
Level 7, 95 Customhouse Quay 
Wellington 6011 

tewaihanga.govt.nz 

4 September 2023 

Thank you for your Official Information Act request, received on 7 August 2023.  You requested: 

1. Any review of Waka Kotahi's additional Waitematā Harbour crossing work and/or
recommendations by Treasury.

2. Any review of Waka Kotahi's additional Waitematā Harbour crossing work and/or
recommendations by Te Waihanga.

3. Any advice/feedback/briefings provided by Treasury to Waka Kotahi as part of the
additional Waitematā Harbour crossing work.

4. Any advice/feedback/briefings provided by Te Waihanga to Waka Kotahi as part of the
additional Waitematā Harbour crossing work.

5. Any briefings from Te Waihanga to ministers on the additional Waitematā Harbour crossing
work.

6. Any briefings from Treasury to ministers on the additional Waitematā Harbour crossing work.

On 8 August, you clarified your request to include: “any feedback/input Te Waihanga had into 
ministry of transport papers intended for ministerial briefings or cabinet papers”. 

We have transferred part of your request to the Ministry of Transport 
Some of the information we hold that is within scope of your request cannot be released by us 
because the relevant Cabinet papers can only be released by the Minister of Transport. This 
pertains to draft Cabinet papers we received for comment from the Ministry of Transport (on 
behalf of the Minister).  

As advised by letter on 14 August, we have transferred this part of your request to the Ministry of 
Transport. 

One of the documents covered by the transfer is a draft of the Cabinet paper with our ‘track 
change’ comments provided as feedback to the Ministry of Transport. There is a reference to this 
document under item 13 in the table below.  
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Information being released 
Please find enclosed the following documents: 

Item Date Document Description Decision 

1 20/4/23 Extract from April monthly update to the Minister 
for Infrastructure 

Release 

2 23/5/23 Extract from May monthly update to the Minister 
for Infrastructure 

Release 

3 1/6/23 Briefing from Te Waihanga to Minister for 
Infrastructure re Auckland Transportation Portfolio 

Release in part 

4 4/7/23 Email from Te Waihanga to Waka Kotahi on mega 
projects  

This followed a presentation given by Te Waihanga 
to Waka Kotahi Waitematā Harbour Crossing joint 
governance group 

Release in part 

5 11/7/23 Email from Te Waihanga to MOT attaching 
feedback on draft Cabinet paper [item 6]. 

Release 

6 11/7/23 Te Waihanga feedback to MOT on draft Cabinet 
paper [attached to item 5]. 

Release 

7 12/7/23 Email update to Minister’s office relaying Treasury 
comment [attaches a draft of the Cabinet paper, 
which is covered by the transfer; and item 6] 

Release 

8 12/7/23 Email to Minister’s office attaching briefing [item 
9]. Also attaches a draft of the Cabinet paper, 
which is covered by the transfer; and item 6] 

Release 

9 12/7/23 Briefing from Te Waihanga to Minister for 
Infrastructure re draft Cabinet paper [attached to 
item 8].   

Release 

10 13/7/23 Email from Te Waihanga to Waka Kotahi re 
comments on the draft Cabinet paper [attaches 
item 6] 

Release 

11 13/7/23 Email to Minister’s office attaching talking points 
for Cabinet on 17 July [attaches item 12]. 

Release 

12 13/7/23 Talking points for Minister for Infrastructure to take 
to Cabinet on 17 July [attached to item 11]. 

Release 

13 19/7/23 Update from Te Waihanga to Minister’s office re 
latest draft Cabinet paper [attaching track change 
feedback to MOT which is subject to the transfer] 

Release 
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Item Date Document Description Decision 

14 24/7/23 Email to Minister’s office attaching talking points 
for Cabinet on 24 July [item 15]. 

Release 

15 24/7/23 Talking points for Minister for Infrastructure to take 
to Cabinet on 24 July [attached to item 14]. 

Release in part 

 

I have decided to release the relevant parts of the documents listed above, subject to information 
being withheld under the following sections of the Official Information Act: 

• contact details of officials, under section 9(2)(g)(ii) – to maintain the effective conduct of 
public affairs through protecting ministers, members of government organisations, officers 
and employees from improper pressure or harassment 

• section 9(2)(f)(ii) – to protect the ability to maintain the constitutional conventions for the 
time being which protect collective and individual ministerial responsibility. 

 
We have provided extracts of two monthly reports relevant to your request (items 1 and 2 in the 
table above). Other information in these reports is not included because it is outside the scope of 
your request.  Similarly, some parts of items 3 and 4 have been redacted because they are outside 
the scope of your request.   

In relation to the two sets of talking points provided as items 12 and 15, we note that we have no 
visibility of how (or whether) this advice from Te Waihanga informed Cabinet considerations.  

In making my decision, I have considered the public interest considerations in section 9(1) of the 
Official Information Act.  

Please note that this letter and its attachments may be released on our website (with your name 
redacted). 

This reply addresses the information you requested.  You have the right to ask the Ombudsman to 
investigate and review my decision.  

 
Yours sincerely 

 
Barbara Tebbs 
General Manager, Policy 







































Hi Emily 

Thank you for the opportunity to comment on the Cabinet paper. 

Te Waihanga is strongly of the view that announcing an ‘emerging preferred option’ for the 
Waitematā Harbour Connections project (WHC) undermines effective project planning and 
investment decision-making.   

In its response to Rautaki Hanganga o Aotearoa, the New Zealand Infrastructure Strategy 2022 – 
2052, Government has agreed the need for government to be a better client and to take a holistic 
view of the infrastructure system in planning and investment to meet current and future needs. 

Narrowing options under consideration for the WHC by early announcement of an ‘emerging 
preferred option’ falls well short of the principled approach to decision-making set out in the 
Strategy and is inconsistent with robust business case processes. 

Premature provision of detail on solutions, scope, costs and timeframes puts counterproductive 
pressure on project planning processes and undermines assessment of alternative investment 
options, compromising cost benefit analyses. 

From a national perspective, early announcement of options for the WHC will also constrain 
government options on wider infrastructure priorities – such as future decisions to address the 
infrastructure deficit, build resilience, meet emissions reduction goals, or recover from recent 
extreme weather events. 

We advise that the Cabinet paper should be more than a noting paper and provide active direction 
to agencies to reset the process and workstreams underway – and for any announcement to be 
deferred until this work is in hand.  

In particular, we recommend that the Cabinet paper should: 
• Prioritise work on the programme level business case to integrate major interdependent

projects (such as Auckland Light Rail (ALR) and Northwest Rapid Transit Corridor (NWRT));
ensure an adequate understanding of the overall network and land use impacts of these
projects; and allow for a holistic and strategic consideration of the needs and aspirations for
Auckland’s overall transport network and land use system

• Instruct the project team to complete a full business case process in accordance with
Treasury’s Better Business Case Guidance and the Decision-Making Principles set out in the
Strategy

• Require a focus on the exploration of lower cost interventions (e.g. demand management,
pricing, land use) that aligns with the Waka Kotahi intervention hierarchy and stakeholder
expectations

• Signal the significant carbon impact of a double tunnel under the Harbour compared with
other options, and ensure thorough consideration of how the options will impact on the
government’s emissions reduction pathway

• Instruct the project team to work to identify affordability and deliverability constraints,
noting that Te Waihanga considers the anticipated portfolio of Auckland transportation
infrastructure projects to be undeliverable, as currently proposed, based on estimated
delivery timeframes and constraints on market capacity.

We expand on each of these points briefly below. 

Item 6
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The importance of the Business Case process 

The purpose of a robust business case is to provide objective analysis in a consistent format to 
decision-makers. This allows for better comparability and transparency, and enables government to 
make smart investment decisions that maximise public value. 

An ‘emerging preferred option’ is not something that is contemplated within Better Business Case 
guidance. 

It is an important part of the Business Case process that project teams take a structured and 
objective approach to analysis of options. 

At this stage, a range of options have been identified and analysed. However, there is still further 
work needed to identify the preferred option, develop scope and understand delivery approach. 
Planning and environmental consultation processes are yet to be completed which may impact 
project options. At this stage, cost estimates and delivery timeframes are highly uncertain.  As 
highlighted by the Rapid Independent Assessment, there is insufficient analysis and partner 
alignment to arrive at a single emerging preferred option with reasonable certainty and without 
considerable risk.   

It is important that the Cabinet paper supports the stewardship of the public investment decision-
making system and instructs the consideration of options in accordance with government policy.  

Require a focus on the exploration of lower cost interventions 

We are deeply concerned with the statement that options analysis has been limited to high-cost 
infrastructure solutions that aim to meet all of the project investment objectives. 

Both the Infrastructure Strategy and Waka Kotahi intervention hierarchy emphasise the importance 
of non-built and low costs solutions to addressing our infrastructure challenges.  

This is particularly evident in Auckland.  Since the 1990s, Auckland has experienced a trend towards 
increasing congestion and increasing average travel times. This has occurred despite significant 
expansion of the city’s road motorway network (approximately 380 lane-kilometres added since 
2000, more than doubling the city’s total motorway capacity). Arresting or reversing the increase in 
average travel times will therefore require sustained implementation of complementary transport 
investment, congestion pricing, and land use planning measures. 

Demand management can help manage the need for expensive infrastructure, but is under-used as 
an intervention.  If critical projects can not deliver as promised, it will be increasingly important to 
make better use of the existing infrastructure and networks we have, and shape demand towards 
deca bonisation. 

Prioritise work on the programme level business case 

The Auckland Portfolio is an unprecedented scale of closely interrelated major transportation 
projects and programmes that are planned or proposed to be delivered in the Auckland Region over 
the next two decades.  

In addition to those projects already committed under the Auckland Transport Alignment Project, 
work is underway on City Rail Link, Auckland Light Rail, Waitematā Harbour Connections, the New 
Zealand Upgrade Programme, the North West Corridor RT line, the Heavy Rail Development 
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Programme – as well as a number of small-scale infrastructure projects being delivered under the 
Transport Choices package1.  

These are all significant city shaping investments and will have major impacts on the transport 
network and the allocation of economic activity across the Auckland region.  In order to ensure they 
are complementary, work needs to be undertaken at a system level that takes a holistic and strategic 
consideration of the needs and aspirations of Auckland’s overall transport network and land use 
system to develop an overall investment strategy that integrates  current and future land use and 
transport networks. 

As part of that investment strategy work, it is becoming increasingly urgent for a conversation on the 
funding of this programme and its overall affordability.  The National Land Transport Fund is 
becoming become increasingly strained and without a clear articulation of how land transport 
should be funded in the future, business cases are being developed without any clear view of 
affordability constraints.  There is a very real risk that the eventual reset of the land transport 
funding system will leave this planning work redundant once it becomes apparent that, as a 
collection, they can not be afforded.  Accelerating the Future of the Revenue System work is 
essential to giving clear financial parameters for these projects to work within.  

Consideration of the deliverability of the investment programme 

The current annual level of construction activity within the transportation sector in the Auckland 
Region is just under $1.8 billion per year. Based on Te Waihanga modelling of WHC at $15 billion to 
$25 billion, we estimated a potential peak market requirement of almost $5.5 billion in 2029 to 
deliver the Auckland Portfolio.  The deliverability challenge gets even more significant with the 
higher figure of $35-45 billion.  

Te Waihanga considers the anticipated portfolio of Auckland transportation infrastructure projects 
undeliverable as currently anticipated, based on proposed delivery timeframes and the capacity of 
the market. Improving deliverability of the portfolio will require a combination of sequencing 
investments, changing the scope of investments, and coordinated interventions to rapidly grow the 
capacity of the market. 

We recommend a policy process is commenced on a portfolio approach, based on international 
examples of successful infrastructure build programmes, to ensure the deliverability challenges are 
best managed, and the programme is brought to market via a sensible series of packages that 
enables the market to gear up to deliver.  

We welcome the opportunity to discuss this feedback or provide input into the advice you will be 
providing to Ministers alongside the Cabinet paper.  

We request that the following content be included in the Cabinet paper as comment from Te 
Waihanga: 
Te Waihanga strongly advises against identifying and announcing an emerging preferred option for 

the WHC as this unnecessarily constrains the consideration of all options for the WHC project and 
wider planning for future investment into the Auckland transport network.  Similarly, Te Waihanga 
advises against the continuation of business case development, until business cases can be informed 
by robust parameters for affordability and deliverability.  

1 This is a $348 million package of activities nationwide, funded through the Climate Emergency Response 
Fund. It was announced as part of Budget 2022 and is due to be completed by mid 2024. 
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Given the scale of the emerging transport infrastructure investments being considered for Auckland, 
Te Waihanga advises that a portfolio approach be applied to manage the funding and deliverability 
challenges and bring the programme to market via a sensible series of packages that enables the 
market to gear up to deliver.” 

Regards 
Blake and Barbara 
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IN‐CONFIDENCE 
 

Page 2 of 2

Further note 

 The significant risk of cost overruns for projects that are announced before business case 
processes are completed has led some Australian state governments to develop 
‘announcements policies’ to provide guidance on what level of information can be provided 
to the public at each stage of project development.  

 We could consider developing a similar policy here to help reduce risks and cost escalations 
of future major infrastructure projects. 
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• They note the need for further work on emissions impacts given the significant embodied
carbon that would be generated by the project.

Further note 

• The significant risk of cost overruns for projects that are announced before business case
processes are completed has led some Australian state governments to develop
‘announcements policies’ to provide guidance on what level of information can be provided
to the public at each stage of project development.

• We could consider developing a similar policy here to help reduce risks and cost escalations
of future major infrastructure projects.

Te Waihanga content in the Cabinet paper 

Te Waihanga was consulted in the development of the Cabinet paper and our specific comment 
has been included (paras 90-92): 

90. Te Waihanga emphasises the significant limitations of the options analysis noted by
the Waka Kotahi Board and strongly supports the need for a robust business case
process, informed by parameters for affordability, deliverability and priority across
the Auckland transport portfolio. Te Waihanga supports a staged, affordable and
coordinated approach to investment in transport infrastructure as part of an
integrated Auckland transport system plan.

91. Given the scale of the emerging transport infrastructure investments being
considered for Auckland, Te Waihanga supports a portfolio approach to managing
funding and deliverability challenges, and bringing the programme to market via a
sensible series of packages.

92. Te Waihanga also notes that the emissions reduction impacts of this project need
further consideration. This project will result in significant embodied carbon
emissions which will run counter to national emissions reduction objectives and take
many decades to offset through any VKT reduction or other benefits that could be
achieved. This underlines the need to consider lower-emissions and non-
infrastructure options – such as pricing and other demand management measures.
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