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ABSTRACT: 
  

The Auckland Plan seeks to nearly double the number of trips into the city centre whilst 

holding car travel to the city centre at current levels.   To deliver this aspiration will require an 

increase in the number of trips by public transport, walking and cycling. To cater for this 

increase in public transport trips, the Auckland Regional Public Transport Plan sets out a 

transformational shift in public transport to provide a simpler, more connected network for 

Auckland over the next 10 years - this is referred to as the New Network. 

 

Following the New Zealand Transport Agency business case approach, the East-West 

Midtown Public Transport Link project assessed multiple options for their ability to deliver the 

required infrastructure to support the rollout of the New Network. The options consisted of 

different bus route alignments throughout the study area and were assessed using multi-

criteria analysis and vetted through a series of stakeholder workshops.  The process 

included an extensive amount of stakeholder engagement which included Auckland 

Transport, Auckland Council, NZ Transport Agency, University of Auckland, Auckland 

University of Technology, Waitemata Local Board, among others. In addition to delivering the 

bus infrastructure needed to support the New Network, the project also must deliver an east-

west cycleway to close a key gap in the existing city centre cycling network between Midtown 

and the Auckland Domain.  

 

This paper will describe the process used to develop the Indicative Business Case for the 

East-West Midtown Public Transport Link and highlight the key lessons learnt.  
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INTRODUCTION  

The 2015 Auckland Regional Public Transport Plan (RPTP) envisages a transformational 

shift in public transport use and provides for a simpler and more connected network for the 

Auckland region over the next 10 years to enable it; referred to as the New Network. 

The New Network proposes a significant increase in the number of buses along Wellesley 

Street and requires bus priority measures and new facilities for terminating North Shore 

buses within the Learning Quarter (see Figure 2 for map). These bus improvements will 

improve the level of service provided to Midtown and the Learning Quarter, which is the 

single largest destination of bus passengers in Auckland. 

The City Centre Masterplan (CCMP) estimates that by 2032 in the city centre there will up to 

140,000 workers and upwards of 45,000 residents. At these levels of population and 

employment, it is likely that close to 100,000 people will need to be able to access the city 

centre on a daily basis across all modes of transport. The mode share for trips into the city 

centre is forecast to increase for all non-car based modes by 2041, as shown in Figure 1.  

 

Figure 1 Mode share for the Auckland City Centre in 2010 vs 2041 

The study area, as illustrated in Figure 2, covers Wellesley Street, Victoria Street as well as 

the Learning Quarter, including the University of Auckland and Auckland University of 

Technology (AUT). 

To develop the Indicative Business Case (IBC), specialist technical investigations were 

undertaken by public transport planners, transport planners, urban designers, modellers, 

engineers, economists, quantity surveyors and resource planners.  

The IBC follows the NZ Transport Agency’s Business Case framework and aligns with the 

evidence and findings within the Strategic Case, 20131 and Draft Programme Business Case 

(PBC), 20142. The purpose of the IBC is to identify and progress a short list of options to take 

forward for comprehensive investigation in a Detailed Business Case (DBC). 

 

                                                 
1 City Centre Access Programme Strategy Strategic Case, July 2013 

2 City Centre Public Transport Programme – Draft PBC, NZTA and Auckland Transport, November 2014 
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Figure 2 Study area                 

 

STRATEGIC CASE FOR THE PROJECT 

The City Centre Public Transport Programme (CCPTP) Strategic Case3 and Draft 

Programme Business Case4 (PBC) present the case for further investigation of the City 

Centre Public Transport Programme.  

The Strategic Case clearly identifies the entrenched problems of accommodating growth in 

the city centre due to constrained access. Auckland’s city centre is noted as an area of 

significant economic importance not only for the region but for nation as well.  

The Strategic Case draws heavily upon existing strategy and planning, including the 

Auckland Plan; Regional Public Transport Plan, including the New Network; draft Integrated 

Transport Plan; and the draft Government Policy Statement, which emphasises the need for 

system wide improvements to address identified problems.  

The Strategic Case highlights the problem that the city centre street network is highly 

congested during the morning and afternoon peak commute period and has no capacity for 

additional traffic and notes that without significant improvements to public transport, 

Auckland’s already congested roads will only become further gridlocked, which will have an 

adverse impact upon economic growth and development. Consequently, to ensure that 

access is maintained to the city centre during peak periods, all growth in travel must occur 

via public transport, walking and cycling.  

A number of public transport projects, collectively referred to as the CCPTP, was selected in 

the PBC to provide a faster, more reliable, legible and efficient network of public transport 

services through and within the city centre that will enable the economic growth of Auckland 

and provide access to the high value jobs that are located within the city centre.  

The elements which make up the CCPTP are shown in Figure 3. This study concentrates on 

developing the east – west public transport corridor (Wellesley Street) including the Learning 

Quarter bus facility elements to support the city centre’s largest destination in terms of bus 

patronage.  

 

                                                 
3 City Centre Public Transport Programme Strategic Case, Auckland Transport, July 2013 
4 City Centre Public Transport Programme Draft PBC, Auckland Transport, November 2014 
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Figure 3 CCPTP elements 

 

PROJECT PROCESS AND STAKEHOLDER ENGAGEMENT 

The IBC was developed with a strong stakeholder engagement approach, involving 

interviews, meetings and workshops with: 

 Auckland Transport; 

 Auckland Council; 

 NZ Transport Agency;  

 University of Auckland;  

 Auckland University of Technology;  

 Waitematā Local Board;  

 Mana Whenua;  

 City Centre Advisory Board; and  

 Learning Quarter Forum. 

Interviews with key stakeholders were undertaken by Auckland Transport and Jacobs to 

capture each stakeholder’s local knowledge within the study area, explain the project’s scope 

and to discuss and refine the project objectives.  

This engagement and workshop approach defined the project objectives; problem and 

benefits; evaluation framework and guided long list and short list options and project 

outcomes. Figure 4 presents the overall project process for developing the IBC.  
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Figure 4 Project process  

 

PROJECT PROBLEM STATEMENTS, BENEFITS AND OBJECTIVES 

The East-West Midtown PT Link addresses the following study specific problems: 

 Problem 1: Inadequate public transport infrastructure along the East-West Midtown 

corridor and at route end to enable reliable operation of the New Network within 

constrained city centre location (45%); 

This problem statement is focused on the current provision of infrastructure along 

Wellesley Street, Victoria Street, Princes Street, Mayoral Drive, Symonds Street and 

in Grafton Gully and whether it can support the infrastructure requirements in the 

future for the New Network bus volumes and layover requirements.    

 Problem 2: Accessibility to Learning Quarter, Midtown and Victoria Quarter is 

inadequate for workers, students, residents and visitors by public transport and active 

modes (25%); 

This problem statement is focused on public transport access along key corridors in 

the city centre and in particular to the Learning Quarter. It covers current and future 

desired mode share for the city centre, along with current and forecasted public 

transport patronage along Wellesley Street, Fanshawe Street and Symonds Street. 

 Problem 3: Current public transport infrastructure is not integrated with the area’s 

public realm and adjacent land use activities (20%);  

This problem statement is focused on how the city centre public realm and adjoining 

built form and land use activities integrates with current and planned public transport 

facilities. 



Enabling the New Network  Sam Corbett and Biserka Stetic Page 5 
 

 

 

IPENZ Transportation Group Conference, Hamilton, 29 – 31 March 2017 

 Problem 4: Existing east-west transport connections in the midtown area do not 

allow safe, efficient and connected trips by bike for confident and interested but 

concerned cyclists (10%). 

This problem statement is focused on the provision of cycleways to and through the 

city centre providing a safe, high-quality and well-connected cycle network. 

The potential benefits of successfully addressing the key transport problems have been 

identified for the IBC and include the following: 

 Benefit 1: Improved provision of corridor for public transport (25%); 

 Benefit 2: Improve network efficiency (20%); 

 Benefit 3: Meet operational requirements, within study area, to support the New 

Network (20%); 

 Benefit 4: Enables quality urban form (25%); and 

 Benefit 5: Improved provision of cycling facilities (10%). 

 

Figure 5 presents the Investment Logic Map for this project which summarises the problems 

and the anticipated benefits from addressing the problems.  

 

Figure 5 Project Investment Logic Map 

The project objectives include: 

 Create engaging places for people, recreation and businesses that have a character 

unique to Tamaki Makaurau / Auckland and consistent with existing plans and visions;  

 Invest in affordable, right sized solutions that provide value for money over the life of 

the asset with investment times and designed to integrate with development; 

 Unlock economic and social performance by enabling more people to access the 

city centre more effectively;  
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 Provide high quality access for public transport and associated pedestrian network 

while maintaining a connective traffic network; 

 Deliver environmentally sustainable infrastructure;  

 Provide for the effective operation of the city centre public transport network;  

 Provide safe, connected and efficient cycling strategic network in eastern part of 

study area; and 

 Provide a great customer / user experience.   

 

LONG LIST OPTION DEVELOPMENT AND ASSESSMENT 

The long list option process developed the Do Minimum and 18 options covering bus route 

and cycleway patterns. These options looked at different service patterns as a means of 

testing the options’ ability to deliver the desired project objectives and benefits. The options 

considered using one or more of Victoria Street, Wellesley Street and Mayoral Drive for bus 

service as well as whether North Shore services would terminate in the city centre, Grafton 

Gully or outside the study area.  

The evaluation of each of the long list options against the project objectives and an 

assessment of whether the option can address the project problems resulted in a short list 

consisting of four options for further investigation: 

• Do Minimum 2026; 

• 1B: Buses on Wellesley Street with North Shore services terminating in Grafton Gully; 

• 1D: Buses on Wellesley Street with North Shore services terminating in Grafton Gully 

and Isthmus buses accessing Symonds Street via Wakefield Street;  

• 4D: Buses on Wellesley Street and Victoria Street with North Shore services 

terminating in Grafton Gully; and 

• 4E: Buses on Wellesley Street and Victoria Street with North Shore services 

terminating on Princes Street. 

Figure 6 presents an overview of each of the short listed options.  
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Do Minimum 

 
 

 

Options 1B/D: All Services on Wellesley St 

 
  

 

Option 4D: North Shore Services on Wellesley St, Isthmus Services on Wellesley St 
inbound, Victoria St outbound 
 
 

 
 

Option 4E: Isthmus Services on Wellesley St, North Shore Services on Victoria St 
inbound, Wellesley St outbound 
 

 
 

 

 

Figure 6 Short Listed Options  

PROPOSED TERMINAL LOCATIONS 

 
Except for Option 4E, all options rely upon the Learning Quarter Gateway Station which is 

proposed for the Wellesley St underpass and would provide the passenger interchange for 

inbound and outbound North Shore bus services. Figure 7 provides a cross section of the 

potential layout of this station and Figure 8 provides an artistic rendering of the station. 

These same options rely upon a Grafton Gully terminal to provide bus layover and to 

turnaround the North Shore services. 

 

Figure 7 Cross Section of Learning Quarter Gateway Station 
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Figure 8 Artistic Rendering of Learning Quarter Gateway Station 

Option 4E utilises Princes Street for the dual purpose of turning North Shore buses around 

as well as providing the passenger interchange. This location serves the University of 

Auckland well with North Shore bus services but would require the removal of some on-street 

parking on Princes Street to accommodate the necessary bus facilities. This terminal location 

does not fully meet the bus layover requirements and Figure 9 provides an artistic rendering 

of a potential Princes Street terminal.  

 

 

Figure 9 Artistic Rendering of Princes Street Bus Terminal 

REFINE AND DEVELOP THE SHORT LIST 

All four shortlisted options are able to deliver the high volume of bus passengers expected in 

the future whilst supporting surrounding land uses. Option 1 consists of all buses operating 

on Wellesley Street and requires the use of the uphill slip lane from Wellesley Street to 
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Symonds Street for outbound Isthmus buses. A variation on this option uses Wakefield 

Street instead, which avoids the uphill slip lane but does not serve the University of Auckland 

as well in the outbound direction.  Options 4D and 4E both utilise Victoria Street for Isthmus 

services and North Shore services respectively, which incurs additional travel time but also 

serves the northern part of the University of Auckland better. 

Some concerns have been raised by stakeholders regarding potential adverse effects on 

patronage associated with the outbound Isthmus service bus stop locations for Option 1D. 

This alignment serves AUT well, but would require approximately 300m longer walk from the 

University of Auckland, relative to the Wellesley Street option. This would likely have a 

negative impact on boardings at the Learning Quarter north stops (15% of CBD boardings on 

these routes). Figures 10 illustrates the difference in 400 metre and 800 metre passenger 

catchments for outbound Isthmus services between Option 1D and Option 4D. From an 

employment perspective, a 400 metre catchment analysis of the Victoria Street corridor 

captures approximately 50,000 jobs whereas a 400 metre catchment along the Wellesley 

Street corridor only captures 35,000 jobs5. This suggests that providing bus service on 

Victoria Street would serve a greater number of city centre workers than on Wellesley Street. 

When considering the impacts of route alignments, different groups of people have different 

demand elasticities—i.e., some groups of people are more likely to abandon or move to 

public transport due to changes in fare, reliability, travel time or stop location than others. 

Students are generally less likely to own cars and therefore less likely to abandon public 

transport in favour of driving due to a longer walk to access the stop. Currently, the 

Universities have a 91% non-car mode share6. Conversely, the City Centre as a whole has a 

27% public transport mode share for journey to work7. These mode shares and varying 

elasticities should be factored into any future patronage estimates. 

                                                 
5 Auckland Transport’s Remix public transport network planning tool. 
6 2016 University Travel Survey, Glasshouse 
7 2013 New Zealand Census 



Enabling the New Network  Sam Corbett and Biserka Stetic Page 10 
 

 

 

IPENZ Transportation Group Conference, Hamilton, 29 – 31 March 2017 

 
Figure 10 Passenger Catchment (400m and 800m) for Proposed Eastbound Bus Services (Option 1D vs Option 4D) 

 

KEY LESSONS LEARNT 
 

Following are several of the key lessons learnt through this study process: 

 

Collaborative partnership between the consultant and client – rather than following the 

traditional consultant – client relationship, we’ve worked collaboratively using a ‘one team’ 

approach to achieve the best possible project outcomes. This approach does periodically 

involve doing work that is slightly out-of-scope which can be commercially risky for suppliers. 

However, we have found that the commercial risk is easily mitigated by the many project 

benefits that are achieved by following this approach. Specifically, this collaborative 

approach results in stronger relationships built upon mutual trust and most importantly, better 

overall project outcomes.  

 

Comprehensive option development and assessment – option development, which is at 

the heart of the business case process, must be robust and comprehensive in order to be 

effective. In fact, it is important to note that the project outcomes, critical success factors and 

supporting evaluation criteria should always be agreed upon and be fully vetted with 

stakeholders as one of the first steps before any options are even conceived. During the 

option development process, we have found that taking an unconstrained approach to option 

generation using ‘blue sky’ workshops where innovative thinking is encouraged to ensure 

that all options are considered.  

 

Modelling – many of the options have alignments that overlap making it challenging to 

identify key differences between options, especially at the IBC level where detailed 

knowledge of each option is limited. Being able to model the impacts from different alignment 

options to establish differences in travel time was identified as providing a meaningful 

differentiator. In coordination with the Joint Modelling Application Centre, the project team 

used a Paramics model to capture PT travel time benefits and general traffic dis-benefits for 

each of the short-listed options for the E/W Midtown PT Link IBC. It should be noted that the 
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Paramics model is not able to capture patronage impacts associated with the different 

options. The future patronage estimates can be established via the Auckland Public 

Transport (APT) model which uses growth and land use to forecast patronage numbers. As 

part of future investigations, it is recommended that an elasticity model is utilised to refine 

patronage estimates from the APT model. 

 

Stakeholder engagement – A high degree of engagement with a wide range of 

stakeholders representing multiple different organisations was maintained throughout the 

process. While this approach can be challenging due to many perspectives and diverse 

agendas, it is worthwhile as it results in a robust final outcome and a high degree of 

ownership in the final product. Despite many differences and initial scepticism towards the 

process, stakeholders ultimately came together to reach consensus on a preferred way 

forward on the project. 

 

Telling the story – regardless of the project or scale of the problem, all business cases 

should focus on telling a compelling story that makes it easy for the investor to see the value 

in investing in the project. Our observation of the business case process is that the document 

can get lost in the detail of the analysis and lose sight of the investment narrative. By taking 

this story telling approach, the investor is easily able to follow the logic and review the 

evidence for how the project can solve the problem, deliver the expected benefits, thereby 

justifying the investment. Using high quality graphics can also assist greatly in the story 

telling process. As the expression goes, a picture is worth a thousand words.  

 

System focus – another key component of a successful business case is viewing the 

system as a whole rather than focusing on one element (e.g. an intersection or road 

corridor); or mode (e.g. public transport or cycling); or theme (e.g. customer experience, 

safety, physical solutions, policy, digital technology, signal optimisation, real time information 

or travel demand measures); or area (e.g. Council or region). Considering the whole system 

allows a more holistic and integrated approach such that all solutions to address the problem 

to can be considered, assessed and evaluated against the desired outcomes and results in 

the best possible business case and results to be proud of. Throughout the study process, 

the project team applied a holistic and systematic approach to ensure that ‘best for project’ 

outcomes were achieved. 

 

Customer Focus – in order to develop innovative and best practice solutions it is vital that 

the customer is at the forefront of the thinking behind the business case. In particular, we 

found that it is important to define with the project team and stakeholders who the customers 

are - whether it is commuters, tourists or more focused on people on bikes or public transport 

users. This focus on the customer enables the wider understanding of day-to-day customer 

operations and the development of a variety of options that may not have been otherwise 

considered. In order to capture customer impacts, we also developed a number of customer 

oriented evaluation criteria to ensure that the desired customer outcomes are being 

considered through the evaluation process. Ideally, we would have had more direct 

engagement with customers through PT user groups or through customer surveys as a 

means of testing options and receiving feedback through the planning process. To improve 

the customer focus, it is recommended that similar projects to this include engagement with a 

PT user group as a means of getting direct customer input. For this project, the upcoming 
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public consultation process will provide an opportunity to receive customer input on the 

options.  

 

Test and agree assumptions and timeframes – through our experience we have learned 

the importance of testing the interrelationships with adjacent projects (e.g. Light Rail Transit) 

and wider assumptions that are made through the business case process as they can have 

cascading impacts upon the analysis completed. It is essential to challenge all assumptions 

to ensure that they are robust, justified and based on common sense. As part of this process 

it is also good practice to consider sensitivity testing of the challenged assumption to identify 

its impact on the project outcomes. Finally, when establishing the problem, outcomes, 

potential benefits and identifying solutions, it is important to test the agreed evaluation and 

design year. The design year is very important as it shapes the types of solutions that are 

considered and the overall investment strategy that is adopted – therefore it is worthwhile to 

give it proper consideration at the outset of the project.  

 

CONCLUSIONS AND NEXT STEPS 
 

This project demonstrates that the business case process is an effective means of testing 

multiple options for their ability to solve agree problems and deliver desired benefits. As 

noted above, the process is heavily reliant upon stakeholder engagement and works best 

when the project stakeholders commit to the project and attend the full series of project 

workshops. While the modelling and economic appraisal is an important part of the business 

case analysis, it is only one part of it and should not be relied upon as the deciding factor in 

selecting between options. Instead, the option that best addresses the problem statements, 

objectives and delivers the desired benefits should be selected as the preferred option.  

 

One of the next steps will be public consultation on the project which will provide an excellent 

opportunity to receive input and feedback from the public on the short listed options.. It is 

hoped that this feedback will assist in selecting the preferred option that best delivers the 

desired project benefits. Following the public consultation, the project will move ahead to the 

detailed business case which is expected to commence towards the middle of 2017.  
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