
BRIEFING 

Implementing the New Zealand Upgrade Programme 
Reason for this 
briefing 

To provide you with a submission for a late Budget initiative to fund the 
establishment and delivery of a governance and monitoring approach for the 
New Zealand Upgrade Programme. 

Action required Submit a new cost pressure for the New Zealand Upgrade Programme in 
your letter to the Minister of Finance on late Budget initiatives, and share 
this briefing with the Minister of Finance. 

Deadline 28 February 2020. 

Reason for 
deadline 

The Treasury has requested that all late Budget initiatives are submitted as 
soon as possible so they can complete final assessments and provide 
advice to the Minister of Finance by 28 February 2019. 

Contact for telephone discussion (if required) 

Name Position 
Telephone First 

contact 
Helen White Manager, Investment   
Marcus Sin Senior Advisor, Investment  
Paul Laplanche Chief Financial Officer  

Date: 26 February 2020 Briefing number: OC200119 

Attention: Hon Phil Twyford (Minister 
of Transport) 

Security level: In-Confidence 

Minister of Transport’s office actions 
 Noted  Seen  Approved

 Needs change  Referred to

 Withdrawn  Not seen by Minister  Overtaken by events

To protect the privacy 
of individuals
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Purpose of report 

1. In our previous advice (OC191303 refers), we agreed to provide the Minister of Finance and
Minister of Transport (Joint Ministers) with further advice to support implementation of the
New Zealand Upgrade Programme (NZUP). The purpose of this briefing is to:

1.1. advise on our approach for governance and monitoring for the NZUP

1.2. outline the Ministry’s resourcing needs to ensure the Crown has effective governance
and monitoring of the NZUP 

1.3. seek your approval to lodge a late Budget initiative for consideration in Budget 2020. 

2. We will provide Joint Ministers with further advice in March 2020 covering the other aspects
of the NZUP that you need to consider.

The existing proposals for governance and monitoring do not provide Joint Ministers with a 
sufficient level of assurance 

3. The $6.8 billion NZUP package will be the largest single Crown contribution to t ansport
projects in recent years. A robust governance and monitoring framework for the programme
is critical to ensure that this investment is used in an effective and efficient way.

4. The NZUP is Crown investment and accountability for its use sits w th Joint Ministers through
the Ministry of Transport. For similar transpor  investment programmes, the Ministry of
Transport, on behalf of Ministers, have put n place governance arrangements to provide
oversight of the expenditure of funding and delivery of projects.

5. We understand Waka Kotahi the NZ Transport Agency (the NZTA) and KiwiRail have had
initial discussions about their internal governance and monitoring approach for the NZUP.
While this is encouraged, given the nature and scale of the investment, we recommend
additional arrangements are put in place to provide Ministers with assurance that the
programme will deliver the expected outcomes.

6. The Ministry and Treasury have agreed in principle an assurance based oversight approach
for the NZUP.

7. The Ministry has seen the previous benefit of using assurance based oversight groups in
supporting the delivery of large scale, Crown funded infrastructure projects. This was the
case in the Kaikoura Rebuild project, where the Ministry supported the implementation of an
oversight group and a framework for independent assurance to ensure the delivery of
Ministerial outcomes.

8. This arrangement enabled the delivery of cost savings and supported a more holistic
approach to identifying and managing the risk across the programme. Through active
monitoring, risk assessment and regular reforecasts of expenditure, agencies were able to
secure up to $300 million of additional cash flow funding to support KiwiRail expenditure and
reallocate $100 million within the original budget to additional works in the project.

9. The Kaikoura Rebuild Oversight Group has carried out a lessons-learned process which
included all the agencies and the Ministry would incorporate many of these lessons in the
new governance arrangements for the NZUP.
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19. If you support progressing the late Budget initiative, you will need to write to the Minister of
Finance seeking approval for the late Budget initiative (and lodge the Budget initiative with
the Treasury). We have prepared a draft letter for the Minister of Finance’s consideration,
which also incorporates the other late initiatives (which you have received separately).

20. The Treasury will assess the late initiatives and submit its assessment and recommendation
to the Minister of Finance by 28 February 2019.

Recommendations 

21. The recommendations are that you:

(a) note that officials will provide further advice on governance and monitoring of
the NZUP by 30 April 2020

(b) note the Treasury agrees in-principle to the Ministry of Transport’s approach
to governance and monitoring of the New Zealand Upgrade Programme and
the submission of a late Budget initiative for resourcing

(c) agree to submit a late Budget initiative for the resourcing needs for
governance and monitoring of the New Zealand Upgrade Programme

Yes/No 

(d) sign the attached letter to the Minister of Finance Yes/No 

(e) agree to share this briefing and attached letter with the M nister of Finance Yes/No 

Helen White 
Manager Investment 

MINISTER’S SIGNATURE: 

DATE: 
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