdamaging
because it discourages investment,
causes shippingcompanies (whose
competitive rivalryhelps tokeep
freight costs in check) topull back
and, over time,makesNewZealand
a less appealingplace for
international services.AsBusinessNZ
hasalreadynoted in its submission
on theResourceManagementAct
reforms, constant changesof

directionundermine thecertaintyon
which infrastructure investment
depends.

International shippingwon’twait
while these issues arebeingdecided
upon; instead, ships aregettingbigger,
the routesare changing, and the first
fleetsusing low-emission fuels (such
as thegreenhydrogen, ammoniaand
biofuels thatNewZealandmayone
dayproduceandexport) are
appearing. Ports that cannothandle
themwill be left aside.

Regardlessofwho is in
government, businessneedsa
systemthat canproperlyand
promptlydealwith thesematters:
one that allows timely investment in
transport, digital andwater
infrastructureofnational and
regional importancewherebygoods
canget tomarket, togetherwitha
long-termnational freight strategy
whichensures thatourports,
railroads, roads andborder systems
are ready tohandle largervessels and
newtypesof fuel.

Exporters arenot looking for
shortcuts; theywant certainty so they
canplanaccordingly.
● JoshuaTan is executivedirector,
ExportNZ
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Plan for risks and opportunities
Boards can’t just
manage risk, they
have to seize
opportunities,
Julia Hoare tells
Fran O’Sullivan

If you have toomany
people just focusing on
risk without taking the

time to think about
opportunities, then

you’re likely tomiss the
opportunities.

Julia Hoare

N 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 asmuchdomestic 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 theHerald. “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 reallywant tomake sure
that they’re 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.

But that advantage can be eroded.
Policy volatility, especially around
core infrastructure regimes, feeds
directly into the cost of capital and
thewillingness 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 onwhich 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.”

ForHoare, 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.”

From risk registers to opportunity
registers
If policy risk is one side of the ledger,
geopolitics is the other.

TheMiddle East conflict andwider
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

earth, and it wasn’t scorched enough,
and we kept 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 us a lot ofmoney.We slowed
down other contracts.

“Wedidwhatwasat that stageNew
Zealand’s largest capital raise, and we
went very, very quickly becausewe’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 fundswhenwe
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-

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.

Boards fit 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
fromhub-airport leadership to airline,
engineering and large-project experi-
ence alongside strong financial and
capital markets expertise.

Crucially, she says, boardsmust 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
toomany people just focusing on risk
without taking the time to think about
opportunities, then you’re 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’t fix 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—andboards equippednot just
to survive shocks, but to turn them
into long-term opportunities for New
Zealand Inc.

Five questions every NZ
infrastructure board should ask

1.Whydoweneed this asset and
will it build resilience for the
companyandNewZealand Inc
overmultiple cycles?
2.Howexposed is this project to
shifting regulation, consenting
rules,marketdesignand
geopolitical risk—andhowcanwe
reduce that volatility?
3.Havewe runcredible ‘scorched
earth’ scenarios, anddoesour
capital structure still holdunder
thoseconditions?
4.Foreachmajorgeopolitical risk
onour register,what
correspondingopportunity could
webechasing?
5.Dowehave thediversityof
experience—and thehelicopter
view— tochallengemanagement
onboth the risks and the
opportunities?
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Future generations need
assets, not liabilities

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

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 SinclairI
t’s frankly a longoverdue relief
to seeourpoliticians— fromall
sidesand fromcentral and local
government—acknowledging

theneed to commit toan
infrastructurepipeline that endures
throughpolitical cycles andensures
themarket preparesand responds.

Apipeline that supports growth,
jobs, prosperity.Great stuff—weneed
this.

Andwekeeppushing—askingour
politiciansand leaders toarticulate
anambitiousvision for futuregrowth
underpinnedby infrastructure
investment.

But addressingour infrastructure
deficit is not just aboutwhatwe
shouldbuildnext: arguablyourmost
urgent challenge is howweproperly
maintain—andget thegreatest
benefit—outofwhatwealreadyown.

Thishasbeenclearly calledoutby
the InfrastructureCommissionTe
Waihanga.Thecommissionnotes
mostof the infrastructurewewill rely
on incomingdecadesalreadyexists.
TheNational InfrastructurePlan
recommendsmaintenanceand
renewalsneed tobe the first

investmentpriority. Likedeathand
taxes, nothing ismorecertain than
assetmaintenanceand renewal. In
manyareas,NewZealandhasbeen
doingapoor jobof it.

Therearea setof clear
recommendations in theNational
InfrastructurePlan forourpublic
sector, includingunderstandingwhat
assetswe’veactually got andwhat
state theyare in, ensuringasset
management systemsareput in
place, andallocating funding to
renewals first—all rightly linked to
a long-termviewofperformanceand
service levels.

And tobe fair, theGovernment is
responding. Thereare sensible
initiatives that, althoughobviousand

overdue,we shouldbe loudly
applauding: aworkprogrammeto
support assetmanagementand long-
term investmentplanningand the
statehighwayand rail renewal
programmes.

When infrastructure ismaintained
properly, the roads stayopen, the
waterkeeps flowing, the lights stay
on, thehospitals keepoperating,
schools remainwarmanddry.

This isnot anargumentagainst
growthornewprojects— in fact quite
theopposite.Howwechoose the right
newprojects to invest in— the
foundation for economicgrowth—
mustbebasedonmaking themost
ofwhatwealreadyhave.

Thereare somanyreasonswhy

prioritisingmaintenanceofour
existing infrastructure is about
growth, jobsandprosperity.

It is oneof theclearest oppor-
tunities to improveproductivity.
Plannedmaintenance is better than
expensive reactive fixes;making sure
wegetmaximumvalueand
performance fromexistingassets
(includingnetworkoptimisationand
demandmanagement)meanswecan
workoutwhat is thebest additional
asset to invest in; and integrating
asset renewalwithclimate
adaptationand resilienceplanning
helpsavoiddigging the roadup twice.

Wecan stopkicking liabilities
down the roadandminimise the risks
ofmaintenancebacklogsand
unnecessaryasset failures.

Weneed to squeezeevery last
dropofbenefit fromourexisting
assetsby lookingafter themsowe
canmaximise the funds that are
available fornewprojects.

On the faceof it, championingan
infrastructurepriorityof “fix it first”
maynot sound likean inspiring
nationalmission—but it is.

Thequestionofwhetherweare
beinggoodstewardsof theassets that
underpinour economydeservesas
muchattentionasplanning reform,
infrastructuredeficits and funding
gaps.

Theblunt challenge, of course, is
that assetmaintenance just isn’t that
sexy— it’s never theglamorous idea
in the room.But actually, it canbe
just as ribboncutting-worthy.

Thereareoffshoreexamplesof
innovativedelivery structures

supporting long-termcontracts for
maintenance, renewal andexpansion
of existing assetnetworks. Innovative
fundingand finance structures that
accessprivate capital, capability and
resourcesand lock in long-term
service standards andqualityover
asset life canbeused.

Thisdoes require aculture shift—
fromall ofus.Aswe look forward to
whatNewZealandneeds to support
aproductiveeconomy inwhichwe
all thrive,weneed tobebeatingour
drums just as loudlyabout looking
afterwhatwe’vegot aswehavebeen
fordemanding thenewshiny
projects.

Ifweare tobuild thebestplatform
for growthand futuregenerations,we
shouldbedemanding that akey
measureof success is “whatdoesn’t
fail”.

Wehavean intergenerational
responsibilitywith infrastructure
decisions—wewant future
generations to inherit assets, not
liabilities.

Thirtyyears fromnowwewon’t
be judgedon thenewprojectswe
decided tobuildbutonhowall of our
infrastructure—oldandnew—
supports theeveryday lifeof
communities so thatpeopleand
businesses thrive. Let’smake the
mostofwhatwehavesowecanbuild
whatweneed.

● SarahSinclair is adirector at law
firmHarmosHortonLuskanda former
memberof the boardof theNew
Zealand InfrastructureCommissionTe
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

Measure, assess, and
monitor, as the guardians

of tomorrow’s
infrastructure are the

students of today.
Cameron Bagrie

H ere is thebasic
infrastructureequation—
and it comes fromthe
Infrastructure

Commission.
● “Wespenda lot on infrastructure,
butwedon’t alwaysget goodvalue.
NewZealand investedaround5.8%of
grossdomesticproduct (GDP)
annuallyon infrastructureover the
past 20years,makingusoneof the
top spending countries in the
Organisation forEconomicCo-
operationandDevelopment (OECD).”
● “Yetwe rank towards thebottom
forefficiency, or ‘bang forbuck’.”
● “In 2022,wespent almost $5000
for everyperson in thecountry (in
2025dollars).”
● “Wehave 1175 land-use zones
across67 territorial authorities. Japan
—whichhasmore than20 times the
populationofNewZealand—has 13.”
● “NewZealandmust get better at
assetmanagement.Atpresent, asset
managementmaturityvaries
betweensectors, and tends tobe
lowest for central government social
infrastructureproviders likehealth,
justiceandeducation.Contributing
factors includea lackofunder-
standingandawarenessof the
importanceof assetmanagement,
inadequate informationonassets, a
lackof transparencyandaccoun-

tability, and insufficient enforcement
of bestpractices.”

Prioritising the rightprojects,
better assurancearoundprojects,
efficient legislationand regulation,
better spatial planning, abetter
strategy for capital allowancesacross
thepolitical cycle that givesbetter
funding signals, effective land
transport funding, assetmanagement
performance reporting . . . the list goes
on in termsofwhatneeds tobedone.

Thesearenear-term levers. I’m
moreworriedabout the funda-
mentals and the long-term.

Let’s get real andhonest about
things. There is nopoint building stuff
(the spend) if youcan’tmanage it.We
buildandmismanage.Wecansee
that in thecapital productivity
numbers (howefficientlyweuse

capital todrive growth),which is
consistentlyanegativenumber.

So, let’s havea talkabout
educationand linking it to
infrastructure; bothare long-term
investments. The infrastructure
managers andengineersof tomorrow
are the schoolkidsof today.

I’ve consistently taken theview
that theeducation standardsof today
will definewhereNewZealandwill
be in30years. Today’s students are
tomorrow’s leaders.

According to the Ipsos Issues
Monitor, education is rankednumber
10on importance. It needs tobeat
theepicentreof theupcomingelec-
tion. It traverses somanyareas.
Student achievement isdecliningand
equity isnot improving. Thatwill
have long-termconsequenceseco-
nomically andon the social/political
footprint.

Theempirical evidence ispretty
clear, according to theOECD,
“Schoolingquality andequityare
importantdeterminantsof individual
earnings, thedistributionof incomes,
productivityandeconomicgrowth.”

Commonsense tellsusbetter-edu-
cated students shouldbeable toman-
ageprojectsbetter, that is theywill
bebetter atmaths. If youwanta
defining issue, here is abasicone:
Infrastructure involvesmaths.Any
project inherently involves a lot of
dataandmeasurement.Get the
specification right onbuilding that
bridgeor road. Lacking thosebasic
requirements, youareheading in the
wrongdirectionormismanagement
of assets.

According to theOECD,New
Zealandhas seenadeclineof almost
29points in theaveragePISA
schoolingmeasure scorebetween
2006and2018. Thatwill eventually

reduceaggregateproductivityby
close to fourpercentagepoints.Ouch.

The fact that theOECDhadan
entire chapteroneducation in its
2024EconomicSurveyofNew
Zealandwas telling.

So, heading into this election,my
suggestion isweheed thewordsof
theOECDwhen it comes tonumbers.
Measure, assess, andmonitor, as the
guardiansof tomorrow’s infrastruc-
tureare the studentsof today.After
all, a lot ofnumbers sit behindevery
infrastructureproject. Let’s be
numbers-literateandnot the reverse.
Thisneeds tobe fullyembraced
across thepolitical spectrum.
● “Validand reliable evaluationand
assessment that leads to
improvementsof educationpractices
and lifts student learningarekey to
establishingahigh-performing
education system.” (OECD, 2013)
●There is no singlebest-practice
model for anassessment system,but
it is important tobebasedonahigh-
quality, coherent curriculumwith
standardsand learningprogression
documents;withawide rangeof
assessments; and that it sets clear
external referencepoints in termsof
expected levelsof student
performanceatdifferent levelsof
education.
●There is also insufficient
measurementof individual child
progress against achievement
standardsandsystematic school-
level reporting toadministration
throughoutprimaryandsecondary
schooling.
●There is anurgentneed to
complement theexistingassessment
systembysystematicallybetter
measuringhowmuch individual
progress childrenaremakingagainst
well-specified standards.

● Introducingnewregular
assessmentsof students in reading,
writingandmathematics fromyears
threeandeight; introducingcommon
reporting templates soparentsknow
howtheir child isprogressing in these
coreareas; introducinganew
assessmentnear theendofyear 2 to
checkbasic skills like counting,
phonics, and letter formation.
●Arevisednationaldata collection
and reporting framework that
focusesonchildren’s progress
towardscommonachievement
standards in literacy, numeracy,
science, etc, shouldbe rapidly
reinstated.

Anypolitical party thatpushes
against suchbasic conceptsneeds
callingout. Notmeasuringor
acceptingbenchmarking goes right to
theheart of futureeffectiveness in
manyareas, including infrastructure
andassetmanagement.

Student achievementat the
primaryand secondary levels is
gettingmoreattention, and rightly so.

The tertiary sector sneaksunder
the radar somewhat.

Maybe it needsmoreattention.
NewZealanduniversitiesdonot rank
highlywhencompared toglobal
peers. Lordknowswhat ishappening
with thepolytechnicdebacle in
Hamilton,which seems tohavegone
off the radar.

The bottom line
Weneedmore “bang forbuck”when
it comes to infrastructure.At theheart
of that is havingpeople capableof
delivering. Today’s students are
tomorrow’s asset andproject
managers.Make sure theyknow
maths.
● CameronBagrie is principal
economist at BagrieEconomics
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From expensive to indispensable
We know the cost of infrastructure, but dowe know its value, asks Beca New Zealand’s Andrea Rickard

Imagine Auckland
without the Harbour

Bridge. Yet when it was
proposed, many

questionedwhether the
cost could ever be
justified. Today it is

difficult to imagine the
city’s economy andway

of life without it.

Decisions taken in the 1950s to construct hydro schemes are a great example
of infrastructure vision, says Andrea Rickard.

N ewZealand rightly focuses
on thecost of
infrastructure.Weneed the
same level of focuson the

value it creates.Wedebatewhat
infrastructurecostsus today farmore
thanwediscusswhat it enables for
usand for thenext generation.

Beforewe’ve finishedourmorning
coffeewe’vealready reliedonbillions
ofdollars of infrastructure.Water
arrivedatour taps.Wastewater left
ourhouses. Electricitypoweredour
kettles. Roadsgot kids to school.
Mobile towers connectedourphones.
Stormwaterdrainsprotectedour
streets fromflooding.Noneof this
happensbyaccident.

This is a landmarkperiod forNew
Zealand infrastructureandcity-
shaping.Watercare’snewCentral
Interceptorwastewater tunnel is
runningunderneath swathesof
Auckland.Auckland’sCityRail Link
isopening.OneNewZealandStadium
atTeKaha ispullingpackedhouses
inChristchurch. Stage 1of the
TakitimuNorthLink in theBayof
Plenty is progressivelyopening. Two
brandnewrailway stationshave just
opened in southernAuckland,
supportingnewhomes, jobsand
communities, andnewwharf and
terminaldevelopments and the
electrificationof ferries are
revitalising thePort ofAuckland.

Eachof theseprojects andmany
others that are smaller but regionally
critical are the result of years of effort
toplan, agree, fundanddeliver. Every
project is anopportunity tocreate
lastingvalue for acommunity, city
andnation.

ManyNewZealandersunder-
standablydon’t spendmuch time
thinkingabout infrastructure.Yet
every servicedependsonassets that
mustbecontinuallymaintained,
renewedandeventually replaced.
Wereadily see thecost of those
investments, butwe rarely stop to
consider thevalue theydeliver every
singleday.

The visionary 1950s
Thedecisions taken in the 1950s to
constructNewZealand’shydro
energy schemesare agreat example
of infrastructurevision. Therewasan
imperativebecauseofpersistent
powercuts across thecountry. The
nationunderstoodsomethingmajor
needed tobedone.Today theeffects
aremorediffusebutno less stressed:
traffic congestion, energycosts,
extremeweather, natural hazards,
regionaldebtburden.

The incredible thingabout the
1950shydroenergy schemes is that
theybuilt five times thecapacity that
wasneededat the time. Perhaps they
simplyunderstood that futurepros-
perity requiredconfidence, not
caution.

The ideal outcomeof everything
wedoasplanners, designers and
engineers is that things justwork,
seamlessly, almostunnoticed.Things
gobetter, smoother, faster, cleaner,
more joined-upanduse less carbon,
everyday. Becahasbeenprivileged
tocontribute to the formative steps
of theCityRail Link in awider team
planning the route selection,
designationandconsenting, and
more recently getting theback-of-
house systemsoperational. The
13km-longCentral Interceptor tunnel
underAucklandhas involvedBeca in
groundengineering, environmental
andsustainability services. These
landmarkprojects have involvedbig
decisionsandhuge teamsworking
together toplanandexecute. That’s
whathelpingour cities growand
thrive looks like. This is infrastructure
tocelebrate.

Infrastructure ROI is hard to argue
with
Consider that nearlyeveryconse-

quential pieceof infrastructureever
built hasbeencalled tooexpensive
at the time.Withinageneration,
almost everyoneof themhasbeen
recognisedasbeing irreplaceable.
TheEiffel Towerwasdenouncedas
adisgraceful skeleton.TheSydney
OperaHousewas calleda scandal.
London’sElizabethLine came in£4

billionoverbudget andhasalready
added£42billion to theUKeconomy.
TheUS Interstate systemwas
opposedat everymile and isnow
valuedasoneof themost significant
peacetimeeconomicassets any
governmenthas everbuilt. The
GoldenGateBridge,HooverDam,
ChannelTunnel andPanamaCanal

allwentoverbudget andwere
vigorouslyopposed.

ImagineAucklandwithout the
HarbourBridge.Yetwhen itwas
proposed,manyquestionedwhether
thecost couldeverbe justified. Today
it is difficult to imagine thecity’s
economyandwayof lifewithout it.
Whatonce lookedexpensivenow
looks indispensable.

The insight is thatweoften focus
intenselyon thecost of infrastructure
andpay far less attention to thevalue
it createsover generations.World
Bankbenefit-cost ratio analysis
across 3000modelled infrastructure
investment scenarios found that96%
producednetpositivebenefit-cost
ratios.

I believe that theseequations
applyequally toAotearoa.A2026
SustainableBusinessCouncil report
estimated that the first stageof
investment to transition toan
innovation-driven, low-emission
economycoulddeliver annualGDP
increasesof $33billionby2050.

Tobeclear, I fully endorse the laser
focuson thecost of infrastructure.We
alsoneedboldnessupfront to invest
in trulypoweringgrowthand
productivity.

Defence and offence
ThegeographyofAotearoa shapes
our infrastructure challenge.Weare
geologicallyyoung, exposed to
natural hazards, andmuchofour
populationand infrastructure is close
to thecoast.

Weneed toprotectwhatwehave
fromstorms, floodsandnatural
hazards,while alsobuilding for
growth.Thatmeansmaking smart
decisionsaboutwherewebuild
homes, businessesandpublic
services, andensuring transport,
water andenergy systemswork
together, rather than in isolation.

Thechallengeboils down tohow
projects are funded through
government,whichhas theprincipal
roleof advancing thenation, and
private investment,which is
available around theworld forwell-
plannedprojects. The stop-start
incremental approach to
infrastructurebetweenelectoral
cyclesover thepastdecadeshas
deliveredhighlyvaluable individual
projects, but haswoefullydeferred
assetmaintenance, leakedskilled
talent fromour infrastructure
workforce, and largely ignoreda
once-in-a-generationopportunity to
unlockmore renewableenergy.

Getting us to hum
Toooften, infrastructuredecisions
aredrivenbywhat looksaffordable
in thisyear’s budget rather thanwhat
will create the greatest valueover the
next 50years. There is
understandable cautionabout
borrowing to fund the infrastructure
that could really getus tohum.But
poor-quality infrastructure is still
debt.Deferringmaintenanceon
infrastructure is like refusing to fix a
leaking roofbecauseyou’re trying to
savemoney this year. Thebill doesn’t
disappear. It gets bigger.

Thechoice is notwhetherwepay
for infrastructure, butwhen.Wecan
investdeliberately todayorpay far
more for failure tomorrow.Every
generationbenefits from
infrastructure it didnotbuild itself.

FutureNewZealanderswon’t
thankus for the infrastructurewe
talkedabout. They’ll thankus for the
infrastructurewebuilt.

● AndreaRickard isManaging
DirectorNewZealand, Beca.
Beca is a sponsor of theHerald’s
Infrastructure report.
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How to sell assets — and win elections
New Zealand could learn fromNew SouthWales’ asset recyclingmodel, says Oliver Hartwich

It was strange that the $702million Chorus
sale got hardly any coverage. Because this
swapping of old assets for new is an issue

onwhich this year’s election could be
fought.

Oliver Hartwich

Could Nicola Willis and Barbara
Edmonds sit down together to
find out whether bipartisanship
on asset management is
possible, asks Oliver Hartwich.

Photo / Michael Craig

Fromassets to infrastructure

Asset recycling converts mature
commercial holdings into
infrastructure that New Zealand
needs, with proceeds ring-fenced
for capital investment only.

MixedOwnershipModel
Businesses where the New
Zealand Government holds a
majority stake of 51%.

Based on market valuations and
independent commercial
assessments.
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About$24billion**

A fortnight ago, the
Governmentagreeda sale
worth$702million.
NicolaWillis andChris

Bishopsold the loans theCrown
made toChorus tohelpbuild the
ultrafast broadbandnetwork, for
$60mabovebookvalue.

Themoney,wewere told,will go
to theCambridge toPiarere
expressway,hospital upgradesand
newclassrooms.

Itwas strange that theChorus sale
gothardlyanycoverage. Because this
swappingof oldassets fornew is an
issueonwhich thisyear’s election
couldbe fought.

OnNovember 7,NewZealanders
will choosebetween twostories
aboutwhat the stateownsandwhat
todowith itsholdings. Christopher
Luxonwants a “matureconversation”
about sellingassets theCrownhasno
reason tohold. ChrisHipkins
promises to sell nothing, and to try
to lockpublic assets away inanew
FutureFund.

However, a comprehensive,
bipartisan strategyonasset
management is stillmissing. The
Chorus salewasan isolated incident
and, after a changeof government,
the$702mcould still beused for
somethingelse.

Nomatterwhowins inNovember,
theywill face the samechallenge.Net
debt is heading for apeakof 46%of
GDP in2028, close to the50%
Treasurycalls prudent andwell
above its 40% target. Surplusarrives
in2029atbest. But the longerview
is evenworse: Treasuryprojects that
debtwill reach200%ofGDPby2065
as thepopulationages, unless
superannuationandhealth settings
change.

Theallowances fornewcapital
spending, $3.5 billionayear, stand
against an infrastructure shortfall the
InfrastructureCommissionhasput in
the tensofbillions.

Thenext FinanceMinister cannot
borrowthegapaway.And increasing
taxeswouldbe the surestway to
chokewhatever greenshoots growth
wemight get.

But thenext FinanceMinisterwill
havea substantial portfolioof assets,
about $600bworth. It includes some
theCrownneverneeded: 112 farms,
apostal service, a televisionchannel
andsome$15bof shares in four listed
companies.

Fornow, the law forbids theCrown
fromfallingbelow51%of the three
powercompanies; the airline isheld
therebypolicy.Whenoneof them
needs freshcapital, taxpayers should
have theoptionofdiluting the
Crown’s stake.

Sellingassets the statedoesnot
need, and investing theproceeds in
new infrastructure, is calledasset
recycling, asopposed to selling to
repaydebt.MycolleagueRoger
Partridgemade thecase in
Renovating theNation, published in
February.TheCrownhasno
particular reason toown farms, and
every reason towanthospitals that
work.

Thehonestobjection is that selling
assetsmeans givingup their
dividends. Treasury’s own
Investment Statementprovideshalf
ananswer: theCrown’s listed
companieshavebeaten their cost of
equity,while itswholly-ownedones
havenot. But past returnsareno
reason tokeepcarrying risks the
Crownneednothold.

The NSW model
Iwas in SydneywhenNewSouth
Wales startedasset recycling. The
ideaappeared sensibleyetpolitically
boldand risky. It requiredpolitical
leadership, andNewSouthWaleswas
lucky tohave it.

Between2012and2024, the state
raisedmore thanA$50bsellingand
leasingassets, its electricitynetwork

among them. Sydneysiderswatched
theoldpoles andwires turn intoa
driverlessmetro. Support grewonce
people could seewhat the saleshad
built.

Of course, itwasnot a clean run:
WestConnexand themetroblew
their budgets, and theunion
campaignagainst theelectricity lease
was ferocious.

Still, threedisciplinesheld. The
proceedswent into a fundprotected
bystatute, a lockedboxministers
couldnot raid. Canberrapaidabonus
only forproceeds spentonnew

projects.Andan independentbody
rankedwhat gotbuilt.

NewZealandhas tried theother
way.Thepartial floatsof the three
powercompanies, anda sell-downof
AirNewZealand, raised$4.7billion
for aFuture InvestmentFund in2013
and2014. But that fundwasa label,
not a lock. Themoneywentout
throughordinarybudgets,mixed in
witheverythingelse theGovernment
wasbuying.Nobodycouldpoint at
a singleproject andsay the salesbuilt
it.

Test theChorusdeal against those

threedisciplinesand it fails twoat
once.There isno lockedbox, onlyan
assurance.And theprojects it names
werepromised longbefore the sale,
so theproceeds confirm theBudget
rather thanadd to it. That is 2014 in
miniature.

Labour’s FutureFundcomeswith
its own issues. Tenmonthsafter the
announcement, BarbaraEdmonds,
citingcommercial sensitivity, hasnot
saidwhichassetswouldgo in, how
big the fundwouldbe, howmuch it
couldborroworwhat return it should
earn.Voters arebeingasked to
approveaboxwithoutbeing told
what is in it.

One thingwedoknow: assets
placed in the fundwouldbe
protectedby law fromeverbeing
sold.A fund that cannever sell is not
an investment fundbut amuseum.
Its real purpose looks like the
oppositeof asset recycling: locking
the statusquo inplace.

Thepublic seems readier for this
conversation than thepoliticians. In
fact, Freshwater Strategypolling for
InfrastructureNewZealand found in
January that 49%would support
sellinga state-ownedcompany if the
moneywere lockedaway for
hospitals, schools and infrastructure,
against 19%opposed. Sellingmajority
stakes in thepowercompanies found
34% in support and40%opposed,
with the restundecided.

BuildingNationsopens in
Christchurch today. Somebody
shouldaskWillis andEdmonds:
would theybewilling to sit down
together to findoutwhether
bipartisanshiponassetmanagement
ispossible?Andwouldeitherof them,
orbetterboth, learn fromthe
leadershipNewSouthWales showed
over thepast 15years?

Because it canbedone.NewSouth
Walespressedaheadagainst every
warningofpolitical suicideandwas
rewardedwith re-electionanda
transformedstate.NewZealand
couldwrite a similar success story.
It justneeds leaderswilling to start.

● DrOliverHartwich is theExecutive
Director ofTheNewZealand Initiative
(www.nzinitiative.org.nz).
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Nephs off the couch
— and on the fast track

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

WhenWinston 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 a revelation forme 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

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

N ewZealandFirst arrivedat
thecoalitionnegotiating
talks inNovember2023
withadraft of theFast

TrackApprovalsAct.
If therewasanything theparty

wanted inGovernment, itwasan
easier consentingpath forminingand
the infrastructure thatwouldbe
needed tounderpin the industry.

But ShaneJones isnownotonly
MinisterofResources (and therefore
mining) but alsoMinister forRegional
Development.

Thatportfolio is at thecoreofNew
ZealandFirst’s political pitch; inspired
bywhatbothWinstonPeters and
ShaneJones seearound themin their
homepatchofNorthland,whichhas
thehighest unemployment rate in
NewZealand.

Simply, as Joneshasoften said,
theywant toget the “nephsoff the
couch”, andboth theconstructionof
infrastructureand then its role asan
economicenabler is fundamental to
addressing theunemployment
challenge.

The first step is to getParliament
asawhole toagreeon the
infrastructurepipeline.

“Weshouldback thepipelineof
workarticulatedbyWaihanga, the
InfrastructureCommissionandget
the twoparties to, byand large, agree
witheachother,” Jones said.

“Therewill alwaysbe, at the
margins, things thatweargueabout.

“Some, for example,maynot
believe that adrydock inWhangārei
is absolutelynecessaryand
important, but thebig improvements
ofourhospitals, ourbridges, our
roads, they shouldbeagreedupon
throughWaihanga so thatnotonly
theworkforce, the firms, the
professionals, but the investors can
seeapathway forward.

“Weshould try todepoliticise the
choiceofprojects and the sequencing
ofprojects.”

Thatmeans the focus thenshifts
to the financingof theproposed
projects.

Lookingout 10years, theNew
Zealand InfrastructureCommission is
projectinga total national
infrastructure spendof $290billion,
ofwhich$97.2b (a third) isunfunded.

Given that FinanceMinisterNicola
Willis in this year’s Budget set out
capital allowances for 2027and2028
at $3.5b, it is clear somethinghasgot
to give.

Williswarned that ifGovernment
capital expendituregot toohigh, it
wouldbringa risk that government
debt asapercentageofGDPwould
continue to rise.

That isnow themajorobstacle
standing in thewayof infrastructure
development, andonewhichJones
wants toaddress.

He is proposing topickupan idea
put forwardby theNewZealand
SuperannuationFund to the2019Tax
WorkingGroupchairedbyMichael
Cullen,whichwouldoffer tax
concessionson infrastructure

developmentsofnational
significance.

TheSuperFundsuggested that
investorspayaconcessionary rateof
14% (i.e. half of thecurrent company
rateof 28%)onprofitsmade inNew
Zealand fromqualifyingprojects.

Qualifying investorswouldneed
tohaveademonstratedcapability to
deliverworld-class infrastructure
projects; theywouldalsoneed to
bringexpertise thatwasnot
ordinarily available inNewZealand.

But at the same time, Jones is
concernedabout the cost of someof
theprojects in thepipeline,
particularly roadsand the$3.6billion
for the26kmWarkworth toTeHana
expressway thatwascontracted last
month.

“WinstonPeters and Iwere
astoundedbyhowcostly that
relatively short pieceof four-lane
highwayupnorth is,” he said.

“At that price it’s extraordinarily
difficult to seehowany further four-
lanehighwayswill bebuilt in thenear
term.”

Inpart, Jones said thatwas the
consequenceofwhathecalls the
“unaffordableengineering standards
beingenforced throughNZTA.”

Sohehas twosolutions.
“InfrastructureMinisterChris

Bishophaspromisedushe’s going to
get an international reviewer toget
hisheadaroundwhy these things
haveendedupsoexpensive,” he said.

“And theother idea thatWaihanga
ispushing is thatmaybeNewZealand
shouldmove toamodelwhere the
CommerceCommission regulates
howmucha roadshouldcost and
howmuchprofit shouldbepermitted

fromtheconstructionof autility such
asa road.”

Across thebroader infrastructure
spectrum, Joneshas the same
concernshehas about roads; he is
sceptical abouthowmuchhospitals
andother facilities arecosting.

“HealthNewZealandshouldno
longerbepermitted tomanage the
constructionof anyhospitals,” he
said.

“Anythingabove$50million
shouldbe runbyadedicated
commercial capital development
agency.

“MurrayMcCully is in chargeof a
commercial group todeliver
infrastructure for theeducation
system, and I think it’s fair to say that
the imbroglio surrounding funding
anddelivering theDunedinhospital
showsus thatHealthNZshould focus
onhipoperations andkeepingKiwis
healthyandhandover capital
development topeoplewhoknow
what they’redoing.”

There is alreadyanagency
theoretically taskedwithdoing that.

TheCrown InfrastructureDelivery
Agency is supposed toprovide
infrastructuredelivery services to
Crownagencies forwhom
infrastructureproject delivery isnot
acore function.

It hasonlyaverymodest list of
customers.

However, Jonesprefers that the
role should go toNational
InfrastructureFundingandFinancing
(NIFFCo),whichbills itself as the
Government’s “investor shopfront for
private capital investments into
public infrastructure and thecentre
of expertiseon the fundingand

financingofNewZealand
infrastructure.” “I’ll say it on the
record, thatwecoulddoa lotworse
thanhandover toNIFFCo,” he said.

Jones isnot entirelyabuild-or-bust
advocate.

Hencehis concernabout theFast
TrackApprovalsAct beingused for
the recent approval of the 1200
homesDelmore subdivisionat
Ōrewa,whichAucklandMayor
WayneBrownhasdescribedas
consigningAuckland toa futureof
morecongestion,moreunaffordable
housing, andcould lead to
homeownerspaying thousandsof
dollars ayear in levies to truck treated
wastewater across thecityand
potentially toother regions.

“Nooneshouldbeunderany
doubt.WhenWinstonand I initiated
the fast-tracknegotiations asapart
of our coalition, itwasdesigned to
deliveronenergy infrastructure,
designed todelivermining
opportunities, quarries and fish
farming,” he said.

“And it’s been somethingof a
revelation forme towatchhoweasy
it’s been forpropertyprojects to scoot
through the fast track, yetmybeloved
miningoneshavebeen removed.

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

That iswhat it all comesback to
with Jones: building infrastructure
thatwill enableeconomic
development thatwill get the “nephs
off thecouch”.

● RichardHarman is a seniorpolitical
journalist andpublisher of thePolitik
newsletter.

Infrastructure
Richard Harman
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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

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
systemmove.

Danielle Uniza

O urenergy system is stuck
ina strangekindof
stalemate. Everyone is
waiting for someoneelse to

move first.
Householdswait for powerbills to

comedown.Big electricityuserswait
for supply theycanactually relyon.
Developerswait for the right
conditionsbefore they’ll break
ground.Transmissionwaits for
demandbeforeexpanding the
network. Eachpart of the system is
holding its breath for thenext.

The disconnect
It isn’t that thewill ismissing, or the
money.Theproblem is adisconnect
between ideologyand reality. The
Governmentwants themarket to
drive this transition—and fair
enough, it should. Butmarkets can
only react to theparameters they’ve
beengiven.They respond topolicy
and regulations, not create them. If
NewZealand is seriousabout its
energy future, theGovernmenthas to
give thecountryadirection, and
create the settings that let the system
move inaway that achieves that.

We’re alreadystarting fromareally
strongposition.Over the last two
quarters,more than94%ofour

electricity came fromrenewable
sources.Wehavehydro, geothermal
andwind resources ingenuine
abundance, and investorswhowant
in.Governmenthas said, rightly, that
predictablemarket settings should
drive investment rather than
taxpayers. That’s reasonable. But
somewherealong theway, letting the
market leadhas turned into stepping
backandhoping it allworksout.

Take transmission.Rightnow,
investment canhappenonlyafter

demand turnsup, notbefore.Weask
themarket to thinkahead, thenbuild
rules thatmake it impossible to take
action.

Thepattern repeats everywhere
you look.Consenting favours
whatever generation technologycan
get through theprocess fastest, not
necessarilywhat the gridwill need
in20years. Businessesweighingup
major electrificationprojects are
asked to commitmillionswithout
knowingwhatpowerwill cost, or
whether there’ll be enoughof it a
decade fromnow. Facedwith that
kindofuncertainty, youcome to
realise thatwaiting is actually just a
rational response.

Except theworldoutside isn’t
waiting forus to sort ourselvesout.
Demand for cleanelectricity is
pickingupspeed. Thedatacentre
recently consentednear Invercargill
will, on its own,drawpoweronascale
close toTiwaiPoint.Agreewith it or
not, it’s a signal ofwheredemand is
headingandmorewill inevitably
follow.Wewill continue tobe faced
with industries looking for abundant,
reliable, renewablepower—all things
wehave, or couldhavemoreof, if
wemadeamove.Whatwe leaveon
the tablebywaitingmightbeexactly
whatweneed to secureour
prosperity.

Natural advantages
This is bigger thananenergy story.
It’s aquestionofwhetherAotearoa
turnsoneof its bestnatural
advantages into something that lasts
andgrows, or justwaitsuntil it’s too
late. Cheap, reliable, renewable
electricity shouldbewhatdraws
industryhere, lifts productivity, and
takes someof theweightoff
householdsdoing the sumseach

month.Noneof thathappensby
accident. It takes a long-termplan,
andsettingsbuilt to carry thatplan
through.

Werecently tookadelegation to
Norway,wherealmost everynewcar
sold is electric. InMarch, onlyone
petrol vehiclewas sold in theentire
country. Its gridoperator, Statnett, is
doublingnetwork investment for the
decadeaheadbecause it knows,with
confidence, that thedemand is
coming.Denmark tells a similar story.
After theoil shocksof the 70s, itwas
importingalmost all of its energy, far
behindwhereNewZealandstoodat
the time.Now itproducesabout a fifth
moreenergy than it uses, far
outpacingwhereweare today. Both
countries got therenotbecause
governmentbuilt everyproject, but
because it pointed toahorizonand
held the settings steady longenough
for the system tomake it happen.

NewZealandcoulddo the same.

A long-term strategy
Wearen’t short on renewable
resources, or appetite from investors,
orwill.Whatwe’re short on is a long-
termnational energy strategy, a clear
destination, backedby the right
policies to actually getus there. Ifwe
keepwaiting for the systemto sort
itself out, our energy futurewill not
be shapedbydeliberate choices. It
will be shapedbydefault.

Thisdoesn’t have tobeawaiting
game.The system is ready.All that’s
missing is thedirectionandsettings
thatwill let us getonwith it. It’s time.

● DanielleUniza is PolicyManager,
InfrastructureNewZealand.
InfrastructureNewZealand is a
sponsor of theHerald’s Infrastructure
report.
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Energy is the lifeblood of the economy
—we are at risk of bleeding out

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

With projects
required to repay

the Government for
any net support

received, the
potential for fiscal

drag on the
Government is

minimal. This is not
an exercise in

corporate welfare.
Simon Bridges

S teppingoutof theoffice the
otherday, I happenedupon
agroupprotestingagainst
what theysawasa looming

datacentreArmageddon.
I hadhalf amind to stopand

explain to themthat regardlessof any
impactdata centresmightormight
nothaveonwater resources, local
democracy, or theelectricity grid,
they reallyhadnothing to fear.

That’s becauseunder current
energymarket settingswe’ll be lucky
if a singlenewdatacentre is built in
this country, let alone thewaveof
investment theprotesters seemto
anticipate.Most international inves-
torswill takeone lookatNewZea-
land’s scarceenergy supplyandhigh
prices, andchoose to shopelsewhere.

I’mbeing flippant, but theunder-
lyingmessage is extremely serious,
and it is one thatourpolitical leaders
must listen to.

Ononehand, it’s about risk: unless
anduntil NewZealandbusinesses
andhouseholds canaccess an
abundant supplyof energyat
affordableprices, our countrywill
remain stuck ina spiral ofde-
industrialisationand relativedecline
in living standards. Energy is the
lifebloodof theeconomy, andweare
bleedingout.

On theother, it’s about
opportunity:modellingby
Transpower shows that, ifNew
Zealandwere tobringonan
additional 20 terawatt-hoursof
supply, the subsequent reduction in
priceswouldunlock large-scale
international investment intonew,
high-value sectors—not justdata
centres, but the likesof green tech
andhigh-performancecomputing—
aswell aswidespreadelectrification
ofdomestic industry.

This, in turn, is expected todrive
growthof $30billion-pluseachyear,
which is nothing short of
transformational.

The20 terawatt-hour target is bold
— roughlyequivalent to four times the
newsupplygentailershave
committed toaspart of a so-called
“renewablesboom”—but it’s certainly
achievable.

Aboveall, itwill require
preparednesson thepart ofdecision-

makers to address two fundamental
problemswith theway theenergy
market is structured.

The first is concentration in
generation,with thegentailers
controlling85%of generation
capacityand95%of firmingcapacity
(that’s to say, thepower tobackup
intermittent renewable sources).

This concentrationmeans that any
investment innewgeneration results
inaportfoliodisbenefit for gentailers.
Bringingonnewsupply leads toa
reduction inwholesalepricesand, in
turn, to anerosion in thevalueof the
rest of the gentailerportfolio. Further,
itmeans that gentailers areable to
self-firm their ownprojects,while
independent generators and retailers
are forced to seek firming froma
gentailer. Formost independent
projects, access to firming is apre-
condition for securing finance.

It all comesdown to incentives. In
response toportfoliodisbenefit,
gentailerswill invest in just enough
newsupply tokeeppricesaround the
cost ofnewentry (andavoidan
energy security crisis), butnomore
than that. Leveraging their control of
firming, gentailerswill declineor
delayaccess to firming for
independents, so thatnewprojects
can’t goahead.

Tobeclear, gentailers arenot
behaving in anunderhandor
nefariousway. Theyare simply
responding rationally to the rulesof
thegame, and seeking todeliver
maximumreturn to shareholders.

The second issue is thevertically
integratedgentailermodel,which
primarily affects the retail sideof the
market (wheregentailers alsohavea

combined85%market share). The
fact that the generationand retail
armsare integrated intoa single
businessmeans that gentailers are
able to sell energy to themselves, at
prices that are invisible to the rest of
themarket.

The result: a shallowand illiquid
contractsmarket,where indepen-
dentplayers are shutout and
minimal competitionhasevolved.

Sowhatneeds tohappen?
Earlier thismonth, theAuckland

BusinessChamber,Northern
InfrastructureForumandahostof
independent energycompanies
launcheda two-stepplandesigned to
address these structural problems,
and tobreak thegentailer incentive
cycle.

Steponewill bewell known to
most readers: separationof the
generationand retail functionsof the
gentailers. In the first instanceat least,
separationwouldbeoperational
rather than structural,meaning that
gentailerswould retainownershipof
their generationand retail arms, but
wouldbe required to run themas
legallydistinct businesses,with
separateboards,managementand
commercial decision-making.

The intentionwouldbe tounlock
competition in the retailmarket (and

thusdrivedownprices).
Somewouldargue that recent

policychanges requiringgentailers to
treat competing retailers the same
way they treat their ownretail arms
whensupplyinghedgecontractswill
achieve the sameoutcome.Wedon’t
believe itwill.

Compliancewill behard to
monitor,while findingnon-price
ways to favour the in-house retail arm
will be relativelyeasy.Ultimately,
littlewill be achieveduntil the root
causesof theanti-competitive
conduct— specifically, thegentailer
incentive to forestall retail
competition—areaddressed.

The secondstepwill be less
familiar, andentails establishing
Long-TermEnergySupply
Agreements (LTESAs) for generation.
The idea is toprovideanalternative
pathway for independentprojects to
reach financial close (bypassing the
firmingbarrier)— this is key to
unlocking themassiveuptick innew
renewable generation that is
required.

TheLTESAmodel isusedat
federal andstate level inAustralia,
andconsists of a long-term (20-year)
contract betweenanew-generation
project andaCrown-backedentity.

TheLTESAgives theproject the
option to sell all orpart of its
generationeachyear, at a
competitivelybid fixedprice.When
wholesalepricesarebelow the fixed
price, theCrown-backedentitypays
thedifference;whenwholesaleprices
areabove the fixedprice, theproject
pays thedifference. In this sense, the
LTESA functionsas apricebackstop.

Withprojects required to repay the
Government for anynet support
received, thepotential for fiscal drag
on theGovernment isminimal. This
isnot anexercise incorporate
welfare.

Will these twosteps solveall of the
sector’s ills?Of coursenot.
Implemented together, however,
theywill haveamaterial impact and,
contrary towhat theGovernment
might suggest, canbeput inplace
relativelyquickly (within thenext
12-18months).

We’re callingon thoseaspiring to
bepart of thenext government to
recognise theopportunity that stands
beforeus, and toadopt these two
stepsaspolicies. NewZealandneeds
anenergymarket thatdelivers
abundance, not abundant returns for
incumbents.
● SimonBridges is CEOof the
AucklandBusinessChamber anda
formerMinister of Energyand
Resources.AucklandBusiness
Chamber is a sponsor of theHerald’s
Infrastructure report
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Walking a line: Vector is planning
The challenge
facing Auckland’s
lines company is
deciding where
andwhen to spend
themoney, writes
Bill Bennett

We’re walking a line
betweenmaking
sure that we don’t
invest too late and
put a brake on the
economy here in
Auckland versus

investing too early.
Peter Ryan

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

A uckland’s electricity net-
work is preparing for a fu-
ture shapedby 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.

“We’re walking a line between
making sure that we don’t invest too
late and put a brake on the economy
here inAucklandversus investing too
early,” Ryan says. “Because all the
investmentswemake to somedegree
may flow back into consumers’ bills.”

The company has already inves-
ted about $4.5 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 zone 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 use is 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 builds its network to copewith
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 howmuch electric-
ity Auckland will need, but where
that demand will appear.

Ryan says Vector models demand
down to individual suburbs and

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 they’re espousing
in the public space, there’s more than
the market could take.”

Even where projects go ahead,
Ryan says theymay 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

Wedon’t want to be in a
positionwhere we’ve
built a new substation

and then suddenly
somebody’s invented a
way of reducing peak

demand by 30%.
Peter Ryan

select fromcompeting contractors for
electrical installation.

“Customers want to know it’s a
competitive price, and they want
transparency on howwe 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 AI
tool that Vector is co-developingwith
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

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 ona fixed schedule. He says
batteries and other flexible techno-
logies will become increasingly im-
portant as Auckland electrifies.

Solar generationhelps reduceelec-
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 themid-

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 theHerald’s
Infrastructure report

Vector by
numbers
● Network scale:More than
19,000kmofnetwork servicing
more than 1.8millionpeople.

● Imaging scale:8000kmof
overhead lines scannedviadrone
orhelicopter capturingmore than
1million images every2.5 years.

● Bill comparisons:Household
bills remaining steady in real terms
($60.20amonth in2013vs$65.10
amonth in2026).

● Battery savings:Non-wire
battery solutionsdeferring
investments and savingabout $15
million.

nzherald.co.nz | The New Zealand Herald | Thursday, August 20, 2026 B15



B16 nzherald.co.nz | The New Zealand Herald | Thursday, August 20, 2026

INFRASTRUCTURE AHerald Business report

‘Data rich, but information poor’
Human judgment is vital when AI informs infrastructure decisions, WSP director tells Bill Bennett

A lot of making AI
and these tools
successful is the

data analytics and
the data quality. It’s
not very sexy, but it

canmake a big
difference in terms

of your decision
making.

Eric Peissel

If there isn’t a human validating AI outcomes, there are
significant risks, says Eric Peissel. Photo / 123rf

A
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
AI 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 lotmore
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
AI to takea lookat a lot of data around
real-time information, such as scan-
ning for landslips and forwherewe’re
starting to see potential landslips,”
Peissel explains.

“We’re also using the toolswith our
clients on thewater side aswell. They
have a whole bunch of data saying,
‘Hey, how can we do early detection
of where a pipe might fail?’ We’re
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 AI does not
reduce theneed forprofessional judg-
ment. Digital tools can identify pat-
terns and produce insights from vast

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

That is particularly important in
engineering, where calculationsmust
be accurate, repeatable and traceable.
AI 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-
manvalidatingwhat’s beingdoneand
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
project is built. “Wemake thedecision
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 AI 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 systemwhere 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-
standwhat theywere doing, and start
having a like-for-like comparison.”

Peissel says getting the founda-
tional level of data quality right req-
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 thewaywe’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 we’re 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 toomany trendy
technologies at once. He advises con-
centrating on core assetmanagement
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 sectorswe
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.”

● WSP is a sponsorof theHerald’s
Infrastructure report.
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We need tomake it to the finish
New Zealandwastes preciousmoney and resources with silly political stop-start, writes Shamubeel Eaqub

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

The cost of stop-start 2000-2024
Over the last 25 years the cost of stop-start has beenhuge, both to the
sector and to society.

Inflation cost of deferral

Productivity penalty

Deferred benefits (NPV loss)

$17m

$5021m

$1015m

$6053m

$1074m

$8647m

$2115m

$11,835m

$2130m

$12,272m

$3215m

$17,617m

Channel Scenarios

Total

Low Central High

Pausing a project can
feel like a prudent

decision. Deferring a
project canmake 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

frommy analysis, we
end up payingmore,
often for less, later.

Shamubeel Eaqub

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

Percentage of project and cost component

Exampleused is a state highwayupgrade,
at cost of$500 million, shelved for3 years.

What a pause actually costs
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Workforce costs

5% •$25m

Wage inflation,
specialised skill
shortages, increased
regulatory compliance

Sunkcosts

6% •$30m8.3% •$42m

26.8% •$134m

Business cases,
planning and
consenting, design
and engineering work

Resumptioncosts

7.5% •$38m

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

Cost escalation
Material shortages and
changes, inflationary
pressures, scope changes

Direct costs
Freight and delivery,
materials, equipment,
site preparation

Total cost of pause

A major highway upgrade is approved
and enters procurement. Design,
consenting and early works absorb 25
per cent of the budget. Then government
priorities shi�. The project sits for three
years before a new procurement round
brings it back to life.

E�ective BCR drops from 2.2 to 1.7, a 21
per cent reduction in what the project
delivers per dollar.
Jobs at risk
578 direct and 1694 across the supply
chain. A�er three years, 80 per cent of
the original project workforce will have
le� the industry.
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56.7% •$284m

29.9% •$150m
Deferredbenefits to citizens

W ehavean infrastructure
deficit,wedon’t
maintainwhatwehave,
wedon’t buildwhatwe

need, andwewastepreciousmoney
and resourceswith sillypolitical stop-
start.

NewZealandhasan infrastructure
deficit of about $210billion. Because
weneed tokeepmaintainingand
renewingwhatwehave, investing
outof thiswouldcostnearly$1
trillion.Wedon’t have that kindof
money, sowemustbeclever and less
wasteful.

Thewaste is large.Over thepast
25yearswehavestarted, paused,
reviewed, restartedandcancelled
publicprojectswitheveryeconomic
shockandeverychangeof
government. I estimate thecost of
that stop-start cycle at $11.8b since
2000.Thatwouldbuyusa lot ofnew
infrastructure thatwouldmakeNew
Zealandbetter.

Pausingaproject can feel likea
prudentdecision.Deferringaproject
canmake thebooks lookbetter today,
or removeapolitical thorn. But, these
have real costson the sector, it has
real consequences for communities
whoneed that infrastructureand
frommyanalysis,weenduppaying
more, often for less, later.

The real costs of deferral
I thinkof our construction sector as
a flywheel. It takesenormousenergy
toget it spinning, butonce there it
can tickovereasily.Give it a steady
flowofwork,withcertainty, and there
will be investment inpeople, capital
and technology.

Butwhen there are suddenstops
and thepipeline isuncertain, there
are real costs.

Business closures and job losses
oftenmeanwe losepeople toother
sectors, andoften toAustraliawhere
wagesarenearly 50%higher.Wealso
lose their know-howand
connections. The lattermayseem
frivolous, but in an industry that
workswitha largenetworkof
specialist suppliers, thosenetworks
areakey ingredientof efficiencyand
productivity.

Designsandconsents expire, so
restartingmeanspaying twice for the
samework.Andconstructioncosts
have risen3.5%ayearover thepast
quarter century, against general
inflationof 2.7%, so the sameproject
costsmoreeveryyearwewait.

Therearealso costs I haven’t
countedhere: the sunkcostson
projects thatwerenever fully started,
because theyaren’t easilyvisible in
theeconomicdata.

But a coupleof case studiesmake
thepointwell andgive shape tomy
frustrationat sillypolitical bickering.

The iReX ferry replacementwas
cancelled inDecember 2023, twoand
ahalf years after the shipswere
contracted.Thewrite-offwas$643
million.Of the $671mspent, only
$85mproducedanythingphysical.
The replacement ferrieswill now
arrive in2029, threeyears later than
theoneswecancelled.Auckland
LightRail spent $228mover seven
years and three institutional resets
withoutproducingacompleted
business caseor layingany track.

Nopolitical partyhascleanhands.
Thedamage to the sector runs

deep.About95%of firms incivil
constructionhave fewer than 10staff,
with thinbuffers andno forwardbook
to fall backon.Theyoftenhold large
amountsof specialist equipment, and
fixedcosts sink them if theworkdries
up.After theGlobal FinancialCrisis,
the sector lost 2500 jobsand900
businesses closed.

Thecurrentdownturnhasalready
cost 1800 jobs.Rebuilding those
teams takesup to fiveyears, andwe
will pay for that lost capacityand
capability for years tocome.

Five good ideas
Weknowwhat todo.

Five ideas that I thinkwouldhelp.
● Ring-fencemaintenanceand

renewals.Deferredmaintenance
costs two to five timesmore to fix
later. Cutting renewals ina fiscal
squeeze is a falseeconomy.

● Fund thepipeline, don’t just
publish it. TheUKhascommitted
£725bover tenyears.Australia gives
its industry five to sevenyearsof
fundedvisibility.Ourunfunded lists
give firmsnothing to invest against.

● Publish the cost of stopping.
Anyministeror council proposing to
pause, reviewor cancel aproject
should first publish theexpectedexit
fees, remobilisationcosts and lost
benefits.

Thendecide, in theopen.
● Build in thedownturns.When

privatework retreats, capacity is
available andpricesmoderate.
Crammingprojects intoboom
windows inflatesprocurement costs
byup to30%.

● Bring in long-termcapital.
KiwiSaverholds $142bcurrentlyand
will be around$1 trillionby2050.At
theaverage infrastructureallocation
ofAustralianpension funds, that
couldbearound$50bofpatient
money looking for exactly these
assets.

Noneof this is technicallyhard.
Thebarrier is political: the temptation
to treat every inheritedproject as the
previousgovernment’smistake.

Wehavespent 25years andnearly
$12b repeating the samemistakes.

Thecheapest infrastructurepolicy
is to finishwhatwestart and lift our
sightsbeyond thepolitical term.

The Cost of Stopping
Economist Shamubeel Eaqub
authored theThecost of stopping:
Assessing the true cost of delaying,
deferringandcancelling
infrastructureprojects.

The reportwas commissioned
byCivil ContractorsNewZealand,
InfrastructureNewZealandand
WaterNewZealand.

It concludes inconsistent
investmentpipelines aredrivingup
costs, erodingproductivity and
delayingcritical public benefits.

The report is accompaniedbya
new interactive “Cost of Stopping”
tool to helpdecision-makers assess
the full impacts of pausingor
cancellingprojects,maintenance
and renewals.

https://costofstopping.nz/
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Top women in infrastructure

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

New Zealand
needs a

system that
aligns
infra-

structure,
investment,

skills, housing
and

economic
development

around a
common
growth
agenda.

Tracey Ryan

Tracey Ryan
Tobeaworld-class infrastructure
nation,NewZealandneeds to “flip” its
thinkingabout theobjectiveof
infrastructure, saysTraceyRyan,
chief executiveofdesignand
engineeringconsultancyAurecon
NewZealand.

“Ifwe really thinkaboutNew
Zealand’s future, growth is theoverall
objectiveand infrastructure is
ultimatelya tool that enables growth,
rather than just beinga seriesof
constructionprojects,” says the
Ireland-bornbusiness leaderwith
more than30yearsof international
experience inengineering,
environmental consultingand
infrastructureadvisory.

Originally ahydrogeologist, Ryan
hasmore than800staff in fiveoffices
inNewZealandand is amemberof
theglobal executive leadership team
for theAsia-Pacific engineering
consultancy.

ShechairsBusinessNZ’smajor
companies’ CEO forum, is amember

of InfrastructureNZ’s advisory
council and is a formerchair of this
organisation.

“Weneed tobe flipping theoverall
objective. Theneverythingbecomes
verymuch integratedas tohowwe
thinkaboutplanning, skills, housing,
digital—all of that as awhole.

“Thechallengeof fragmented

responsibilities in termsof attracting
capital, acceleratingdeliveryand
improvingproductivity is howdowe
integrate, howdowehavean
integrated system?”

NewZealand is generally goodat
identifyingcomplex systems, but its
institutions, incentivesandpolitical
cycles are still largelydesigned to

manageprojects rather thansystems,
Ryansays.

“That’swhycountries suchas
Singapore,Denmarkand Ireland
oftenappearmore coherent. It’s not
necessarilybecause theyhave
smarterpeople— it’s because they
have formedadefinednational
vision, that enables relative long-term
alignmentondesiredgoals across
governments, agencies and
industries.

“Infrastructure is just onepart of
thatvisionbut because thedesired
outcomesof that investmentareclear
anddefined, theyareable tomake
progress.

“NewZealandneedsa systemthat
aligns infrastructure, investment,
skills, housingandeconomic
developmentaroundacommon
growthagenda.”

Ryansays this claritywouldhelp
decision-makingandenable the
business community, local and
central government towork
collectivelyon the stepsneeded to
get there.

“Howdowesupport our sectors
and institutions to think in systems
while still operating inan
environment that rewards short-term
results?”

Ryansays it’swonderful to see
morewomen leadingmajor
infrastructureprojects and
organisations.

“Weneed themthere toensureour
infrastructure reflects the
communitiesweserve.

“Weneed leaderswhoarewilling
tochallenge the statusquoandsay
‘wecandobetter than this’.

“Oneof the strengthsofwomen is
that they tend tobebigpicture

thinkers, so theyhavea lot ofvalue
toadd.

“However, I believegood
leadershipcanbegenderneutral.”

Ryancitesoneofhermain
concernsasworkforcecapacity.

She says the skilledworkforce
needs togrow to respond to the
infrastructuredeficit. However,New
Zealandhasanageingpopulation, has
lostmanyskills overseas in the
downturn, and is competingglobally
for talent.

“We’ll need to thinkdifferently
abouthowweattract and retain
diverse talent in the sector, and
leverageAI, automationandother
technologies to increaseour
productivity.”

Lookingahead 10years, Ryansays
“real success” forherwouldbeNew
Zealanders feeling thebenefits of
better infrastructuredaily.

“Feelingmoreoptimistic and
prosperousand that theyhavemore
opportunities, their connectivityhas
improvedand theyhave
communities that arevibrant and
where theywant to spend time.

“A (BuildingNations2036)
headlineworth celebratingwouldbe
one that recognisesNewZealandas
aworld-leading small economythat
has successfullyused infrastructure
asacatalyst for growthand
productivity.

“The roleofwomenwouldbe
evident in thedecisions that gotus
there.”

Mayurie Gunatilaka
Itmaycomeasa surprise toKiwis
used tohearing aboutNewZealand’s
big infrastructuredeficit but the issue
isnot that it doesn’t spendenough

Infrastructure
Andrea Fox
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urge long-term planning

Cities with theworld’s
best infrastructure aren’t
necessarily those with

the biggest budgets.

Mayurie Gunatilaka

Thewaywe 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

continued on B21

I’m a very strong believer
that infrastructure is

there to support
communities and the

prosperity of
communities.

Amelia Linzey

on infrastructure.Mayurie
Gunatilaka,NewZealand leader for
theglobalmulti-disciplinary
consultancyArup, says in fact, this
country isoneof thehighestpublic
infrastructure spenders in theOECD
—but it’s close to thebottomfor
efficiency.

So the real question, she says, is
howdoweget abetter returnon that
investment?

“There’s a lot of talk about it and
I really think ifwe’re seriousabout
improvingproductivitywehave to
stopviewing infrastructure asa series
ofdisconnectedprojects andhavea
long-termsystemviewacross
transport, energy,water anddigital
infrastructure.

“Places that standout globally
havea really clear storyon this.”

Anuclearphysicistwithextensive
international infrastructuredelivery
experience,Gunatilaka sayscities
with theworld’s best infrastructure
aren’t necessarily thosewith the
biggest budgets.

“They tend to showthree things:
theyhavecertainty, they show
integration, and they’reveryuser-
centred inhow theydesign their
cities.

“If you thinkabout cities like
Singapore, CopenhagenandBrisbane,
theyhaveclear, long-termvisionsof
what theywant tobe.Theyback that
witha stablemulti-year fundingplan
andwith some independent
oversightonhow it isdelivered so
theplan survives things likeelections
andpolitical cycles.”

Thesecities think inan integrated
way,howtoplanhousing, transport,
water andenergy together, she says.

“They link these things soyoucan
getbetter productivityandproper
behaviour. They’re alsoverycentred
arounduser-centreddesign—how
will peopleuse this, howwill they feel
when they’rehere?”

Thesecities aimed tobuilda
beautiful place to livewhile thinking
about thewhole-of-lifeperformance
of infrastructure andbeing fully
cognisantofmoney,Gunatilaka says.

Infrastructure should reflect the
peopleusing it so inclusiveplanning
anddesignbecomesvery important.
Getting input fromusers is something
NewZealandneeds todomoreof and
better, she says.

IsNewZealandambitiousenough
aboutnation-building?

“Ambitious is not aboutbuilding
more, it’s about building things that
changehowacountryworks, and
thenhowweconnect things.
Transport thatunlockshousing,
energy thatpowers growth, andcities
that canplanasa systemandnot as
10 separateprojects.

“It’s aharder kindof ambitionbut
itmakesusmakechoicesbeyonda
specific announcement. It’s the
ambition that actuallybuilds the
nation.”

NewZealandhasaround$200
billionofwork in the infrastructure
pipeline, but thatpipelinekeeps
Gunatilakaawakeatnight.

“Willwehave thepeople todeliver
on thispipeline?Oncewehavea
pipelineweneedcertaintyon it, and
thenclarityonhowthatpipelinewill
beexecuted. But in thatwhole
processwe’re losingpeople.

“We’re short of 2300engineers at
anypoint anda thirdof thosewho
doengineering leavewithin two
years.Whenprojects stall, skilled
people look tobig international
projects. Thisyearwesawhundreds
goingoffshore.

“Thedangerof this stop-start is that
we losecapability justwhenweneed
it and it takesadecade to rebuild.
Countries roundusarecompeting for
the samesort of outcomes from
infrastructure.We reallyneed to
considerhowweensureNew
Zealandhasa talentpipeline tobuild
ournation into the future.”

WhenBuildingNations2036
comesaround,Gunatilaka says for

her, a headlinedeclaring success
would read “NewZealandbuildswhat
it plansandplans for thenext
generation”.

“I’d love tohave seenwomen
shapingnot just theprojects, but
moreof thedecisions in the rooms
wherewechoosewhat tobuild, how
to fund it andwho tobringwithus.”

Carrie Hurihanganui
Whenyou’rebuilding theplanewhile
you’re flying it, there’s beenno
shortageof lessonsaboutmajor
infrastructure redevelopment for the
womanheading the jobatAuckland
Airport.

Chief executiveCarrieHurihan-
ganui is overseeing a “live” $5.7 billion
developmentplanned to2032atNew
Zealand’smain gateway.Underway
while thecritical pieceofnational
infrastructure remainsoperating, the
task includes anew integrated
passenger terminalhousingdomestic

and international travel due toopen
between2028and2029.

AucklandAirporthandlesmore
than 18millionpassengers and
158,000aircraftmovements ayear
and facilitates around$32b in trade
annually—activitieswhichhavenot
stoppedduring themaster-planned
redevelopment.

“Buildingwhileyou’re runningan
airport is not easy,” says
Hurihanganui,whocame toNew
Zealand fromIllinois aged 18, fell in
love, thenbuilt a career that hasmade
heroneof thecountry’smost
powerfulwomen inaviation.

Whatwasmeant tobea short, pre-
university staywith a friend in 1989
has turned intomore than30years
anda stellarCVatAirNewZealand,
herworkplacebeforebecoming
AucklandAirport’s firstwomanchief
executive in2022.

“We’re in thepeakphaseat the
moment, themost complexphase.
About 50,000 travellersmove
through theairport eachday. If I think
about the lessonswe’ve learnedover
thepast coupleofyears, andwill
continue toapply, the firstwouldbe
(handling) the stakeholder.

“You’vegot a complex stakeholder
—anecosystemof regulators,
investors, businesspartners, airlines,

travellers, iwi, suppliers and freight.
“The lesson is thatoften it’s easy

tocommunicate the ‘what’, but forus
it’s the ‘why’we’redoing it and the
‘when’. For themachine towork, it’s
all interconnected, andsometimes
youhavecompetingagendas
between theecosystem
stakeholders.”

Another lessonhasbeensecuring
theworkforce.

“Wehadaseven-yearprogramme
whichgaveourdeliverypartners the
confidence togoandsecure the talent
andset up their operations.

“Early contractor engagement is
another, just becauseof the scale and
complexity.Getting their inputbefore
you firmedupandcontracted things.
Thathelpedusbreak it down into
workpackages that couldbe
managedwhenyou’vegot the
interfacecomplexitybetween
projects.”

“Non-negotiable” throughouthas
beenmaintainingoperations.

Another lessonhasbeenpublic
communication. “We’vebeen trying
to really front-foot the fact that big
infrastructure is hardandsometimes
abit of a grind.That short-termpain
is for long-termgain.

“We’ve tried tomanage
expectationswith thepublic to say

‘beaware, things aregoing tochange
each timeyoucome to theairport.
Giveyourself a little bitmore time’.
We’vebeenveryactive in thatpiece.”

Withaviationcertain tochange
over thenext 30yearsdue to fast-
evolving technology,
decarbonisationandalternative fuel
use, the airporthas the tough jobof
planning fordecadesaheadwithout
knowing the shapeof thosechanges.

“It’swhymaster planning is key.
Wepublishedour finalisedmaster
plan in June.

“It’s basedona framework that
allowsus to adaptover time. It’s
designedpurposelywith flexibility in
mind, staged investment that
dependsongrowthbut also
preservesoptions.

“Thewaywe thinkabout long-term
infrastructureplanning it isn’t just
aboutdecidingwhat tobuild, it’s
decidingwhatoptions tokeepopen.”

Hurihanganui sayspeople thinkof
infrastructureasaphysical asset, but
it’s actuallyhow todeliveroutcomes.

If shewas InfrastructureMinister
for aday, she’densure regulatory
stability tobecertainplansand intent
turn intoaction.

“And Idon’t knowwhat the reform
wouldbe, but theother shift forme
is treating infrastructureasone
connected systemrather thana
collectionof individualprojects.
Solutionsneed tobe system-based.”

A sign thatNewZealandhad
becomeaworld-class infrastructure
nation forHurihanganuiwouldbe the
headlineat BuildingNations2036:
‘NewZealand’s infrastructure
advantage—how it’s shaping
competitiveness, efficiencyand
resilience.’

“And the subtextwouldbe thatby
2036we’re closer tonormalising
diversity in the sector.”

Amelia Linzey
ElectrificationofNewZealand’s
energy systemandrenewableenergy
resource is probably thecountry’s
biggest opportunity to lift
productivity, saysBecaGroupchief
executiveAmeliaLinzey.

“Notbecause it’s anend in itself,
but because it becomesabuilding
foundation for aplatformthatwill be
attractive to regional andhighquality
manufacturingopportunities for
growthand to support innovative re-
industrialisationandenablevibrant
regional communities,” says thehead
ofoneof thebiggest employee-
ownedengineeringandconsultancy
firms in theAsia-Pacific region.

Trainedas ageographerand

planner, Linzey joined theNew
Zealand-foundedcompany in 1997
andbecamechief executive in2023.
She is adirectorofBecaGroup.

Asaplanner, Linzey says shecan
lookat systems rather than individual
componentsof a system.

“(Infrastructure) is abouthow
people, places, environment,
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The next generation call

How canwe 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

Andrea Fox

A 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 inWIN 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-termplanning, 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 theworkforcewill 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 shouldn’t be hard to attract
women to the sector as the opportun-
ities and variety of roles available are

“endless”, says another young active
WIN member.

ZoeThompsonworks 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?
“Youngwomen 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.”
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for stronger support

STEM subjects will drive
technical skill sets,

which, coupledwith ‘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

Stay curious and
take opportunities
to expose yourself

to new
experiences,

challenges and
viewpoints. It will
help develop your

judgment and
broaden your skill

set as an
infrastructure

professional and
steward.
StaceyMillar

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?”

She says the sector requirespeople
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 skills,
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.”

Studentsmeetwomenworking ac-

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.

“Adiverseworkforce alsohelps en-
sure New Zealand’s infrastructure is
designed byNewZealanders, for New
Zealanders, reflecting theneedsof 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.
Themore you crystallise thewhy, the
more clarity you have around your
purpose and where you can add
value.

“Stay curious and take opportun-
ities to expose yourself to newexperi-
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

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. I’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
thinkingandgreater collaboration
acrossdisciplines.

“Weare living inachanged
climate. These issues arenot isolated,
they’renot separate, theyare
interdependent.

“NewZealandhas somereal
competitiveadvantages in theway

wesee that beingan islandcountry
with remarkablenatural assets,
abundant renewableenergy
potential anduniquecultural values.

“It definesus andhasgivenus
strongenvironmental credentials on
theworld stageandsupportsour
economicactivities.

“There’s anopportunity todig into
that competitiveadvantagebut itwill
requireongoing investmentand
stewardship to remain strengths.”

Decarbonisationanddigital
transformationareglobal challenges
andNewZealandhasanopportunity
to respondquicklyand reposition
itself as a leader inmeeting them,
Linzey says.

It has theadvantageofbeing
resilient through its exposure to
earthquakesandvolcanic activity

andbeing isolated.
“Wearecreative.We’vedrawnon

thecultural diversityofNewZealand
andwe’re technically strong. These
thingshaveprovidedsomegenuine
international advantages.”

As thecountryembarksononeof
its largest infrastructureprogrammes
indecades, Linzey’s concern is
“resistance tochangeand tryingnew
things”will lead tooverlooked
opportunities.

“It’s less about our inability to
deliverbutmoreaboutwhathappens
ifwe fail todeliverdue to risk
aversionor looking forperfection.

“I’mmoreconcernedabout falling
short thanover-extending.”

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

planning “needs tobecalledout”, she
thinksbeinga remotecountrywith
a small populationanddifficult
connectivity challenges is a greater
contributor toour loweringGDP
growthanddecliningproductivity.

Onsector skills education, she
would like to seemore teachingof
“makingandcreating things”.

“We’dcertainlywelcomean
increased focusoncivics in schools,
invokingmore curiosityabouthow
wemake the societywewantand
howthose societiesmakedecisions
todeliver them.

“Andcommunication is still 50%of
the solution tohowwedriveand
reachdecisions.

“It’s anareaweoften separate from
someof thehard sciencesor
engineeringdisciplines.”

Linzeydoesn’t believe the
advanceofAIwill beat theexpense
of that communicationand
relationshipsbutwill help streamline
researchandanalysis.

“Thecomputational skills ofAIwill
showuswhat canbeacceleratedbut
more importantly,what canbe
amplified,whatwecanscale
efficiently.

“Thoseare thebigopportunities
because theywill enableus to start
meeting thegapbetween
infrastructuredemandand the
shortfall of people todeliver it.”

AtBuildingNations2036, sector
success forLinzeywouldbeNew
Zealandbeingable to say it hadused
renewableenergy toachieveenergy
sovereigntyand inclusive,
prosperouseconomicgrowth.
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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

What long-term planning
cycles dowell 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

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

N 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-
dividuallymisaligns 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.

“Whatwe have been seeing inNew
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-termplanningwith
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. Youput a long-termcom-
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 long-term 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-

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 a result, 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-termpro-
ductivity.”

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

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 it’ll 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
estimatedan$11.8 billioncost 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 bringmaintenance to the front.
It is always going to bemore econom-
ic to maintain an existing asset than
build a new one.

“To be 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 andmunicipality
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-
ltiple 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 trillionwas 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 52.4% of total invest-
ment. Regional spendingwill increase
from $2.3 trillion to $3.6t by 2050.

A projected 1.8 billionmore 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 rapidgrowth 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.

Itwill span thedigital, 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 newenergy 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.

● PwCNZ is a sponsor of theHerald’s
Infrastructure report
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Finding the model that
works for New Zealand

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

There is a stronger
pipeline developing,

and there is a real
willingness across
government and

business to look at
how these projects
can be funded and

delivered.
Jing Li

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

ICBC’s latest involvement is the $3.6 billion Warkworth to Te Hana public-private partnership.

J 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,waspart of InfrastructureNew
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 long-term 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.

“Everycountry 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

interchanges along the route.
Part of the Government’s Roads of

National Significanceprogramme, it is
intended to provide a safer andmore
resilient freight and travel connection
between Auckland and Northland.

ICBC New Zealand’s involvement
in the Northland Expressway follows
its earlier backingof theTransmission
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.

ICBCNewZealand andHongKong-
based ICBC Asia provided funding to
assist Napier Port with its capital
investment programme, which in-
cluded the development of 6 Wharf.

The 350mmulti-purposewharf 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 theNewZealandoperation,
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 thewider 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 groupwhere 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 awide 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.”

● ICBCNewZealand is a sponsor of
theHerald’s Infrastructure report.

Infrastructure
Tim McCready
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As AI 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
AI potential with strong data, expert oversight and real-world context.

HUMAN JUDGEMENT
REMAINS ESSENTIAL.

AI CAN ENHANCE
INFRASTRUCTURE
OUTCOMES.
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‘We can’t keep on
Auckland Airport
backsmass transit
for the future,
writes Bill Bennett

A 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.



building more roads

It’s not the complete
answer, but you’ve
got to have some

form ofmass rapid
transit to an airport.
You just can’t rely

on cars.
Mary-Liz Tuck

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 to rise from 19million today
to 24m by 2033, Tuck says changing
howpeople travel is essential. “It’s not
the complete answer, but you’ve got
to have some form of mass rapid
transit to an airport. You just can’t rely
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 thatmost people have really
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 you’re
pushing public transport for people

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 Pūkaki 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-

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 atAuck-
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 Pūkaki
Bridge, Puhinui Rd and the southeast-
ern corridor.

“The crucial part of the City Deal
is that public andprivate 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,
it identifies keyconnectionpoints 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 andprivate 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.

● AucklandAirport is a sponsor of the
Herald’s Infrastructure report
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Technology the way forward

AChinese bank
operating in New
Zealand has plenty
of ideas to improve
infrastructure
development and
get back on top
of the ratings

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.
YongWang

A 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 theway to catch
up. The onlyway out ismaking better
use of technology.”

He says utilising the most ad-
vanced technology provides late
mover advantageandChina is among
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
Chongqing, 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,
NewZealandwas second in 1960with
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 from25th ($707per capita)
to second ($107,316) during that per-
iod. Singaporewas 34th ($428) in 1960
and fourth in 2024 ($90,674). Austra-
lia fell from seventh ($1811) to 13th
($64,407) andChinamoved from94th
($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 world’s most populous
countries, delivered the quickest
growth rate.

He says New Zealand was once a
leader, now it’s a bit old-fashioned. In
2024NewZealandhad4128kmof 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,
000km 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-

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 saysNewZealand’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 0.11c (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-timemonitoring and
control systems.

Offices or hospitals generate their
own power and sell the excess back
to the grid. Hydrogen-powered cars
can act as generatorswhennot 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 to be filled over the
next 30 years. “The commonly cited

$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 2.55% 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 2.5% of
futureGDP—are discountedback, the
combined value is about $210b.”

The required investment is 9.6% of
GDP and only 5.5% is planned.

He suggests eightwaysof 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-

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 byproviding
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 years. 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 toplay 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 Pūhoi-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 Kōwhai Park Solar
Farm, being developed by Contact
Energy and Lightsource bp on Christ-
church Airport land.

The farmhas 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 171MWGlorit Solar Park
on theKaipara 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 wewish to be located here for
the next 100 years — just like an
evergreen tree,” he says.
● ChinaConstructionBank (New
Zealand) is a sponsor of theHerald’s
Infrastructure report.

Infrastructure
Graham Skellern
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Planning beyond the next Budget
Infrastructure needs long-term strategies, not quick fixes, says David Jenkins

Decisionsmade today
will shape communities

for decades. Getting it
wrong is no longer a

small issue; it has long-
term consequences.

David Jenkins

W eareverygoodat fixing
yesterday’sproblems.
Acrossour cities and
communities, people

workhardeveryday to repair roads,
maintainwater systems, andkeep
infrastructure running. But toooften,
thewaydecisions aremade forces
them intoa cycleof short-term fixes,
responding towhat’s urgent today
rather thanshapingwhat’s needed for
tomorrow.

That’s the real challenge.
The infrastructurewe relyon—

roads,water, parks—must serve
communities fordecades, even
generations.Yetmanydecisionsare
madewithin shortpolitical cycles
andannual budgets. It’s not a lackof
skill or effort. It’s a systemthat
prioritises the short-termover the
long-term.

Mostpublicworksprofessionals
cansee thebiggerpicture. Theyknow
what good looks like. But toooften,
theyareasked todeliverquickwins
rather than lastingoutcomes.

And thatmatters, because
infrastructuredoesn’t exist in
isolation.

A roadaffects howacity grows.
Water systems influencewhere
people live. Greenspaces impact
health, biodiversity, andhow
communities copewithheat and
climatechange.Whenweplaneach
piece separately,wemiss thebigger
picture.Whenweplan themtogether,
wegetbetter results andweare
alreadyseeingwhat this looks like.

InMelbourne, plantingmore trees
anddesigningbetterwater systems
isn’t just aboutmaking thecity look
nicer. It helps cool suburbs,manage
stormwater, and improvewell-being.

InChristchurch, after the

earthquakes, partsof thecityweren’t
simply rebuilt as theywere. Instead,
areaswere transformed intogreen
corridors— reducing flood risk,
creatingpublic spaces, and
supportingnature.

In theNetherlands, rather than
buildingever-higher floodbarriers,
plannersmade roomfor rivers to
expandsafely. The result is less risk
andbetter environmental andsocial
outcomes.

Theseapproaches sharea
common idea: don’t just fix the

problem in front ofyou, understand
howeverythingconnects. Because
whenwedon’t,weoftencreatenew
problems.

Aseawallmightprotect one
stretchof coast butworsenerosion
elsewhere.Wideninga roadmayease
traffic for a time, only to attractmore
cars andbringcongestionback.

Thesearenot engineering failures.
Theyare failures to see thewhole
system.And the risk is growing.
Climatechange, populationgrowth,
andurbanexpansionareputting
morepressureonour infrastructure
thaneverbefore.

Decisionsmade todaywill shape
communities fordecades.Getting it
wrong is no longer a small issue; it
has long-termconsequences.

Technology ishelping.
Wecannowusedataand

modelling tobetterunderstandhow
infrastructurewill performover time.
Sensors canalert us toproblems
before theyhappen, allowing
maintenance tobeplanned rather
than reactive. But technologyalone
won’t fix this. The real shift is about
leadership.

Those responsible for
infrastructureneed to stepbeyond

technical deliveryandhelpexplain
why long-term thinkingmatters, not
justwithin their organisations, but to
governments, boards, and
communities.

And thatmeans telling the story
differently.Wecan’t assumepeople
understand termsor technical
frameworks.Weneed toconnect
decisions tooutcomespeople care
about: safer communities, better
places to live, strongereconomies,
andahealthier environment.

Because this isn’t just a technical
issue, it’s about thekindof futurewe
want tobuild.

Ifwekeep focusingonlyon the
short term,wewill continuepatching
potholes, literally and figuratively.

But ifwe takeabroaderview,
makedecisionswith the future in
mind, andhave thecourage to
challenge short-term thinking,wecan
dosomethingmore.

Wecanbuild infrastructure that
doesn’t just fix today’sproblemsbut
helps createbetter communities for
tomorrow.

Andultimately, that’s the real test:
nothowwellwe respond towhat’s
in front ofusnow,butwhetherwe
arebuilding something thatwill stand
the test of time.

● The Institute of PublicWorks
EngineeringAustralasia is thepeak
association formunicipal andpublic
worksprofessionals inAustralia and
NewZealand. IPWEA is a global leader
in thedeliveryof sustainable
infrastructure assetmanagement,
financial planningand reporting.
www.ipwea.org

David Jenkins is chief executiveof
the Institute ofPublicWorks
EngineeringAustralasia (IPWEA)
and iswidely regardedasaglobal
authorityon infrastructure, asset
management, and the futureof
education.Healsohosts the
InfrastructureMatterspodcast.
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Investment should start
with outcomes, not assets

The next generation
won’t judge us on
what we owned,
says Aurecon’s
Matt Capon

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

howwe 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

We need to adopt a long-term view for infrastructure: defining outcomes that
transcend political cycles, says Matt Capon.

Imagine it’sAugust 2100.What
kindof communitieshavewe
left behind?Whatopportunities
doourchildrenand

grandchildrenenjoy?Whatdoes
success look like?

Theanswers to thesequestionsare
theoutcomeswewill leavebehind,
yet toooftenour infrastructure
debates startwith assets rather than
outcomes— focusingonwhatwe
shouldbuild insteadofwhatweare
trying toachieve.

Unlocking the full toolkit
Determining theoutcomeswewish
toachieve shouldbe the starting
point for anyconversationabout
infrastructure investment.

Toooftenwenarrowly focuson
acoupleofquestions—dowebuild
ornotbuild?Renewordefer?Who
shouldown this asset?

But theseareonlyahandful of the
choicesavailable tous.

Anoutcomes-focusedapproach
recognises that new infrastructure is
just one tool amongmany.Wecan
maintainwhatwehave, renewageing
assets, adapt or repurposeexisting
infrastructure, consolidate services,
changeoperatingmodels, release
capital fromunderperformingassets,
or transfer ownershipwhere it
creates greatervalue. In somecases,
theanswerwill be tobuild something
new. Inothers, itwon’t.

Theobjective is not to createmore
assets. Theobjective is to create
betteroutcomes.

This requiresus toexpandour
thinkingbeyond traditional asset
managementand incorporate
investmentmanagement.While asset
managementhelpsusunderstand
ourassets andhowtheyshouldbe
operated,maintained, and renewed,
investmentmanagementhelpsus
evaluate thechoiceswehave, and
howscarcecapital canbedeployed
across anentireportfolio toachieve
thegreatest value.

Bringing the two togetherbrings
clarity to enable trade-offs, allocate
resources, and investwhere the
greatest impact canbeachieved,
without requiring aperfect solution.
Thatmeanswecanseemomentum
onpriority goals sooner thanunder
a traditional approach,where full
fundingwouldbeneededbefore
progress ismade. Importantly, it
creates a stronger connection
between theperformanceofphysical
assets and theoutcomes theydeliver
for communities.

Infrastructuredecisions should
not startwith assets. Theyshould
startwithoutcomesweare trying to
achieveand thenworkbackwards to
determine thebest intervention.

Choosing the right intervention
Different countrieshaveused
differentmechanisms to improve
outcomes, but the lesson is
remarkablyconsistent: startwith the
desiredoutcomeand thenchoose the
intervention that bestdelivers it.

TheNewSouthWales
Governmentneeded to invest inhigh-
priority infrastructureprojects to
improve the state’s economicgrowth
andproductivitybut lacked the
funding todo so.Theyselectedasset
recyclingasa lever to releasecapital
and fundnewpriorityassets. Restart
NSWisa closed-loop fund that since

2011has redirectedmore thanA$35
billion fromsoldassets intopriority
projects— spreadacross
infrastructure sectors,with30%
mandated tobe spent in the regions.
Critically, its successwas
underpinnedby two things—strong
governanceandassurance, anda
long-termstrategicview.Projects
fundedhadalreadybeendeemeda
priority through 10-year capital
investmentplans, agency-level asset

managementplans andawhole-of-
governmentpipeline. Investments
were independently cost benefit-
tested,with InfrastructureNSW
holdingan independent assurance
role.

TheUKadoptedadifferent
approach togeneratemore from its
collectiveassets andcreateeconomic
growthbyunlockingmore land for
newhomes.TheOnePublicEstate
began in2013 andbrought together

local governmentagencieswith
central government to support
locally ledpartnershipsaimedat
kickstarting regenerationand
transformingpublic servicedelivery.
Thesepartnerships combined land
andbuildingassets traditionally
managedby several differentpublic
entities (councils,NHS, emergency
servicesandeducation) intoa
portfolio, enabling the releaseof
surplus land forhousing,
regenerationandcommercial
development; improvingpublic
services throughco-location services
andsignificantly reducingoperating
costs.

Todate, theprogrammehas
unlockedmore than93,000 job
opportunities, released land formore
than55,000homes, raisedmore than
£800million in capital and reduced
operatingcostsbymore than£211m.

Norwaychose to reinvest oil
profits overseas, creatingaUS$2.2
trillion intergenerational fund that
has turnedawindfall intoa
permanent sourceofwealth for the
country. Two factorshavemade the
fundso successful: adefined
governance structure anda long-
termhorizon.Toensurebenefits in
perpetuity, only the fund’s expected
long-termreal return (currently
estimatedat around3%peryear) can
be spent rather thandrawingdown
theprincipal.Although this
representsonlya small part of the
fund, it effectively amounts toalmost
20%of thegovernmentbudget.

While eachcountrychose
different tools, theywereall
underpinnedby the same idea—
infrastructure success isnot
determinedbyhowmuchcapital you
have. It is determinedbyhowwell
youstewardwhatyouhave.

ForAotearoaNewZealand, that
maybe themost important
infrastructure lessonof all.We’ll

neverhaveall thecapitalweneed
todeliver our infrastructurewish-list,
sowhatweneed todo is extract
greatervalue fromtheassets,
resourcesandopportunitieswe
alreadyhave.

Becoming good stewards
It’s easy to focuson thechallenge
aheadofus—asmall countrywith
a significant infrastructuredeficit,
ageingassets, andconstrainedpublic
finances.A stewardshipapproach
allowsusgreater control of our
future. It’s clearwecannot continue
asweare.Whilewecannot afford to
default tobuildingnewevery time,
wecan leverage the full toolkit
available tous acrossbothasset and
investmentmanagement.

Todo that,weneed toadopt a long-
termview: definingoutcomes that
transcendpolitical cycles and
establishinga robust governance
framework toholdourselves to
account.Weneed tobalancecosts,
service, and futureneeds; and
evaluate theopportunity costsof our
decisions—understanding that a
dollar spent inoneplace is adollar
that cannotbe spent somewhereelse.
Itmight alsomeanmakingdifficult
and, at times, unpopulardecisions
aboutwhatwekeep,whatwe let go
of, andhowweprioritise scarce
resources.

Most importantly,weneed to take
intoaccount thevalueof time. Perfect
solutionscanbe lengthy todevelop
andcostly todeliver, significantly
delaying, or in somecases completely
removing thebenefitsweexpect, so
our focus shouldbeonhowwecan
deliver communitybenefits as early
aspossible.Anokaysolution
deliveredon time is alwaysbetter
thanaperfect solutiondelivered late.

Ifwedo thiswell,wewill see
benefits like fasterdecision-making;
smaller, less complicatedandmore
affordableprojectsor stagingofmore
ambitiousprojects; andgenuine
reflectionanddebateonwhether
somethingnew is requiredor
whether there is anotherpathway.

They’ll judge us on what we
achieved
Imagine thoseNewZealandersof
2100 lookingbackat thechoiceswe
made.

Theywon’t askhowmuch
infrastructurewebuilt.

They’ll askwhetherwehad the
courage tomake thoughtful
decisions,whetherweprotectedand
enhanced theassets entrusted tous,
andwhetherwe left themmore
opportunity thanwe inherited
ourselves.

Thenext generationwon’t judgeus
onwhatweowned.They’ll judgeus
onwhatweachieved.

● MattCapon is SustainingCapital
Leader atAurecon



Hidden threats: designing for resilience
NZ’s critical
infrastructure risks
remain hidden,
Fortinet security
manager tells
Bill Bennett

Source: Fortinet. 2026 State ofOperational Technology andCybersecurity report.
More than 700OT-relatedprofessionals surveyed. HeraldNetwork graphic

How visible are your OT systems?

What percentage of youroperational technology systems are visible
within your organisation’s central cybersecurity operations?
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AlthoughmostOTenvironments are visible to security teams,
23%of respondents say theyonly have visibilty into about half of
their network, potentially leading to vulnerabilities related to
siloed information, lack of awareness andmonitoring challenges.
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Joshua Alcock says New Zealand’s level of preparedness is “a double-edged sword”.

N 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 intelligencemanager. 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.

“A lot of organisations in the critical
infrastructure sector have looked at
what’s happened inAustralia over the
last few years with the Security of
Critical Infrastructure Act 2018 and
further amendments and thought:
‘We probably need to alignwith 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 organisationmay have strong

security controls but still struggle to
respond if it doesnotunderstandhow
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

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 howdowedetect
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
communitywhen 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 ExchangeForum,whereoperators
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 greatermaturitybecauseorgan-
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 treatedmore 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.

“Whatwedoknow,wecan 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.

● Fortinet is a sponsor of theHerald’s
Infrastructure report.
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The energy trilemma
More co-ordination
is needed among all
players to operate a
new energy system
andmeet future
demand and
expectations, writes
Graham Skellern 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.

GrahamCampbell

N 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 (whe-
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.

“In the 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.

The report suggests fourwaysNew
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
in the long term
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 generationhasbecome
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

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 demandwill 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 tomeet 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 frompeaksmore valu-
able. Demand flexibility, competitive
generation markets with low barriers
to new entry, and well-functioning
financial hedgingmarketswill 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-
ordinationalone 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, themarket
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.

This includes regulatory barriers
to quickly adding supply and ensur-
ing themarket is sufficiently competi-
tive to incentivise new entrants to
build newgenerationwhenprices 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 thatwould be consistentwith
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 functioningmarket, wewould
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 systemmeans that policy and
operational changes in one part of the
system can have consequences else-
where.

Generation
Electricity generation including
windand solarhasbecome
increasingly renewableand
cheaper,makingmuch thermal
generationuneconomic.
● Thermalpower stations that
haveclosed since2007are:
● TeAwamutuGas turbine
54MW,closed2007
● NewPlymouthGas/oil turbine
600MW,2008
● Huntly 3Coal/gas steam
turbine250MW,2012
● OtahuhuBGascombinedcycle
404MW,2015
● SouthdownGascombined
cycle/cogeneration 170MWm
2015
● TeRapaGascogeneration
44MW,2023
● StratfordGascombinedcycle
377MW,2026
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A Scandinavian lesson for NZ
New Zealand needs infrastructure plans that outlast governments, writes Nick Leggett

Construction for the Fornebu Line (Norwegian: Fornebubanen), a fully
underground extension of the Oslo Metro.

Continually reopening
the country’s long-term
infrastructure direction
every election comes at
a significant fiscal cost.

Nick Leggett

E veryoverseasdelegation
returnswith ideas. Someare
interesting.A fewhave the
potential to reshapehowwe

think.Our recent visit to Scandinavia
was firmly in the secondcategory.

The lessonwasn’t thatNorwayand
Swedenarewealthier thanNew
Zealand, although theyare.Norwas
it simply that theybuildbetter roads
or railways. The real lessonwas that
theyhavebuilt systemsdesigned to
deliverona long-termnational amb-
ition, regardless ofwhichpolitical
partyhappens tobe ingovernment.
That shouldgiveNewZealandpause.

BothNorwayandSwedenoperate
long-term, 12-yearnational transport
and infrastructureprogrammes that
providegenuinecertaintyabout
future investment. Theyareupdated
deliberatelyoutsideelectionyears,
allowinggovernments to respond to
changingcircumstances, newtechno-
logies andevolvingpriorities. But the
fundamental direction remains stable
and that distinction is important.

Thesearenot rigidplans that lock
futuregovernments intoeverypro-
ject. Priorities canchange, projects
canbedelayedoraccelerated, and
newopportunities canemerge.What
doesn’t changeat every three-year
revieworchangeof government is
theoverall commitment to sustained
investmentand theconfidence the
country ismoving inaconsistent
direction.

Here,wehavebecomeaccusto-
med toadifferentmodel. Every
Budget andelectionbringsanew list
of announcements.Governments
arrivewithambitious infrastructure
promises, only formany tobe
revisited, reprioritisedorabandoned
by thenext administration—some-

times thosewhoauthored them.
Businesses recruit, invest and

purchaseequipmentbasedonpipe-
lines that candisappearovernight.
That isn’t strategic infrastructure
planning. It is short-termpolitics
driving long-term investment
decisions.

Theconsequences are real. Infra-
structurebusinesseshesitate to in-
vest innewcapability. Skills leave the
industryduring inevitable gaps in
work. International investors see

uncertainty rather thanopportunity.
Local government struggles toalign
its ownprogrammeswith thoseof
central government. Toooften,main-
tenance isdeferredbecause it is eas-
ier to raid the tinandannouncenew
projects thanpreserveexistingassets.

Scandinaviahas reachedadiffer-
ent conclusion. Long-term funding
programmes reduce risk, improve
planningandcreatebettervalue for
taxpayers.Agencies cansequence
workmoreefficiently. Industrycan
investwith confidence inpeople,
equipmentand innovation.Asset
owners canmaintain infrastructure
before failuresbecomemore
expensive. Communities gain
confidence that agreedprojectswill

actuallyproceed. Inotherwords,
certaintybecomesaneconomicasset
in its ownright. This thinking sits at
theheart of InfrastructureNew
Zealand’s electionmanifesto. Before
wedebate individual roads, hospitals
or rail lines,weshould first agreeon
NewZealand’s long-termeconomic
ambition. Infrastructure should
follow thoseanswers.

Ifwecanbuildbroadpolitical
agreementaroundour long-term
direction,wecancreate greater stabi-
lity around the investment required
to support it.

Governmentswill alwaysdisagree
onpriorities and timing. Theyshould.
That is democracy. But continually
reopening thecountry’s long-term
infrastructuredirectioneveryelec-
tioncomesat a significant fiscal cost.
We feel that in theamountwepay
forour infrastructure.Weget the sil-
vermedal for poorvalue formoney
across thedevelopedworld. Part of
that cause is stop-start, overlypoliti-
callydriven infrastructureagenda.

NorwayandSweden remindedus
thatprosperity is not createdby
biggerwish lists orbetterpress
releases. It is createdby institutions
that give governments, industryand
communities theconfidence to
invest for the long term.

NewZealandhas the talent and
skills, thecapital and theexpertise.
Whatweneednow is thepolitical
leadership that continues tobuilda
systemthat can stay thecourse.
● NickLeggett is chief executiveof
InfrastructureNewZealand. Infra-
structureNewZealand is a sponsor of
theHerald’s Infrastructure report.
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Why control matters

New Zealand’s
digital backbone
faces risks from
cables to cyber
attacks

TenPeaks chief executive Michael Stribling is wary of framing the industry purely around artificial intelligence.

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
as part of
the
country’s
critical
infra-
structure
base.

E ssential infrastructuredoes
not always involveconcrete,
steel orbitumen.New
Zealand’s fibreandwireless

networks, data centres, cloud
servicesandcybersecurityarenow
everybit asvital as roads,water and
electricity.

While civil engineeringassets
remain important, thedigital
backbone represents thenation’s
economic future.Weneed tomove
electronsandphotons aswell as
atoms.

Thechallenge isn’t just building
data centres. It’s buildingan
interconnecteddigital system
resilient enough to support them.

PeterNelson ismanagingdirector
ofDatacom,NewZealand’s largest
technologycompany.He says:
“Datacom’sview is thatNewZealand
needs to start treatingdataand the
infrastructure that supports it aspart
of the country’s critical infrastructure
base.”

Nelson isnotmakinganabstract
point.He saysboardsand
policymakersneed toknowwhich
dataanddigital servicesare
genuinelycritical,where theyare
storedandprocessed,whocontrols
the infrastructure theydependon
andwhether those services cankeep
running throughamajordisruption.

Datacomconducted research that
suggestsmanyNewZealand
organisationsare still catchingup to
that reality and its risks. In a survey
of 155 senior business and technology
leaders, 85%said theywereconfident
theycouldkeepcritical services
running throughamajordisruption.
Yetonly39%had tested theirdisaster
recoveryplans in thepast sixmonths
and 13%hadnever tested thematall.

We’ve done this before
Despite fears expressedelsewhere,
NewZealand’s electricity grid isnot
among the risks. ProfessorNirmal
Nair of theUniversityofAuckland’s
PowerSystemsGroup says thegrid
cancopewithawaveofnewdata
centres.

“Wedon’t have togomuch further
back thanwhenLakeManapouriwas
dammed togeneratepower for the
aluminiumsmelter.We’vedone this
before, adda large loadand the
generationwill follow. It’s not likeour
gridhasneverhandledavery large
loadsuddenly comingonboard.”

Theharderquestion iswhat gets
built. Here, twoofNewZealand’s
biggestdata centreplayers are
placingdifferentbets.

TenPeaks, thedata centrebusiness
carvedoutof Spark just over ayear
ago, is buildingbroadcapacity for
largelydomesticuse. Thecompany’s
chief executiveMichael Stribling is
waryof framing the industrypurely
aroundartificial intelligence.

He says: “Sometimes there’s a lot
of focusonAI. The realityof adata
centre is it’smuchbroader than just
AI.”

TenPeaks’ 11 facilities alreadycarry
theeveryday infrastructureofNew
Zealand life: banking systems, health
recordsandgovernment services.
Stribling says its growthwill track
howNewZealanders andNew

Zealandbusinesses consumedigital
services, not theAI cyclealone.

A concept for the whole country
Datagrid ismaking theoppositebet:
a singlehyperscale campusat
Makarewa inSouthland, built
specifically forAI trainingandexport.

Chief executiveRemiGalasso seeshis
project asproof of concept for the
wholecountry.

“For a long time theassumption
was thathyperscale infrastructure
wouldalwaysbebuilt somewhere
else.Makarewasaysotherwise,”
Galasso says.

Dr IlanOshri, directorof the
UniversityofAucklandBusiness
School’sCentreofDigital Enterprise,
says sovereigntyhasquietly
overtakencost as akeyconsideration
indigital investment.

“Costwas the classicdriver for
outsourcing,” he says. “It stillmatters,
but for this kindof investment it is
no longer theheadline. Investors are
looking for long-termpower stability,
where renewableenergy is thekey
factor, alongsidedata sovereignty
andpolitical stability.”

LouiseFrancis saysNewZealand
risksmisunderstanding its own
advantage if it treatsdata sovereignty
asamatterof geography.

“It’s not about buildingbigdata
centres andholding thedataonshore.
Sovereignty ismoreabout control:
having the right people, theway the
data isused,whereandhow it’s
stored.”

Elsewhere, she says, countries are
“going inwith abulldozer, puttinga
ring fencearoundeverythingand
saying it’s sovereignbecause it’s air-

gapped”.NewZealand’smore
pragmatic approach, shebelieves, is
anunderratedadvantage rather than
aweakness.

Francis is countrymanager for
Ecosystm, a consulting firm. She
workswith clientson rapid
technologychangeandhelps them

identifyopportunities for growthand
long-termresilience.

Sovereignty is unsettled
OneNZ’sCFOKieranByrne says the
sector’s understandingof sovereignty
remainsunsettled.

“I don’t reallyhaveapoint ofview
at thispoint aroundhow important
that’s going tobe.”

Byrne says thatmostNewZealand
AIworkloadsalreadygooffshore, to
thedatacentres runby firms like
Anthropic andOpenAI.

Evenso, he saysbuilding local
capacity is close toa freeoption: “At
best,wecreateourownsovereign
productivity infrastructure.Atworst,
wecreatea low-carbonsolution for
overseasAI labs to train theirmodels
inour cleanenvironment. That feels
likeanabsoluteno-regrets, no-
brainer.”

ForDatagrid’sGalasso, sovereignty
is less aboutwheredata sits than the
institutionsaround it.

“A stabledemocracy, the ruleof
law, strongprivacy foundationsand
institutions that are respectedaround
theworld” are the realdraw for
international customers, he says.
Trust, not geography, is theproduct.
This thinkingunderpins themassive
AI factoryDatagridplans tobuild in
Southland.

Datacom’sNelson ismore
sceptical thatNewZealandhas
caughtup inpractical termswith the
thinkingarounddata sovereignty. In
theDatacomsurvey, 83%said they
wereconcernedabout the risksof
storingdataoffshore. Yetonly35%
hada formaldata sovereigntypolicy
inplace.

Whilepowerhasdominated the
conversationaboutNewZealand’s
data centresuntil now,Choruschief
technologyofficerMartinSharrock
thinks that is changing.

He says: “Connectivity isnow
moving fromasecondary
consideration toa strategicone.A site
canhaveaccess topower, but if it
lacks resilient, diverse fibre
connectivity, low latencyand the
ability to scale asdemandgrows, it
maystruggle to remaincommercially
viableover the long term.”

The scaleofwhat is coming is
significant. Choruscommissioned
research suggestingAI couldaccount
for 15% to20%ofallNewZealand
internet traffic by2030, rising
towards40% internationallyby2033.
The traffic itself looksdifferent.

“Wherepeopleused to stream
entertainment, gaming,web
browsing,AI is starting tochange that
withmoreuploadactivity,” Sharrock
says.

Connectivity is key
That growthbringsNewZealand’s
digital backbonevulnerability into
sharper focus. Ecosystm’sFrancis
says thecountryhas spent too long
fixatedonelectricity supplywhile a
more immediate risk goes largely
undiscussed.

“Even if you’ve got all the
electricity in theworld, it’s not going
todomuchgood if you lose that
connectivity link.”

Shepoints to recentTelstra and
Optusoutages inAustralia as a
warningofwhat cascadingnetwork
failure can look like for critical
infrastructure.NewZealandhad its
ownpreviewduringCyclone
Gabrielle,whenall four cables
connectingHawke’sBay to the rest
of thenetworkwentdownatonce,
despiteplanning that assumedat
most twowould fail.

Sharrock says resiliencenow
meansmore thanback-uppower. “It’s
about ensuring sites remain
connected throughdiverse fibre
routes, canwithstandoutagesor
disruptionsandcontinueoperating
aspart of awider connected system,”
he says.

Recently, Chorushasbegun
offeringTimeSync, anetwork-based

Infrastructure
Bill Bennett
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more than location

continued on B34

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.

wholesaleprecision timing service.
Sharrock says this links to the
growingneed for critical digital
infrastructure tobenot just
connectedbut synchronised.

Timingmatters asmuchas
connectivitywhenbuildingadigital
backbone.

5Gmobilenetworks, financial
systemsanddistributeddata centres
all dependonprecisely synchronised
clocks.

Atpresent, that timing signal
almost always comes fromGPS
satellites—whichpresents another
risk. LouiseFrancis fears satellites are
vulnerable to solar flareswhileOne
NZ’sByrne says there’s nothing
sovereignabout satellites.

Chorus’ new locally-based
wholesaleprecision timingnetwork
sidesteps thatdependency, keeping
critical infrastructure synchronised
even if satellite signals aredegraded
orunavailable.

Connectivityand timingareonly
part of the resiliencequestion.The
other iswhathappenswhensome-
onedeliberately tries todisrupt the
infrastructure.

Nair believesoneaspectof
cybersecurity is a seriousconcern for
NewZealand.

“Thereare threepillars to
cybersecurity. In the first two,
confidentiality and integrity,we’re
comparablewith the rest of theworld,
andperfectly comfortable. But
availability is thecritical one,
particularly forAI, because it needs
tobeavailable all the time.”

NewZealand’s size, heargues, is a
genuineadvantagehere. “We’re a
smaller systemtoattack.Our core
grid is adifficult problem.We’vebeen

operatingadigital gridandmarket for
30years.”

He isnot troubledby theprospect
of ahacker-triggeredblackout: the
country’s analogueback-up systems
remain robust, he says.

Themore realistic threats are
natural rather thandigital orhuman.
He fears earthquakesandvolcanoes
rather than ransomware.

The red queen effect
OneNZ’sByrne is evenmore
sanguine.Heexpects thecurrent
waveofAI-discoveredsoftware
vulnerabilities tomake the internet
safer rather thanmoredangerous.

“I think the redqueeneffect
applies. Threat actors aregoing toget
smarter, but sowill thedefence. I
think it’s going tobegood for the

world topatch itself over thenext six
to 12monthsandwe’ll be good from
there.”

If theengineeringpart of thedigital
backbone is solved, the investment
environment is less certain.While
Nair is confident about theelectricity
grid’s physical capacity, he is
concernedabout themarket
structurearound it.

“We’vealreadystartedhearing
comparisons toEnron,which is the
wrongkindof sentiment.

“There’s a structural riskhere. I’ll
wait for theNovemberelection to see
what comesout theother side. If the
electricitymarket is going tobe
restructured, that’s a structural risk,
youwon’t get capital here. They’ll
wait andwatch.”

Thatuncertaintyaround
ownershipand incentives runs
through the industry itself.

TenPeakswascarvedoutof Spark
just over ayear ago, takingona
privateequity investor alongside the
telco’s remaining stake.

Striblingcalls it “almost thebest of
bothworlds”. Spark’sheritageand
customer relationships, pairedwith
an independent balance sheet. “Our
sole focusnow isowning, operating
anddevelopingdigital infrastructure
anddatacentre capacity in theNew
Zealandmarket.

“Previously thatwaspart of the
missionat Spark.Now it’s thewhole
mission forus.”

That change inownershiphas
quietly changedwhat gets talked
about. Sparkoncemadeheadlines
buyingentire solar farms topower its
data centres; today, largely, only
Datagrid inSouthland stillmakes that
kindof announcement.

Stribling says the substanceof
sustainablepowerhasnot
disappeared.

“Sparkmadeanagreementprior
to the separationand investmentby
PacificEquityPartners, around the
Lauriston solar farm inSouth
Canterbury.
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Why control trumps location
continued from B33

Top: Remi Galasso and Datagrid’s
single hyperscale campus at
Makarewa in Southland, built
specifically for AI training and
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
stability, where renewable energy is
the key factor.

TenPeakscontinues toworkwith
Spark;wecontinue topowermany
ofourdata centres through that
agreement,” saysStribling.

Datagrid’sGalasso, bycontrast,
wants theGovernment to intervene
—notwith favours, butwith
certainty.

“We’renot asking for a special
pathwayora lowerbar fordata
centres.

“Where the countrycangenuinely
improve is clarity, not leniency: clear
national expectations, sodevelopers
knowthe standards they’ll beheld
tobefore theycommit.

“Clear rules, consistentlyapplied,
arewhat attract serious investment.
Not easierones.”

Nelson frames theunderlying
issue in termsofownership, not
geography, decidingwhoreally
controls this infrastructure.

“Infrastructurecanbephysically
located inNewZealandbut still be
owned, governedor controlled
offshore. That is not automatically a
problem,but it is something
organisationsandpolicymakers
need tounderstand.”

Not everyoneagreesonhow
muchNewZealand stands togain
from international participation.
Oshri,whohas spenthis career
studyingglobal sourcingdecisions,
doubts thecountrywillwin themost
valuablework.

“Therewill certainlybe
investment indata centres, because
there is a genuinecase for it inNew
Zealand.AttractingmultinationalAI
trainingwork is adifferentmatter,”
he says. “Myexpectation is thatNew
Zealandcaptures real value from
hostingandstorage, but thehigher-
valueAI trainingwork isharder to
winandmuchof thatvaluemay
accrueelsewhere.”

GivenDatagrid’s ambition,
Galasso isunderstandablymore
optimistic.Hepoints to2030.

“Thepicture is of aNewZealand
with two internationally connected
islands insteadofone, exporting
computeandconnectivity rather
than importingall of it, and
competing forAIworkloads it could
neverhavehostedbefore.”

Theconstraints, inhisview, are
nowpeopleandpolitics rather than
physics: “Power first. Thenskills.
Consentingcertainty sits alongside
both.”

WhetherNewZealandendsup
hosting theworld’s dataor training
its intelligence, Sharrock’s
assessmentofwhat isnowat stake
needsnoqualification.

“NewZealand’s digital economy is
built upona foundationofdigital
infrastructure.

“Without it,wecannot grow.”
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How India’s vision can benefit NZ
Transformative infrastructure expansion is a timely opportunity for NZ, says Dr Madan Mohan Sethi

By combining India’s
scale, manufacturing

capability and
investmentmomentum

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 amodern
economic partnership.

DrMadanMohan Sethi

F ewcountries illustrate the
transformativepowerof
infrastructureasvividlyas
India. Fromengineering

marvels suchas the rock-cutKailasa
TempleatEllora, theSunTempleat
Konark, theKhajurahomonuments
and theTajMahal, India’s history
reflects a traditionofworld-class
constructionandengineering
excellence.

Today, that legacy isbeing
reimaginedonanunprecedented
scale.Drivenby rapidurbanisation,
industrialisationand thevisionof
Viksit Bharat (Developed India) 2047,
India isundertakingoneof the
world’s largest infrastructure
programmes, creating significant
opportunities for international
partnerships.

ForNewZealandbusinesses,
particularly thoseengaged in
construction, engineering, building
materials, design, sustainability and
projectmanagement, this
transformationpresents a timely
commercial opportunity.

India’s infrastructureexpansion
extends far beyond roadsand
buildings. Thecountry is investing
heavily inmultimodal logistics,
industrial corridors,metro rail
systems, airports, ports, renewable
energy, smart cities, digital connec-
tivity, data centres andurbanutilities.

Government initiatives suchas the
National InfrastructurePipeline, PM
Gati ShaktiNationalMasterPlanand
National LogisticsPolicyare
improvingconnectivitywhile
reducing logistics costs.

The scaleof execution is reflected
in theparticipationof globally
recognised Indiancompanies
includingLarsen&Toubro (L&T),
AdaniGroup, TataProjects, Shapoorji
Pallonji, GMRGroup,Afcons Infra-
structure,NCCLimited, IRB
InfrastructureDevelopers andDilip
Buildcon, delivering someof India’s
largest transport, energy, industrial
andurbandevelopmentprojects.

Simultaneously, India continues to
improve its investment climate
through regulatory reforms, digiti-
sationof approvals andsimplified

businessprocedures, strengthening
investor confidence.

Infrastructuregrowth is alsobeing
reinforcedbystrong international
investor confidence.According to the
Department forPromotionof
Industryand InternalTrade (DPIIT),
Singapore, Canada, theUK,United
ArabEmirates andAustraliahave
become increasingly active in trans-
port, renewable energy, logistics, air-
ports, ports, industrial parks, digital
infrastructureandurbandevelop-
ment. Their long-termcommitments
reflect growing confidence in India’s
policy reforms, economic stability
and infrastructure-ledgrowth
trajectory.

The scaleof India’smarketmakes
thisopportunityparticularly com-
pelling.Home tomore than 1.4billion
people, India remains theworld’s
fastest-growingmajor economyand
oneof the largest consumersof
constructionmaterials globally.
Demand is risingacrosshousing,
commercial developments, transport
infrastructure, healthcare, education,
tourismandmanufacturing facilities.
Cities suchasDelhi-NCR,Mumbai,

Bengaluru,Hyderabad,Chennai,
PuneandAhmedabadare leading
this transformation,while emerging
industrial clusters across states inclu-
dingGujarat,Maharashtra, Tamil
Nadu,Uttar PradeshandKarnataka
continue toattractdomestic and
international investment.

Indiaalsooffers considerable
strengthsas amanufacturingpartner.
It is among theworld’s leadingprodu-
cersof steel, cementandaluminium
and is amajor exporterof granite,
marble, ceramic tiles, engineered
stone, constructionmachineryand
fabricatedengineeringproducts.

Indigenous innovation is accele-
rating, exemplifiedby the recent
developmentof India’s first
domesticallymanufactured tunnel
boringmachine, demonstrating
growingcapabilities inadvanced
engineeringandheavyequipment
manufacturing. Combinedwitha
large skilledworkforceand
competitiveproductionecosystem,
India is increasinglybecomingboth
a significantmarket anda
dependable global supplier for
infrastructureprojects.

New Zealand opportunity
NewZealandbrings strengths that
complement India’s scale remarkably
well. Its reputation for engineering
quality, sustainable construction,
environmentalmanagement, advan-
ced timber technologies, project
planningand resilient infrastructure
is recognised internationally.

LeadingNewZealandorgani-
sations suchasFletcherBuilding,
Downer,HEBConstruction, Fulton
Hogan, Beca, andWSP,havedeve-
lopedglobally recognisedcapabilities
in transport infrastructure, civil engi-
neering, projectdelivery, environ-
mental consulting and resilient infra-
structuredesign. CombinedwithNew
Zealand’spremiumradiatapine, high-
gradealuminiumproducts and
advancedconstruction technologies,
thesecapabilities cancomplement
India’smanufacturing scale and
infrastructureambitions.

NewZealand’s own infrastructure
agenda— including transportup-

grades,water reform, renewable
energyprojects and resilientpublic
infrastructure—createsopportunities
forhigh-quality constructionmate-
rials, engineeringproducts and
specialisedmanufacturing sourced
fromIndia.

An important catalyst couldbe the
hostingof an India-NewZealand
InfrastructureSummit, bringing
together governmentagencies,
developers, engineeringcompanies,
material suppliers, financial institu-
tionsand technologyproviders from
bothcountries. Suchaplatformcould
facilitatepartnershipsacross
transport infrastructure, sustainable
construction, affordablehousing,
smart cities, renewableenergy, urban
planningandadvancedbuilding
materials,while encouraging joint
ventures, technology transfer and
long-term investment.

TheConsulateGeneral of India in
Auckland remainscommitted to
facilitate this growingpartnershipby
connectingNewZealandbusinesses
with relevantministries, state govern-
ments, infrastructuredevelopers,
industryassociationsandcredible
private-sectorpartners across India.

Throughbusinessdelegations,
investment facilitation, B2Bmeetings,
market intelligenceandbusinessvisa
assistance, theConsulate seeks to
transformcommercial interest into
tangibleoutcomes.

Infrastructurehasalways shaped
civilisations. Today, it also shapes
economicpartnerships. Bycombi-
ning India’s scale,manufacturing
capability and investmentmomen-
tumwithNewZealand’s expertise in
sustainableengineering, innovation
andhigh-quality construction
solutions, both countrieshavean
opportunity tobuildnotonly roads,
ports andcities, but alsoamodern
economicpartnership foundedon
sharedgrowth, resilienceand long-
termprosperity.

● DrMadanMohanSethi is India’s
Consul-General based inAuckland.
TheConsulateGeneral of India in
Auckland is a sponsor of theHerald’s
Infrastructure report.
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The fundamental misalignment
We’re building the infrastructure. Who’s assembling the land, asks Adrienne L. Miller

We invest in the
infrastructure, but

leave the challenge
of assembling the

land largely to
chance.

Adrienne L. Miller

New rail stations open while
surrounding land remains fragmented
and the housing, employment and
investment opportunities anticipated in
the business case remain unrealised,
writes Adrienne Miller.

N ewZealand is investing
billionsofdollars in
infrastructure. Fromthe
CityRail Linkand rapid

transit corridors tomajorwater and
wastewaterupgrades,wecontinue to
commit significant public funding to
projectsdesigned to support growth.

Thebusiness cases for these
investments consistentlypoint to
benefits suchas increasedhousing
supply, urban regeneration,
agglomeration, productivity gains
andmore liveable communities.

Yet toooften thosebenefits take
years toemerge, arriveonlypartially,
or fail tomaterialise at the scale
originally anticipated.

Theproblem isnotnecessarily a
lackof infrastructure investment.Nor
is it a lackofdevelopmentdemand.
Themissingpiece is something far
lessvisible, but equally important. It
is theability toaggregatedisparate
parcelsof land intodevelopment-
scaleprecincts capableof attracting
private sector investmentand
delivering thehousing, employment
andmixed-useoutcomesonwhich
many infrastructurebusiness cases
depend.

Infrastructurebenefits of this sort
are realisedatprecinct-scale.
Housing, commercial activity, public
spacesandmixed-use
neighbourhoodsdonot emerge lot by
lot. They require coherent
landholdings capableof supporting
integrateddevelopment. Yetour
urbanareas, particularlyaround
existing infrastructurecorridors,
transporthubsand towncentres, are
oftencharacterisedby fragmented
ownershippatternsmadeupof
dozens—sometimeshundreds—of
separate titles.

We invest in the infrastructure, but
leave thechallengeof assembling the
land largely tochance.

Landaggregation is not a simple
property transaction. It is a
specialisedprocess requiring
commercial, planning, legal and
stakeholder expertise to identify
strategic sites, coordinate
infrastructure servicing, negotiate
withmultiple landownersandengage
with iwiwhereTreaty settlement
interests, culturally significant sites
andothermattersof cultural
importancemaybe involved, all in
order to createdevelopment scale
precincts.

Atpresent, that task largely falls to
privatedevelopers, investors and
their advisers. There isnodedicated
public institution responsible for
systematically aggregating land
aroundmajor infrastructure
investments, nor adedicated funding
mechanismor streamlinedplanning
pathwaydesigned to support the
process.

Asa result, fragmentedownership,
hold-out risk, planningcomplexity
and infrastructure servicing
challenges candelayprojects for
yearsbeforeconstructioneven
begins.

The result is a fundamental
misalignment in thewaywe
approachurbangrowth.

Infrastructure is oftendelivered
first,withanassumption that the
marketwill subsequentlyaggregate
surrounding landandunlock
developmentopportunities.
Sometimes that happens.Moreoften
it takesmuch longer thanexpected.
Newrail stationsopenwhile
surrounding land remains
fragmentedand thehousing,
employmentand investment
opportunities anticipated in the
business case remainunrealised.

Thechallenge is not simplyoneof
marketdemand.Thepublic sector
has theability tocut through
fragmentedownership, align
planningand infrastructuredelivery,
andco-ordinate growth inaway the
private sector cannothope for.

Everymajor infrastructure
business case reliesonassumptions
about futuredevelopment.Higher

housingdensities, increased
economicactivityandstronger
public transport patronageareoften
central to thebenefits calculation. But
thoseoutcomesdependon land
beingassembled intoviable
developmentprecincts that support
both thepublic andprivate realm
required fordensification. If
aggregationdoesnot occur, oroccurs
manyyears later, thebenefits of the
infrastructure investmentare
delayedaswell.

City Rail Link
TheCityRail Link illustrates thepoint.
Evenwitha$5.5billion investment,
manybenefits are still anticipated
rather than realised.TheGovernment
mandated 15-storeyminimum
buildingallowancesaround
Maungawhau,Kingslandand
Morningside stations tomaximise
returnon theCRL investmentby
unlockingmajorhousingand travel
timesavings. Yet theprecincts
around those stations, particularly
Maungawhau,have still tobe

delivered.This is theclassic
infrastructure lag.Wepay for
capacitynowandrealise
productivityanddevelopment
benefits over the followingdecade,
rather thanaligning zoning, land
assemblyandprecinct creationwith
the investment itself.

Part of that lag is structural, part
of it cultural.

Theentities thathavehistorically
deliveredwhatwenowrecogniseas
transportprojectshavegenerally
operatedwithinnarrow legislative
powers, ableonly toacquireandhold
land for adefined transportpurpose.
Thepowersof compulsion required
toassemble land forbroaderurban
outcomeshaveexistedelsewhere in
the systemfor some time, but there
hasalsobeen reticence touse them.

That reflects both thechallengeof
social licenceanda lackof
understandingandpublic appetite
for the lengthof timeassociatedwith
realisingevenacompelling
overarchingvision.While
infrastructureprojects canoftenbe
funded, designedanddelivered
withina relativelydefined timeframe,
theprocessof aggregating
fragmented landholdings, creating
development-readyprecincts and
ultimatelydelivering thehousing,
employmentandmixed-use
outcomesanticipated in thebusiness
casewill inevitably take longer.
Political cycles andpublic
expectationsdonot always sit
comfortablywith thosehorizons.

AucklandMayorWayneBrown
himself flagged theprecinct issue,

warning thatoncurrentplans the
station riskedopeningwitha “Gaza-
likepieceof land in front of the
station”.Hecharacterisedprevious
efforts as “access reducingandvalue
reducing” andargued theobjective
shouldbe to “get themaximum
valuationoutof thearea”. The
concernwasnot the station itself, but
thegapbetweendelivering the
infrastructureanddelivering the
place.

Thechallenge is not simplyoneof
powersor institutions.Without
legislativeand institutional settings
that enablevaluecreation, coupled
withpoliticalwillingness, public
understandingandpatiencearound
thebroaderpurpose,wewill continue
to invest in infrastructurewhile
waiting longer thannecessary for
manyof its anticipatedbenefits tobe
realised.

Other countrieshave recognised
this challengeand responded
differently. In theUnitedKingdom,
development corporationshave long
beenused toco-ordinate growth
aroundmajor infrastructure
investments.

Australiahasadopted similar
approaches throughstate
developmentagencies that aggregate
land, co-ordinate rezoningand
infrastructuredelivery. Singapore
has taken integration further still,
coordinating landassembly, housing
deliveryand infrastructureplanning
atprecinct-scale.

While the institutional
arrangementsdiffer, the lesson is
remarkablyconsistent. Successful

modelsdonot assume that
fragmented landownershipwill
somehowsort itself out after
infrastructurehasbeenbuilt. They
recognise that landaggregation is a
critical enabling activity that sits
between infrastructure investment
andbenefits realisation.NewZealand
shouldbe thinking in the sameway.

Oneoptionwouldbe toestablish
adedicatedLandAssemblyand
PrecinctEnablementUnit, potentially
within thenewmulti-functional
MCERT, (orKāingaOraoracouncil-
controlledorganisation).

Supportedbya revolvingPrecinct
EnablementFund, its rolewouldbe
to identify strategic growthprecincts
aroundmajor infrastructure
investments, co-ordinate land
aggregationand finance theearly
stageactivities thatoftenprevent
projects fromprogressing.

There is also a strongcase for
aligningupzoning, consentingand
infrastructureplanningwithina
singleprogramme fordesignated
growthprecincts, rather than
progressing throughmultiple
disconnectedpathways.

Creating opportunity
Most importantly,weneed to shift
our thinking from infrastructure
projects toplaceoutcomes.

Success shouldnotbemeasured
solelybykilometresof rail
constructedorpipes laid
underground. It shouldalsobe
measuredby thehomes, jobs, public
spacesandcommunities created
around those investments. It is, after
all,what the infrastructure is for.

Infrastructurecreates the
opportunity. Landaggregation turns
thatopportunity into reality.

Ifweare seriousabout increasing
housing supplyandcapturing the full
valueofour infrastructure
investments, then landaggregation
cannot remainanafterthought. It
mustbecomeaconsideredand
deliberatepart of thedeliverymodel.

For too longwehaveassumed the
marketwould solve theproblemof
fragmented landownershiponce the
infrastructurehasbeenbuilt. The
experienceof theUnitedKingdom,
Australia andSingapore suggests
otherwise.

UntilNewZealanddevelops the
institutional capability toaggregate
land, alignplanningprocessesand
preparedevelopment-ready
precincts,wewill continue investing
billions in infrastructurewhile
waiting far too long for thebenefits
toarrive.

AdrienneL.Miller is theCEOof the
UrbanDevelopment Instituteof
NewZealand (UDINZ). Shewas
previouslyGeneralManagerNZat
the InfrastructureSustainability
Council andhas servedon the
ConstructionSectorAccord’s
InfrastructureReferenceGroup,
theCivil Infrastructure Industry
AdvisoryGroupandonFreeman
Media’s FutureRoadsAdvisory
Board. Shealso recently joined the
Boardof EngineersWithout
BordersNZ, anNGOworkingacross
thePacific, and is a regular
commentatoronconstruction,
infrastructureanddevelopment
issues.
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