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The Programme
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IntroductionThe New Zealand Upgrade Programme is a $6.8 billion investment in New Zealand to get our cities moving, to save lives and boost productivity in growth areas.Launched at the end of January 2020 – it is part of the Government’s wider economic stimulus package of $12 billion to build or upgrade rail, roads, schools and hospitals – a significant programme of infrastructure investment for New Zealand.Now, more than ever, this programme will play a vital role in helping to stimulate the economy and support the country as it begins the recovery from the effects of COVID-19. Waka Kotahi is proud to the be major delivery agent for 20 of the Programme’s 24 transport projects on behalf of the Government. We cannot, however, deliver this programme on our own; we need the support of our partners in central and local government, as well as industry, to achieve the best outcomes for New Zealand.  Through the New Zealand Upgrade Programme, together we have the opportunity to leave a legacy that provides a transport system that is safer, more accessible, offer choices in how people move around and helps build better communities. The investment is targeted at the growth areas of Northland, Auckland, Waikato/Bay of Plenty, Wellington, Canterbury and Queenstown. The New Zealand Upgrade Programme will be delivered over the next decade – providing a guaranteed – and fully-funded – pipeline of work for the civil construction industry. It will create 800 to 1000 direct new jobs as the first five projects get underway this year – and 7000 to 9000 direct opportunities for our wider supply chain. This type of programme and level of investment gives the sector the certainty to invest in its workforce, the result of which a construction sector with improved capability and it also provides the confidence to train more apprentices. This is an exciting time for Waka Kotahi, the construction industry and New Zealand.  The New Zealand Upgrade Programme will be delivered over the next decade – providing a guaranteed – and fully-funded – pipeline of work for the civil construction industry. It will create 800 to 1000 direct new jobs as the first five projects get underway this year.
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Programme outcomes

• Improved safety – saving lives

• Supporting regional growth for thriving economies

• New public infrastructure to support new services

• Safer, more accessible and sustainable travel choices

Driven by the Government Policy Statement
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Programme Outcomes The programme delivers on the Government’s current transport priorities and supports growth.The New Zealand Upgrade Programme delivers on the Government’s current transport priorities, at the same time supporting growth and the emergence of new communities. These projects will deliver a substantial change in providing safer, more accessible and sustainable travel choices - connecting people to jobs, educational opportunities and essential services, such as supermarkets, medical facilities and recreational facilities. Through this Programme we will deliver a broad range of community outcomes: Improve safety in many of the regions with upgrades to existing State highways and the construction of new four-lane corridors that will be built to a higher safety standard, as well as separated shared paths for cyclists and walkers. In fact, this programme represents the largest single investment in walking and cycling in New Zealand’s history – 106 kilometres of new dedicated facilities that will make it easier for people to leave their car at home and walk or get on their bike. This includes Auckland’s first walking and cycling connection across the Waitematā Harbour – the Northern Pathway. New public transport infrastructure that will support enhanced public transport services – both for buses and trains.   The new four-lane corridors in Northland and Bay of Plenty will look to use two of the lanes to prioritise freight – along with public transport and multi-occupancy vehicles –  to support regional economic growth by ensuring goods get to market on time.  While these projects help us to deliver on the Government’s transport outcomes within the Government Policy Statement on land transport – safety, more accessible transport choice and better environmental outcomes – these also build greater resilience into the network and improve whole-of-life asset management.
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The programme will provide the largest walking and cycling investment in New Zealand history, building more kilometres for walking and cycling than any other mode.106 kilometres of new dedicated walking and cycling facilities are being created.As well as the Northern Pathway, a dedicated walking and cycling project, upgraded road corridors will include separated walking and cycling paths. 
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The Government targeted investment in New Zealand’s growth areas.A number of the projects will provide new or upgraded transport corridors that unlock new housing developments.For example the Mill Road project in south Auckland will support an additional 120,000 people expected to live in the area within the next 30 years.And the Tauranga Northern Link, along with the SH2 Te Puna to Ōmokoroa extension, will support an additional 78,500 people living in the area within the next 50 years.
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Safety is a major focus for Waka Kotahi and the NZ Upgrade Programme.The new state highways will be built to a high safety rating to prevent deaths and serious injuries.Safety will also be improved on existing roads, through widening and the installation of roadside and median safety barriers.And the 100 kilometres of new separated shared paths will provide safer access for pedestrians and cyclists.
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First five projects

• SH58 Wellington Stage Two safety improvements
• SH1 Papakura to Drury south
• Penlink
• Northern Pathway – walking and cycling link across 

the Waitemata Harbour
• Tauranga Northern Link (TNL)

$2.4b in the market for tender in 2020
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First five projects Several of the projects within the Programme are nearing constructionThat represents $2.4 billion of professional services and physical works that will be in the market for tender this year. This is significant for the construction industry – and critical for the economy as we begin the recovery from Covid 19.Construction is expected to begin soon on the SH58 safety improvementsThe Registration of Interest to allow shortlisting for construction of stage one of the Southern Motorway improvements between Papakura to Drury South was issued last month. The first stage of the $423 million project is expected to begin later this year.For Penlink, a connection between the Northern Motorway and Whangaparoa Peninsula in the north of Auckland, construction procurements started in May and an RfT for Professional Services went out last month. We expect to award a construction alliance contract for the Northern Pathway later this year and are currently preparing documents to tender the construction of the Tauranga Northern Link.



2020 Milestones
Finalising Designs; 

Completing Business 
Cases; Purchasing 

Property; and 
Community 
Engagement

2025 – all 
projects 

underway
2029 –

Programme 
delivered 
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2020 Key milestones   For the remainder of the projects, much of our focus for 2020 is finalising designs; completing Business Cases; purchasing property; and continuing to engage with local communities and affected parties. We are partnering with our local government and urban development partners to engage on projects, such as in south Auckland, where Mill Road will provide an additional route from Manukau to Drury and is one of the more significant developments as part of the Supporting Growth Programme. Later this year, we also expect to be engaging on the Melling interchange project as part of the wider RiverLink Programme to improve access to Wellington city from the Hutt Valley.  By the end of 2020, we expect to have preferred route options for the new four-lane corridor on SH1 from Whangārei to Port Marsden turn-off (SH15), for SH1 Ōtaki to north of Levin; and the Brougham Street improvements in Christchurch Construction will be underway on all upgrade programme projects by 2025.



Programme challenges

• We’re assessing the impacts of Covid19

• Volume and pace of property purchase is unprecedented

• Need to improve certainty over project scope and cost
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We’re continuing to assess the impacts of Covid19The volume and pace of property purchase is unprecedented – investigating options to improve the process while managing the impact on landownersWhen announced the projects were at varying stages of development, some close to construction and others at business case stage. The programme has been working on improving certainty over project scope and cost. 



Minister’s Expectations

• Pre-determined scope and funding for 
each project

• Programme funding envelope

• Governance structure 

• Work closely with Treasury, MoT and 
KiwiRail

• Establishment Report – agreed baseline 
for monitoring and reporting 
implementation
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Minister’s Expectations In asking Waka Kotahi to be the Government’s delivery agent for the roading elements of the New Zealand Upgrade Programme, the Minister set a range of terms and conditions for implementation that were agreed by our Board. The Crown funding of $6.8 billion is specific to 24 transport projects that supports the seven growth areas. The scope and funding for each of these projects was set out in the letter of expectation. It was agreed that the funding envelope was for the Programme, providing Waka Kotahi with the flexibility to manage any project cost over-runs or under expenditure across the Programme.  And that if there were any funding increases required – no matter from what source – the National Land Transport Fund or otherwise – this would need joint Minister approval. It was also agreed that future operational and maintenance costs for the projects would be allowed for as part of future Government Policy Statements on land transport. The governance structure is tailored to ensure Ministers and our own Board have enough oversight and confidence in the delivery of the Programme.  We are working with Treasury, Ministry of Transport and KiwiRail to ensure this Programme is delivered “efficiently and effectively” as possible – and that all relevant milestones are celebrated as work progresses. There was the requirement for an Establishment Report – setting an agreed baseline for monitoring and reporting the implementation of the New Zealand Upgrade Programme. This details - 	Current costs with underlying assumptions	Scope – core assumptions, route and design details	Project timeframes - next milestones, construction starts and completion dates	Key risks or challenges for successful delivery 



Programme delivery
• Set-up Programme Management team
• Staffed by dedicated multi-disciplinary team
• Partnering for success with mana whenua, 

construction industry, KiwiRail, Land Information 
NZ, local government and new partners Kāinga 
Ora

• Reporting to Government through Establishment 
Report

• Establishing MoUs and principle-based 
agreements

• Identify complementary projects for NLTF 
funding
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Delivery  To ensure success for all New Zealand, we have set-up a Programme Management team that is dedicated to the delivery of this Programme. This is a departure from the normal way Waka Kotahi has approached the delivery of this type of programme. Staffed by a multi-disciplinary team – this group is responsible for driving the delivery and innovation for the New Zealand Upgrade Programme, from scheduling, monitoring and reporting on delivery to the overall management of the Programme. This team has oversight of all projects within the Programme and has developed a range of strategies, including procurement, property, consenting, communication and stakeholder engagement to help drive delivery in the regions and the overall success of the Programme. This places the level of assurance and rigour over the Programme that investment of this scale requires.  The team is accountable for Programme assurance, analytics and reporting – with specific monitoring and reporting to the Government through an Oversight Group providing assurance to the Minister. Successful delivery of this Programme relies heavily on partnering with, and the support of, a range of other agencies, including mana whenua, the construction industry, KiwiRail, Land Information New Zealand (LINZ), local government and new partners Kāinga Ora.  We see this as an opportunity to further enhance the relationships with our partners in the project areas and ensure everybody is working to build trust and align outcomes.We are looking to establish memoranda of understanding and/or principle-based agreements with key partners where working together will be essential to deliver the outcomes of this programme – laying the foundation for the way we work into the future, And we want work with our partners to identify complementary projects that could be funded from the National Land Transport Fund (NLTF) that will enable us to deliver even better outcomes for New Zealand communities.   This is a legacy infrastructure programme for New Zealand – the successful delivery of it is reliant on is all working together.



Better social, economic 
and environmental 

outcomes

Opportunity to drive innovation through delivery

Greater Programme-
wide delivery 
efficiencies

Making health, safety 
and wellbeing a priority
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The NZ Upgrade Programme provides a significant programme of infrastructure work for the next decade, but it also offers an opportunity to improve how we deliver projects.  During the lockdown we found new ways of collaborating with our suppliers, so we want to build upon that, to use the upgrade programme to drive innovation in how we deliver projectsWe want to work closely with suppliers to lift performance in three key areas:Health, safety and wellbeing Delivery efficiency Sustainability and social outcomes Currently working with suppliers, Waka Kotahi staff and government departments to identify potential step changes in these areas, do some design work and work out the best way of implementing the innovations. We have a design sprint underway to work on this, closely involving supplier representatives, Waka Kotahi staff and representatives from government departments.The next step will be agreeing the initiatives to get them underway for the first five projects I mentioned earlier. If you have any ideas about how we can improve project delivery in these areas, I’d be keen to hear them
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