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New Zealand has delivered world-class infrastructure 
before. With tremendous innovation, hard work and 
skill, our ancestors knitted the country together with 
networks of roads, railway lines, tunnels and bridges. 
Tapping into the power of the earth, they built 
pioneering hydro and geothermal power schemes 
and created a single national grid – connecting the 
two islands with what was then the longest high 
voltage link in the world. In recent decades, we have 
rapidly rolled out new technologies like electronic 
payment systems and Ultra-Fast Broadband. 

New Zealand achieved great things in the past, 
though under very different circumstances. To 
navigate the deep technological, economic, 
demographic and climate-related changes now 
under way, we will need to do so again. Success will 
require sustained effort, a willingness to change how 
we plan, fund, build and maintain infrastructure, and 
the courage to face hard truths. 

Compared to many other high-income countries, 
for example, New Zealand spends a greater share 
of gross domestic product on infrastructure but 
achieves less. This needs to change. If it doesn’t, 
New Zealanders risk missing out on the hospitals, 
schools, water systems, telecommunications and 
transport networks they expect and deserve. 

When the Commission released the draft National 
Infrastructure Plan in June 2025, the goal was to 
test whether we’d identified the right problems and, 
more importantly, the right solutions to improve 
performance and deliver better value for money. The 
response was clear: New Zealanders care deeply 
about infrastructure, and there was broad agreement 
with the direction of the draft Plan. 

We want to thank everyone who provided feedback 
– iwi and Māori organisations, local and central 
government, the private sector, and community 
and sector groups across New Zealand. Your ideas 
and expertise have helped shape a clearer, more 
actionable Plan. 

Foreword
Kupu takamua
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right projects

Making it easier 
to build better

Implementing the recommendations outlined 
in the Plan will ensure the infrastructure system 
is set up to deliver enduring value for current 
and future generations. Parts of the Plan will be 
regularly updated so decision-makers and the 
public have access to the latest information. The 
Commission will also monitor progress against our 
recommended changes. 

As well as system-level recommendations, the 
Commission has used its Forward Guidance – a 
method for forecasting infrastructure demand 
over time – to identify 10 areas that require more 
immediate attention. The Plan also draws on the 
latest assessments from the Infrastructure Priorities 
Programme, giving decision-makers a vetted menu 
of priority projects. And it brings together data on 
$275 billion of projects currently in planning and 
delivery across New Zealand, helping to ensure 
decisions aren’t made in isolation.   

The Plan sets out a practical, affordable path for 
delivering the infrastructure New Zealanders need 
to thrive over the next 30 years, but it won’t change 
anything by itself. Progress depends on the choices 
we make from here. Stepping up to the task will 
require us doing things differently. If we continue 
with the status quo, we’ll fall further behind. 

And we know progress is possible – because 
we’re already doing it. New Zealand is starting to 
lift its game. We’ve seen strong delivery in some 
areas, including the roll-out of new wind farms at 
internationally competitive costs. We’ve collectively 
built a National Infrastructure Pipeline that is second 
to none for its coverage and is ramping up the 
insights available to industry and decision-makers. 
Through our Forward Guidance, we are now 
strongly positioned to optimise investment across 
the infrastructure portfolio, which can help us tackle 
affordability early – decades before it reaches the 
point of no return. 

The National Infrastructure Plan sets out recommendations 
under four main themes: 

Raveen Jaduram
Board Chair

Geoff Cooper
Chief Executive

There will always be debate about individual 
priorities and projects. But – as the feedback on the 
draft Plan made clear – finding common ground isn’t 
just possible, it’s essential if we’re going to deliver 
the infrastructure services New Zealanders expect. 
The National Infrastructure Plan can point the way, 
but it’s up to all of us to take the next steps. 
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Kua hangaia e Aotearoa ngā tūāhanga tiketike rawa 
i mua. Nā runga i te mahi auaha, te ihuoneone me 
te mahi pūkenga, nā ō tātou tīpuna i raranga tahi 
i te motu nei ki ngā whatunga o ngā huarahi, ngā 
rerewē, ngā arapoka me ngā arawhiti. Mā te nanao 
atu ki te mana o te whenua, ka hangaia e rātou ngā 
kaupapa hiko ā-wai, ā-ngāwhā hoki, me te waihanga 
i tētahi tukutuku hiko ā-motu kotahi - e hono ana i 
ngā motu e rua, otirā i taua wā koinā te hononga 
ngaohiko rōroa rawa o te ao. I ngā ngahurutau tata 
nei, i tere whakaputaina ngā hangarau hou pēnei i 
ngā pūnaha utu ā-hiko me te ipurangi Aunui Hohoro.

He nui ngā whakatutukitanga a Aotearoa i te ngā 
tau o mua, otirā he rerekē te āhua o ngā āhuatanga 
i aua wā. Hei urungi haere i ngā panonitanga 
ā-hangarau nui, ā-ōhanga, ā-hangapori, ā-āhuarangi 
hoki kua tīmata kē, me pērā anō te nui o ngā 
whakatutukitanga. E angitu ai, me toitū te mahi, me 
hihiri ki te whakarerekē i ngā whakamaheretanga, 
te āhua o te tuku pūtea, te hanga me te tiaki i ngā 
tūāhanga, otirā me te manawanui anō ki te tūtohu ki 
ngā uauatanga tūturu.

Ina tauritea ki ētahi atu whenua moniwhiwhi-nui, he 
nui ake te whakapaunga a Aotearoa ki te tūāhanga 
engari he iti ake ngā whakatutukitanga. Me panoni 
rawa tēnei. Ki te kore, ko te mōrearea ia, e kore pea 
a Aotearoa e whiwhi i ētahi hōhipera, kura, pūnaha 
wai, hangarau whakawhiti kōrero me ngā whatunga 
tūnuku e tika ana.

I te wā i whakaputaina e te Kōmihana te Mahere 
Tūāhanga ā-Motu hukihuki i te Hune 2025, ko tō 
mātou whāinga ko te whakamātau mēnā i tautohua 
e mātou ngā raru tika, ā, mātua rā, te tautohu i ngā 
otinga tika ki te whakapai ake i ngā mahi me te kawe 
i te hua pai rawa mō te moni. He mārama te urupare: 
He nui te kumanu a te iwi ki te tūāhanga, ā, i kitea 
te whakaaetanga whānui ki te ahunga o te Mahere 
hukihuki.

E hiahia ana mātou ki te mihi ki te huhua tāngata i 
tuku whakaaro mai - ngā iwi me ngā whakahaere 
Māori, ngā kaunihera me te kāwanatanga, te rāngai 
tūmataiti tae atu ki ngā rōpū hapori, ā-rāngai hoki 
puta noa i te motu. Nā ō whakaaro me ō mōhiotanga 
i hoahoa i tētahi Mahere mārama ake, whaitake ake 
hoki.

Te whakamahere i tā 
te pūtea e taea ai.  

Te whakaarotau i 
ngā kaupapa tika.

Te tiaki i ngā rawa 
onāianei.

He whakamāmā i ngā 
hanganga pai ake.

Ka whakatakoto te Mahere Tūāhanga ā-Motu i ngā tūtohu i 
raro i ngā ariā matua e whā:

Foreword
Kupu takamua
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Mā te whakatinana i ngā tūtohu e takoto ana ki 
te Mahere e whakarite i te pūnaha tūāhanga ki te 
kawe i te uara mauroa mō tēnei whakatipuranga 
me ngā whakatipuranga e whai mai ana. Ka auau 
te whakahou i ngā wāhanga o te Mahere kia 
whai āheinga ai ngā kaiwhakatau take me te iwi 
tūmatanui ki ngā mōhiohio hou. Ka aroturuki hoki te 
Kōmihana i ngā kokenga, ka tauritea ki ngā tūtohu 
panonitanga.

I tua atu i ngā tūtohu ā-pūnaha, i whakamahia e te 
Kōmihana tana Aratohu Angamua - he tikanga hei 
matapae i te popono tūāhanga i te hekenga o te 
wā - ki te tautohu i ngā wāhi 10 e hiahia ana i ngā 
whakataunga wawe. Ka nanao atu hoki te Mahere 
ki ngā aromatawai hou nā te Hōtaka Whakaarotau 
Tūāhanga, e tuku ana ki ngā kaiwhakatau 
take tētahi rārangi kua oti te mātaihia, o ngā 
kaupapa whakaarotau. Ka whakatōpū hoki i ngā 
raraunga o ngā kaupapa e $275 piriona te uara e 
whakamaheretia ana, e kawea ana hoki puta noa i 
Aotearoa, hei āwhina ki te whakarite i te āhua o ngā 
whakataunga, kia kore e taratahi te whakatau. 

Ka whakatakoto te Mahere i tētahi huarahi whaitake, 
ngāwari te utu ki te kawe i ngā tūāhanga e tōnui ai 
te iwi o Aotearoa hei ngā 30 tau e tū mai nei, engari 
kāore e taea e te Mahere anake te rapu painga. Ka 
whirinaki ngā kokenga whakamua ki ngā kōwhiringa 
ka whāia e tātou atu i tēnei rā. Me rerekē ā tātou 
mahi e tū pakari ai tātou ki te oke i tēnei take nui. Ki 
te ū tātou ki te huarahi e whāia ana ināianei, ka nui 
kē atu te hoki whakamuri.

E mārama ana tātou e taea ana te koke whakamua 
- i te mea kua tīmata kē. Kua tīmata a Aotearoa ki 
te whakapiki i ā tātou mahi. Kua kitea ngā kawenga 
pakari i ētahi wāhi, tae atu ki te putanga o ngā 
pāmu kapohau hou me pai o te utu, ina tauritea ki 
te ao. Kua whakapikihia ngā rohe whakatū whare 
ki te taha o ngā tūāhanga, otirā kāore e taea tēnei 
e te huhua o ngā whenua o te ao. Kua hangaia e 
tātou he Roma Tūāhanga ā-Motu whakahirahira, 
mō tōna hōkaitanga, me ngā tirohanga ka tukua ki 
ngā ahumahi me ngā kaiwhakatau take. Mā roto i te 
Aratohu Angamua, e whakatau wawe ana mātou i 
te take whakangāwari utu - i ngā ngahurutau maha 
i mua o te taenga ki te ara hokinga kore. E pakari 
ana hoki te whakataunoa me te whakamāmā i 
ngā pukature whakamahere, kia mārama ake, kia 
reretahi ake te pūnaha.

Ahakoa pēhea ka tohea tonu ngā whakaarotau me 
ngā kaupapa takitahi. Engari - pērā i ngā kōrero 
mārama i puta i ngā whakahoki kōrero mō te Mahere 
hukihuki - he mea waiwai te rapu i te whakaaro ōrite, 
ehara noa i te āheinga, mēnā rā ka puta i a tātou 
ngā ratonga tūāhanga e matapaetia ana e te iwi o 
Aotearoa. Ko te Mahere Tūāhanga ā-Motu tērā e 
tohu ana i te ara whakamua, engari kei a tātou katoa 
te tikanga ki te koke whakamua.

Raveen Jaduram
Board Chair

Geoff Cooper
Chief Executive
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Source: Jessie Casson, Getty Images
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Ki a koe tētahi kīwai,  
ki a au tētahi kīwai 
For you one handle of the basket 
and for me the other
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Our future prosperity depends on infrastructure. 
New Zealand has built extensive networks of roads, 
water pipes and power lines – as well as social 
infrastructure like hospitals, schools and courts – 
that underpin the economy and support our way of 
life. But we are up against formidable challenges. 
Building and maintaining infrastructure is becoming 
more expensive and climate change is making 
the risks we face from natural hazard events more 
severe. Additionally, much of what we’ve built in past 
decades is wearing out and needs to be replaced. 

We spend a lot on infrastructure, but we don’t 
always get good value. New Zealand invested 
around 5.8% of gross domestic product (GDP) 
annually on infrastructure over the past 20 years, 
making us one of the top spending countries in 
the Organisation for Economic Co-operation and 
Development (OECD).1 Yet we rank towards the 
bottom for efficiency, or ‘bang for buck’. Having a 

small population spread across challenging terrain 
doesn’t help, but we also put hurdles in our way. 
Consenting alone costs infrastructure projects $1.3 
billion each year.2 Too often, projects are announced 
without going through a proper planning process, 
and maintenance gets routinely deferred in favour of 
the ‘new and shiny’.

Fiscal and demographic trends will make it 
harder to address our challenges. If New Zealand 
doesn’t change course, net Crown debt is forecast 
to be 200% of GDP by 2065, or $237,900 per 
person. The ratio of working-age people to those 
aged 65-and-over will be closer to two-to-one by 
then, meaning less income tax revenue and more 
demand for healthcare.3 Many local authorities are 
also approaching their debt limits. These pressures 
mean we cannot afford to build our way out of every 
problem. We need to get smarter about how and 
where we invest.

Executive 
summary
Whakarāpopoto Matua 

Source: Fraser Tebbutt, Truestock
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New Zealanders want us to take better care of 
what we’ve got. Through our public engagement, 
respondents overwhelmingly emphasised the need 
for improved maintenance and long-term planning 
of core infrastructure, particularly hospitals, water 
supply and transport. Respondents highlighted 
the importance of climate resilience and the need 
to consider environmental, social and economic 
outcomes when delivering infrastructure. 

The National Infrastructure Plan is a framework 
to sustainably deliver the infrastructure New 
Zealand needs over the next 30 years. The current 
system isn’t working as it should. The public and 
the construction sector are becoming increasingly 
sceptical about announced project timeframes 
and budgets due to frequent cost overruns and 
delays. Decision-makers don’t have access to 
the information they need to run the ruler over 
competing investments. Many central government 
agencies don’t know enough about the state of their 
existing infrastructure, or have a plan to look after 
it for the long term. Fixing the foundations of the 
system will create the conditions for better sectoral 
and regional investment planning, setting New 
Zealand up to better meet today’s needs and those 
of future generations.

Getting it right matters now more than ever. 
New Zealand is planning more projects than we 
can afford to deliver. The National Infrastructure 
Pipeline has information on 11,925 projects worth 
$275 billion in planning or delivery, spread across 
all regions (Figure 1). Smaller projects worth less 
than $100 million make up 98% of the Pipeline by 
number, but a handful of unfunded megaprojects 
account for a large share of the total value. 
Choosing to fund them might crowd out investment 
for the smaller, deliverable packages of work that 
contractors and communities depend on. This 
highlights the need to prioritise projects according 
to social and economic return and our collective 
ability to fund the required level of investment.

Four themes for change
As an independent advisor to the Government, 
the Commission takes a nationwide view to 
encourage and promote infrastructure development 
that enhances the wellbeing of New Zealanders. 
The Plan has a specific focus on improving the 
performance of the public sector as an asset 
owner, investor, and rule-setter. It identifies four 
themes and 16 recommendations that will make a 
material difference to how we plan, fund and deliver 
infrastructure in New Zealand. 

Planning what we can afford
The National Infrastructure Plan provides a 
fundable and coordinated view of what we can 
afford to spend on infrastructure. Our advice on 
what we should be spending on different types 
of infrastructure over the next 30 years is called 
Forward Guidance (Table 1). New Zealand can 
expect to invest between 5% and 7% of GDP on 
capital infrastructure projects every year, but the 
spending mix must change as our demographics 
and economy change. Increased investment in 
health and electricity will need to be balanced out 
by proportionately less spending on sectors where 
there will be less demand over the long term.

How we price and fund different types of 
infrastructure matters. Network infrastructure 
such as roads, telecommunications and water 
should be funded by users. This would free up 
general taxes to pay for social infrastructure such 
as hospitals and schools. In transport, this requires 
reforming the investment and funding system to 
ensure spending commitments are in line with 
what we recover from users. 

New Zealand spends more on land transport 
than any other infrastructure class, yet current 
investment plans exceed what can be sustainably 
funded by users. Without stronger prioritisation, 
this risks displacing investment in other sectors 
and increasing pressure on general taxes. Reform 
is needed to better align transport investment with 
what users can fund, supported by clearer and 
more independent oversight to ensure spending 
is focused on maintaining existing networks and 
delivering new projects only where they respond to 
demand and provide clear value for money.
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Our Forward Guidance for a sustainable investment mix 
Table 1: Sector-level capital investment demand and key drivers

Sector Main providers
How to fund 
investment

Recent investment 
trends, % of GDP 
(2010– 2022)

Forecast future 
investment 
demand, % of GDP 
(2024–2054)

Key drivers of 
future investment

Network infrastructure

Land transport 
– road, public 
transport, rail

Central and local 
government

User charges 
and rates 1.3% 1.0% ↓

Decarbonisation, 
slowing income and 
population growth

Electricity and gas Commercial 
sector

User charges 0.8% 1.3% ↑ Decarbonisation, 
renewals

Water and waste Local 
government

User charges 
and rates 0.6% 0.5% ↓ Renewals and 

natural hazards

Telecommunications Commercial 
sector

User charges 0.7% 0.7% Renewals, stable 
outlook

Social infrastructure

Education – 
primary/secondary

Central 
government

Taxes 0.4% 0.3% ↓ Demographic 
change

Education – tertiary Central 
government

Taxes and fees 0.6% 0.5% ↓ Demographic 
change

Hospitals Central 
government

Taxes 0.2% 0.4% ↑ Demographic 
change, renewals

Public 
administration and 
safety – government 
buildings, prisons, 
defence, justice 

Central and local 
government

Taxes 0.9% 0.8% Renewals, stable 
outlook

Social housing Central and local 
government

Taxes and rents 0.3% 0.3% Renewals and 
population growth

Other public capital Central and local 
government

Various 0.2% 0.2% Stable outlook

Note: The infrastructure networks highlighted in our analysis are based upon those categories and definitions of infrastructure from our 2024 
Research Insights paper, ‘Build or Maintain: New Zealand’s infrastructure asset value, investment, and depreciation, 1990–2022’. Those definitions are 
drawn from Stats NZ data from New Zealand’s national accounts. In some cases these categories do not neatly correspond to other, more detailed 
infrastructure sector classifications. Source: ‘Forward Guidance on Infrastructure Investment’. New Zealand Infrastructure Commission. (2026).

Looking after what we’ve got
Most of the infrastructure we will need for 
the next 30 years already exists. Being good 
guardians, or kaitiaki, will require spending as 
much as 60 cents in every dollar of infrastructure 
investment to replace or rebuild our existing assets 
as they wear out.4

New Zealand ranks fourth to last in the OECD 
at asset management, the practice of looking 
after our existing infrastructure.5 Leaky hospitals, 
mouldy army barracks and deferred maintenance 
across the public sector are symptoms of a wider 
system failure. To address this, central government 
agencies should be required to develop long-term 
asset management and investment plans that set out 
how they will maintain their existing assets and what 
new, demand-driven investments might be possible 
under different funding scenarios. Agencies also 
need to be aware of the risks that could damage or 
disrupt their infrastructure, including natural hazard 
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events such as earthquakes and floods, and threats 
such as cyber-attacks or espionage. Building more 
resilient infrastructure can have economic and social 
benefits, but investments need to be cost-effective 
and proportionate to the value and criticality of the 
services and assets being protected.

The first rule of asset management is to 
understand your assets. This will enable central 
government agencies to outline their future 
investment needs and set aside enough money 
to ensure they can be met. Transparency and 
independent review can help to ensure that we’re 
doing the work that needs to be done, and that we 
avoid diverting maintenance spending into new 
capital investment to the cost of future generations. 

Prioritising the right projects
Central government agencies need to ‘think 
slow and act fast’ when they’re planning new 
investments. This means considering and testing 
a range of options – including low-cost or non-
built solutions – before identifying a preferred way 
forward. Investments seeking Budget funding should 
have robust business cases and be consistent with 
what agencies have been signalling in their long-
term plans.

The existing assurance system to scrutinise 
projects and long-term plans is fragmented and 
inconsistent. This makes it harder for decision-
makers to make the most strategic investments. The 
Commission’s Infrastructure Priorities Programme 
(IPP) aims to help by producing a vetted ‘menu’ of 
proposals by examining whether they’re affordable, 
deliverable and aligned with strategic priorities. 
Other tools, including an assurance process to 
check whether long-term asset management 
and investment plans are credible and fundable, 
are needed to ensure we’re investing our scarce 
resources in the best way possible.

Keeping infrastructure investment affordable 
requires changing how we approach large 
projects. With more megaprojects in planning 
than the country can realistically fund or deliver, 
providers should prioritise low-cost, incremental 
upgrades over waiting for expensive, fully formed 
solutions. This is especially important in health and 
transport, where megaprojects threaten to crowd 
out other priorities like essential maintenance and 
renewals. Our Forward Guidance suggests we can 
maintain and gradually improve these networks, 
but in transport we won’t be able to deliver the full 
pipeline of major road and rapid-transit projects 

without significant – and likely unacceptable – rises 
in user charges. A more disciplined approach to 
prioritising, sequencing, and sizing major projects, 
grounded in strong analysis of need, cost, and asset 
performance, will help keep investment programmes 
sustainable and high value.

Making it easier to build 
better
The National Infrastructure Plan outlines how we 
can clear away the hurdles facing infrastructure 
investment. It calls for a persistent effort to improve 
the operating environment for infrastructure 
and develop the capacity and capability of our 
infrastructure workforce to build and maintain the 
infrastructure we need. It is often too expensive to 
deliver infrastructure in New Zealand, too difficult to 
make best use of the infrastructure we already have, 
and too difficult to coordinate organisations. 

We need efficient legislation and regulations that 
better serve New Zealanders. At present, our land-
use rules often prohibit development in the very 
areas where infrastructure is most cost effective: 
for example, limitations on concerts mean stadiums 
cannot generate the revenue to cover depreciation 
and poor transport pricing means we spend a lot to 
build roads to handle peak capacity instead of trying 
to spread use throughout the day. A key area for 
improvement is the resource management system, 
which has significant impacts on how we build, 
maintain and operate all types of infrastructure.

Better spatial planning is needed to coordinate 
land use and infrastructure and shape how our 
cities and regions grow. Effective regional spatial 
plans need statutory weight, alignment with other 
planning processes, and real influence over 
infrastructure funding and sequencing – they can’t 
just be regional wish lists.
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Ten priorities for the 
decade ahead
Applying the four themes in this Plan will lead 
to more balanced and affordable infrastructure 
investment over the next 30 years. Getting there 
will take time, but the 16 recommendations (listed on 
page 15) provide a clear pathway to a stronger and 
more enduring infrastructure investment system. At 
the same time, New Zealand faces acute pressures 
across a range of sectors and regions. Using our 
Forward Guidance – a method for forecasting 
infrastructure demand over time – the Commission 
has identified 10 priority areas requiring attention 
over the next decade. The key actions set out for 
each area should be progressed in tandem with the 
wider, system-level changes: 

1.	 Lift hospital investment for an ageing 
population: Increase investment as a share of 
GDP to address ageing population demands and 
maintenance backlogs through clear long-term 
planning. (page 52)

2.	Complete catch-up on renewals in the water 
sector and restore affordability: Sector 
affordability can be restored through national 
guidance on demand management, resourcing 
the economic regulator and providing assurance 
over investment proposals. (page 54)

3.	 Implement time-of-use charging and fleetwide 
road user charges: This is essential for improving 
the efficiency of our urban road networks, 
particularly in congested cities. (page 62)

4.	Prioritise and sequence major land transport 
projects: Restore affordability by timing major 
road and rapid transit investments based on 
demonstrated demand and cost benchmarking, 
while using low-cost and targeted improvements 
first to lift network performance. (page 66)

5.	Manage assets on the downside: Actively 
plan for declining demand scenarios arising 
from changing demographics, technology and 
climate change, and explore asset recycling 
opportunities within portfolios to maintain value 
and affordability. (page 80)

6.	Prioritise adequate maintenance and renewals: 
Central government agencies must prioritise 
adequate funding to prevent asset deterioration 
and costly reactive fixes. (page 86)

7.	 Identify cost-effective flood risk infrastructure: 
Climate change will intensify flooding and impact 
infrastructure, requiring effective community risk 
management approaches. (page 90)

8.	Commit to a durable resource management 
framework: New Zealand needs a durable 
legislative framework with spatial planning and 
national standards that can evolve through 
incremental amendments. (page 113)

9.	Commit to upzoning around key transport 
corridors: This will lead to more efficient use of 
water and other networks and maximise the value 
of transport infrastructure investments. (page 116)

10. Take a predictable approach to electrify the 
economy: Achieving electrification and net zero 
carbon targets requires predictable market rules 
and policy settings rather than non-commercial 
government investment in electricity supply. (page 
122)

We can have better 
infrastructure
The National Infrastructure Plan is ambitious 
about the future of New Zealand’s infrastructure. 
The challenges we face may seem daunting, but 
for every problem, there is a solution. Our needs 
sometimes seem like they will outstrip the money 
that’s available. But to paraphrase the New Zealand 
physicist Ernest Rutherford, when we don’t have 
money, we have to think.

It’s time to come together and get on with it. It’s 
time to start fixing up our essential infrastructure 
assets, rather than seeing them breaking under 
our feet because we didn’t set aside money for 
maintenance. It’s time to invest in infrastructure that 
will lift our productivity and cut our carbon emissions. 
It’s time to do new projects right, rather than 
dreaming big and seeing them constantly delayed, 
rescoped, or cancelled because they’re too big for 
us to afford. It’s time to set out a path that will keep 
our skilled workers employed here in New Zealand. 
And it’s time to move forward together, so we can all 
have better infrastructure in the decades to come.

Change will not be easy. It will require courage, 
collaboration and a shared determination to think 
and act differently. The alternative – sticking with the 
status quo – is to accept a future where we fail to 
deliver the infrastructure services New Zealanders 
need and expect.
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Recommendations for long-term system shifts

Planning what we can afford

1.	 Needs-based capital 
allowances: Ensure 
fiscal strategy and capital 
allowances are informed 
by the Commission’s 
independent assessment 
of long-term needs and 
agencies’ infrastructure 
asset management and 
investment plans. (page 59)

2.	 Land transport funding 
and oversight: Reform 
the land transport funding 
and investment oversight 
system to ensure financial 
sustainability and enhance 
economic and social 
outcomes by aligning 
investment expectations 
with available revenue and 
strengthening efficiency 
and accountability in 
delivery. (page 71)

Looking after what we’ve got

3.	 Long-term investment 
planning: Introduce 
legislative requirements 
for capital-intensive central 
government agencies to 
prepare and publish long-
term investment and asset 
management plans aligned 
with the Government’s 
fiscal strategy. (page 92)

4.	 Predictable Government 
funding signals: Extend 
the horizon over which 
Governments plan 
their infrastructure 
funding intentions and 
communicate these 
intentions to agencies and 
the public. (page 92)

5.	 Multi-year budgeting: 
Adopt multi-year budgeting 
arrangements that 
leverage and reinforce 
high-quality infrastructure 
planning, delivery and 
asset management 
practices. (page 93)

6.	 Asset management 
performance reporting: 
Require, through 
legislation, capital-intensive 
central government 
agencies to report on asset 
information and asset 
management performance, 
including progress against 
their investment and asset 
management plans. (page 
93)

Prioritising the right projects

7.	 System-wide assurance: 
Establish a consolidated 
assurance function that 
provides Ministers with 
a system-wide view of 
infrastructure planning, 
delivery, and asset 
management performance 
and risk. (page 103)

8.	 Asset management 
assurance: Establish 
an assurance function 
for capital-intensive 
central government 
agencies covering 
asset management and 
investment planning 
activities. (page 103)

9.	 Investment readiness 
assurance: Strengthen 
investment assurance by 
applying a transparent, 
independent readiness 
assessment to major 
government-funded 
investment proposals. 
(page 104)

10.	Project information 
coordination: Require all 
infrastructure providers 
to maintain up-to-date 
data in the National 
Infrastructure Pipeline and 
strengthen arrangements 
for improving data quality 
over time. (page 107)

Making it easier to build better

11.	Stable resource 
management framework: 
Commit to maintaining a 
stable legislative framework 
for resource management 
that enables infrastructure 
development while 
managing environmental 
impacts. (page 118)

12.	Integrated spatial planning: 
Ensure spatial planning 
within the resource 
management system aligns 
infrastructure investment 
with land-use planning and 
regulation. (page 118)

13.	Optimised infrastructure 
use: Set land-use policies to 
enable maximum efficient 
use of existing and new 
infrastructure. (page 119)

14.	Accelerated electricity 
investment: Establish clear, 
consistent, and coordinated 
government policies to 
accelerate electricity 
infrastructure investment 
that supports economic 
growth and emissions 
reduction. (page 125)

15.	Coordinated workforce 
development: Align 
workforce development 
planning and policy with 
infrastructure investment 
and asset management 
plans and the Commission’s 
independent view of long-
term needs. (page 130)

16.	Public sector project 
leadership: Strengthen 
public sector project 
leadership through a 
consistent, system-wide 
approach to appointing, 
developing, and supporting 
infrastructure leaders. (page 
130)
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1 Finding common 
ground: The context for 
long-term infrastructure 
decisions
Te kimi āhuatanga ōrite: Te horopaki mō ngā 
whakataunga tūāhanga tauroa 

Source: nazar_ab, Getty Images
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Su
m

m
ar

y •	 Infrastructure supports our wellbeing, drives productivity and economic growth, and 
helps achieve broader social and environmental goals. But these benefits come with 
significant and lasting costs, and investment decisions are often irreversible, so they 
need to be future-focused and grounded in clear long-term need.

•	 	A range of public and private organisations are involved in providing New Zealand’s 
infrastructure. Public owners tend to balance multiple outcomes (such as health, 
education and mobility), while private and corporate owners largely focus on 
achieving commercial returns and maintaining the value and performance of their 
assets. Effective economic regulation of commercial providers fosters better asset 
management and investment practices. 

•	 	Maintaining and renewing existing assets is our greatest investment challenge. It 
should account for as much as 60 cents in every $1 of capital spending, reflecting the 
scale and age of our networks.

•	 	Looking after what we’ve got is made more challenging by infrastructure-damaging 
natural hazard events, like earthquakes and extreme weather, and malicious threats 
like cybersecurity breaches that make infrastructure harder to operate and more 
costly to insure.

•	 	We also need to keep building new and improved infrastructure in response to our 
growing population, changing demographics, technological shifts and the need to 
decarbonise the economy.

•	 	New Zealanders pay for infrastructure in three main ways: user charges, local 
government rates and central government taxation. Households face tightening 
affordability constraints as costs rise and the population ages.

•	 	Despite high levels of spending, New Zealand often struggles to get value for 
money from its infrastructure investments. Underlying drivers of poor value include 
fragmented planning, regulatory inefficiencies, complex approval processes and 
suboptimal use of existing assets.

•	 	Fiscal pressures on both central and local government mean future investment will 
need to be more targeted, efficient and prioritised.
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Infrastructure is about 
services
Infrastructure is a means to an end. We build water 
pipes to move water to people who need it. We 
build swales and wetlands to protect our properties 
against flooding. We build new roads and other 
networks to service the new subdivisions providing 
warm, safe housing. It isn’t the concrete and steel we 
value, but what infrastructure allows us to do – how 
it connects us and improves our lives.

Our economy depends on interdependent 
infrastructure services. We commute on transport 
networks built and maintained by generations of 
New Zealanders. These networks open up land for 
housing and business, connect communities to jobs 
and services, and link producers to the ports that 
connect us to global markets. Roads and rail lines 
move the goods that fill our supermarket shelves. 
And those supermarkets, in turn, rely on electricity 
generated by power stations – many built decades 
ago – to keep the lights on and food chilled..

Infrastructure also supports wider social and 
environmental goals. The 2022 New Zealand 
Infrastructure Strategy, which this Plan builds on, 
outlines a vision where our infrastructure drives 
higher living standards, contributes to a strong 
economy, enables our culture and society to thrive, 
and integrates into and supports te taiao, the 
natural world. The recommendations in the Strategy, 
Rautaki Hanganga o Aotearoa, remain relevant 
(see Appendix Two). During the development of 
this Plan, we heard from New Zealanders about 
the importance of taking an intergenerational, 
inclusive approach to planning and delivering new 
infrastructure.  

We rely on many types of 
infrastructure
There are many types of infrastructure (Figure 2). 
When we say ‘infrastructure’, we mean the networks 
that provide our water and wastewater, internet, 
electricity and transport choices. The term also 
includes social infrastructure, like hospitals, schools 
and courts. Infrastructure can also include things 
like public parks and green spaces (which help with 
urban stormwater management), household solar 
panels and batteries (which are an alternative to 
grid-connected electricity supply) and community 
and spiritual hubs such as marae. It can also include 
place-based development infrastructure intended to 
boost economic activity, like convention centres or 
business incubators.
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Infrastructure includes many layers of connected assets and networks
Figure 2: Mapping different types of infrastructure

Source: New Zealand Infrastructure Commission. (2025).
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Many organisations are involved in providing 
New Zealand’s infrastructure. The infrastructure 
sector includes a complex ‘alphabet soup’ of 
government agencies, local government entities, 
regulated utilities, state-owned enterprises, 
council-controlled organisations, and commercial 
businesses like airports and ports. Infrastructure 
providers have a variety of governance, decision-
making processes and funding models. As an 
autonomous Crown entity, the Commission 
advises the Government of the day on how 
the infrastructure system is performing. Other 
government infrastructure agencies include Crown 
Infrastructure Delivery, which assists other agencies 
with project management and delivery, and National 
Infrastructure Funding and Financing, a Crown-
owned company established to connect private 
capital with public infrastructure projects. 

There’s a role for everyone. Local government and 
commercial entities are responsible for over half of 
New Zealand’s infrastructure investment (Figure 3). 
A largely private sector workforce of over 100,000 
people is involved in designing and building new 
infrastructure and maintaining it once we’ve got it.6 
Iwi and Māori entities are involved in infrastructure 
as investors, asset owners, and suppliers. 

To get it right, we need the public sector to step 
up. Central government is New Zealand’s largest 
owner and funder of infrastructure. It accounts for 
45% of our total stock of infrastructure and almost 
half of all infrastructure investment each year.7 
Central government also sets the ‘rules of the game’ 
for other sectors – including the oversight and 
governance arrangements that shape how local 
government and commercial entities operate. For 
example, the Commerce Commission regulates 
monopoly providers of commercial infrastructure that 
is funded from user revenues. 

Central government’s approach to building and 
maintaining its infrastructure stands out. Unlike 
local government and commercial entities, central 
government oversees its own performance through 
the Investment Management System, which is part 
of the overall Public Finance System. But while it 
sets rules for itself, it doesn’t always live by those 
rules. Around half of all proposals for investment 
in the last three Budgets did not have complete 
business cases. Half of all capital-intensive agencies 
have self-reported that they do not have robust, 
comprehensive asset registers in place or adequate 
plans for looking after existing infrastructure.

The Māori-Crown relationship plays an important 
and evolving role in infrastructure. Te Tiriti o 
Waitangi/The Treaty of Waitangi (The Treaty) 
underpins this relationship, which should give effect 
to trust-based partnerships between government 
infrastructure providers and iwi. Exercising their role 
as kaitiaki, iwi are also becoming increasingly active 
as infrastructure investors and developers. 

There is ongoing discussion regarding what the 
Treaty requires for infrastructure projects. But there 
appears to be consensus between mana whenua 
groups, the New Zealand courts and infrastructure 
providers that it obliges both Māori groups and 
government infrastructure providers to: 

•	act reasonably, honourably and in good faith, and 
be genuine, collaborative, and respectful 

•	 	listen to what others have to say, consider those 
responses and then decide what will be done. 

Early, enduring partnerships are important for 
good outcomes. This includes working with iwi 
and other Māori groups to build capability before 
it’s needed, providing clarity of roles early, making 
project information accessible to Māori groups, and 
recognising Māori mātauranga (knowledge) as a 
factor that can add value to projects. 
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Central government, local government, and the commercial sector play 
key roles
Figure 3: Estimated breakdown of infrastructure investment by ownership

Commercial/ 
Private

Central 
Government

Local 
Government

44%

25%

31%

$10bn

$5.8bn

$7.1bn

Source: Adapted from ‘Build or maintain? New Zealand’s infrastructure asset value, investment, and depreciation, 1990–2022’. New Zealand 
Infrastructure Commission. (2024).

Infrastructure is not free – someone has to pay for 
it. There are upfront costs for new assets, as well 
as ongoing costs to maintain, renew, replace and 
occasionally decommission things like roads and 
pipes. We fund infrastructure through three main 
sources: user charges, local government rates, and 
central government taxes. Financing (or ‘when we 
pay’) can spread out the cost of new assets over 
time, but one way or another, the cost is ultimately 
borne by New Zealanders.

New Zealand spends more than most on 
infrastructure. Over the last 20 years, New Zealand 
spent an average of 5.8% of GDP per year on 
infrastructure, putting us towards the upper end of 
OECD countries.8 In 2022, we spent almost $5,000 
for every person in the country (in 2025 NZD).9

We don’t get enough for our infrastructure dollar. 
The quality of our infrastructure lags relative to what 
we spend on it. High-level comparisons suggest we 
get relatively poor ‘bang for buck’ for our spend, 
meaning fewer kilometres of road, rail or pipe per 
dollar than many other countries (Figure 4).10 

New Zealand spends a lot but doesn’t always get value
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New Zealand has a small population spread over 
a large and geologically challenging land area. We 
have a similar population to Greater Sydney, but our 
5.3 million people are spread over an area around 
21 times larger.11 Because we don’t have as many 
people in any given area, we can’t always afford to 
build infrastructure to the same standard as more 
densely populated countries. 

But we also make things difficult for ourselves. 
Compared to other high-income countries, it’s costly 
to build complex public infrastructure projects in 
New Zealand.12 We sometimes make premature 
decisions about projects, leading to cost overruns. 
We also make it difficult to make the best use of our 
existing assets. For instance, the lack of time-of-use 
charging means we build city motorway networks 
to cater for peak demand; rigid land-use rules 
prevent apartments being built around rapid transit 
lines; and the absence of water metering means 
we’re not getting as much value out of our existing 
infrastructure as we could.

Our regulatory system is complex. We have 1,175 
land-use zones across 67 territorial authorities. 
Japan – which has more than 20 times the 
population of New Zealand – has 13. We spend $1.3 
billion every year just on consenting infrastructure 
and the cost of managing traffic during construction 
has surged in recent times.

In future, renewing and maintaining existing 
assets will be our greatest investment challenge. 
Many of the buildings and infrastructure networks 
built in New Zealand after the Second World War 
are now wearing out. Rebuilding or replacing these 
assets will take up as much as 60 cents in every 
dollar of infrastructure investment, reflecting how 
much infrastructure we already have.13 Protecting 
existing assets from natural hazard events and other 
threats will also drive investment. Climate change 
will increase the cost and frequency of some natural 
hazard events, like flooding and extreme weather. 
Insuring infrastructure against natural hazard events 
and other risks is also getting more costly, further 
constraining budget choices.

New capital investment will also be necessary. 
New Zealand needs to keep building and improving 
infrastructure in response to its growing and ageing 
population, economic growth and international 
trade, technology changes, and the need to provide 
affordable and reliable electricity to decarbonise the 
economy. But these trends will impact some sectors 
differently than others. As our population ages, 
for instance, we are likely to need relatively more 
hospitals and healthcare services, and relatively 
fewer new classrooms in schools.

The future is uncertain. New technologies such as 
artificial intelligence could fundamentally change 
how people use infrastructure. We may be forced 
to borrow more to build back after an earthquake 
or another unpredictable event. Population and 
productivity growth could be faster or slower 
than predicted, affecting both how much new 
infrastructure we need and how easy it will be to pay 
for it. Often, these uncertainties add to infrastructure 
costs, although we can take actions to mitigate some 
of these costs.

We need to fix 
the leaks, not 
just keep buying 
bigger mops.
Helmut Modlik –  
Tumu Whakarae,  
Te Rūnanga o Toa Rangatira
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New Zealand spent more on public infrastructure as a share of GDP 
than any other OECD country in the 2010s, but infrastructure quality 
doesn’t measure up to what we spend
Figure 4: Public capital investment and investment efficiency scores for selected OECD countries

Public capital investment as a share of 
GDP, 2010–2019
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Note: ‘Public capital investment’ refers to investment by central government and subnational governments, including some non-infrastructure 
investment, but excludes investment by private infrastructure providers. As a result, it is close to, but not the same as, more comprehensive 
measures of infrastructure investment that we have for New Zealand. Source: Adapted from ‘Investment gap or efficiency gap? Benchmarking New 
Zealand’s investment in infrastructure’. New Zealand Infrastructure Commission. (2021). Data sourced from the International Monetary Fund.
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Economic and demographic changes will make it 
harder to pay for investment in the future. While 
costs are rising to build and maintain infrastructure, 
economic growth is forecast to slow and the 
population is ageing. In the early 1960s, New 
Zealand had seven working-age people for every 
one person over the age of 65. Today, this ratio is 
around four-to-one. By the 2070s the ratio will be as 
low as two-to-one, meaning significantly increased 
healthcare and other benefit costs and fewer 
workers to pay the taxes needed to fund it (Figure 5). 
This trend is more baked in and certain than other 
future projections, and not unique to New Zealand.

Productivity growth has been slow. Growth in 
the amount of goods and services produced per 
worker has slowed in recent decades.14 New 
technologies such as artificial intelligence may help 
to make firms and workers more productive, but if 
labour productivity growth remains weak in coming 
decades this will be mirrored by lower income 
growth. This will make it harder for households 
to afford to pay the taxes, rates and user charges 
needed to fund infrastructure investment.

New Zealand’s population is ageing
Figure 5: Ratio of working-age people to people over the age of 65, 1961–2073
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Source: Adapted from ‘Paying it forward: Understanding our long-term infrastructure needs’. New Zealand Infrastructure Commission. (2024).

An ageing population and poor productivity mean 
money’s getting tighter
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Central and local government face fiscal pressures. 
This will make it harder to sustain current per 
capita investment, let alone spend more. Central 
government has been running structural budget 
deficits.15 If policy settings don’t change, the 
Treasury has warned that net Crown debt per New 
Zealander will increase sevenfold, from $34,600 
today to $237,900 per person by 2065 (in 2025 
NZD).16 Net debt as a share of GDP would go from 
42.7% to 200% under this scenario, with interest 
repayment costs rising accordingly (Figure 6). 

In the short term this has been driven by several 
shocks. Government spending on these shocks, 
which include things like the Global Financial Crisis, 
the Canterbury earthquakes, and the COVID-19 
pandemic, has averaged about 10% of GDP per 
decade.17 New Zealand’s Crown debt to GDP ratio is 
above the current Government’s fiscal sustainability 
targets, although it has generally remained lower 
than many other OECD countries with larger 
populations and less exposure to natural hazard 
events. In the long term, the fiscal trend is driven by 
hard-to-reverse changes like the ageing population 
and slowing productivity growth. 

Local authorities also face fiscal constraints. This is 
due to the need to contain their own rising debt-to-
revenue ratios (Figure 7). International credit rating 
agencies have downgraded bond ratings for many 
councils. Although the ratings are still high by global 
standards, this will manifest in increased borrowing 
costs and challenges financing further investment.18

Infrastructure funding will likely come under 
pressure. We cannot take it for granted that New 
Zealand will continue to have one of the highest 
government infrastructure investment rates 
among OECD countries. To sustain high-quality 
infrastructure services, we need to get smarter. That 
could be by reducing costs, easing the regulatory 
environment, or taking a more commercial approach 
to infrastructure development by vastly lifting the bar 
on project quality, and prioritising the projects that 
households and businesses will be willing to pay 
more for.

Central and local government are feeling the squeeze
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Both central and local government face fiscal constraints
Figure 6: New Zealand net core Crown debt projection assuming no change to fiscal policy 
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Figure 7: Local government debt as a percentage of total revenue, 2024 long-term plans
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Investment is ultimately constrained by what 
infrastructure users are willing and able to 
pay. Understanding community perspectives is 
essential to ensuring that the right infrastructure 
is delivered, in the right places, and at the right 
price. If communities do not value the services 
an investment would provide, they are unlikely to 
support the higher costs required to fund it. 

Household affordability constraints will bite harder 
as our population ages. More people will be on 
fixed incomes, reducing their ability to absorb rising 
costs. More broadly, New Zealanders are concerned 
about the cost of living and inflation, which has been 
a priority issue in recent years. This makes building 
the social licence for increased charges needed to 
fund new investment more challenging. Increases in 
one area, like water or electricity, will make it harder 
for people to afford increases in other sectors. 

There are mixed views about paying more to 
increase infrastructure spending. While we are 
not always happy with the quality of our existing 
infrastructure, several representative surveys over 
the past decade found that most New Zealanders 
do not support increased spending on public 
infrastructure if it required them to pay higher taxes 
or charges to fund it (Figure 8).19

New Zealanders expect better infrastructure 
spending, not necessarily more. People are likely to 
be willing to pay a bit more for some things, such as 
healthcare or specific new projects that offer them 
large benefits, but across-the-board increases are 
more contested. New Zealanders appear to prioritise 
ensuring that the money already being spent on 
infrastructure is being spent well, and that the 
charges they pay are transparent and fair. 

Households also face affordability constraints

New Zealanders have mixed views about paying higher taxes or 
charges to lift spending
Figure 8: Public preferences for paying more for infrastructure

40% 32% 28%
Strongly agree/
tend to agree

Neither agree 
nor disagree

Strongly disagree/
tend to disagree

Should we increase spending to 
improve infrastructure in New 
Zealand, even if that means higher 
taxes or costs for consumers?

Note: Findings are based on the Global Infrastructure Index (Ipsos & GIIA, 2024), which was one of the surveys analysed by the Commission. 
It defined infrastructure as ‘things we rely on like road, rail and air networks, utilities such as energy and water, and broadband and other 
communications’, excluding social infrastructure. Source: ‘Getting what we need: Public agreement and community expectations around 
infrastructure’. New Zealand Infrastructure Commission. (2025). 
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There’s broad public 
support for improvement
The Commission has a legislative mandate to 
build broad public support for the Plan and its 
approach, which aims to enhance the wellbeing of 
New Zealanders. To test this, we sought feedback 
on the themes and recommendations in the draft 
Plan. More than 2,700 responses were received 
from individuals and organisations, including 
a representative online survey of 1,001 New 
Zealanders, 1,557 general public responses to an 
online survey, and 122 written submissions.

There was broad support for the Plan’s direction. 
Respondents emphasised the need for long-
term investment planning, better coordination 
between central and local government, improved 
accountability and transparency, stronger asset 
management, and a focus on affordability and 
efficiency. Many respondents highlighted the 
importance of climate resilience, equitable 
and sustainable funding, and prioritising both 
environmental and social outcomes alongside basic 
infrastructure.

Taking a long-term, needs-based approach was 
seen as critical, particularly to reduce investment 
instability and policy shifts. Some respondents 
linked workforce retention to the predictability of 
the infrastructure pipeline, arguing that project 
cancellations undermine confidence and drive talent 
offshore. Others called for cross-party consensus 
on evidence-based investment decisions and on 
nationally important projects.

There was a strong alignment with the 
recommendations in the draft Plan. Even on 
more debated issues – such as closing the 
transport funding gap and moving towards a user-
pays approach to network infrastructure – most 
respondents were supportive. Many agreed that 
direct beneficiaries should contribute more but 
cautioned against funding mechanisms that were 
overly rigid or likely to hit lower-income households 
hardest. To guard against this, there was some 
support for pricing models that charge heavier users 
more and targeted protections for people less able 
to pay.

The Commission also engaged with some iwi 
and Māori organisations on the draft Plan and 
on its broader work programme. A key message 
was the importance of Te Tiriti o Waitangi and 
the need to embed Treaty settlement obligations 
and iwi perspectives into national policy and 
regulation relating to infrastructure. Iwi and Māori 
participants emphasised the need for genuine, 
ongoing partnership and expressed concern that 
engagement around infrastructure projects can be 
short term and transactional.

Iwi and Māori are increasingly taking on a strategic 
role in infrastructure investment and long-term 
whenua (land) development. Māori groups have 
sought to be involved in regional spatial planning in 
their rohe, or tribal lands, and for these processes 
to take an intergenerational approach. Protecting 
te taiao (the natural environment) and the need to 
better look after existing infrastructure were also 
strong themes in the feedback. 

We need to lift our game 
to meet our needs
New Zealand needs an infrastructure investment 
approach that is affordable and that delivers the 
right services in the right places when they are 
needed. We need to fund projects with long-term 
value to users, including the maintenance and 
renewal of existing assets. Getting these things right 
means investment will contribute to maximising 
overall economic, social and environmental 
prosperity. However, there are significant challenges 
to achieving this that are unique to infrastructure.

Many things need to go right to ensure we 
get the best value from our spend. We need to 
understand the condition of the infrastructure we 
already have and what’s needed to keep it working. 
We need to plan, understand and account for the 
needs of current and future generations. We need 
project leaders who can successfully plan and 
design projects. We need to be able to protect 
land for future infrastructure projects through 
spatial planning and consent infrastructure projects 
efficiently. We need clients, construction firms 
and the wider workforce to work together to drive 
productivity. We need pricing that optimises how we 
build and use infrastructure.
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A consistent investment approach is important, 
even if projects change over time. A ‘stop-start’ 
approach to infrastructure planning can undermine 
market confidence and add costs for ongoing 
investment programmes and large projects. We 
need to prevent policy churn and market volatility 
by making sure our investments are targeting the 
right problems with solutions that are affordable and 
deliverable. This means prioritising projects with the 
greatest benefits.

Infrastructure lasts for generations. Every new 
project represents an ongoing future commitment. 
Getting it right means leaving a positive legacy for 
future generations. Getting it wrong means leaving 
our children and grandchildren with assets that 
aren’t worth the debt repayments. If that happens, it 
will cut into their ability to fund their own priorities.

The Plan builds on a vision
The Commission delivered the New Zealand 
Infrastructure Strategy (Rautaki Hanganga o 
Aotearoa) in 2022. The Strategy outlines a vision 
for New Zealand where infrastructure lays a 
foundation for people, places and businesses to 
thrive for generations. Progress has already been 
made against some of the 68 recommendations in 
the Strategy (see Appendix Two), including in the 
areas of critical infrastructure resilience and demand 
management.20

The National Infrastructure Plan builds upon the 
Commission’s ongoing work. Since delivering the 
Strategy, the Commission has continued to refine the 
National Infrastructure Pipeline, which now captures 
data on nearly 12,000 initiatives – a greater share 
of national activity than many comparable overseas 
tools. We developed the Infrastructure Priorities 
Programme to provide a standardised, independent 
tool for assessing project readiness. And we 
continued to develop our evidence base, publishing 
papers on a range of topics from pricing and asset 
management to a deep dive looking at 150 years of 
infrastructure investment in New Zealand.

In 2024, the Minister for Infrastructure asked 
the Commission to develop this Plan. We were 
asked three questions: What infrastructure will New 
Zealand need, and what should we spend over the 
next 30 years? What investment is planned over the 
next 10 years? And where are the gaps between 
what we need and what is currently planned – and 
how can they be closed? 

The Plan lays out an approach for investment 
that can meet New Zealand’s long-term needs. 
In it, we outline what a sustainable level and 
mix of infrastructure investment would look like 
over the next 30 years based on known demand 
drivers and grounded by what New Zealand has 
historically been willing to invest. We have worked 
with infrastructure providers to refine the Pipeline, 
allowing us to contrast our Forward Guidance with 
what’s being planned in the next decade to get a 
sense of any ‘gaps’.

Infrastructure must serve different needs in 
different places, and trade-offs are unavoidable. 
Spending heavily in one area limits what can 
be invested elsewhere. Even so, there is broad 
agreement on core priorities such as maintaining 
and renewing what we already have, strengthening 
resilience to natural hazards, and investing in our 
hospital system.

Not every major project will attract consensus, 
but that need not prevent progress. Political 
contestability is normal, and priorities will shift 
over time. What matters is staying focused on 
the fundamentals – looking after existing assets, 
delivering projects well, planning efficiently, and 
being transparent about costs and outcomes.

The Strategy established the overarching vision for 
where we need to go. With its 16 clear system-level 
recommendations and ‘key actions’ to address 10 
specific priority areas, the Plan provides the pathway 
to get there. 
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2 Lots of projects, not
enough money: New 
Zealand’s infrastructure 
ambitions
He huhua ngā kaupapa, he iti rawa te moni: Ngā 
whāinga tūāhanga awhero nui o Aotearoa 

Source: GordonImages, Getty Images
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y •	The National Infrastructure Pipeline (the Pipeline) is New Zealand’s national dataset 
of infrastructure initiatives, capturing information on projects across the planning and 
delivery stages. 

•	 	The Pipeline, which is updated quarterly, has tracked 27,600 initiatives across their 
lifecycles, and grown to include 129 contributing organisations (including all major 
central government agencies, almost all councils, and many private providers). 

•	 	As of September 2025, the Pipeline – which assists with project coordination and 
sequencing – contained nearly 12,000 initiatives worth a combined $275 billion 
across every sector and region. 

•	 	Most initiatives are small: 96% of projects have an expected cost of under $50 million, 
and 98% are under $100 million. These projects account for 22% of the total value of 
the Pipeline, while 44 megaprojects with expected costs of more than $1 billion make 
up 52% of the total value. 

•	 	The Pipeline illustrates the magnitude of the choices in front of us and assists 
decision-makers to consider options for prioritising and sequencing investment 
options. More than two-thirds of initiatives by value ($193 billion out of $275 billion) 
are not yet fully funded, and many of these are large transport megaprojects. 
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The National Infrastructure 
Pipeline provides a 
system view of upcoming 
initiatives
Since 2020, the Commission has worked with 
public and private infrastructure providers to build 
a picture of infrastructure investment activity and 
lift transparency around upcoming projects. The 
National Infrastructure Pipeline has grown from 21 
contributing organisations to 129, including all major 
central government agencies, almost all councils, 
and a significant share of private providers. As of 
September 2025, the Pipeline included information 
on nearly 12,000 initiatives in delivery and planning 
with a combined value of $275 billion. This makes 
it one of the most comprehensive project pipeline 
tools in the OECD, covering a greater share of 
activity in the market than similar tools in the UK, 
Ireland, and Australia.

The Pipeline shows infrastructure planning activity 
happening across the system, bringing together a 
forward view that spans every sector and region. 
By consolidating this information in one place, it 
enables the Government, infrastructure providers, 
the construction market, and investors to see what’s 
coming, coordinate planning and activity, build 
the right capability, and make better long-term 
choices. The Pipeline highlights the complexity 
of infrastructure planning and underscores the 
challenge of allocating limited resources efficiently.

Project funding commitments vary depending 
on project scale and the planning horizon. 
While discussion often centres on a handful of 
megaprojects worth more than $1 billion, most 
projects are smaller. Of the 12,000 initiatives in the 
Pipeline, 96% have an expected cost of less than 
$50 million, and 98% have an expected cost of less 
than $100 million. Together, these groups account 
for 22% of the total value of the Pipeline. At the other 
end of the scale, 44 megaprojects make up 52% 
of the total value (Figure 9). The smaller initiatives 
are less complex, have shorter planning horizons, 
and represent a higher proportion of committed 
funding by value than their larger and more complex 
counterparts. 

Information in the Pipeline is constantly evolving 
and improving. The Pipeline has tracked 27,600 
initiatives across their lifecycles. Project information 
is updated quarterly, offering a timely picture of 
activity to inform decisions and drive coordination 
across the system. Most change is observed with 
projects in the planning stages and ahead of funding 
commitments, which is the opportune time to 
consider how projects can be sequenced to improve 
delivery outcomes. As participation has grown and 
the capability of contributors has improved, the 
Pipeline has evolved to capture richer information 
on things like procurement and construction 
timeframes. 

Pipeline data highlights 
trade-offs in funding 
decisions
Smaller initiatives provide a steady flow of work 
for the construction sector. These ‘bread and 
butter’ projects with expected costs under $100 
million, like building a new classroom, upgrading an 
intersection or repairing a stopbank, are more likely 
to have confirmed funding sources and can often be 
delivered quickly. Their repeatable nature supports 
ongoing work programmes that build capability and 
productivity across the sector.

Many large projects in the Pipeline are not fully 
funded. Over two-thirds of the total value of projects 
in the Pipeline – $193 billion out of $275 billion – 
do not yet have full funding commitments. Most of 
this value comes from a small number of central 
government-led transport megaprojects worth more 
than $1 billion. Because of their scale, decisions 
about whether and when to fund them will shape 
what else we can afford to build. Even over multiple 
decades, it won’t be possible to build them all 
without significant repercussions. 

Maintenance and renewal programmes remain 
under-represented. Only about 30% of the total 
value of the Pipeline relates to maintenance and 
renewal initiatives – lower than what we would 
expect given the size and age of New Zealand’s 
existing assets. This highlights that we may not be 
seeing all investment needs that require funding. 
This likely reflects how infrastructure providers plan 
and budget for maintenance and renewals.
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Larger initiatives account for a significant proportion of projected 
spending but are largely unfunded
Figure 9: Distribution of initiatives in the Pipeline by expected project cost, as of September 2025

Source: National Infrastructure Pipeline, September 2025. New Zealand Infrastructure Commission. (2025).
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We can’t pay for it all – we 
will have to choose
Long-term infrastructure planning requires more 
than lists of projects. Central and local government 
providers are looking ahead, but the full set of 
ambitions may not be affordable or deliverable 
without stronger prioritisation. Information in the 
Pipeline reinforces the need for prioritisation, 
coordination, and sequencing across providers 
and regions. Decision-makers need to take a wider 
system view to help balance trade-offs and make 
disciplined investment choices. 

The National Infrastructure Plan aims to fix the 
front-end problems that prevent reliable long-term 
planning. This includes establishing a clearer view 
of funding requirements, embedding strong asset 
management and investment planning at the agency 
level, applying consistent assurance to prioritise 
the right projects, and clarifying how central 
government can support better outcomes across 
the system. Over time, better front-end planning 
can shift the balance in the Pipeline – leading to 
fewer speculative projects, and more well-prepared 
investments with clear funding paths.

37

N
AT

IO
N

A
L 

IN
FR

A
ST

RU
C

TU
RE

 P
LA

N

New Zealand Infrastructure Commission, Te Waihanga

6 7 8 9Making it easier 
to build better Conclusion Appendix One: 

Sector summaries
Appendix Two:  
Strategy recommendations Endnotes



Upcoming 
infrastructure project 
choices
Figure 10: Funded and unfunded 
projects in the National 
Infrastructure Pipeline

Value by sector (doughnut charts and points)

        Transport         Water         Social        Energy         Community        Education and Research         Communication         Industrial and Commercial

Northland

Auckland

Waikato

Taranaki

Manawatū-Whanganui

West Coast

Nelson, Tasman and 
Marlborough

Southland

Otago

Canterbury

Hawke’s Bay

Gisborne

Bay of Plenty

Wellington

$109bn
39.9%*

$21bn
7.6%*

$16bn
5.7%*

*of pipeline value

$31bn
11.1%*

$4bn
1.5%*

$12bn
4.6%*

$1bn
0.5%*

$3bn
1.3%*

$4bn
1.5%*

$15bn
5.3%*

$8bn
3%*

$20bn
7.4%*

$5bn
1.9%*

$1bn
0.4%*
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Source: Jodie Gibson, Truestock
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3 Planning what we can 
afford: Forward Guidance 
for infrastructure 
investment  
Te whakamahere i tērā ka taea e te 
pūkoro: He Aratohu Angamua mō te 
haumitanga tūāhanga 

Source: Chellyar, Getty Images
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y •	New Zealand’s infrastructure measures up well compared to countries with similarly 
small, dispersed populations, but we often achieve poorer value for money relative to 
how much we spend.

•	 	The Forward Guidance produced by the Commission suggests infrastructure 
spending will increase from just over $20 billion a year to more than $40 billion by the 
2050s, averaging around 6% of GDP annually.

•	 	A growing share of spending will need to go towards renewing and maintaining 
existing assets as they wear out.

•	 	Trends such as the ageing population and decarbonisation will drive proportionately 
higher investment in health and energy, while land transport and education spending 
is expected to moderate as demand stabilises.

•	 	Funding network infrastructure like water and transport on a user-pays basis will 
enable more resources to be invested in social infrastructure such as hospitals and 
schools.

•	Pricing should recover the full lifecycle costs of network infrastructure, guide efficient 
use and investment and distribute benefits fairly.

•	The land transport funding system is unsustainable, with the most recent three-year 
plan requiring $12.8 billion of Crown loans and grants that could have gone to other 
priority areas, reflecting investment ambitions that significantly exceed user revenues.

•	 	The system should return to a model where the cost of maintaining, renewing and 
enhancing the existing network is predominantly met by users. Coupled with strong 
independent oversight, transport providers should be given more independence to 
make investment choices and align investment with actual demand.

•	 	Stronger assurance, value-for-money tests, and prioritisation of renewals are needed 
to improve efficiency and close the long-term transport funding gap.

•	 	Overall household infrastructure costs should remain affordable under the Forward 
Guidance, though the mix of charges will change over time.
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3.1. Aligning investment 
with long-term needs
Te tīaroaro i te haumitanga ki ngā 
matea tauroa  
Context
New Zealand already has a lot of infrastructure. 
There have been many boom-and-bust cycles, 
but over the past 150 years we’ve almost always 
invested between 5% and 7% of GDP annually to 
build the assets that underpin our way of life. 

New Zealanders benefit from these investments 
every day. A large proportion of our electricity 
generation is renewable thanks to hydroelectric 
power stations. The roads built by our ancestors 
allow us to travel and move goods to some of the 
most remote parts of the country. Our towns and 
cities have a built legacy of water networks, schools, 
hospitals and much more.

International benchmarking suggests the 
infrastructure we have measures up well. The 
Commission compared how much New Zealand has 
invested in different infrastructure sectors relative to 
other countries with challenging terrain and small, 
dispersed populations. We also looked at how the 
quality and quantity of our assets compares, and 
how well they get used.

New Zealand may have an investment efficiency 
issue, but we see no signs of across-the-board 
deficits in the physical amount of infrastructure we 
have. New Zealand has roughly as much electricity 
generation, water and wastewater pipes and roads 
per person as our peer countries (Figure 11).21,22 In 
some cases, like fixed-line broadband networks 
and school infrastructure, we have more or better-
maintained infrastructure. Conversely, more people 
die on our roads, our households are among the 
highest users of water in the OECD, and we may 
have gaps in mobile broadband and railway track 
maintenance relative to our peers. 

How New Zealand’s infrastructure measures up
Figure 11: Comparing New Zealand’s infrastructure networks against our peer countries

Network
Investment 
levels

Quantity of 
infrastructure Usage Quality

Comparator 
countries Notes

Road
+34% -13% -33% -13% CZE, CAN, FIN, 

SWE, ISL, NOR, ESP
High investment levels, low usage, 
high amount of fatalities on the 
network

Rail

-64% -43% -23% -90% CHL, GRC, JPN, 
ESP, FIN, SWE, ISL, 
NOR

Low investment levels, low usage 
(both passenger and freight), high 
emissions

Electricity

-3% +29% -46% -12% COL, CRI, CHL, 
CAN, FIN, SWE, 
NOR, ISL

Large transmission network, 
relatively high frequency and length 
of outages

Health
-25% -10% -2% -13% UK, AUS, SWE, DEN, 

ISL, NOR
Low amounts of some medical 
equipment, some higher wait times, 
and older hospitals

Education
+1% -10% +6% +4% CHL, FIN, AUS, ISL, 

NOR, USA, IRL
No clear deficits or shortages

Telco
+28% -12% +3% -4% COL, CRI, CHI, CAN, 

FIN, SWE, ISL, NOR
High investment levels, 
developed fixed broadband but 
underdeveloped mobile broadband

Water

+70% -3% +99% +9% CHL, GRC, ESP, 
CZE, CAN, FIN, 
SWE, ISL, NOR

High levels of investment, very high 
usage, average levels of leakage

Note: Comparator countries were chosen based upon different characteristics for each network, but often included measures of population, 
population density, land area, terrain ruggedness, and per-capita incomes. Differences from the comparator country average are composed of 
a simple average of various available metrics without weights. For instance, road network quality measures include metrics on congestion, road 
smoothness, travel speeds and safety, which are normalised and averaged to make a single measure. Source: Draft Infrastructure Needs Analysis, 
Infrastructure Commission (2025).

NZ difference from comparator country average
(based upon simple unweighted average of multiple measures)

42

N
AT

IO
N

A
L 

IN
FR

A
ST

RU
C

TU
RE

 P
LA

N

New Zealand Infrastructure Commission, Te Waihanga

Executive 
summary

Finding common 
ground1 2 3 4 5Lots of projects, 

not enough money
Planning what 
we can afford

Looking after 
what we’ve got

Prioritising the 
right projects



The challenge is to keep our existing infrastructure 
going while also investing in new assets to meet 
demand. According to our analysis of International 
Monetary Fund figures, New Zealand invested more 
on public infrastructure as a proportion of GDP 
than any other OECD country between 2010 and 
2019.23 Future fiscal constraints and megatrends 
like an ageing population and slowing productivity 
growth will mean maintaining this infrastructure, and 
building more infrastructure, could strain affordability 
if we don’t plan well. 

The Commission’s Forward Guidance sets out 
what an affordable level and mix of infrastructure 
investment could look like over the next 30 years. 
It provides an independent view of a sustainable 
investment path – much as central bank forecasts 
guide expectations about future interest rates. 
This makes it most useful for helping to prioritise 
funding between sectors over the medium to long 
term. Our Guidance should inform fiscal strategy, 
asset management and investment planning, spatial 
planning, and workforce development policy. Rather 
than predicting exact spending, it offers a strategic 
benchmark to show what is affordable, when 
pressures may emerge, and how different choices 
shape the investment outlook.

We produced our Forward Guidance based on 
several drivers of demand for infrastructure. The 
projections are based on how we’ve invested in 
the past, how fast existing infrastructure assets are 
wearing out, how rapidly network demand might 
grow given national-level population and economic 
projections, what costs we can expect to incur from 
natural hazard events, and how fast construction 
prices may rise based on historical trends. 

Our Forward Guidance is achievable. It illustrates 
what an affordable level of future investment 
looks like across different sectors, allowing 
decision-makers to use it as a benchmark against 
which to assess current agency plans. This helps 
keep value for money front of mind, ensuring 
investment is directed toward the most impactful 
and cost-effective projects rather than exhaustively 
planning initiatives we may never be able to 
afford. We consider the approach outlined in 
our Forward Guidance to be affordable, as the 
forecast investment levels align with what New 
Zealanders have historically been willing to spend 
on infrastructure.

Source: Chellyar, Getty Images
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Construction price inflation
Infrastructure construction prices have 
risen 50% faster than general inflation 
over the last 25 years. 

Temporary traffic management costs for 
electricity lines work tripled between 
2019 and 2024. 

Shortage of existing 
infrastructure
During the early 1990s, the value of our 
water networks declined as networks 
wore out faster than we invested in them. 

Population growth and 
demographic change
NZ’s population is forecast to grow from 
5.3 million to between 6 million and 7.3 
million by mid century.

The ratio of working-age adults to 
retirement age people has declined from 
7:1 in the early 1960s to 4:1 today, and it is 
projected to decline to 2:1 within 50 years.

Decarbonising our economy
To reach net zero by 2050 we need 
to increase electricity consumption by 
over 60%. 

Economic development and 
changing standards
NZ’s economy is projected to grow by 
over 70% by the 2050s. Real GDP per 
person is expected to rise by over 30%. 

Technology change
We rolled out Ultra-Fast Broadband to 
1.8 million homes and business in just 
over a decade. 

Maintenance and renewal of 
existing infrastructure
For every $1 New Zealand invested in 
new/improved infrastructure in recent 
decades, 60 cents of existing assets wore 
out. 

Resilience to natural hazards
NZ is in the top 3 OECD countries for 
reported natural hazard damage. 

Central government spent at least 
$33 billion responding to and 
addressing natural hazards between 
2010 and 2025, and many public 
assets are uninsured. 

Understanding Forward Guidance
Figure 12: The eight drivers of demand we considered to produce our 
Forward Guidance, as well as specific examples

Investing in 
existing assets

Investing 
in new or 
improved 

assets

Other cost 
drivers

Figure compiled by the NZ Infrastructure Commission. Endnotes for ‘Maintenance and renewals of existing infrastructure’ 24, ‘Resilience to natural 
hazards’25,26, ‘Population growth and demographic change’27,28,29, ‘Economic development and changing standards’30, ’Technology change’31, 
‘Decarbonising our economy’32, ‘Construction price inflation’33,34, and ‘Shortage of existing infrastructure’ 35.
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Infrastructure spending grows 
within a clear and affordable long-
term fiscal strategy 
Demand for infrastructure investment will increase 
over the next three decades (Figure 13). To meet 
demand, annual capital investment will need to 
increase from just over $20 billion today to more 
than $40 billion by the 2050s (in 2025 NZD terms). 
This includes all types of infrastructure investment, 
regardless of ownership arrangements. We provide 
a sectoral breakdown below (Table 2).

While the total spend on infrastructure will 
increase, the ‘share of our wallet’ spent on 
investment is expected to remain stable. Our 
analysis indicates infrastructure investment will need 
to average around 6% of GDP annually over the 
next 30 years. Spending could be slightly higher or 
lower, depending on what scenario happens. The 
Commission expects this to reasonably occur within 
the range of 5% to 7% of GDP (Figure 14).36 This is 
within the bounds of what New Zealand has been 
willing to invest in the past, so we consider our 
Forward Guidance to be realistic and sustainable. 

The balance of investment will need to shift. 
Rising investment demand reflects the need to 
renew and replace existing infrastructure, as well 
as building new or improved infrastructure in 
response to population growth and demographic 
changes, economic growth and decarbonisation 
needs. Spending will also be driven by the need to 
make existing infrastructure more resilient to natural 
hazard events. It is already the single biggest driver 
of investment, but we expect spending on renewals 
to become relatively more important as existing 
infrastructure wears out and demand drivers for 
new infrastructure, such as population growth, slow 
overall across the country.

Spending could be higher if New Zealand’s 
population and economy grow more rapidly. 
Spending could also be higher if we find investment 
opportunities that significantly increase the size 
of the economy or generate large increases in 
revenues that could fund more investment (Box 1). 
Significant technological advances have created 
these opportunities in the past, as well as demand 
for entirely new classes of infrastructure. Examples 
include the roll out of Ultra-Fast Broadband or the 
electrification of New Zealand in the 1920s.

The Government, advised by the Treasury, 
should use our Forward Guidance to inform how 
it sets capital allowances for new infrastructure 
spending. This process, which happens through 
the annual Budget cycle, is one of the key levers for 
Governments to achieve their fiscal strategy – a plan 
for managing public finances, including debt levels. 
Our Forward Guidance provides a benchmark the 
Government can use to inform its intended capital 
spending levels and to prioritise infrastructure 
spending between sectors, subject to top-down 
constraints like the need to pay down debt. The 
Commission will provide updated versions of our 
projections to the Treasury, as the chief financial 
advisor to the Government.

Strategic direction
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Infrastructure investment is expected to rise over the next 30 years
Figure 13: Historical and forecast demand for infrastructure investment, in 2025 NZD

Panel A: Total infrastructure capital investment demand
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Panel B: Composition of capital investment demand
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Note: These figures include capital investment but exclude operational spending on maintenance. Source: ‘Forward Guidance on Infrastructure 
Investment’. New Zealand Infrastructure Commission. (2026).
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Infrastructure spending is expected to be between 5% to 7% of GDP
Figure 14: Historical and forecast demand for infrastructure investment, as a share of GDP

Total Infrastructure Investment 

Actual and modelled investment, as a share of GDP

Source: ‘Forward Guidance on Infrastructure Investment’. New Zealand Infrastructure Commission. (2026).
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How infrastructure can 
boost economic growth  
Infrastructure investment is important for 
sustaining and expanding economic activity. 
Networks of pipes, roads, ports and other 
assets move raw materials to factories 
and finished goods to markets, forming 
the backbone of production. Beyond 
supporting industry, infrastructure enables 
housing growth, supports job creation, and 
enhances wellbeing by keeping people 
connected, mobile, and entertained. Most 
importantly, high-quality infrastructure 
can underpin future economic growth by 
improving productivity – where we get 
better at making and doing things with the 
resources we have.

Infrastructure can lead to productivity 
growth in several ways. It:

•	Helps our cities grow and expand. 
Bigger, denser cities are more productive 
because they bring people and 
businesses closer together. Density allows 
for more efficient use of infrastructure, 
for businesses to specialise, and for new 
ideas and innovations to spread more 
easily. 

•	 	Speeds up the adoption of new 
technologies. Many new technologies 
can only be adopted when the enabling 
infrastructure is in place. For example, 
access to Ultra-Fast Broadband has 
allowed businesses and people to adopt 
new ways of working that depend on 
faster internet access. 

•	 	Helps high productivity industries and 
firms grow. Overall productivity can be 
increased by shifting resources to higher 
productivity industries and firms. As a 
small island nation, we need to enable our 
industries and firms to compete for market 
share internationally. 

Where and when should we make these 
investments? 

Investing in infrastructure can support 
productivity and economic growth, but 
it isn’t a panacea. Other investments 
– including education, research and 

development, and business investment – 
can be just as, if not more, impactful. This 
makes it important to recognise the trade-
offs involved when using infrastructure 
for economic growth and properly assess 
projects to ensure their impact.

New infrastructure investment can lift 
productivity growth when it alleviates a 
bottleneck where demand exceeds supply. 
Infrastructure can equally act as a drag on 
growth if the benefits we get from it are 
outweighed by high debt, maintenance and 
other costs, or if public investment crowds 
out private investment.37 This makes it 
essential to choose high-quality projects.

Bottlenecks are most likely to occur under 
two conditions: significant technological 
innovation that drives demand for entirely 
new infrastructure networks or when 
demographic shifts – such as rapid 
population growth and urbanisation 
– happen faster than our existing 
infrastructure can keep up. When this 
happens, new and improved assets can 
unlock latent demand and enable new 
activity.38  

This occurred when New Zealand 
electrified in the 1920s. Electricity was a 
growing technological innovation, and the 
benefits were large and clear. It meant 
shifting from candles, coal stoves and 
iceboxes to electric lights and refrigerators. 
People were more than willing to pay for 
those transformational benefits.

To finance the development of these 
distribution networks, local power boards 
issued £12.8 million in loans that were then 
paid back by electricity users. This is equal 
to NZD$1.7 billion in 2024 dollars, or around 
$1,600 per resident.

Each of these loans needed to receive 
voter approval through a referendum. 
Although the cost of electrification was high 
for the average household, all power board 
referendums passed, with an average of 
over 85% support (Figure 15). This would 
be the equivalent of current Auckland 
residents voting overwhelmingly for a $2.9 
billion piece of infrastructure, paid for solely 
by residents. 

Bo
x 

1 
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Figure 15: Results of electricity power board referendums in selected areas, 
1918–1931 

Auckland

200,000
population

$1,450
Average loan value 
per resident

89%
voting in favour

Southland

68,000
population

$3,030
Average loan value 
per resident

94%
voting in favour

Tauranga

12,000
population

$1,490
Average loan value 
per resident

74%
voting in favour

$1,610
Average loan value 
per resident

85%
voting in favour

994,000
population

All power 
boards

Source: Adapted from the New Zealand Official Yearbook. (1931).

Where are the bottlenecks today?

New Zealand has existing, mature 
infrastructure networks. Consistent with our 
Forward Guidance, network growth should 
generally be balanced with demand growth 
and the priority should be on cost-effectively 
maintaining and renewing existing assets. 
This will support economic growth by 
ensuring that infrastructure is available 
where and when it’s needed, without 
burdening firms and workers with excess 
costs. Sometimes, specific investments into 
areas such as ports, electricity supply, or 
urban water and transport infrastructure are 
needed to support growing sectors of the 
economy.

Governments also have options for more 
precise interventions. They can:

•	Keep an eye out for the next dominant 
telecommunications technology. 
Telecommunications is an area of 
persistent technological change, with 
new infrastructure networks making past 
networks redundant. The key focus in 
telecommunications will be monitoring 
what the next dominant network is likely 
to be and removing barriers to its rapid 
adoption. 

•	 	Consider small investments to unlock 
growth in high-productivity industries. 
For example, rapid advancements in 
rocket technology mean that remote 
parts of New Zealand’s East Coast can 
now support an emerging space and 
advanced aviation industry. Infrastructure 
investments in Mahia and Kaitorete 
alleviated access bottlenecks and allowed 
the industry to grow. Importantly, these 
investments followed the needs and 
locations of the industry. Speculatively 
building a rural road is unlikely to result in 
the development of a spaceport. But if a 
world leading rocket company is wanting 
to invest, the returns on infrastructure 
investment can be large.

Infrastructure investment is often discussed 
as a way of boosting the economy during a 
downturn. However, international research 
and domestic experience show major 
projects are seldom timely economic 
stimulus, often providing stimulus after 
the downturn has passed and increasing 
inflationary pressures.39 Stable, predictable 
investment in maintenance and renewal can 
provide baseline activity that supports the 
industry and economy during a downturn.
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The investment mix evolves to 
reflect shifting national needs
The mix of investment will change in the future. 
Long-term trends and policy goals will boost demand 
for some types of infrastructure and reduce it for 
others (Table 2). For example, an ageing population 
will reduce relative demand for education services 
across the country and the school and university 
infrastructure needed to support it, but increase the 
relative demand for healthcare services and hospital 
infrastructure. 

The ‘overs’ and ‘unders’ are likely to balance out. 
Some sectors will experience rising investment 
demand, as a share of GDP, while others will 
require a smaller share of GDP due to demographic 
and other changes. If we rebalance investment 
towards sectors with growing investment needs our 
infrastructure budget should remain affordable.

The mix of investment between and within sectors will change
Table 2: Sector-level capital investment demand and key drivers

Sector
Main 
providers

How to fund 
investment

Recent 
investment 
trends, % of GDP 
(2010– 2022)

Forecast future 
investment 
demand, % of 
GDP (2024–
2054)

Key drivers 
of future 
investment

Network infrastructure

Land transport 
– road, public 
transport, rail

Central and local 
government

User charges 
and rates 1.3% 1.0% ↓

Decarbonisation, 
slowing income and 
population growth

Electricity and gas Commercial 
sector

User charges 0.8% 1.3% ↑ Decarbonisation, 
renewals

Water and waste Local 
government

User charges 
and rates 0.6% 0.5% ↓ Renewals and 

natural hazards

Telecommunications Commercial 
sector

User charges 0.7% 0.7% Renewals, stable 
outlook

Social infrastructure

Education – 
primary/secondary

Central 
government

Taxes 0.4% 0.3% ↓ Demographic 
change

Education – tertiary Central 
government

Taxes and fees 0.6% 0.5% ↓ Demographic 
change

Hospitals Central 
government

Taxes 0.2% 0.4% ↑ Demographic 
change, renewals

Public 
administration and 
safety – government 
buildings, prisons, 
defence, justice 

Central and local 
government

Taxes 0.9% 0.8% Renewals, stable 
outlook

Social housing Central and local 
government

Taxes and rents 0.3% 0.3% Renewals and 
population growth

Other public capital Central and local 
government

Various 0.2% 0.2% Stable outlook

Note: The infrastructure networks highlighted in our analysis are based upon those categories and definitions of infrastructure from our 2024 
Research Insights paper, ‘Build or Maintain: New Zealand’s infrastructure asset value, investment, and depreciation, 1990–2022’. Those definitions are 
drawn from Stats NZ data from New Zealand’s national accounts. In some cases these categories do not neatly correspond to other, more detailed 
infrastructure sector classifications. Source: ‘Forward Guidance on Infrastructure Investment’. New Zealand Infrastructure Commission. (2026).
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•	Electricity: We expect electricity infrastructure 
investment demand to increase due to 
technological changes and the need to 
decarbonise our economy. While this investment 
can be funded commercially from user charges, 
government policy will affect how much investment 
is demanded and how rapidly it can be supplied. 

•	Hospitals: We expect investment demand for 
hospital infrastructure to increase due to the need 
to renew and replace ageing hospitals and expand 
hospital services to serve the growing needs of an 
ageing population. While there are options about 
how to deliver additional hospital services, central 
government is expected to fund these through 
taxes. Hospitals and other health services are also 
seen as crucial in addressing health inequities 
between Māori and non-Māori, with Māori facing 
higher rates of chronic disease, injury and lower 
life expectancy.40

More funding goes into electricity and health to meet growing demand
We identify two sectors with a rising share of infrastructure investment. 

Source: Thomas Coker, Unsplash
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Lift hospital investment for an ageing population
Forward Guidance: Between 2010 and 2022, New Zealand spent around 0.2% of GDP per 
year on health infrastructure. We expect this to rise to around 0.4% for the next 30 years, driven 
by the need to renew the ageing hospital estate and expand capacity to meet the needs of an 
older population.

What’s the problem?

The health system is already under strain. Health New Zealand/Te Whatu Ora manages more 
than 1,200 buildings, with an average building age of 47 years.41 Low levels of investment and 
inconsistent asset management practices mean many hospitals are in poor condition and no 
longer meet modern clinical standards. Large parts of the network are nearing the end of their 
usable lives and will need to be rebuilt or remediated.

Demand pressures are also rising. The number of New Zealanders aged 65 and over is 
projected to grow from around 900,000 in 2025 to more than 1.5 million by the early 2050s. 
Older people use more healthcare, meaning we face a growing capacity shortfall. Under current 
models of care, Health New Zealand projects that around 4,900 additional hospital beds may be 
needed by 2043 to meet demand.

Balancing hospital renewal and expansion will be one of New Zealand’s most significant public 
investment challenges. Through the Infrastructure Priorities Programme, the Commission has 
endorsed the need to investigate upgrades to Tauranga, Palmerston North and Hawke’s Bay 
hospitals. However, all regions will need more investment, with the greatest pressure coming in 
large centres. For instance, our Forward Guidance projects we will need 1,100 additional beds 
and other health facilities in Auckland alone by 2050 under current models of care. This is the 
equivalent of building a second Auckland City Hospital, the largest in the country.

If we can deliver new capacity at affordable costs consistent with past projects and international 
benchmarks – and make greater use of non-hospital care options – we can meet healthcare 
needs while preserving affordability. Doing so will require disciplined sequencing, strong 
oversight of major projects, and consistent funding for maintenance and renewal.

Figure 16: Hospital capacity (beds and facilities) needs by region, 2025–2050

Expected growth in hospital beds and capacity under forward guidance

Bed capacity

0 1,000 2,000 3,000 4,000 5,000

Northland

Auckland

Waikato

Bay of Plenty

Lower NI ex Wellington

Wellington

Upper SI

Canterbury

Otago and Southland

Current beds and capacity in region Additional bed capacity needed by 2050 under Forward Guidance

Note: Estimated increase in bed capacity includes physical beds and allows for additional healthcare facilities to support them, such as 
administrative space, parking, and utility buildings. Source: ‘Forward Guidance on Infrastructure Investment regional modelling’. New 
Zealand Infrastructure Commission. (2026).
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Key actions
•	Shift demand where possible to non-hospital care. Resourcing primary care providers and 

expanding community-based and lower-cost service options can help reduce pressure on 
inpatient beds and defer expensive hospital builds.

•	 	Use Forward Guidance to anchor capital planning. The Government should assess Health 
New Zealand’s Health Infrastructure Plan for alignment with sustainable long-term investment 
levels and ensure its fiscal strategy considers the funding requirements necessary to deliver on 
the Plan. 

•	 	Direct limited capital to the highest-need regions and projects. Demand projections, cost 
benchmarking and the Infrastructure Priorities Programme should guide decisions about where 
funding will have the greatest impact.

•	 	Improve value from major projects. Health New Zealand should use standardised designs, 
strengthen project governance, and partner strategically with industry. Digital tools should be 
prioritised where they improve productivity or reduce operating pressure.

•	 	Ring-fence dedicated renewals funding. Decision-makers should protect capital set aside for 
rebuilding or remediating deteriorated assets from operational cost pressures, with clearer 
separation between clinical service funding and asset funding.

Spending slows in water, land 
transport and education as these 
sectors stabilise
Growing investment in health and electricity will 
need to be balanced out by declining relative spend 
in three other sectors. Reducing the share of GDP 
we invest in these areas will help address the fiscal 
and affordability pressures resulting from an ageing 
population. 

•	Land transport: Investment in land transport 
(road, public transport, and rail) has been elevated 
over the past 20 years. An ageing population is 
expected to reduce travel demand in most areas 
of the country, while income growth will put limits 
on investments to enhance the service levels of 
the network. Decarbonising our economy may 
also shift the mix of land transport investment, if it 
reduces demand for roads and increases demand 
for public transport and active modes like walking 

and cycling. A lower relative level of capital 
investment means we could continue to meet our 
needs with user charges, rather than requiring top-
ups out of general tax revenue, as has happened 
in recent years.

•	 	Education: We expect overall investment demand 
for education infrastructure to moderate as the 
population ages. We note, however, there are likely 
to be significant regional variations in demand, with 
greater pressures in areas like Auckland, Waikato 
and Canterbury. 

•	 	Water and waste: After completing a period of 
‘catch-up’ investment to renew pipes in poor 
condition and improve drinking water quality and 
wastewater network performance, we expect water 
and waste investment requirements to moderate 
over the medium to long term.
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Complete catch-up on renewals in the water sector and restore 
affordability
Forward Guidance: Between 2010 and 2022, New Zealand spent around 0.6% of GDP per year 
on water and wastewater infrastructure. We expect this to moderate to around 0.5% of GDP 
over the next 30 years as we complete catch-up renewals to lift asset condition and meet water 
quality standards.

What’s the problem?

New Zealanders use more water and invest more in water-related infrastructure than almost any 
other high-income country. Over the next 10 years, councils are planning to spend close to $50 
billion renewing and expanding their water networks.42 Household bills are expected to double in 
some instances. For context, we estimate that New Zealand spent about $50 billion cumulatively 
on water and wastewater infrastructure from 1885–2012, even after adjusting for inflation. 

New Zealanders value access to clean, safe drinking water, which is considered a taonga in 
Te Ao Māori. However, sustaining our current, historically high levels of investment will be 
unaffordable for some communities and come at the expense of other local priorities, such as 
parks and libraries.  

Figure 17: International residential water consumption (litres/person/day)

For a period of almost 20 years from the mid-1970s, New Zealand spent less on water 
infrastructure than the rate of depreciation, meaning our pipes and treatment plants wore out 
faster than we replaced them. Councils are now dealing with a legacy of broken pipes, sewage 
overflows and leaks, as well as a need to invest to meet quality standards set by Taumata Arowai. 
What they’re planning to spend on repairs and replacements is largely in line with our Forward 
Guidance, but councils are also contemplating significant investments on water infrastructure to 
support housing growth or improve service levels. 

Through the Infrastructure Priorities Programme, the Commission has endorsed the need to 
investigate water and wastewater infrastructure needs in several urban areas, while emphasising 
the importance of exploring lower-cost and non-built solutions, including managing demand 
through volumetric charging. Water service entities are increasingly exploring options to address 
investment affordability challenges. For example, one North Island council had to consider 
cheaper options after it consulted its community on a $640 million wastewater treatment plant,  
which would have cost households at least $1,000 a year once it came into effect.43 

Source: https://tewaihanga.govt.nz/our-work/research-insights/valuing-water-sustainable-water-services-and-the-role-of-volumetric-
charging. European data: Europe’s water in figures: An overview of the European drinking water and waste water sectors (2017 
Edition). Australian data: Australian Bureau of Statistics. New Zealand data: Water New Zealand.
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Key actions
•	Encourage councils and water services providers to consider installing water meters and 

adopting volumetric pricing. This can moderate demand, help identify leaks, and defer the 
need for costly new investment. 

•	 	Ensure regulatory coordination. The Commerce Commission, the Water Services Authority – 
Taumata Arowai and regional councils will need to work together to ensure the safety, quality, 
environmental compliance and value for money of water sector investments.

•	 	Encourage councils to submit water investment proposals for assessment through the 
Infrastructure Priorities Programme. This will ensure all options, including low-cost and non-
built solutions, are considered before projects go ahead. 

Sectors that are harder to predict 
are watched closely to guide 
future planning
Demand for new justice and defence infrastructure 
is inherently difficult to predict. While the need to 
maintain and renew existing justice and defence 
estate infrastructure has been clearly identified, 
future growth is shaped by policy choices and 
geopolitical developments that are far harder 
to forecast. To support long-term planning, the 
Commission has developed indicative guidance 
for these sectors based on 100-year trends in 
overall central government spending in these 
areas (see Appendix One). This represents the 
level of investment needed to maintain and renew 
current assets while allowing for population-driven 
pressures and reasonable improvements in service 
standards. The Commission will continue to refine 
and expand its Forward Guidance for these and 
other sectors.

Investment reflects the needs and 
priorities of different regions and 
communities
Our forecasts focus on overall national investment 
demands in each sector and the mix of factors that 
will drive investment. The spending ranges of our 
projections are sufficient to meet different demands 
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over time, if projects and programmes are prioritised 
and delivered efficiently. However, the long-term 
trends will have different impacts on investment 
demands in different places, and for different 
communities. 

The Commission has carried out high-
level regional modelling to understand how 
infrastructure networks in different parts of 
the country might grow and evolve over time. 
Without more detailed information on the value 
and condition of assets by region, we can’t say 
exactly what investment will be required when. But 
we can take our Forward Guidance – which says 
infrastructure spending will increase from just over 
$20 billion a year now to more than $40 billion in 
the 2050s – and show what that would mean for the 
value of different infrastructure networks by region.

Every region will have more infrastructure in 2050 
than it does today, but this growth won’t be evenly 
distributed around the country. The dollar value of 
infrastructure networks in fast-growing parts of the 
country like Auckland will increase at a greater pace 
than slow-growing regions over the next 30 years. 
This isn’t to say places like the West Coast won’t 
require new investment, just that the overall value of 
their infrastructure networks will grow more slowly. 
For these regions, maintaining and renewing their 
existing assets will take on even greater importance. 
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Some infrastructure networks will need to grow 
faster to accommodate rapidly growing demand.
This is particularly true of hospitals, where every 
region is expected to have growing demand. For 
some regions, like Nelson and Tasman, the demand 
for new health facilities will mostly be driven by 
a population that is ageing faster than the rest of 
the country. However, in regions like Auckland, the 
Waikato, and Canterbury, more health facilities will 
be needed to serve not just ageing populations, but 
a growing population in general. 

Even in sectors where our Forward Guidance 
suggests investment will moderate, there will 
be regional hotspots. In education, for instance, 
investment as a share of GDP is expected to decline 
over the next 30 years as the number of school-age 
tamariki (children) plateaus. But in regions such as 
Northland and the East Coast of the North Island, 
our regional modelling shows rising demand. These 

areas have large Māori populations, who have 
a younger age profile – 27.2 years on average, 
compared with the national average of 38.1. More 
tamariki means greater demand for education 
infrastructure (Figure 18).

Not all infrastructure demand is driven by 
population growth. State highways, for example, 
have historically been built to connect towns and 
cities rather than to match local population growth. 
Our Forward Guidance supports this, as it shows 
similar growth in regional highway networks despite 
differing population trends. Tourism is another 
important driver: regions with high seasonal visitor 
numbers face growing pressure on infrastructure, 
often with small resident populations to support the 
required investment.

Forward Guidance suggests networks will expand more rapidly in some 
regions
Figure 18: Expected regional variation in infrastructure network growth, 2025 to 2050

Note: Percentage changes indicate the estimated increase in the value of the infrastructure network in regional areas.  
Source: ‘Forward Guidance on Infrastructure Investment’. New Zealand Infrastructure Commission. (2026).
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Drivers of demand for future 
investment needs may affect 
Māori differently
The infrastructure needs of Māori communities 
often differ from those of the wider population. 
While our forecasts present an overall picture of 
future investment needs, the outlook for Māori 
diverges in important ways.

Māori are a younger and faster-growing population 
than the national average. This creates greater 
demand for schools in regions with higher Māori 
populations, both to accommodate student 
growth and to expand access to Māori immersion 
education and kura.

We also expect these areas to require more health 
facilities. Younger populations tend to grow more 
quickly overall, increasing demand for hospitals 
and other services. Children aged 0–4, for 
example, use health facilities at nearly twice the 
rate of 40-year-olds.

Figure 19: Expected regional 
growth in education networks 
based on demographic 
projections, 2025–2050

Bo
x 

2 

Many marae are in hazard-prone locations, which can affect access and resilience. While 
our existing analysis can begin to show these impacts, further work is needed to understand 
them fully.

Finally, some infrastructure decisions can limit the ability of Māori to exercise kaitiakitanga 
(guardianship) over te taiao (the natural environment) or disrupt connections to whenua 
(land), both of which are central to Māori wellbeing.

Primary and Secondary 
Education

25%

20%

15%

Note: Percentage change indicates the 
estimated increase in the value of the 
infrastructure network in regional areas.

Source: ‘Forward Guidance on 
Infrastructure Investment’.  
New Zealand Infrastructure  
Commission. (2026).
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Spending decisions take 
household costs and living 
pressures into account
We have choices about how we fund and finance 
infrastructure  investment. But New Zealanders 
will ultimately still have to pay. Households will meet 
some costs through taxes, rates, or user charges. 
Other costs will be met by businesses and passed 
on to local or international customers. To understand 
whether our Forward Guidance is likely to be 
affordable for New Zealanders, the Commission 
has modelled the impact of different scenarios on 
household budgets (Figure 20).

If implemented, our Forward Guidance would 
require households to pay slightly lower levels of 
charges and taxes in the medium term than they 
have in recent years. However, the composition 
will change. We expect higher electricity charges 
to fund new generation required to meet our 
decarbonisation targets in the next 10 to 15 years. 
Critically, to ensure the long-run affordability of 
this increase in investment, central government 
will need to pull back investment levels in land 
transport and education in response to lower overall 
demand. We also expect that rising charges to fund 
this investment will be offset by lower household 
expenses on goods such as petrol, which we do not 
model.44,45

Changes in investment will impact household budgets
Figure 20: What our Forward Guidance would mean for the average household budget, 2035–2040, 
as a share of household income
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Note: Changes in cost are relative to expenditure on infrastructure services in 2019. Source: New Zealand Infrastructure Commission analysis 
and modelling. Source: New Zealand Infrastructure Commission. (2025). Household costs of infrastructure model guide: Effects of sector-level 
infrastructure investment programs for household budgets” Crow Advisory, Prepared for the Infrastructure Commission, September 2025.
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Needs-based capital 
allowances
Ensure fiscal strategy and capital 
allowances are informed by 
the Commission’s independent 
assessment of long-term needs 
and agencies’ infrastructure asset 
management and investment 
plans.

Responsible agencies: 
The Treasury, New Zealand 
Infrastructure Commission, 
capital-intensive agencies

Timeframe: 2026 onwards.

Implementation Pathway 

This could be implemented by:

•	 	The Commission providing the Treasury 
with periodic forecasts of central 
government infrastructure needs.

•	 	Incorporating these forecasts into fiscal 
strategy advice and decisions on future 
capital and operating allowances.

•	 	Using agency asset management and 
investment plans to inform indicative 
allocation of future capital allowances 
across sectors and agencies. 

1

3.2. Using the right tools 
to pay for infrastructure
Whakamahia ngā utauta tika ki te 
utu i ngā tūāhanga  
Context
New Zealand currently invests just over $20 
billion a year on infrastructure. This covers 
capital investment in new and existing assets, 
not the ongoing costs of maintenance or debt 
repayments. While finance can help spread the cost 
of projects over time, New Zealanders still ultimately 
pay for the hospitals, schools, water systems, 
telecommunications, and transport networks that 
support our way of life. User charges, taxes and 
rates are the three main ways we do this. 

Pricing and funding settings determine what 
resources are available to build, maintain, and 
operate assets. When working well, these settings 
should enable infrastructure providers to invest 
sufficiently to meet long-term user demands, while 
discouraging unaffordable spending and excess 
capacity.

These settings also help to maximise the benefits 
we achieve from infrastructure networks. For 
example, time-of-use charging for congested urban 
road networks encourages people to travel during 
less congested times or take public transport, 
speeding up traffic and increasing the efficiency of 
the overall transport network.

Pricing and funding approaches vary throughout 
the infrastructure sector. They are guided by 
different legislation and subject to different decision-
making processes. Central government does not 
directly set prices for many types of infrastructure, 
but its policy choices often affect how other 
infrastructure providers can fund themselves.  

Strategic direction

Funding and pricing tools 
are optimised for different 
infrastructure services
Infrastructure funding and pricing should ensure 
we get enough investment in all sectors. Different 
types of infrastructure require different approaches 
(Figure 21). We distinguish between infrastructure 
services that can pay for themselves, and those that 
cannot. Network infrastructure, like transport, water, 
electricity, and telecommunications, is different from 
social infrastructure, like schools, hospitals, courts, 
prisons, public parks and the defence estate.
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Network infrastructure should fund itself by 
charging people who benefit directly from it. This 
doesn’t necessarily mean that every piece of a 
network needs to ‘pay its own way’. For instance, 
low-traffic roads might return less in user revenues 
than they cost to maintain, and urban public 
transport services that make it possible not to drive 
might require ongoing cross-subsidies from other 
network users. Subsidies are appropriate if there are 
broader benefits or equity considerations, but the 
network as a whole should cover its costs.

Social infrastructure generally needs to be funded 
from general taxes or local government rates. 
This gives people consistent and equitable access 
to services, like education and healthcare, that are 
needed to participate in society.46 Other examples 
of social infrastructure, like social housing, courts, 
prisons and the defence estate, provide broader 
societal benefits. For instance, courts are necessary 
to uphold the rule of law. Public funding of social 
infrastructure doesn’t necessarily imply ownership, 
as leasing or contracting out may be a more cost-
effective way to provide public services. 

Place-based development infrastructure should 
generate enough revenue to pay for itself. This 
category includes things like convention centres, 
business accelerator precincts, irrigation schemes 
and stadiums that are intended to jump-start new 
economic activity. Revenue generation is essential 
for development infrastructure because it provides 
a ‘market test’ of whether it will succeed in growing 
the economy. Revenues could be earned directly 
from users or indirectly through levies or charges on 
wider beneficiaries. For example, Wellington’s Sky 
Stadium earns revenues from ticket sales and from 
a targeted rate levied on nearby businesses that 
benefit from additional visitor activity. 

When network infrastructure and place-based 
development infrastructure is better at funding 
itself, there’s more money for social infrastructure. 
Central and local government have limited tax and 
rate revenue for investment, so when they top up 
the cost of providing things like roads and stadiums, 
less is available to invest in schools, hospitals, parks 
and other social infrastructure.

How we pay for infrastructure affects the outcomes we get
Figure 21: Best practice principles for funding and pricing different types of infrastructure

Match funding 
to infrastructure 
purpose
Funding and pricing 
should reflect 
whether assets are 
network, social, 
or economic-
development 
infrastructure, 
recognising their 
distinct purposes, 
beneficiaries, 
and equity 
considerations.

Networks should 
largely fund 
themselves
Users and direct 
beneficiaries should 
cover the full 
lifecycle costs of 
network services. 
This doesn’t mean 
that every part 
of the network 
must individually 
pay its own way. 
Targeted subsidies 
or transfers to 
some users can 
be appropriate 
where there are 
wider public 
benefits or equity 
considerations. 
The key is that, 
taken together, the 
network should 
cover its costs over 
time.

Social 
infrastructure 
should ensure 
equitable access
Essential public 
services should 
be funded from 
general taxation 
or rates to ensure 
access does not 
depend on ability 
to pay. Different 
ownership, leasing, 
or contracting 
models should 
be chosen based 
on value and cost 
effectiveness.

Apply best-practice pricing for 
networks
Network pricing should:
• Guide efficient investment – 

Prices should signal the level of 
service users value, cover whole-
of-life costs, incentivise quality 
improvements, and allocate risk 
fairly.

• Guide efficient use – Prices should 
encourage appropriate use, reflect 
the true costs of different types of 
use, location-specific costs, and 
externalities, and be transparent 
and reasonable.

• Share efficiency gains – Efficiency 
improvements should flow to 
users through lower prices or 
better service, and subsidies 
should support wider goals without 
undermining pricing integrity.

Place-based 
development 
infrastructure 
should pass a 
market test
Projects aimed at 
stimulating new 
economic activity 
should demonstrate 
revenues from users 
or beneficiaries that 
justify investment 
and signal genuine 
economic value.

1. 2. 3. 4. 5.

Source: New Zealand Infrastructure Commission. (2025); Principle 5 adapted from ‘Approaches to Infrastructure Pricing Study: Part 2 – Current 
Pricing Analysis’. PwC. Report for the New Zealand Infrastructure Commission. (2024).
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People and businesses 
that benefit from network 
infrastructure pay for its costs
Network infrastructure should be priced to achieve 
three main goals (Figure 21). The first is that users 
should cover the full cost of providing and operating 
infrastructure and services. The second is that prices 
should guide investment and encourage people to 
use networks efficiently, resulting in high use but 
discouraging excessive congestion. The third is 
that pricing should be used to share the benefits of 
networks widely through society, once the other two 
goals have been achieved.47 

When more investment is needed, it should be 
funded out of increased user revenues. This could 
be done by increasing existing charges, introducing 
new charges (like tolling new roads), or investing 
in ways that increase usage and grow the revenue 
base. Reluctance to pay for more investment can be 
a ‘market test’. If users aren’t prepared to pay higher 
charges for network improvements, it suggests 
the costs are disproportionate to the benefits they 
expect to receive. 

There are multiple options for charging users or 
direct beneficiaries. These include charges paid 
at the point of use, like fuel taxes, public transport 
fares and electricity supply charges, and charges for 
access to the network, like development levies on 
new houses and fixed monthly charges for mobile 
phones. How we choose to price networks can 
affect how people use those networks and how the 
costs of investment are distributed between different 
users, for instance between low-income and high-
income households.

Well-functioning pricing helps to coordinate 
investment and optimise the use of existing and 
new assets. For example, the electricity sector’s 
approach includes use of long-distance transmission 
pricing to signal where low-cost opportunities 
exist to connect new generation or consumption 
to the grid, and a wholesale electricity market that 
signals when demand is strong for new generation 
investment. Over time, this ensures that electricity 
assets are well used, without excessive amounts of 
underused capacity.

Good pricing should also allow the benefits of 
infrastructure to be widely shared. Sometimes 
pricing strategies can incentivise best use of 
existing infrastructure and allow the benefits of 
infrastructure to be shared. For example, free off-
peak public transport for SuperGold Card-holders 
has both equity and efficiency benefits. It helps to 
ensure better use of the public transport network 
by promoting travel during less busy times, and 
it ensures that cost is not a barrier for older New 
Zealanders on fixed incomes.

The electricity and telecommunications sectors 
generally perform well against best practice 
pricing principles. They recover most of their 
revenue through direct user charges and operate in 
market structures that support efficient pricing. This 
helps providers fund maintenance, improve assets, 
and identify the highest-value new investments. 
By contrast, pricing in land transport and the water 
sector performs less well: investment decisions are 
more policy-driven than price-driven, and users do 
not always pay for the full costs they impose on the 
network.48

Water pricing should encourage efficient use of 
existing networks and reduce costly pressure for 
new infrastructure. More councils are introducing 
metering and volumetric charging, which 
encourages water conservation, reduces leakage, 
and can defer costly capital upgrades. Kāpiti 
District Council, for example, invested $9.8 million 
in water meters and was able to defer around $36 
million in storage and network upgrades for several 
decades.49 Current water sector reforms will also 
place stronger emphasis on financial sustainability, 
which should encourage providers to adopt pricing 
approaches that better align with best practice.

New Zealand should expand its road pricing tools. 
Legislation now enables time-of-use charging, 
which is used in places like Singapore and New 
York to manage congestion by pricing travel at peak 
times. This can reduce delays, improve network 
performance, and defer the need for expensive 
capacity expansions. Changes are also underway 
to make tolling easier to implement, providing a 
revenue stream to fund new roads and offering a 
market test of project value: if toll revenues can 
cover costs, it signals a project is likely to deliver 
benefits that users are willing to pay for.
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Forward Guidance: Between 2010 and 2022, New Zealand spent around 1.3% of GDP per year 
on land transport, including a higher share than our peer countries on roads. We expect this to 
decline to around 1% of GDP per year over the next 30 years, as growth in vehicle travel slows 
due to demographic and economic trends.

What’s the problem?

Congestion in fast-growing cities is worsening. Nationally our road network performs well 
relative to peers, but in major centres traffic volumes are outpacing capacity. Despite decades of 
motorway expansion in Auckland, average speeds have continued to fall.50

Adding new capacity is increasingly difficult and expensive. Many corridors are already built 
out, and tunnels or rapid-transit conversions come with high costs and disruption. Congestion 
imposes productivity and wellbeing costs. Auckland commuters lose 66 hours a year stuck in 
traffic, with social and economic costs estimated to reach $2.6 billion by 2026.51 

If left unchecked, rising congestion will make cities less attractive, costlier, and less productive. 
Building more capacity will help in targeted locations, but the greatest gains now lie in using 
existing roads better. Cities such as New York and Stockholm have shown that time-of-use 
charging, where drivers pay a bit more to use busy roads at peak times, can cut congestion 
substantially.

This approach shifts less-urgent trips to off-peak times and encourages public transport use, 
freeing up road space for those who need it most. Previous modelling for Auckland suggests 
time-of-use charging could cut excess delay by around 35% and deliver equivalent network 
performance with roughly 20% less new capital investment.52 

Current road pricing tools – fuel excise duty (FED) and road user charges (RUC) – do not reflect 
the localised nature of congestion because they are set nationally. As the vehicle fleet becomes 
more fuel-efficient and more electric, universal RUC will become a fairer and more sustainable 
way to charge for road use, while also enabling more dynamic, location-based pricing in future.

Figure 22: Impact of time-of-use charging on congestion in New York  
Time-of-use charging: New York (Manhattan) 
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Source: Regional Plan Association. ‘Congestion Pricing: Faster All Around’. (2025) https://rpa.org/news/lab/congestion-pricing-
getting-around-faster-all-around 
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Key actions
•	Implement time-of-use charging in Auckland. Enabling legislation is now in place, but durable 

central and local government support will be critical for designing and rolling out the first 
scheme.

•	 	Partner with local government. Congestion pressures are concentrated in Auckland, 
Wellington, Christchurch, Tauranga, and Queenstown. Joint design, timing, and supporting 
investments will help ensure schemes are effective and publicly sustainable.

•	 	Integrate pricing into investment decisions. Congestion charging will change travel patterns 
and the timing of future investment needs. Business cases should explicitly account for these 
effects to ensure the right investments are made at the right time.

•	 	Support the transition to universal road user charges. Modernising the largely paper-based 
system and expanding it to 3.5 million vehicles will be complex, but it can make transport 
funding fairer and more transparent.
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Financing tools spread the upfront 
costs of investment
Once appropriate pricing and funding methods are 
in place, infrastructure providers should consider 
how to finance the upfront costs of investment. 
Funding represents all the money needed to 
pay for infrastructure, which ultimately comes 
from users, taxpayers, or ratepayers. Financing is 
about when we pay for infrastructure. It involves 
borrowing money now and repaying it later. This 
allows developers to spread the cost of building 
and operating infrastructure over a longer period 
and pay for it using revenues raised by current and 
future users.

Many financing options are available. The 
Treasury’s ‘Funding and Financing Framework’ 
encourages consideration of all options.53  These 
range from comparatively simple options, like 
taking out bank loans or issuing government bonds, 
through to more complex options like establishing 
special purpose vehicles or public private 
partnerships to finance projects. Infrastructure 
providers can also raise cash for investment through 
‘asset recycling’, which means selling existing assets 
to free up money to buy new ones. Increasingly, iwi 
entities are seeking a role in financing and owning 
infrastructure, through a range of mechanisms.
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3.3. Fixing land transport 
funding and investment
Te whakatika i ngā tahua tūnuku 
whenua me te haumitanga
Context
New Zealand spends more on land transport than 
any other type of infrastructure. Mature road and 
rail networks connect most parts of the country, 
supporting the smooth movement of people and 
freight that underpins a well-functioning economy. 
While these networks perform reasonably well 
against peer countries, some important gaps remain. 
Land transport infrastructure providers face limited 
external oversight and no economic regulation to 
protect consumers – which is unusual compared 
with network sectors where consumers can’t choose 
between multiple providers. Transport faces several 
challenges, such as rising congestion on urban road 
networks, rising carbon emissions, and high health 
impacts from air pollution and road crashes.54 

Central government has established arm’s-
length entities to provide and manage transport 
networks. NZ Transport Agency Waka Kotahi (NZTA) 
is a Crown entity that provides state highways and 
co-funds local roads and urban public transport 
services. NZTA also performs regulatory functions. 
KiwiRail is a state-owned enterprise which provides 
rail infrastructure and services. These arm’s-length 
entities were established to retain public ownership 
of assets while applying commercial discipline 
independent from day-to-day Ministerial control. 
They were also designed to be self-funding from 
user charges. 

NZTA acts as both funder and deliverer of projects 
– combining functions previously kept separate. 
Between 1997 and 2008, one Crown entity 
(Transfund, renamed Land Transport NZ in 2004) 
was charged with administering transport funding 
and making investment decisions. Transit New 
Zealand was responsible for state highways and had 
to bid for funding alongside local road controlling 
authorities. Maintenance took precedence over new 
capital works, and only the highest-value projects 
were funded.55  

The Government Policy Statement on Land 
Transport (GPS-LT) directs spending in the 
sector. Unlike other network providers that invest 
to meet demand, land transport investment is 
heavily influenced by the Government of the day’s 
objectives. The Minister of Transport determines 
funding ranges for expenditure categories through 
the GPS-LT, based on advice from the Ministry of 
Transport but without independent oversight. In 
recent years, Governments have also directed 
specific projects for delivery, leading providers to 
spend more than user revenues allow.

Historically, transport users funded almost all 
central government transport spending. This 
approach, which aligns with best practice pricing 
principles for network infrastructure, occurred mainly 
via fuel taxes and road user charges paid into the 
National Land Transport Fund (NLTF). Since the late 
2010s, spending on roads and rail has far exceeded 
user revenues, requiring large top-ups from general 
taxes. In the 2024–2027 funding period, Crown 
grants and loans totalled $12.8 billion, or nearly 
40% of the $32.9 billion in planned expenditure. 
These resources could otherwise support social 
infrastructure, and the funding gap is expected to 
persist (Figure 23).

At the same time, investment ambitions continue 
to grow. The National Infrastructure Pipeline 
includes around 25 major road, rail, and rapid transit 
schemes with a combined value over $100 billion 
– equivalent to more than 20 years of normal land 
transport revenue. Based on current estimates, 
delivering just the major roads programme in full 
over the next 20 years would cost $56 billion. 
Funding this entirely from petrol tax and road user 
charges would require a one-off 70% increase, 
equivalent to a 49 cent per litre increase in petrol 
tax.56 Further revenues would be required for the 
Waitematā Harbour crossing and major rapid transit 
schemes.

Household affordability pressures limit how much 
can be raised from users. Petrol costs and transport 
charges are consistently ranked in the top ten issues 
faced by households.57 Affordability concerns are 
likely to increase as the population ages and income 
growth slows. This reinforces the value of a more 
sustainable, demand-aligned investment approach 
in land transport – one that reflects what users can 
afford and what revenues can realistically support.
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Land transport faces a large funding gap under current plans
Figure 23: New Zealand plans to spend much more on land transport than it collects from users

Source: NZTA National Land Transport Programme 2024–2027.
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Strategic direction

Transport investment matches the 
amount of money available from 
users
Return to a system funded predominantly by user 
charges. Doing so will give agencies like NZTA 
direct feedback on whether users are prepared to 
pay for investing in and operating land transport 
networks. There are some possible exceptions, 
including the ongoing use of rates to co-fund local 
roads and public and active transport, and cross-
subsidies for public transport, active transport and 
rail initiatives that allow for more efficient use of 
existing networks. Crown funding can also play a 
role for emergency recovery events. In general, the 
funding model should shift to a state where Crown 
loans and grants aren’t required for land transport. 

Investment should be made with greater 
independence. Our current transport spending 
ambitions present affordability challenges. To 
resolve these challenges, central government 
needs to be less prescriptive about how land 
transport funding should be allocated. Instead, 
transport providers should be accountable for 
selecting investments that maintain, renew and 

grow the network in line with user demands. Greater 
autonomy, coupled with independent oversight, can 
enhance commercial discipline, confine investment 
to available revenue and reduce network integration 
challenges. Borrowing should be used carefully, with 
appropriate accountability mechanisms in place. 

Essential spending on renewals and maintenance 
should be prioritised first in budgeting. Each new 
road or railway needs to be maintained and renewed 
over its lifetime. If transport funding decisions are 
not sufficiently independent, funds for maintaining 
and renewing the network may need to be kept 
separate. Regular maintenance is more cost 
effective than sporadic maintenance, saving funds 
for other land transport priorities. Over the long-run, 
this approach will result in a higher-value approach 
to land transport investment. 

Ongoing subsidies for rail require assessment. 
Central government has primary responsibility for 
funding below-rail assets, which currently run at a 
significant loss.58 The cost of maintenance, renewals 
and improvements is estimated at an average $500 
million per year over the coming decade.59 While 
there may be a case for subsidising rail, doing 
so requires a demonstration that the benefits of 
investing in rail exceed those offered by other public 
infrastructure investment opportunities.60,61 
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Figure 24: Indicative timing scenarios for major road and rapid transit capacity upgrades

East West Link
Tauriko West

Cambridge to Piarere
Belfast to Pegasus and Woodend Bypass

Hope Bypass
SH1 Wellington improvements

Takitimu North Stage 2
SH16 North-West Alternative Highway

City Centre to Māngere
Northwest Busway

Queenstown PT package
Christchurch Mass Rapid Transit

Hamilton BRT

2025
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2045
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2055

2065

Estimated date range for exceeding estimated capacity of current road

Estimated date range for exceeding capacity of bus lane infrastructure

Midpoint

Midpoint

Range

Range

Note: The following corridors could also reach capacity thresholds prior to 2055, but this is not the most likely timing from a capacity 
perspective: Airport to Botany BRT; Tauranga Cameron Rd. Source: ‘Understanding capacity upgrade pressures across infrastructure 
networks’ New Zealand Infrastructure Commission. (2026)

Note: The following corridors could also reach capacity thresholds prior to 2055, but this is not the most likely timing from a capacity 
perspective: Petone to Grenada (for full four-laning); Port Marsden to Whangārei; Mill Road Stage 1; Warkworth to Te Hana; Hamilton 
Southern Links; Te Hana to Port Marsden.

The Waitematā Harbour Crossing project is different. Unlike other road and rapid transit 
upgrades, it is unlikely to be fundable through normal transport revenues. Building the original 
bridge required a steep toll, equal to $9 in inflation-adjusted terms.69 The current crossing faces 
maintenance, resilience, and capacity pressures, but repeated investigations have yet to identify 
an affordable solution.

New revenue will be needed to fund a new crossing. The Commission’s high-level analysis 
suggests that a $9 toll on both new and existing crossings could raise up to $7–9 billion, 
depending on the tolling period.70 Higher tolls may not raise more revenue, as they would divert 
too many users and erode viability, and tolling only the new crossing would sharply limit revenue. 
Other funding mechanisms are possible, but would likely require non-users to contribute funding 
which may not be considered equitable or favourable. Decision-makers will ultimately need to 
confirm revenue potential from tolling or other funding instruments like Infrastructure Funding 
and Financing Act levies, and identify options that fit within this envelope. In the meantime, time-
of-use charging, interim busway upgrades, and improved maintenance and monitoring should be 
considered to extend the life of the existing asset.
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Key actions
•	Use Forward Guidance to set realistic investment and revenue paths. This will help assess 

FED/RUC options and ensure long-term plans match sustainable revenue expectations.

•	Prioritise low-cost, high-value improvements first. Use intervention hierarchies and demand-
management tools like congestion pricing to address immediate issues while deferring 
expensive upgrades until genuinely needed.

•	Align pricing and land-use policies. Ensure that zoning, development patterns and pricing 
tools support demand for major upgrades, rather than undermining their utilisation.

•	Sequence major projects using value for money thresholds. Consider traffic volumes, public 
transport patronage, safety performance and cost benchmarking, supported by Infrastructure 
Priorities Programme assessments, to guide where and when major investment is justified.

•	Develop new revenue tools where necessary. For projects that cannot proceed within existing 
funds, tolls, targeted levies, and other revenue mechanisms should be investigated, with 
budget envelopes reflecting the revenue these can credibly generate.
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Source: Elliot Blyth, Unsplash
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Land transport 
funding and oversight
Reform the land transport funding 
and investment oversight system 
to ensure financial sustainability 
and enhance economic and social 
outcomes by aligning investment 
expectations with available 
revenue and strengthening 
efficiency and accountability in 
delivery.

Responsible agencies: 
Ministry of Transport (lead), in 
consultation with New Zealand 
Transport Agency and other 
delivery entities

Timeframe: Complete public 
consultation on reform 
proposals within 24 months of 
the Government’s response 
to the National Infrastructure 
Plan.

Implementation Pathway 

This could be implemented by:

•	Returning to a system where investment is 
confined to user revenues, with investment 
and borrowing decisions made at arm’s 
length from Government. 

•	 	Establishing economic regulation or other 
independent oversight to ensure efficient 
investment and revenue levels that reflect 
cost.

•	 	Embedding organisational structures and 
principles that prioritise funds for renewals 
and maintenance. 

•	 	Strengthening efficiency and accountability 
in delivery through independent assurance 
and clear performance expectations.

•	 	Reviewing institutional structure, legislation 
and funding instruments to apply these 
principles effectively.

2
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Looking after what 
we’ve got: Funding 
maintenance and asset 
management first
Te tiaki i ā tātou rawa: Te utu i ngā 
turukitanga me te whakahaere rawa 
i te tuatahi 

4

Source: Danny Rood, Truestock
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Su
m

m
ar

y •	Much of the infrastructure we will need over the next 30 years already exists. Strong 
long-term asset management and investment planning is essential to guide how it is 
maintained, renewed and expanded.

•	 	New Zealand was ranked fourth to last in the OECD for asset management, with 
visible symptoms of weak practices including sewage leaks in hospitals, leaky 
classrooms and mouldy army barracks.

•	 	The system needs to be strengthened, including a requirement for capital-intensive 
agencies to produce long-term asset management and investment plans that identify 
renewal needs and future investment requirements.

•	 	These plans should be credible, fundable, scenario-based and aligned with the 
Government’s fiscal strategy.

•	 	As much as 60 cents in every dollar of future infrastructure spending will need to go 
towards maintenance and renewals, making this New Zealand’s biggest long-term 
investment challenge.

•	 	Data on maintenance and renewals spending is often incomplete, but available 
information suggests many central government assets are wearing out faster than 
they are being renewed, leading to deteriorating service levels.

•	 	Infrastructure is vulnerable to natural hazard events and malicious threats, including 
earthquakes, flooding, cyberattacks and technology-driven disruptions.

•	 	Investments to build resilience and protect against hazards and threats should be 
proportionate, targeted to the most critical assets, and cost-effective.
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4.1. Strengthening long-
term asset management 
and investment planning
Te whakapakari i ngā whakahaere 
rawa tauroa me te whakamahere 
haumitanga
Context
Our Forward Guidance describes a sustainable 
level and mix of infrastructure investment to meet 
future demands, but it doesn’t determine funding 
levels. The biggest investment driver over the 
next 30 years is the need to replace or rebuild the 
infrastructure New Zealand already has, potentially 
taking up 60 cents in every dollar of capital 
spending. It is up to the Government of the day to 
allocate funding for many types of infrastructure 
through the annual Budget. This process, which 
divides up revenue collected from general taxes 
and other sources, must balance many competing 
spending demands within constraints driven by the 
need to maintain fiscal sustainability.

The Investment Management System (IMS) 
requires central government agencies to develop 
long-term investment intentions. Agencies are 
meant to signal future investments based on their 
strategic planning and asset management practices. 
The Treasury oversees the IMS, which is part of the 
Public Finance System. It comprises the policies, 
processes and requirements to support agencies to 
plan and deliver investments, as well as guidance 
on how they should be looking after their existing 
assets.

Parts of the system work well, but there is 
significant room for improvement. We reviewed 
how New Zealand performs against the International 
Monetary Fund’s Public Investment Management 
Assessment framework, a best-practice framework 
for assessing public sector investment and asset 
management.76 Central government can lift its 
capability to plan, fund, deliver, and manage 
infrastructure in three main areas. These relate to 
improving long-term investment planning, budgeting 
for maintenance, renewals, and resilience of existing 
infrastructure, and strengthening assurance for 
public investment and major projects (discussed in 
the next chapter).

The current approach to long-term investment 
planning is disjointed. The Government of the day 
forecasts how much money will be available in future 
years for new capital spending on infrastructure 
projects and other capital investment. The 2026 
Budget Policy Statement, for example, indicated 
$3.5 billion would be available each year for four 
years.77 The Commission has reviewed long-term 
investment plans across several sectors, including 
health, defence, police, corrections and education. 
Collectively, these long-term plans indicate a 
requirement for significantly more than $5 billion of 
capital spending each year, not including potential 
Crown capital funding requests for transport and ICT 
investment. This materially exceeds the amounts 
forecast in the Budget Policy Statement.

This chronic misalignment between signalled 
investment and available funding means 
decision-makers routinely face difficult trade-
offs. To be effective, long-term asset management 
and investment plans – which should outline 
what agencies think they need to look after and 
renew their existing infrastructure, as well as what 
improvements might be required in the future – 
need to be linked to funding and pricing decisions 
and consider different demand and funding 
scenarios.

Infrastructure delivery becomes harder without 
sufficient planning. Weak incentives for long-term 
planning and a process that forces difficult trade-
offs mean decision-makers struggle to prioritise 
well. As a result, investments can reflect short-term 
imperatives rather than quality planning.

This means that investments often progress before 
they are ready. Budget forecasts consistently over-
estimate capital investment in the short term and 
under-estimate it in the long term (Figure 25). This 
reflects optimism about how quickly newly funded 
(but immaturely planned) projects can be designed 
and delivered. For example, a review of 16 mental 
health units which received funding between 2015 
and 2020 identified common issues in the planning 
phase, including a lack of detailed information and 
unrealistic expectations. This led to escalations, 
scope changes and delays.78
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When stakeholders 
understand the 
direction of travel, 
planning becomes 
more efficient and 
delivery more effective 
– this is the essence of 
‘going slow to go fast’.    
WSP submission

Budget forecasts do not project a stable view of long-term investment 
demand 
Figure 25: The Treasury’s Fiscal Strategy Model forecast versus actual net purchases of physical 
assets
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Note: BEFU = budget economic and fiscal update. Source: Analysis of the Budget Economic and Fiscal Updates, 2015–2025. The Treasury. (2024).

Better long-term planning supports a stable 
pipeline of work. The current mismatch between 
long-term investment intentions and available 
funding makes this difficult to achieve. Contractors 
need strong, credible future funding commitments 
to have the confidence to invest in equipment 
and workforce improvements. Swings in public 
infrastructure spending undermine confidence, 
which in turn makes project delivery more difficult 
and expensive. For New Zealand to be able to 
meet its infrastructure needs consistently and 
sustainably, the investment planning system needs 
to be improved.
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Government agencies plan 
infrastructure investment with a 
clear view of long-term needs
Agencies should be required to develop long-term 
asset management and investment plans. These 
plans clarify what infrastructure owners need to do 
to maintain and renew existing assets to maximise 
their useful life for the lowest long-term cost. This 
eases fiscal pressures by deferring costly new 
investments until they are absolutely required. Plans 
should also assess what new investments might be 
required under various future scenarios to provide a 
comprehensive view of investment requirements.

Our Forward Guidance on future infrastructure 
demands is a start, but asset owners are best 
placed to do detailed long-term planning. The 
modelling in this Plan provides a broad view of 
the level and mix of investment demands that are 
likely to be affordable and needed in the long 
term. However, this is a high-level forecast. Capital-
intensive central government agencies should be 
able to produce integrated long-term plans that 
provide a detailed view of their assets, as well as 
detailing current and future demands across their 
networks.

Data on long-term investment intentions 
should be consistent and complete. Agencies’ 
investment intentions are collected and reviewed 
by the Treasury on an annual basis. The Treasury 
provides Ministers with advice on these intentions 
through its Quarterly Investment Reporting, which 
is made public in a redacted form several months 
later. Information quality currently varies. Going 
forward, work is needed to standardise the level 
of detail provided by agencies, including clear 
communication of what service levels these 
investments are meant to support, and the risks 
associated with them. 

Asset management and 
investment plans are credible and 
aligned with funding
Long-term asset management and investment 
plans should be credible, fundable and achievable 
within fiscal forecasts. While unconstrained plans 
can help reveal underlying investment pressures, 
they are of limited practical use if they significantly 
exceed available funding. Robust plans help to 
improve delivery confidence by giving the market 
greater certainty and allowing purposeful project 
sequencing. Agencies should identify the cost and 
timings of renewing existing infrastructure and the 
new investments required under different demand 
and funding scenarios, including an investment 
pathway consistent with our Forward Guidance. 
Asset owners also need to understand when funding 
is unlikely to be available so they can manage 
service delivery risks. 

Changes are needed to address the systemic 
mismatch between investment planning and 
fiscal forecasting. Agencies should be required 
to include multiple investment scenarios in their 
plans, including at least one that is aligned with 
Government funding expectations for their sector 
and consistent with our Forward Guidance. Once 
long-term asset management and investment 
planning processes are sufficiently mature, the 
Government could use these to help inform how it 
sets future capital allowances. Decision-makers can 
make prioritisation choices by relying on the Forward 
Guidance and its assessment of future needs for 
different sectors (Figure 26).

Strategic direction
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A well-functioning system for setting capital allowances
Figure 26: Long-term asset management and investment plans, Forward Guidance and the 
Treasury’s analysis and advice can all inform how capital allowances are set
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Budget decisions fund projects 
earmarked in long-term plans
Projects awarded funding through the Budget 
should have a link to long-term planning. Often 
this isn’t the case, which reinforces a short-
term approach to planning and undermines the 
incentive for agencies to develop effective long-
term plans. It also generates pressure to make 
detailed project announcements before planning 
has been completed, prematurely locking in a 
particular option. 

When agencies do good asset management and 
investment planning, this should be reflected 
in Budget decision-making. Agencies should be 
expected to base Budget funding bids on projects 
previously identified in their asset management 
and investment plans. Bids should include well-
developed business cases. This is important 
for ensuring that investment is coordinated and 
prioritised to areas of highest need.

Multi-year budgeting supported by good 
planning and monitoring practices could help. 
Once agencies have developed quality investment 
plans, the Government should start to plan 
its investment decision-making over a longer 
period than the next Budget. This could involve 
planning and signalling expected sectoral funding 
allocations or the likely sequencing of project 
funding decisions. In either case, any longer-term 
funding approach should be informed by and 
consistent with agency investment plans. Previous 
attempts to introduce multi-year funding had 
limited success due to other gaps in practices.

Getting it right will enable more effective 
procurement and delivery approaches. Providing 
more forward visibility over funding would enable 
agencies to establish efficient multi-year supply and 
procurement arrangements, strategically develop a 
more competitive supplier market, and smooth out 
their pipeline of work. This would then improve the 
construction sector’s ability to invest in the people 
and capabilities needed to deliver investment.

Asset owners plan carefully so 
they can handle unexpected 
changes
Uncertainty requires a sophisticated planning 
approach. Some trends are more predictable than 
others. For example, knowing we have an ageing 
population means we can prepare by building more 
hospitals. It’s harder to anticipate and prepare for 

things like the rapid uptake of artificial intelligence 
or sudden policy changes that affect demand 
for infrastructure, like migration levels. The cost 
of getting it wrong can be severe. Building too 
little infrastructure relative to demand can lead to 
congestion and poor service quality, at least until 
investment catches up. Building too much can 
result in assets that don’t cover their costs, creating 
ongoing financial burdens. Ongoing operating losses 
and maintenance make it harder to respond to other 
emerging needs.

It’s easier to respond when we have choices. 
When the trends driving demand for different types 
of infrastructure are uncertain or volatile, it makes 
sense to plan ahead and keep options open rather 
than making large, irreversible commitments that 
may not pay off. In the face of uncertain demand, 
little bets are safer than massive gambles.

Infrastructure providers can consider a broader 
set of future problems and opportunities in their 
planning. Rather than focusing on a small number of 
options for investment, they should think about how 
they would respond to different future scenarios. 
This is the approach that electricity generators take. 
They investigate more projects than they may seek 
to build in the near term to ensure they can respond 
to rising electricity demand when it occurs.

Providers can invest in land protection for 
infrastructure that may be needed in the future. 
This may mean buying land for future projects, 
obtaining designations for the use of land, or 
obtaining resource consents to enable future 
construction. Even when uncertainty exists about 
whether projects are needed, land protection can 
be valuable. It ensures that it is possible to build 
new infrastructure cost effectively when there is 
demand for it. Other actions, like futureproofing for 
infrastructure assets to be expanded if additional 
demand occurs, can also be useful.

Networks can be expanded bit by bit, as 
demand grows, rather than a ‘big bang’ 
approach that adds lots of capacity well in 
advance of demand. Large projects that are 
expected to take a long time to pay back are likely 
to be financially riskier than programmes of small 
projects. Pursuing them carefully, and selectively, 
is important when facing uncertainty.
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Source: SCM Jeans, Getty Images
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Manage assets on the downside
Forward Guidance: Our Forward Guidance highlights that demographics and factors like 
technological change will create challenges for all infrastructure networks. In education, for 
instance, we expect aggregate demand for school investment to moderate to 0.3% of GDP over 
the next 30 years due to the impacts of the ageing population.

What’s the problem?

While New Zealand’s population is all but certain to grow over the next 30 years, some regions, 
towns and even suburbs within otherwise fast-growing cities will have flat or declining populations. 
These areas face a unique challenge: remaining residents will end up paying more to maintain and 
eventually replace ageing infrastructure that was built to service a larger or growing population. 
As costs rise, more people may choose to leave, creating a vicious cycle that at its most extreme 
can lead to ‘ghost towns’. 

Communities around New Zealand are already confronting this problem and some are opting to 
‘pull back’ from some services to save money. In Southland and Gisborne, for example, councils 
are converting some paved rural roads back to gravel. Making these kinds of decisions is 
complicated by future uncertainty around population growth levels. In a low-growth scenario, as 
many as 45 territorial authorities will have stagnant or declining populations by 2053. Only one 
council will be in this position under a high-growth scenario.79  

Managing declining demand is particularly important for education. After a long period of 
increasing student numbers, the overall school-age population is expected to be flat over the 
next 30 years, translating to less overall demand for schools (Figure 27). However, there will be 
local areas with growing student populations that will require investment. For example, almost 
20% of schools (369) have capacity utilisation over 105%, while 11% (224) have utilisation of less 
than 50%. The challenge will be allocating scarce funding to spaces that are needed while right-
sizing assets in declining areas to match demand.80 Otherwise, we risk an ever-growing, and 
potentially unaffordable number of classrooms. 

It isn’t all about demographics. Faster internet speeds and disruption from the COVID-19 pandemic 
led to more people working from home, which reduced demand for transport services. Commercial 
infrastructure providers that need to make a profit have a strong incentive to respond when 
demand starts to weaken. In the gas sector, for example, gas distributors are considering how to 
right-size their networks due to declining gas reserves and customers switching fuels. 
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Key actions
•	Ensure slow-growing or declining communities don’t build ahead of demand. In some cases, 

they should ‘pull back’ service levels to improve affordability for remaining residents.

•	Consider multiple future scenarios in long-term asset management and investment 
plans. Planning for different levels of growth, or no growth at all, is crucial to guide what 
investments might need to happen when. This also includes setting aside funds required for 
decommissioning assets when there is insufficient demand to maintain them.

•	Consider asset recycling within networks. Infrastructure providers, particularly central and 
local government, should look for opportunities to optimise their portfolios and shift resources 
towards high-growth areas, while also ensuring equity of access.
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Figure 27: Stats NZ projection range for New Zealand’s school-age population

School-age population (5–19 years)

Source: Stats NZ population projections by age and sex and Long Term Data Series.
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4.2. Making maintenance 
and renewals the first 
investment priority
Kia noho ko te tautiakinga me ngā 
whakahounga te whakaarotau 
haumitanga tuatahi
Context
Nothing is more certain than maintenance and 
renewals. Most of the infrastructure we will need 
over the next 30 years already exists. As kaitiaki, or 
guardians, our job is to look after these buildings 
and networks and hand them over to future 
generations as assets, not burdens. This means 
doing the basics well and setting aside money 
for renewals rather than prioritising new builds or 
enhancements. If we don’t, service levels will decline 
and communities will be on the hook for costly 
reactive repairs.

Agencies need to develop mature asset 
management systems and plans, not just ‘build 
and forget’. Asset management is the coordinated 
activity of an organisation to realise the value from 
its assets. It means having the right things, in the 
right place, at the right time, managed by the right 
people. The IMS, through a Cabinet circular, sets 
expectations for how agencies should manage their 
existing assets.81,82 

Parts of the system work well, but there is 
significant room for improvement. There are 
numerous high-profile examples of why New 
Zealand was ranked fourth to last in the OECD 
for asset management in 2023,83 including visible 
symptoms of neglect like sewage leaks in hospitals, 
leaky classrooms and mouldy army barracks.

Protecting infrastructure against risks is also 
an asset management challenge. Planning for, 
mitigating, and responding to natural hazard events 
and other threats forms part of the long-term cost 
of providing and operating infrastructure. When 
a damaging event occurs, renewals that might 
otherwise have been required many years later 
often need to be brought forward, increasing 
financial and operational pressure. Major events 
like earthquakes and cyclones happen infrequently, 
but they can be extremely costly. Infrastructure 
providers must also account for cybersecurity risks 
and other malicious threats that can disrupt the safe 
and reliable operation of their assets. New Zealand’s 

Renewals and resilience 
investment will become 
more important into the 
future as existing assets 
age, growth potentially 
slows, and climate 
pressures intensify. 
This will require a shift 
in how and where we 
invest. 
Wellington City  
Council submission

National Risk Register, which identifies 28 nationally 
significant natural hazards and threats, provides 
an important framework for understanding and 
preparing for these risks.

Strategic direction

Government agencies understand 
what assets they own and how 
those assets are performing
The first rule of asset management is to 
understand your assets. Central government 
infrastructure providers should maintain asset 
registers with information such as the location, 
condition and risk exposure of their service-critical 
assets. Agencies should use this information to 
understand how the condition of their assets will 
change over time. 

Agencies should manage their infrastructure to 
deliver expected levels of service. Since 2010, 
this requirement has been set in a Cabinet Office 
circular on investment management and monitored 
by the Treasury. Recent amendments to the Cabinet 
Office circular also require agencies to maintain 
asset registers and asset management plans and 
to consider whether their assets are resilient to 
significant risks.
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Asset management standards 
are followed consistently across 
government
New Zealand must get better at asset 
management. At present, asset management 
maturity varies between sectors, and tends to be 
lowest for central government social infrastructure 
providers like health, justice and education (Figure 
28).84  Contributing factors include a lack of 
understanding and awareness of the importance 
of asset management, inadequate information on 
assets, a lack of transparency and accountability, 
and insufficient enforcement of best practices.

Many capital-intensive agencies are not compliant with asset 
management expectations
Figure 28: Capital-intensive agencies’ self-reported compliance with Cabinet Office circular CO (23) 9 
Investment Management and Asset Performance requirements

Relevant service critical 
asset indication utilised

Asset register for 
service-critical assets

Asset Management 
Plans

Depreciation funding is 
used to maintain service

Investment decisions 
based on service needs

Number of agencies

Non-compliantCompliant Not applicable

0 2 4 6 8

Source: The New Zealand Infrastructure Commission analysis of June 2025 CO (23) 9 chief executive attestation statements from a total of eight 
agencies (New Zealand Defence Force and Ministry of Defence submitted a joint attestation).

Capital-intensive agencies should consistently 
meet basic asset management requirements. 
A small number of entities manage a large share 
of public assets, so improving their performance 
would significantly lift system-wide outcomes. 
As of June 2025, four of eight capital-intensive 
agencies reported that their asset registers did not 
meet required standards, and four lacked asset 
management plans to guide strategic, tactical, and 
operational decisions (Figure 29).85 Because this 
information is self-reported, actual performance 
may be weaker. Several agencies also noted that 
compliance varied across asset classes, meaning 
headline results may mask gaps within portfolios.
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Agencies should use funding intended for 
maintenance and renewals on maintenance 
and renewals. Most agencies receive ongoing 
output expense appropriations that should 
generally cover the ongoing costs to provide 
needed assets, including maintenance, renewal 
and risk management, but excluding costs to meet 
rising standards.86 The Cabinet Office circular on 
investment management sets an expectation that 
agencies use depreciation funding to ensure that 
the levels and methods of service enabled by the 
agency’s assets reflect its strategic intentions.87 

Central and local government need to lift 
spending on renewals to compensate for periods 
of underinvestment. Renewal expenditure on 
state highways, for example, averaged only 37% 

of reported depreciation between 2012 and 2022 
(Figure 29),88 although operating spending for 
pavement maintenance would push up this ratio. 
The lack of publicly comparable data for other major 
asset portfolios, including schools, hospitals, courts 
and prisons, makes it difficult to have confidence 
that central government infrastructure is being 
appropriately managed. For instance, past under-
investment in the defence estate has left assets in 
poor condition and prone to failure, driving reactive 
maintenance costs sharply upward. As of March 
2024, the maintenance and renewal backlog – 
work that should have happened but didn’t – was 
estimated at $480 million.89  

We need better data on the state of public assets
Figure 29: Renewal to depreciation ratios for publicly owned network infrastructure sectors

Central 
government

Local 
government

35+65A
State highways Other transport

Social housing Justice and defence

Education

Hospital

37%

Renewal spending as a 
share of depreciation costs

No data

Source: New Zealand Infrastructure Commission analysis based on data 
from NZTA and the Office of the Auditor-General. Local government renewal 
spending is forecast data based on 2024–2034 long-term plans.90 

85+15A
13+87A 13+87A87%

85%

113%

43+57A
Wastewater Stormwater

Local government –  
All assets

Water supply

43%
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Agencies should transparently report what 
they spend on maintenance and renewals. This 
rarely occurs at present, making it difficult to know 
whether funding intended to maintain and renew 
infrastructure is being diverted to other pressures. 
Clear reporting is necessary to assess whether 
maintenance and renewals are adequately funded 
and whether depreciation funding is being used 
as intended. Introducing disclosure requirements 
for central government would align it with the 
obligations already placed on local government 
and commercial entities regulated by the 
Commerce Commission.

Other indicators are also needed to understand 
how well assets are being looked after. In addition 
to financial metrics, agencies should transparently 
report on how they are performing against their 
long-term asset management and investment plans. 
This should include a focus on service performance 
and risk measures like asset condition, use, 
insurance coverage, and exposure to natural hazard 
events and climate change. Greater transparency 
can lead to improved asset management practices 
and decision-making. It also allows the public to 
understand how agencies are managing assets on 
their behalf.

Source: Jeremy Town, Truestock
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Prioritise adequate maintenance and renewals
Forward Guidance: We expect spending on infrastructure to go from just over $20 billion per 
year to more than $40 billion per year by the 2050s. Around 60% of this should go towards 
renewing and replacing what we already have. For sectors and areas with little demand growth, 
the figure could be even higher.

What’s the problem?

New Zealand is one of the worst high-income countries in the world at looking after its existing 
infrastructure. Central government agencies have consistently underfunded maintenance and 
renewals, resulting in visible problems like leaky hospitals and police stations, mouldy barracks, 
and potholes. This undermines public confidence and prevents our infrastructure networks from 
being able to deliver the levels of service they were built to provide. Routine maintenance is 
more cost-effective than costly catch-up programmes, so setting up good practices will free up 
resources for other needs.

Previous generations have left us with more than $330 billion worth of infrastructure, most of 
which was built after 1950.91 With the first big wave of post-war buildings and networks now 
reaching the end of their usable lives, we need to invest wisely to ensure we’re handing over 
rebuilt and well-maintained assets, not burdens, to future generations of New Zealanders. 

This is complicated by poor asset management. Knowing what you own – and what condition 
it’s in – is a basic requirement of good stewardship, yet many agencies have inaccurate or 
incomplete data. Inconsistent reporting means we can’t tell how much is being spent on 
maintenance and renewals, as opposed to new infrastructure or service upgrades. This makes it 
hard to keep track of whether agencies are spending depreciation funds on their existing assets. 
Depreciation is a financial measure that functions as a proxy for how fast an asset is wearing out.  

Figure 30: Estimated financial value of New Zealand’s infrastructure, 1875–2022
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Commission. (2025).
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Key actions
•	Ring-fence depreciation funding. Central government agencies that receive depreciation 

funding should spend it on their existing assets. This is an expectation in an existing Cabinet 
Office circular, but it is not always met. There are many ways to achieve ring-fencing, but the 
key outcome is that funding is applied to existing assets as intended. To provide discipline 
there needs to be transparent reporting and monitoring in place to ensure agencies aren’t 
diverting depreciation funding to other needs. 

•	Direct agencies to identify unfunded renewal projects. Not all agencies receive tagged 
depreciation funding. Even for those that do, it might not be enough to cover the cost of 
a renewal project due to changing asset valuations and cost inflation. Agencies need to 
have mature asset management and investment plans that identify when their buildings and 
networks will require rebuilding or remediation. These projects should be the ‘first call’ for any 
new funding.

Agencies better understand 
risk and invest in cost-effective 
resilience
Infrastructure needs to become more resilient 
to the wide range of risks New Zealand faces. 
Between 1960 and 2022, New Zealand incurred 
average annual reported losses equal to almost 
0.6% of GDP from natural hazard events, making us 
the second most vulnerable country in the OECD.92  
The 2023 North Island weather events alone are 
estimated to have caused between $9 billion and 
$14.5 billion of damage.93  Infrastructure providers 
must also consider the wider range of hazards and 
threats in New Zealand’s National Risk Register, 
including earthquakes, flooding, cyber-attacks, 
supply chain risks and foreign interference.94  In 
2023/24 the National Cyber Security Centre 
received 22 cyber-incident reports each month 
targeting nationally significant organisations like 
critical infrastructure operators.95 

Infrastructure providers should take a proactive, 
cost-effective approach to identifying and managing 
risk. New Zealand has traditionally taken a reactive, 
costly approach to responding to events instead of 
addressing risk in advance. Infrastructure will never 
be invulnerable to risks and hazards, but asset 

owners should take steps to identify and address 
their exposure and vulnerability (Figure 30). Options 
include avoiding hazard-prone areas in the first 
place, building to higher design standards, employing 
protective measures like stopbanks, or incorporating 
nature-based solutions like wetlands for flood control. 

Resilience investments need to be proportionate. 
Building infrastructure that is less vulnerable to 
hazards and threats may help to reduce the cost of 
responding to events and free up public investment 
for other priorities. But it is equally important that 
we do not overinvest in resilience as it will come at 
the expense of addressing other demand pressures. 
With limited resources, we need to target the most 
cost-effective risk-management solutions.

Insurance costs should help prioritise resilience 
investments. For infrastructure providers that insure 
their assets (including some forms of self-insurance), 
rising premiums can sharpen their focus on whether 
to maintain, strengthen or retreat. When the rising 
cost of insurance cuts into other priorities, real costs 
emerge from the decision to build roads in highly 
exposed locations, rebuild school buildings in the 
line of storm surges, or place new hospitals on flood 
prone land (Figure 31). 
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The most cost-effective option for managing risk should be chosen
Figure 31: Alternative approaches to manage risk to infrastructure and communities

Once we 
quantify risk, 
we can...

Invest to 
reduce risk

Protect Transfer risk Do not rebuild

Adapt Self-insure risk Hope for bailout

Retreat

Avoid

Insure against 
the risk

Take no 
action

Source: ‘Invest or insure: Preparing infrastructure for natural hazards’. New Zealand Infrastructure Commission. (2025).

Further work is needed to adequately address 
risks facing central and local government 
infrastructure. Budget reporting highlights the future 
cost of responding to natural hazard events as an 
unquantified fiscal risk.96 According to the Office of 
the Auditor-General’s most recent review, less than 
half of public assets were insured against damages 
as of 2013.97 Current coverage levels are not known 
but rising premiums make coverage less affordable. 
When central government infrastructure is under-
insured, additional Crown funding will be needed to 
pay for any damage. The Crown is also expected to 
pay for 60% of the cost of repairing essential local 
government infrastructure damaged in an event.98 It 
also has an interest in ensuring that risks to property, 
such as flooding that is expected to worsen with 
climate change, are proactively managed. 

Without a clear 
understanding of asset 
condition and exposure, 
government agencies 
and communities 
cannot plan proactively 
for resilience nor make 
informed decisions 
about relocation, 
reinforcement, or 
decommissioning.     
Raukawa Charitable  
Trust submission
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Source: Vaughan Brookfield, Truestock
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