
Transmission Gully PPP Project – Post-Construction Review

Terms of Reference 

Background 

In August 2020, following Waka Kotahi’s announcement of the conclusion of commercial 

negotiations with the Transmission Gully Project (TGP) contractor related to the COVID-19  

shutdown impacts, and in consideration of the significant cost and time escalations that had 

impacted the project pre-COVID-19, the then Ministers for Infrastructure and Transport announced 

that they had directed the NZ Infrastructure Commission, Te Waihanga (Te Waihanga) to oversee an 

urgent and wide-ranging Interim Review into TGP.  

The Interim Review 

The Interim Review focused on how the TGP agreement was awarded for the price agreed, whether 
this was a realistic price, and whether the risks identified were appropriate, properly considered and 

taken into account.  

The Interim Review was completed in January 2021 and following Cabinet consideration, was 

proactively released on Te Waihanga’s website on 20 April. Following the release of the Interim 

Review, the Minister for Infrastructure directed Te Waihanga to undertake a further review of the 

project once construction was completed. 

Designing the Post-Construction Review (the Review) 

TGP has been in construction since 2014, with major settlements concluded in late 2019 and again in 

2020, following the COVID-19 related disruption. TGP is currently scheduled for road opening in late 

2021 and works completion in early 2022 (subject to settlement of new 2021 COVID-19-related 

claims).    

Given the breadth of material that will need to be considered as part of this review, it is important to 

plan and proceed as early as possible (the preparatory work will focus on document review and 

research so it does not adversely impact resources deployed in completing the project).  

The proposed scope and approach to carrying out the Review is described below. 

Proposed scope for the Review  

The Review will be undertaken by an Independent Expert Reviewer, supported by a local Peer 

Reviewer, and overseen by Te Waihanga (consistent with the approach taken with the Interim 

Review).  

The Review will focus on how well TGP has delivered on its investment objectives as outlined in the 

approved business case, tender documents and final signed PPP agreement.  

It will also assess how issues that have impacted delivery performance have been managed to derive 

lessons that could be applied to future procurement of major infrastructure projects, including 

future PPP procurement. The scope of this work includes: 

1. Project Implementation

• identify key events and risks that have adversely impacted on project costs and programme

during the construction phase.

https://www.tewaihanga.govt.nz/major-projects/reviews/transmission-gully/


• track how these events and risks were identified, assessed and managed throughout the

project process from procurement and through delivery.

The Review will: 

• consider the PPP agreement/contract mechanisms and contract management processes

used to manage such events and risk, and the effectiveness of the project delivery phase

governance structures;

• make recommendations based on the findings as to potential improvements for future

projects; and

• make observations on areas of good practice.

2. Value for money

• assess whether the PPP project has achieved value for money to date, considering project

outcomes and key risks that have eventuated.

• evaluate the likely/hypothetical value for money outcomes if the project, and its attendant

risks, both planned and unplanned, had been delivered through an alternative procurement

methodology commonly used for large-scale and complex road infrastructure projects, (for

example, construct-only, design and build, or competitive alliance contracting models).

• This evaluation should include benchmarking against the performance of similar projects in

the Waka Kotahi portfolio, subject to the availability of data.

3. Post Completion Readiness

• Review preparatory contract management and governance arrangements put in place by

Waka Kotahi to manage and monitor contract performance, including benefits’ realisation

after the construction completion phase of the project; and

• make recommendations in relation to any potential improvements.

Indicative Timeline 

It is anticipated that the review will take approximately 30 weeks from the appointment of the 

reviewer based on the indicative timeline below (subject to the date of construction completion, the 

resolution of any subsequent relevant claims and agreement with the selected reviewers): 

Phase Expected 
duration 

Tasks 

 1 4 weeks Review start-up, prepare Completion Review Inception Plan, and 
undertake initial document gathering and review 

2 6 weeks Detailed Document review and interview planning 

3 4 weeks Interviews (Pre-construction completion- excluding individuals currently 
involved in the Project), gather and review additional evidence, and 
produce Initial Findings/Themes report 



4 2 weeks Discuss findings from Phase 2, and agree further interviews/document 
reviews 

5 2 weeks Additional interviews and document reviews 

6 2 weeks Consolidate review findings and confirm key themes 

7 4 weeks Prepare Draft Report for consultation 

8 4 weeks Consultation and comments 

9 2 weeks Review comments and issue Final Report 

Total 30 weeks 

The Final Report will be provided to responsible Ministers for consideration and will then be 

proactively released in coordination with the Minister for Infrastructure’s office.  

Method 

Review documentation available from Waka Kotahi, Treasury, and the Ministry of Transport, the 

Wellington Gateway Partnership and any other information that may be publicly available. 

Interview key individuals involved in the delivery and oversight of the Project, including the 

Wellington Gateway Partnership, the Builder (CPB-HEB), the Independent Reviewers,, Waka Kotahi, 

the Treasury and the Ministry of Transport. 

Expert and Peer Reviewer 

Given the quality of the performance of the Independent Reviewer and Peer Reviewers in the 

Interim Review and the depth of their knowledge gained through that process, we recommended 

that the available incumbents are re-appointed for the Post Completion Review. Reviewer Steve 

Richards and Peer Reviewer Lindsay Crossen have confirmed that they are available to undertake the 

task. Sadly, Sir Michael Cullen passed away in August 2021. We do not propose to replace Sir 

Michael as a Peer Reviewer – but we acknowledge the invaluable contribution he made to the 

Interim Review. 

Governance 

Te Waihanga management will oversee the Review and provide direction and support to the Expert 

Reviewer and monitor the progress of the review and provide monthly progress updates to its Board 

as required. Resources from the Te Waihanga Infrastructure Delivery Team will be used to support 

the Expert Reviewer.  




