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Information Withheld  
The information for release has been assessed under the Official Information Act 1982 (the Act). Where 
information has been identified to be withheld the relevant section of the Act has been provided.  
 
Information within the documents above that is out of scope of the release of this Cabinet paper is 
identified in the documents and withheld. 
 
Where information has been withheld under section 9(1) of the Act, no public interest has been 
identified that would outweigh the reasons for withholding it.  

Key to the withholding grounds under the Act applied in the documents are as follows:  

• 9(2)(a): To protect the privacy of natural persons. 

• 9(2)(f)(iv): To maintain the constitutional conventions which protect the confidentiality of advice 
tendered by Ministers and officials. 

Accessibility  
The Commission is committed to providing information in accessible form and can provide an alternate 
version of this material if requested. Please cite this document’s title or PDF file name when you email a 
request to info@tewaihanga.govt.nz 
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IN CONFIDENCE 

Office of the Minister for Infrastructure 

Cabinet, Economic Policy Committee 

Improving Asset Management in New Zealand: Setting clearer expectations 
through guidance and report back on programme 

Purpose 

1 This paper provides an update on the All-of-Government asset management work 
programme that Cabinet endorsed in May 2025 [EXP-25-SUB-0049]. It also seeks 
Cabinet’s support for the Infrastructure Commission to release guidance on Asset 
Management and Investment Planning, Asset Registers, and Performance 
Indicators. The development and publication of this guidance is a key deliverable 
in Phase One of the wider work programme. 

Relation to government priorities 

2 The asset management work programme supports the Government’s priorities of 
building a stronger, more productive economy that lifts real incomes and increases 
opportunities for New Zealanders; and getting the Government's books back in 
order. It also supports two policy areas that were a focus in Budget 2025. These 
are developing a sustainable pipeline of long-term infrastructure investments and 
lifting economic growth through measures to address New Zealand's long-term 
productivity challenge. 

3 My goal is to provide safer, more reliable infrastructure services to Kiwis, and to 
achieve better value for money by making the most of what we have. 

Executive Summary 

4 In May 2025, Cabinet endorsed the All-of-Government asset management work 
programme that comprised two Phases. Phase One is about providing clarity on 
what ‘good’ looks like in asset management and providing tools to help central 
government agencies strengthen their capability. Phase 2 is about driving more 
fundamental changes to the Investment Management System to ensure that we see 
sustained improvements in asset management. 

5 Phase One of the asset management programme is largely complete, delivering a 
suite of quick, “no regrets” initiatives. Key achievements include release of the 
Public Investment Management Assessment (PIMA) report, progressing 
investigations on a National Underground Asst Register, development of guidance 
on asset management and performance indicators, and continued support for the 
asset management community of practice. 

6 The new guidance sets clearer steps, methods, and metrics that will help agencies 
meet their planning, performance, and accountability requirements under Cabinet 
Office Circular CO (23) 9: Investment management and asset performance in 
departments and other entities. This Circular sets the rules and requirements of the 
Investment Management System.   
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17 The purpose of Phase One is to provide clarity on what ‘good” looks like and 
ensure that there are better tools to help agencies build capability and succeed. All 
Phase One deliverables are tracking to schedule and either have met or will meet 
their target milestones. 

18 Setting expectations and building capability is not enough. We also need to ensure 
that agencies are meeting their obligations. For example, transparency could be 
strengthened to ensure that Ministers, Parliament, stakeholders and the public can 
better understand the state of our assets and stronger assurance and oversight may 
be required to help agencies meet their asset management obligations.  

19 Phase Two of the programme considers more fundamental changes to system 
settings as detailed in the Infrastructure Commission’s draft National 
Infrastructure Plan which will be further informed by the Government response 
due mid next year. Other Phase Two deliverables include a refresh of  
CO (23) 9 which, as noted above, sets the rules and requirements of the 
Investment Management System and is the vehicle through which any updated 
system settings will be implemented/operationalised.  

Better Business Case and Gateway review 

20 A key activity of the Update of the Better Business Cases (BBC) and Gateway 
Frameworks – Tranche 2 is to streamline all business case templates to focus on 
key information Ministers need to make well-informed decisions and in doing so, 
significantly reduce the size of business cases and the time and cost it takes 
agencies to develop these. 

21 On 11 July 2025, the Treasury published the Approval to Deliver template 
replacing the Implementation Business Case template, sharpening its purpose and 
reducing the template from 29 pages to 12 pages. The Treasury is now reviewing 
the remaining business case templates and plan to publish the new templates and 
guidance by 30 March 2026. The Treasury has convened a working group 
consisting of representatives from the capital-intensive agencies to ensure the new 
templates include user feedback. 

22 Other Treasury activities completed or underway as part of the update include: 

22.1 training over 200 agency participants in August 2025 to lift agency 
capability and understanding of the Investment Management System. 

22.2 working with the Ministry for the Environment to publish new guidance on 
how agencies should incorporate resilience into investment planning. 

22.3 sharing trends and insights from Gateway reviews with agencies to ensure 
agencies apply lessons from past reviews into future investment proposals. 

22.4 developing products for Ministers, Chief Executives, and agency senior 
leaders to outline key roles and responsibilities, how decision-makers 
engage with the Investment Management System, and high-level business 
case guidance to support agency senior leaders with their investment 
planning and business case reviews. 
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Asset Management and Investment Planning Guidance  

23 The Infrastructure Commission has largely completed the development of its 
Asset Management guidance and (subject to incorporating agency feedback and its 
Board approval), intends to issue it before the end of the year. The Circular  
CO (23) 9 provides for System Leaders1 to issue guidance which agencies must 
apply to their strategic planning and asset management activities. 

24 The guidance has been developed as a “good practice” document which clarifies 
what is required to meet Cabinet’s planning and performance expectations and 
will support agencies’ compliance with CO (23) 9. It has been purposely drafted to 
be consistent with ISO 55000 (the international standard for asset management) 
and is intended to improve several key areas of weakness: 

24.1 the current lack of visibility of consistent, cohesive and comprehensive 
asset investment plans; 

24.2 the lack of robust asset data to inform asset management and investment 
planning and performance reporting; and 

24.3 the lack of visibility of agencies’ asset management performance. 

Consistent, cohesive and comprehensive investment plans 

25 It is currently difficult for Ministers to scrutinise and approve agency long term 
investment plans with confidence. Existing plans are presented differently, have 
different focusses (e.g., on new capital investment required as a result of increases 
in demand), do not always set out whether current depreciation and operational 
funding will adequately look after the existing asset base, and may not expose 
service level trade-offs. In addition, long-term plans often don’t provide a strategic 
view of agencies’ network of assets to show asset rationalisation or recycling 
opportunities resulting from forecast reductions in demand. 

26 The guidance will support agencies to develop well-structured and evidence-based 
strategic investment plans which clearly set out their approach to planning, 
delivering, operating, maintaining, and renewing assets – and clearly link these 
activities to core service delivery while demonstrating they are driving long term 
value. This will help Ministers and Cabinet make better investment decisions. 

Robust asset data 

27 The quality of agencies’ asset registers is variable. Good asset data is the 
foundation of sound asset management and should be used as the basis of all 
informed asset investment decisions. It is difficult to have confidence in 
investment planning, if the underlying asset data is poor.  

28 The guidance addresses this by setting out the minimum data attributes that 
agencies should be collecting and storing in their asset registers to better inform 
their planning and performance against plan. 

 
1 The Commission is designated as a System Leader for the purposed of CO (23) 9. 

az81n2l4i5 2025-12-01 09:34:29







I N  C O N F I D E N C E  

8 
I N  C O N F I D E N C E   

Cost-of-living Implications 

45 Addressing cost-of-living issues is not a primary objective for the Improving 
Infrastructure Asset Management programme. However, improvements to the 
infrastructure asset management will support efficient infrastructure management, 
which will support economic growth and fiscal management and have long term 
impacts on the cost-of-living. 

Financial Implications 

46 This work programme is expected to be funded from baselines. 

Legislative Implications 

47 There are no legislative implications in this paper.  

Impact Analysis 

Regulatory Impact Statement 

48 There are no regulatory impacts with this paper.  

Climate Implications of Policy Assessment 

49 There are no CIPA-related implications with this paper. 

Population Implications 

50 There are no direct population implications with this paper. This comprehensive 
work programme will unlock a substantial improvement in living standards for all 
New Zealanders. 

Human Rights 

51 The proposals in this paper are consistent with the New Zealand Bill of Rights Act 
1990 and the Human Rights Act 1993. 

Use of external resources 

52 An external contractor with significant experience in asset management practice 
was engaged to lead the development of guidance and provide advice to support 
the development of the National Infrastructure Plan.  

Consultation  

53 Capital intensive agencies, including Police, have been involved in the 
development of the Asset Management guidance. 

54 Condensed timeframe means that agency consultation on the Cabinet paper 
occurred at the same time as Ministerial consultation. The following agencies 
were consulted: New Zealand Transport Agency, Health New Zealand, Kainga 
Ora, Department of Corrections, Ministry of Justice, Ministry of Education, New 
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Zealand Defence Force (Estate and Infrastructure), and NZ Police. 
 

Communications 

55 I intend to write the foreword to the guidance. The Commission will conduct its 
own promotion upon release of the guidance. 

Proactive Release 

56 This paper will be proactively released as per Cabinet Office Circular (23) 4 
within 30 business days of final decision being taken by Cabinet.  

Recommendations 
The Minister for Infrastructure recommends that the Committee: 

1 note that phase 1 of the Improving Infrastructure Asset Management programme is 
progressing well with all workstreams meeting their respective milestones 

2 note the release of the Infrastructure Commission’s Asset Management and 
Investment Planning guidance in December 

3 invite Ministers to work with their agencies to engage with the guidance once 
published, noting the importance of asset management and the need for agencies to 
improve current practice. 

 
Authorised for lodgement 
 

 

 

 

Hon Chris Bishop 

Minister for Infrastructure 
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Cabinet Economic Policy 
Committee
Minute of Decision

This document contains information for the New Zealand Cabinet. It must be treated in confidence and 
handled in accordance with any security classification, or other endorsement. The information can only be 
released, including under the Official Information Act 1982, by persons with the appropriate authority.

Improving Asset Management in New Zealand

Portfolio Infrastructure

On 12 November 2025, the Cabinet Economic Policy Committee:

1 noted that in May 2025, the Cabinet Expenditure and Regulatory Review Committee 
endorsed the two-phase Improving Infrastructure Asset Management programme and invited
the Minister for Infrastructure to report back on progress and next steps by March 2026 
[EXP-25-MIN-0049];

2 noted that phase one of the Improving Infrastructure Asset Management programme is 
progressing well, with all workstreams meeting their respective milestones;

3 noted that the Infrastructure Commission’s Asset Management and Investment Planning 
guidance is intended to be released in December 2025;

4 invited Ministers to work with their agencies to engage with the Infrastructure 
Commission’s guidance once published, noting the importance of asset management and the
need for agencies to improve current practice.

Rachel Clarke
Committee Secretary

Present: Officials present from:
Hon David Seymour
Rt Hon Winston Peters
Hon Nicola Willis (Chair)
Hon Chris Bishop
Hon Shane Jones
Hon Brooke van Velden
Hon Dr Shane Reti
Hon Tama Potaka
Hon Simon Watts
Hon Chris Penk
Hon Penny Simmonds
Hon Andrew Hoggard
Hon Mark Patterson
Hon Nicola Grigg
Hon James Meager
Hon Scott Simpson
Simon Court MP

Office of the Prime Minister
Office of Hon Chris Bishop
Officials Committee for ECO
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TW-2025-732 Asset Management Guidance - Foreword     

Recommended actions 

We recommend that you: 

a. Approve the foreword.  

Yes / No    

b. Agree to invite the Minister of Finance to be a joint signatory to the foreword. 

Yes / No  

c. If yes to (b), agree to refer this report to the Minister of Finance for consideration.  

Yes / No 

For Minister of Finance  

d. Agree to be a joint signatory to the foreword.  

Yes/No 
 

 
Andy Hagan 
General Manager, Investment 
 

 

 

 

 

Hon Chris Bishop 
Minister for Infrastructure     /    /    
 
 
 
 
 
 
 
Hon Nicola Willis 
Minister of Finance      /    /     



Appendix 1
Asset Management Guidance - Minister’s Foreword. 

Asset management means taking a whole-of-life approach to our infrastructure – from defining 
the level of service we need, to planning, investing, operating, maintaining, renewing, and, when 
appropriate, retiring assets. In short, it’s how we make sure our infrastructure delivers the best 
value for money outcomes for New Zealanders. 

Too often, we don’t measure up. Across the public sector, poor asset management has led to 
leaking school roofs, sewage leaks in hospitals, and deteriorating public buildings.  

We can, and must, do better. 

This guidance defines what good asset management looks like. It sets clear expectations and 
supports agencies to improve their planning and delivery and encourages them to regularly 
monitor their performance. Aligned with international good practice, it targets the areas where 
improvement is most needed: 

• consistent and transparent asset investment planning and delivery focussed on value for
money outcomes

• robust, reliable asset data to inform better decisions
• clear visibility of asset performance across agencies to provide assurance that we are

looking after what we have

When we get these things right, decision-makers have the insight they need to make sound, 
evidence-based choices – and the public can have confidence that agencies are being 
responsible stewards of the infrastructure they manage on behalf of all New Zealanders. 

This guidance challenges every agency to raise the bar. Every agency leader has a responsibility 
to lift their asset management performance – not as an optional exercise, but as a core part of 
delivering public value. The time for incremental improvement has passed. We cannot continue 
to accept avoidable failures, wasted investment, or short-term thinking. I expect chief executives 
to actively adopt this guidance, embed it in their decision-making, and hold their organisations 
to account for implementing it. 

By managing our assets well, we can avoid costly failures, make smarter investments, and deliver 
better infrastructure for all New Zealanders. 

TW-2025-732 Asset Management Guidance - Foreword 
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·1 • NEW ZEALAND•ill INFRASTRUCTURE

COMMISSION
Te Waihanga

Te Kiwanatanga 
oAotearoa 
New Zealand Government 

Draft Cabinet Paper on Improving Infrastructure Asset 

Management 

Date: 28 October 2025 

Report No: TW-2025-720 

To 

Hon Chris Bishop, Minister for 

Infrastructure 

Attachments 

Action sought 

a. Provide feedback on the

attached draft Cabinet paper

b. Approve the circulation of the

draft Cabinet paper for

Ministerial Consultation from

30 October

Deadline 

29 October 2025 

Appendix 1. Draft Cabinet paper: Improving Asset Management Processes and Practices in New 

Zealand: - Setting clearer expectations through guidance and report back on programme 

Contact details 

Name 

Siobhan Procter 

Andy Hagan 

Purpose 

Role Phone 

Special Adviser 

General Manager, Investment 

1. We provide a draft Cabinet paper which updates progress of the All-of-Government asset

management programme and updates Cabinet on upcoming release of the Infrastructure

Commission's Asset Management and Investment Planning guidance (the Guidance) in

December.

2. We are seeking your feedback on the draft Cabinet paper prior to Ministerial consultation

on 30th October 2025 and can discuss this with you at your meeting with Infrastructure

officials on 29th October.

TW-2025-720 Draft Cabinet Paper on Improving Infrastructure Asset Management 
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Analysis 
3. You requested a Cabinet paper on the Guidance being produced under the asset 

management work programme (TW-2025-683 refers). The purpose being to notify Cabinet 
of the release of the Guidance to continue momentum on work improving asset 
management practice. In addition, we propose using the Cabinet paper to provide a report 
back on progress on stage one of the work programme which will meet your commitment 
to Cabinet to report back by March 2026. 

4. The Asset Management and Investment Planning guidance is being issued by the 
Infrastructure Commission (the Commission) in their role as an Investment Management 
System, System Leader, under the Circular. Reflecting the need of clear accountabilities and 
ownership, the Cabinet paper does not request Cabinet formally agree to the Guidance or 
approve its release. Instead, the paper sets out the objectives and key components of the 
Guidance and asks Cabinet to note its release and invites portfolio Ministers to engage with 
their agencies to promote its uptake. You may wish to provide feedback on this framing. 

5. As advised in TW-2025-683, the Cabinet paper also notes that the Guidance is not 
mandatory for agencies to allow for transition and implementation issues to be worked 
through by agencies, and to allow asset management expectations to be considered as part 
of the phase two of the work programme, including the update to CO(23)9. 

6. The non-mandatory status furthers the need for Ministerial engagement with agencies to 
promote improved asset management practice upon release of the Guidance. We also 
propose that you provide the Guidance foreword to further reinforce its importance. The 
Commission will manage its own programme of release and promotion. We also welcome 
feedback on other potential opportunities to promote its uptake. 

7. Formal agency feedback on the Guidance has just closed. Overall feedback was positive, 
with the following concerns being raised: 

a. some agencies indicated that significant investment would be required to lift 
capability and improve systems – one capital intensive agency suggested at least 
an additional two staff members would be required 

b. calls for greater clarity on compliance status and applicability 

c. requests for practical tools and implementation support including templates, data 
models, training  

d. the need for clearer expectations of timeframes to meet standard 

e. support for ongoing sector collaboration through communities of practice 

8. Treasury has provided specific input to the Cabinet paper on their work programme 
responsibilities. The overall draft Cabinet paper has been shared with the Treasury, and their 
feedback has been incorporated. 
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Appendix 1
Note: Final Cabinet Paper is released as Item 1.
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