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Te Tiriti o Waitangi (Treaty of Waitangi)  

ALR recognises and respects Te Tiriti o Waitangi as the foundation to Māori and Crown 
relations.  

Mana Whenua are kaitiaki, the custodians of the land and people in Tāmaki Makaurau 
and have responsibilities to care for Tāngata (people) and Whenua (land). ALR 
recognises the significance of these connections to Mana Whenua as kaitiaki and their 
values.  

In providing direction for transport and urban investment and decision making, 
Auckland Light Rail recognises the relationship and obligations between Māori and the 
Crown. These include:  

• Partnership, Participation and Protection  
• Kāwanatanga: The Crown’s right to govern  
• Tino Rangatiratanga: Self-determination/autonomy  
• Ōritetanga: The rights of Māori as citizens 

Continuing Engagement 

The Economic Case, including the assumptions, analysis, and findings it contains, will 
require in-depth engagement, testing, and review with Mana Whenua leadership and 
kaitiaki. 
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the IBC preferred option) to enable significant operational, capacity, and potential cost 
improvements by creating a fully separated solution. From an urban development 
perspective, it was determined that the removal of the street running section would 
also provide greater opportunity for urban growth. More demand should be attracted 
to the CC2M corridor by a faster, more frequent, and more reliable service.  

Key alignment and station location decisions were made along the route to balance 
and maximise the transport and urban outcomes of the project while maintaining 
affordability and a consentable project. This included optimising the location of 
Dominion Junction, Kingsland, Wesley, Onehunga and Māngere stations, as well as the 
alignment through the CBD, along SH20 to Onehunga and the best approach                                     
to cross the Manukau Harbour. 

Figure 6 shows the preferred Auckland Light Rail route map which includes 17 stations 
and an end-to-end journey time of 39 minutes. This solution will provide infrastructure 
that will initially enable a service frequency of every 3 minutes and capacity for up to 
9,900 passengers per hour per direction during peak periods, with plans to increase to 
a frequency and train length to every 2 minutes and 19,800 passengers per hour per 
direction in future years as required. 

1.2 Supporting ALR’s ‘Urban Response’ with integrated 
investment  

Taking the ALR transport investment as a 
starting point, the Economic Case also identifies 
and appraises a series of ‘Urban Response’ 
options which have been developed to an 
Indicative Business Case standard. Two options, 
ALR + Active Investment and ALR + Incremental 
Investment, were identified for appraisal4.  The 
Urban Response 5 options seek to demonstrate 
how to best secure and maximise the urban 
opportunity through the delivery of ALR.  

The development of Urban Response options 
aligns with the Context Analysis Report (CAR) 
and the Corridor Strategic Framework (CSF). 
This sets out the future vision and aspiration for 
the ALR Corridor, considering; environmental 
sustainability, community development, 
economic development, built form, public 
realm, local urban mobility, and urban 
infrastructure.  

With consideration of urban enabling infrastructure requirements and direct urban 
interventions the economic appraisal of ‘Urban Response’ options focuses on two 
shortlisted options that increase the growth unlocked through ALR. This is particularly 

 
4 Refer to Appendix E-B for complete overview of Urban Response options.  
5 Refer to Chapter 8 for a full explanation of the Urban Response 

Figure 7: Employment growth to 2051 under 
ALR + Active Investment option 
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1.4 The Economic Appraisal 

1.4.1 Monetised Impacts (costs and benefits) 

The monetised economic analysis of ALR illustrates a scheme with a definitively 
positive benefit-cost ratio and the option available to explore further urban 
investment that yields good economic return. 

The project has a net present value of between 
$17.2B and $2 .6B and a benefit cost ratio 
between 2.  and 2.8, depending on the level of 
additional urban investment pursued 
alongside the ALR project. 12 
Reflective of the city-shaping scale of the ALR 
project, a comprehensive cost-benefit analysis 
has been undertaken, including consideration 
of over 20 individual monetised impacts (as 
shown in Table 2).  

Creating faster more reliable journeys for 
existing and ne  public transport users: By 
providing a frequent, highly reliable, and fast 
service connecting key economic areas of the 
city, ALR delivers timesaving and reliability 
benefits for public transport users worth 
between $6.9B and $7.2B over the appraisal 
period. 

 aving time and reducing congestion for 
drivers: With reduced delays, investing in ALR 
delivers significant benefits to roads users, collectively saving the Tāmaki Makaurau 
Auckland economy over $3B over the appraisal period. 

 upporting increased business activity and productivity in  āmaki Makaurau 
Auckland: The wider economic benefits of ALR are estimated to support significant 
increases in economic activity, through agglomeration, increased labour supply and 
improved productivity. Together these factors lead to an estimated increase in annual 
economic output (GDP) of on average between $1.3B and $1.6B every year13. 

Reducing the cost of gro th for government and taxpayers: By accommodating up 
to 75,000 new homes and 122,000 new jobs before 2051 in the CC2M corridor ALR 
delivers sustainable, compact growth for Tāmaki Makaurau Auckland that reduces the 
infrastructure burden of growth on government and the public sector. The density 
enabled by ALR is expected to save government up to $1.1 billion in infrastructure 
spending over the appraisal period.14 

  

 
12 Incorporating land-use impacts from transport accessibility improvements. 
13 $2022 undiscounted. 
14 $2022 undiscounted. 

Table 2: Costs and benefits in appraisal 

User bene ts
Public transport users travel time savings
Public transport journey reliability
Public transport experience 
Active transport (public transport users)
Residual asset value 

 on user bene ts 
Traf c bene ts
Road journey reliability 
Crash cost savings 
Embodied emissions
Enabled emissions

Land  alue Uplift
Land value uplift (rezoning or other land use 
change)
Land value uplift (option   non-use value)

Infrastructure cost savings
 ider economic bene ts 

Agglomeration
Imperfect competition
Increased labour supply
Movement to more productive jobs

Costs
Capital Expenditure (CapEx)
Operational Expenditure (OpEx)
Renewals
Revenue
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1.4.2 Social, distributional, and other non-monetised impacts 

Crucially, beyond the monetised benefits and costs, there are significant 
additional benefits that will be delivered through the investment in ALR. This will 
have a major social and economic impact for all Aucklanders, as well as specific 
segments of the population. 

The economic appraisal incorporates several additional components to capture the 
impacts that are not covered in the cost-benefit analysis. Social, distributional, and non-
monetised impacts are identified and appraised, highlighting the potential effect of 
additional urban investment where applicable, to identify the scope and distribution of 
social and non-measurable benefits of the project.  

Improving social conditions along the corridor and across  āmaki Makaurau 
Auckland: ALR is expected to deliver slight to moderately beneficial community-
related impacts through improved severance, social connectedness, safety, and journey 
quality outcomes. Moderately beneficial accessibility improvements are anticipated 
through improved travel time reliability and time savings. Slightly beneficial health 
impacts are expected to arise through greater uptake in active travel to from public 
transport stations, changes in the physical environment and a reduction in road vehicle 
casualties.   

Enhancing equity outcomes through the fair distribution of project costs and 
benefits: Moderately beneficial improvements to safety, security, air quality and user 
benefits are expected to improve outcomes for a range of identified priority groups 
including children, young adults, older people, women, Māori, and Pacific communities. 

Enabling additional non monetised benefits that support the Auckland and 
national economy: Direct jobs during construction, increases in tourism and foreign 
investment are all expected to generate additional economic opportunities across 
Tāmaki Makaurau Auckland that, while not monetised, are important impacts 
unlocked by ALR. 
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1.4.5 Outcome, way forward and future opportunities 

There is a strong and resilient economic rationale for Auckland Light Rail as a 
standalone investment. The investment in ALR is enhanced when integrated with 
a supporting ‘Urban Response’ and ALR represents very good value for money. 
There are further opportunities for the enhancement of benefits and mitigation of 
impacts through delivery. 

Building on the analysis undertaken within the IBC, the Detailed Business Case level 
economic appraisal for ALR (as a standalone transport investment) demonstrates that 
there is strong economic rationale for the delivery of the project. The Commercial, 
Financial and Management cases will further discuss the affordability, the viability in 
the marketplace and the approach to ensuring successful delivery of ALR.  

Based on the strong performance of the Urban Response options, there is a clear 
economic rationale for proceeding to further investigate the delivery of the Urban 
Response options through one or multiple Detailed Business Cases. Identifying the 
appropriate quantum and distribution of additional Urban Response will require 
further and more detailed investigation.  

Consideration of the Urban Response in the Commercial, Financial and Management 
cases will review and assess the market attractiveness, affordability, and deliverability of 
the proposed Urban Response interventions. These considerations are critical to 
provide the necessary certainty of the delivery of the additional economic benefits that 
have been identified. 

Opportunities for future consideration identified in the Economic Case  

Key opportunities for further consideration have been identified and are highlighted 
below: 

• The ability to realise increased population and economic change through 
attracting growth from outside the Auckland Region (‘Open City’) 

• Pushing the boundaries of green delivery and coordinating with other 
government policy to further reduce the carbon investment required and 
increase the potential scale of net carbon emissions savings secured. 

• Securing and supporting further urban growth as a key source of benefits for 
ALR, both through the development of the Urban Response Detailed Business 
Case(s) and continued partnership with the Crown, Auckland Council, Mana 
Whenua, and key stakeholders. 

• Assessment of how the investment in ALR can be enhanced by delivering 
additional urban benefits at specific locations. Place-based interventions to 
deliver improved urban outcomes (for example, the provision of amenity or 
green space) could be considered as part of future considerations.  
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2. Introduction  

2.1 Purpose 

The purpose of the Economic Case is two-fold: 

1. To assess and confirm the value for money of Auckland Light Rail (ALR) based on 
an identified preferred transport investment, including mode, route, and stations 
that maximise the urban development opportunity. 

2. To assess options for further potential urban investments to IBC level, that 
support unlocking additional population and employment growth through 
delivery of quality urban regeneration. 

Transport and urban interventions are assessed against the issues and objectives set 
out in the Strategic Case Investment Logic Map (ILM).  

The Economic Case builds from previous work including the ALR Indicative Business 
Case (IBC) to identify the best value for money approach to addressing the ILM 
objectives. The economic assessment of ALR aligns with Waka Kotahi guidance and the 
NZ Treasury Better Business Case approach and has sought to incorporate 
international best-practice in transport and urban economic appraisal with agreement 
and proper consideration of the New Zealand context. The value for money appraisal 
has also been developed to align with the Living Standards Framework (LSF) and He 
Ara Waiora—Treasury's Māori wellbeing framework. 

Assessing value for money includes: 

1. The strategic alignment of the investment—how well the investment aligns to 
the investment objectives and priorities set out in the Investment Logic Map.17 

2. The effectiveness of the investment—the extent to which it will achieve the 
desired outcomes. 

3. The efficiency of the investment in terms of resources, including cost-benefit 
appraisal. 

This Economic Case focuses on identifying the preferred investment option for the 
CC2M corridor, whilst considering the wider Tāmaki Makaurau Auckland context within 
which the CBC is being delivered. This includes other regional policy documents 
including the broader Auckland Plan 2050 and Future Development Strategy for 
Tāmaki Makaurau Auckland.18 

Throughout the Economic Case, Te Rautaki Huanga Māori 2021, developed in 
alignment with the LSF and He Ara Waiora, has been applied as a baseline for Mana 
Whenua and Māori aspirations and social, cultural, economic, and environmental 
advancement. Considerations of kaitiakitanga were used to guide the optioneering 
process (see section  ) and the Social and Distributional Appraisal was designed to 
include marae and Māori schools (See section 6.3 and 6. ) Several components of the 
economic appraisal also highlight the potential for Mana Whenua investment and 
commercial partnerships (See section 6).    

 
17 Refer to the Strategic Case for more details on the ALR Investment Logic Map. 
18 Auckland Future Development Strategy (2023). 
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2.2 Approach 

The Economic Case first considers the value for money of the proposed transport 
intervention before evaluating different options for supplementary investment to 
support and accelerate urban growth.  

Reflecting the direction of Sponsors19, the transport elements of the CBC are developed 
for economic assessment at a level commensurate with Detailed Business Case (DBC) 
guidance, and the urban elements are developed to a minimum Indicative Business 
Case (IBC) level of detail for assessment. 20  

As each component has been developed to a differing level of detail, the transport and 
Urban Response are presented sequentially, beginning with an assessment of the 
transport intervention before presenting a shortlist of Urban Response options that 
build upon the Auckland Light Rail to maximise the investment outcomes. While the 
transport and urban elements are presented sequentially throughout the economic 
case, the two interventions have a continuous and intrinsic influence on one another. 

2.2.1 Structure 

Reflecting the approach, the Economic Case is broadly structured in four parts:  

• An introduction to the purpose and approach (chapter 2) of the Economic Case, as 
well as a description of the Do Minimum (chapter 3) option which acts as the 
counterfactual for assessment.  

• The Reviewing and refining the ALR scheme (chapter 4) based on the current 
context and ILM objectives to confirm the preferred option for DBC economic 
assessment. Evidence is presented to demonstrate how the ALR preferred option 
supports the ILM objectives (chapter 5) and is economically valuable (chapters 6 
and 7).  

• chapter 8 proceeds to identify and initially assess urban response options, which 
look to secure, accelerate, and enhance the urban outcomes of ALR through 
additional investment. The shortlisted urban response are reviewed commensurate 
with their IBC level of development to understand their potential impact on the 
ability of ALR to best deliver the ILM objectives and ensure it provides robust 
economic value for money (chapters 9 and 10).  

• The economic case concludes with a presentation of the overall assessment of the 
combined ability of the preferred transport and urban investments (chapter 11), 
demonstrating that the economic opportunity of delivering ALR with integrated 
investment which can best secure and magnify the delivery of the ILM objectives 
and is economically valuable. 

 
19 Refer to CBC Appendix B-C ALR IMS Letter. 
20 Refer to the Waka Kotahi Business Case Approach Guidance for more detail on the level of detail associated with DBC 

and IBC respectively. 
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4. Reviewing and Refining the ALR Scheme 

4.1 Point of entry and backcheck 

In 2021, the CC2M Rapid Transit IBC considered the transport solution that would best 
meet the desired outcomes of the ALR project (as identified in the ILM). An initial 
shortlist option assessment identified the three best-performing options as:  

• Light Rail 
• Light Metro  
• Tunnelled Light Rail 

A detailed assessment of these three options demonstrated that all options could be 
justified economically (delivering value for money). The Tunnelled Light Rail option 
was selected as the Preferred Way Forward (PWF) based on its ability to meet the 
project objectives and deliver value for money, given its service-capacity, flexibility, 
limited disruption, and relative affordability. 

Endorsing the IBC in December 2021, Cabinet confirmed Tunnelled Light Rail as the 
PWF and noted that the next phase of investigation should increase focus on 
integrating transport and urban development components to optimise the outcomes 
of the intervention.   

In June 2022, the Minister of Transport issued a letter to the ALR Establishment Unit 
Board to confirm that Tunnelled Light Rail, as set out in the IBC, should be the ‘point of 
entry’ for the CBC.23 A number of areas were identified for further exploration and 
refinement through the business case process including grade separation. The letter 
notes: 

“Grade separation is integral to the decision made by Cabinet and the 
tunnelled section through the central isthmus to Mt Roskill should not be 
revisited, but grade separation options further south may be further 
explored, in particular when considering whole of system impacts.” 

Aligned with recommended best practices, a backcheck of the IBC was carried out to 
identify any relevant changes in the project’s context and evaluate the continued 
applicability of the assessment undertaken prior to the commencement of the CBC. 
The backcheck concluded that none of the identified contextual changes were likely to 
have materially altered the conclusions or options assessment of the IBC.24 

4.2 Aim, guiding considerations and multi-criteria assessment 

Reflecting NZ Treasury Better Business Cases™ and Waka Kotahi guidance, and in 
alignment with Resource Management Act (RMA) requirements, the core aim for the 
transport optioneering process was as follows:  

 
23 Refer to CBC Appendix B-C ALR IMS Letter. 
24 Further details included in Appendix E-B Optioneering Report. 
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Review, refinement, and optimisation of the ALR Preferred Way Forward from the 
IBC to confirm an appropriate transport option for economic appraisal.  

This objective was underpinned by a series of Guiding Considerations, including the 
Investment Logic Map (ILM), Te Rautaki Huanga Māori 2021 (Māori Outcomes Strategy) 
endorsed by Mana Whenua leaders as part of the IBC and the RMA25, as well as other 
feasibility considerations. These Guiding Considerations sit at the heart of the 
optioneering process and were directly applied through a multi-criteria assessment 
(MCA) framework which was developed to guide the optioneering exercise.  

The MCA framework was developed collaboratively to ensure MCAs satisfied the Better 
Business Case™ guidance through a single, integrated optioneering process. The 
framework was deployed consistently across the various MCA assessments undertaken 
to support the review and refinement of the Auckland Light Rail scheme.  

The optioneering process involved extensive engagement with Mana Whenua Kaitiaki. 
While attributing numerical scoring through MCA assessments to convey value is not a 
practice adopted by Mana Whenua, Mana Whenua and their specialists were invited to 
attend the MCA workshops to directly feedback into the options being considered. 
Feedback from Mana Whenua Kaitiaki hui have been captured in meeting transcripts, 
and in the Mana Whenua Kaitiaki engagement in the Optioneering Report26. 

4.3 Optioneering process  

The optioneering process aimed to review, refine, and optimise the IBC PWF through a 
series of phases which considered the corridor, individual catchments (route and 
stations), and project-wide components (see Figure 12). 

Figure 12: Approach to the optioneering process 

 

4.3.1 Corridor optioneering 

The corridor optioneering process sought to confirm the ALR corridor by identifying 
potential station zones (PSZs) within a 1.4km width spanning four geographic 
segments from Waitematā Harbour to the north and Auckland Airport to the south.  

 
25 Refer to CBC Appendix B-E Te Rautaki Huanga Māori. 
26 See Appendix E-B Optioneering Report. 
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• Areas where 5%+ of the residential population are forecast to regularly use ALR32.  

The separated light-rail system was modelled and measured against project objectives 
and the ILM (see chapter 5) and subsequently taken through an economic appraisal 
(see chapter 6). Within these sections and throughout the remainder of this report, the 
preferred option is referred to as ‘Auckland Light Rail’ and is measured against the Do 
Minimum option (see chapter 3). 

Figure 13: Map of the Auckland Light Rail Preferred Option and CC2M Corridor 

 

 
32 5% of population using ALR prior to any dynamic land use change from the project. Further information on definition 
of the project study area included in Appendix E-F Land Use and Transport Interaction Modelling. 
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Securing and supporting further urban growth 
ALR will support significant urban growth through market-led change in response to 
the delivery of rapid transit, even without further urban investment. However, as noted 
in chapter 5, there remains considerable additional transport capacity to support 
further and accelerated growth in the CC2M corridor. The opportunity for additional 
urban growth is discussed in chapters 8-10.  

Following the construction of ALR, for the purposes of the economic appraisal, the cost 
estimate has assumed that residual or surplus land will be disposed of and sold back to 
the market.89 There are opportunities for ALR to realise additional commercial returns, 
facilitate urban outcomes, and increase the certainty benefits are realised through 
over-station or integrated station development.90 

6.6.2 Key uncertainties of the economic appraisal 

While the economic appraisal of ALR is underpinned by industry-leading (government 
compliant) methodology and analysis, uncertainty is a fundamental part of any large-
scale, multi-decade infrastructure investment. While core macro-economic 
assumptions underpin all forms of analysis, to understand the resilience of the ALR 
economic appraisal (including the BCR as shown in section 6.6.3), major sources of 
potential uncertainty have been identified: 

Population and employment growth 
As discussed in chapter 3 and section 6.1.1, future population and employment growth 
at an Auckland Regional level is a fixed external input to the core economic appraisal.  

Over recent decades Stats NZ has produced a number of regional population forecast 
estimates for Auckland (see A-H in Figure 3 ) which depict a range of estimated levels 
of growth. Observed growth, as shown in Figure 3 , has often been aligned if not above 
Stats NZ estimates, but the spread of historical estimates of growth in the Auckland 
Region by the mid 20 0s remains somewhat uncertain. 

Figure 34: Auckland past and future population growth, Stats NZ Medium Projections 1991-2048 

 

Transport demand modelling 
Patronage forecasts are a foundation of the design, operation planning and business 
case for the Auckland Light Rail (ALR) project. Forecasting is necessary yet inherently 
uncertain. Statistical analysis has been undertaken91 that suggests in 2051, there is a: 

 
89 The station design cost estimate has allowed for OSD (assuming it will be delivered) without yet capturing any of the 
potential (land) value benefit to the residual sites. 
90 Subsequent cases of the CBC explore the commercial and financial opportunities associated with OSD and ISD in 
more detail. 
91 See Appendix E- Risk Around Patronage for further details on the analysis undertaken.  
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• 79% chance that AM peak boardings are higher than the forecast patronage. 
• 53% chance that the peak load demand is higher than the forecast patronage.  

Real-term costs of construction 
Global infrastructure projects have faced increasing delivery costs associated with 
disruptions and challenges during construction in recent history.  

As shown in Figure 35, the cost of construction has increased by  3 basis points over 
the past decade, while background inflation (CPI) has only increased by 18 basis 
points92. This indicates a growth in real terms construction costs over the past decade. 

A robust and rigorous approach has been taken to incorporate risk in the cost figures 
presented. However, a real terms increase in the cost of delivery has the potential to 
significantly impact the economic assessment93. 

Figure 35: Historical quarterly Construction Cost Index and Consumer Price Index in New Zealand94 

 
Land-use change realisation 
As was stressed through the ALR IBC (2021) and the subsequent direction for 
sponsors95, securing the certainty of the land-use change opportunity of ALR is crucial 
to successfully delivering the ILM objectives.96 Significant consideration has been given 
to ensuring the modelled land-use change is achievable, and further enhancements 
are presented in the Urban Response options discussed in chapters 8-10. However, land 
use change remains a critically important element of the project and its realisation will 
influence the ultimate economic outcome of ALR. 

6.6.3 Sensitivity analysis 

To understand the impact of uncertainty on the cost-benefit analysis and overall value 
for money assessment, sensitivity tests have been undertaken in alignment with the 
key opportunities and uncertainties highlighted in sections 6.6.1 and 6.6.2. Table 22 
briefly describes the five key sensitivities tests that were undertaken, with results of the 
analysis presented in Table 23.97 

 
92 Ministry of Business Innovation & Employment (May 2022). 
93 Consistent with MBCM guidance, no real terms increase in the cost of construction has been considered in the 
economic appraisal. Further details in Appendix E-C ALR Economic Assessment Methodology. 
94 Ministry of Business Innovation & Employment (May 2022). 
95 Refer to CBC Appendix B-C ALR IMS Letter. 
96 Land use change outcomes within the scheme footprint (OSD and ISD opportunities) have a much higher degree of inherent certainty 
due to the direct control over the residual land. 
97 The list of key opportunities and uncertainties is not exhaustive and refers specifically to those that have been 
identified as relevant to the Economic Case. Uncertainties which affect other components of the Business Case have 
been identified within the specific cases for which they are relevant.  
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Value for money summary of the Intermediate Comparator 
The Intermediate Comparator presents a robust comparator that has the potential to 
deliver significant economic benefit to Auckland. The intermediate comparator will 
deliver over $2.40 of economic benefit for each dollar invested, however, there remain 
significant limitations in the ability for the Intermediate Comparator to deliver key 
aspects of the ILM Objectives. The scheme is not capable of unlocking the same scale 
of transformational and multi-generational urban and transport outcomes that can be 
supported by ALR. 

On balance, the findings of this assessment demonstrate that a robust comparator 
option for investment continues to exist, which represents good value for money, but 
the findings of the IBC and subsequent sponsor direction remain valid. While a street-
running light rail scheme is an economically viable investment, it does not provide a 
comparable ability to deliver against the defined investment objectives for ALR. 

Urban Response Considerations for the Intermediate Comparator 
Chapter 8-10 of the Economic Case consider potential for integrated urban investment 
to accelerate growth in the CC2M corridor and enhance the benefits of ALR. As noted 
in section 6.7.1, one of the key limitations of the Intermediate Comparator is its ability to 
support additional growth in the corridor due to the restricted capacity of a street-
running light rail system.  

As Figure 37 showed, with existing growth as well as initial land use change unlocked 
by the Intermediate Comparator the scheme would be operating near to or above 
capacity by 2041. As such, there is minimal opportunity to support accelerated or 
additional growth in the CC2M corridor through integrated urban investment 
alongside the Intermediate Comparator. It is likely that accelerated or increased 
growth in the CC2M corridor alongside the Intermediate Comparator would be 
increasingly difficult to attract and, if delivered, could lead to significant disbenefits 
through crowding and congestion within the CC2M corridor. 

As a result, no Urban Response options to further accelerate or increase growth in the 
CC2M corridor have been considered for the Intermediate Comparator. 
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7. Value for money conclusion of ALR as a 
standalone transport proposal 

As a standalone transport investment Auckland Light Rail directly supports the 
objectives of the Investment Logic Map102 and represents a value for money 
investment that can deliver $30bn in economic benefits over the appraisal period. 

The economic case for transport investment in ALR presents a compelling case for 
investment delivering 2.4 dollars of economic, social, and environmental benefits 
for every dollar invested.   

ALR unlocks generationally significant 
positive benefits for Tāmaki Makaurau 
Auckland, and Aotearoa New Zealand 
that as an investment represents 
good value for the Crown, Mana 
Whenua, Auckland Council, and New 
Zealanders. 

Through the development of this 
Corridor Business Case, the Auckland 
Light Rail scheme has been refined 
and optimised to maximise the 
potential benefits across the urban, 
transport, and sustainability 
objectives while ensuring its ability to 
integrate and support a future Rapid 
Transit Network (RTN) across 
Auckland. 

While there is opportunity to further 
enhance the outcomes of ALR 
through supporting integrated 
investment in enabling urban growth 
(refer to chapters 8-10), the Detailed 
Business Case assessment of ALR, 
which aligns to Waka Kotahi 
guidance, demonstrates a robust 
economic case for investment.  

 

 
102 See Strategic Case. 

Figure 39: Auckland Light Rail route and stations 
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8. Options for supporting integrated 
investment to enable urban change 

8.1 Point of entry  

As discussed in chapter 2, direction from sponsors following the ALR IBC (2021) 
requested for the next stage of the business case to investigate how transport 
improvements can be integrated with urban regeneration to create conditions that 
could full release the urban development potential (i.e. wider urban benefits) of 
transport investment.  

While chapters 5-7 demonstrate that the transport investment in ALR alone will trigger 
a significant degree of market-led urban growth in the CC2M corridor, the full scope of 
the CBC includes consideration of supporting targeted investments that can lead to 
improved urban outcomes. This is referred to as the supporting ‘Urban Response’ of the 
project.  

8.1.1 Approach and context 

Taking the ALR transport investment as a starting point, further ‘Urban Response’ 
options have been developed through an optioneering process involving an initial 
longlist which has been considered against the ILM. This resulted in two emerging 
shortlisted Urban Response options identified and developed for appraisal in the 
Economic Case.  

The development of Urban Response options has been guided by the Corridor 
Strategic Framework (CSF) which sets out the future vision and aspiration for the 
transformation of the ALR Corridor, considering; environmental sustainability, 
community development, economic development, built form, public realm, local urban 
mobility, and urban infrastructure.  

8.1.2 Methodology overview 

The Urban Response optioneering methodology can be summarised in the following 
three steps:103 

Step 1: Generating the Urban Options  

• An assessment to understand the opportunities, constraints, role, and function of 
areas within the ALR corridor. 

• Development of options for the quantum and distribution of population and 
employment growth that could be delivered in the CC2M corridor. Initially drawn 
from LUTI modelling104. This was further expanded based on opportunities identified 
in strategic growth policies and informed understanding of the urban conditions of 
the corridor from the ALR CSF and commercial land analysis.  

• Stretching above the population and employment growth triggered by the ALR 
transport investment (A)105, four urban response options were identified for 

 
103 For a full description, please refer to Appendix E-B Optioneering Report. 
104 Refer to Appendix E-F Land Use and Transport Interaction Modelling. 
105 For the purposes of the Urban Response Optioneering this was treated as the ‘Do Minimum’ option. 
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8.3 Urban interventions to support shortlist options 

To support the CBC, urban interventions were considered at a high level, to understand 
what may be required to deliver the Urban Response options and the potential 
associated scale of investment.  

ALR recognise the importance as an active partner with Mana Whenua to apply treaty 
principles and expectations. Any interventions should be developed in partnership with 
Mana Whenua and include opportunities for Mana Whenua investment and equitable 
participation by Māori communities. 

There were two rationales considered for urban intervention: 

1. To create conditions under which the quantum or distribution of development 
in each of the urban growth options could be delivered, by enabling supply or 
attracting demand. 

2. To increase the quality of urban outcomes that can be achieved and provide 
greater certainty around the achievability of those outcomes. 

A longlist of 40 possible interventions which could be used to achieve urban outcomes 
alongside the transport investment were developed and grouped into four themes: 

• Physical – interventions that involve works or on-the-ground actions by ALRL or 
other partner entities. 

• Financial – interventions that reduce the cost and risk of development and 
make it more attractive to developers and/or occupiers. 

• Planning and Policy – interventions that remove, amend or (outside the ALR 
corridor) create planning controls to facilitate alternative outcomes.  

• Coordination – interventions that provide new or enhanced public sector 
powers and mechanisms to achieve spatial outcomes. 

The identified interventions were assessed based on the degree to which they aligned 
to the two rationales for intervention. Following the assessment, a total of eight 
interventions were shortlisted and subsequently prioritised to ensure that the Urban 
Response options were delivered in a way that:  

• maximised the quality urban outcomes the project is seeking. 
• appropriately balanced cost, deliverability, and overall impact.  

A summary of the definitions and prioritisation of the eight shortlisted urban 
interventions identified to support the Urban Response options is shown in Figure 43.   
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Targeted delivery of social infrastructure and employment space 
Through a coordinated CC2M corridor approach, enabling infrastructure and planning 
policy can be tailored to ensure that social infrastructure and employment space can 
be accessed by those who need them most. Services and employment can be better 
targeted, tailored and delivered in the areas which will have most impact. For example, 
delivering the appropriate education and health services, where existing services are at 
capacity. Similarly, delivering affordable workspace with complementary incubator or 
accelerator schemes for creatives and entrepreneurs that help stimulate the innovation 
economy in areas where there is existing growth in these sectors.   
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10. Economic appraisal of urban response 
options 

This economic appraisal of urban options outlines the cumulative potential impacts 
(monetised, and non-monetised) of delivering ALR alongside integrated urban 
investment and the relative value for money of the two shortlisted urban options. 

10.1 Approach 

The economic appraisal of ALR + additional urban investment (the urban options) 
follows the same approach as used in the economic appraisal of the standalone ALR 
transport investment (presented in chapter 6). The shortlisted options are analysed 
relative to the Do Minimum (see chapter 3) across the following parameters:  

• Section 10.2: Monetised impacts including detailed cost-benefit analysis to understand 
the overall benefit-cost ratio and net-present value of each urban option considering 
all impacts that can be feasibly monetised. 

• Section 10.3.1: Social impacts considers how the urban investment may alter the social 
outcomes of the transport intervention.  

• Section10.3.2 Distributional impacts examines how the distribution of benefits and costs 
of ALR may be affected by the urban response.  

• Section 10.3.3: Other impacts discusses benefits that are expected to occur through 
urban investment but cannot be feasibly quantified or monetised through the other 
elements of the economic appraisal. 

Together the economic appraisal provides a detailed understanding of the value for 
money of investing in integrated urban investment alongside ALR.  

Reflecting the earlier stage of consideration—and the associated level of design and 
development of the proposed integrated urban investments—the economic appraisal 
of urban options is carried out at a level consistent with at minimum NZ Treasury’s 
Indicative Business Case requirements. However, where information is available, 
benefits are calculated to the greatest detail feasible which in many instances exceeds 
baseline IBC requirements. 
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11.2 Way forward and opportunities for further consideration 

Given the strength of the Detailed  usiness Case level economic appraisal for ALR 
(as a standalone transport investment) there is clear economic rationale for the 
delivery of the project.  he Commercial, Financial and Management cases  ill 
further discuss the affordability, the viability in the marketplace and the approach 
to ensuring successful delivery of ALR.  

Based on the Indicative Business Case economic appraisal of potential Urban Response 
options for integrated investment alongside the delivery of ALR, the two shortlisted 
options assessed both present robust evidence that they can further secure, maximise 
and extend the potential benefits of ALR while maintaining or likely improving the 
overall benefit-cost ratio and value for money of the integrated project.  

Based on the strong performance of the Urban Response options there is a clear 
economic rationale for proceeding to further investigate the delivery of the Urban 
Response options through one or multiple Detailed Business Cases. Identifying the 
appropriate quantum and distribution of additional Urban Response, while 
economically rationale, will require further and more detailed investigation.  

Consideration of the Urban Response in the Commercial, Financial and Management 
cases will review and assess the market attractiveness, affordability, and deliverability of 
the proposed Urban Response interventions. This will also consider how the delivery of 
ALR could be supported by the delivery of integrated or over station development on 
residual land. These considerations are critical to provide the necessary certainty of the 
delivery of the identified additional economic benefits. 

Opportunities for future consideration identified in the Economic Case 

Given the findings of the economic case it is unreservedly concluded that ALR is an 
economically robust and rationale investment. However, as the ALR scheme 
progresses a series of opportunities for further exploration have been identified 
(discussed in section 6.6) which should be taken forward. The recommended 
opportunities will further enrich the understanding of the economics of ALR and how 
outcomes can be further enhanced during implementation. Opportunities include: 

• The ability to realise increased population and economic change through 
attracting growth from outside the Auckland Region (‘Open City’). 

• Pushing the boundaries of green delivery and coordinating with other 
government policy to further reduce the carbon investment required and 
increase the potential scale of net carbon emissions savings secured. 

• Securing and supporting further urban growth, as a key source of benefits for 
ALR, both through the development of the Urban Response Detailed Business 
Case(s) and continued partnership with the Crown, Auckland Council, Mana 
Whenua, and key stakeholders.  

• Assessment of how the investment in ALR can be enhanced by delivering 
additional urban benefits at specific locations. Place-based interventions to 
deliver improved urban outcomes (for example, the provision of amenity or 
green space) could be considered as part of future considerations. 




