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[bookmark: _Before_you_start:][bookmark: _Toc235176090]Executive Summary
[bookmark: _Toc20312776][bookmark: _Toc25746755][bookmark: _Toc235176091]Introduction
This Single Stage Business Case outlines the case for investing in the introduction of a public transport service connecting Wānaka, Albert Town, Three Parks and Lake Hāwea. It seeks formal approval to progress with a skeleton service operating eight trips per day, seven days per week with an estimated annual operating cost of $1.073m (plus $100,000 of implementation costs in year 1) as the preferred option to be included into ORC’s 2027-2030 Long-Term Plan and Otago’s 2027-2030 Regional Land Transport Plan.
The Upper Clutha area is experiencing rapid population growth, increasing visitor demand and ongoing transport challenges. While Queenstown and Dunedin are served by established public transport networks, Upper Clutha residents remain heavily reliant on private vehicles. This causes challenges to mobility, access and connectivity – especially for those that do not have reliable access to a private vehicle or wish to use more sustainable modes.
Addressing regional connectivity is a priority for our community, as is increasing transport choice and confronting the climate emergency, as outlined in the 2025 Regional Public Transport Plan (RPTP). 
Purpose
This investment case has been prepared in response to the Otago Regional Council Long-Term Plan 2024–34 direction to investigate public transport opportunities in communities currently underserved by public transport, and more specifically, the Annual Plan 2025-26 commitment to undertake a business case for the Upper Clutha area. The purpose of this investment case is to:
1. [bookmark: _Hlk218504277]Consider and analyse a range of potential public transport options within the Upper Clutha.
2. Identify an optimal solution to expand public transport services in Otago, to address poor access and connectivity for people in the Upper Clutha.
3. Inform the 2027-2030 Regional Land Transport Plan (RLTP) and Long-Term Plan (LTP) funding decisions, and position Council to respond to future NZTA investment opportunities.
4. Seek approval from Council to proceed with preparing the investment proposal for procurement.
5. Describe the necessary management arrangements for successful delivery.
The case assesses the proposal through the Better Business Case Five Case Model, confirming:
· the need for investment and making a compelling case for change
· a range of potential options have been identified and the feasibility, costs, benefits and risks considered for each option
· the preferred option optimises public value and is commercially viable
· the necessary funding and management arrangements for the successful delivery of the project.
[bookmark: _Toc20312777][bookmark: _Toc25746756][bookmark: _Toc235176092]Strategic Case
The case for change is driven by rapid and sustained population growth, dispersed urban development patterns, increasing visitor numbers and a lack of transport alternatives to private vehicle travel. The Upper Clutha population has more than doubled since 2012 and is projected to exceed 38,000 residents by 2055. Despite this growth, public transport services are absent, creating barriers to mobility, particularly for young people, older adults, disabled people, lower-income households and visitors.
The proposed investment aligns strongly with national, regional and local policy, including the Otago Regional Public Transport Plan, Regional Land Transport Plan, Queenstown Lakes Spatial Plan and wider transport and urban development objectives. 
The investment seeks to:
· Support good urban form and integrated land-use planning.
· Improve connectivity and accessibility using sustainable modes.
· Reduce transport-related emissions and reliance on private vehicles.
· Increase access to affordable alternatives to private vehicle travel.
The proposal also builds on previous work, including the Wānaka Network Optimisation Business Case and the 2022 Wānaka Community Shuttle trials. Both pieces of work confirmed the need for affordable and sustainable transport options, with the 2022 trial demonstrating strong support for a direct express link between Lake Hāwea and Wānaka. 
[bookmark: _Organisational_overview_<link][bookmark: _Toc20312778][bookmark: _Toc25746757][bookmark: _Ref232159088][bookmark: _Toc235176093]Economic Case
[bookmark: _Alignment_to_existing][bookmark: _Toc20312779][bookmark: _Toc25746758]The economic case considers viable options for public transport in the Upper Clutha. A wide range of service, geographic coverage, delivery, timing and funding options were assessed through a structured long-list and short-list evaluation process. The assessment considered strategic fit, value for money, affordability, achievability, risks and expected benefits.
The preferred option is a skeleton bus service operating eight trips per day, seven days per week connecting:
· Lake Hāwea
· Albert Town
· Three Parks
· Wānaka
Taking into account the current limited funding environment and strong focus on affordability, the preferred option was selected as it is considered to represent the best value-for-money entry point for establishing public transport in Upper Clutha. 
There is flexibility to scale up service levels subject to Council appetite and available funding. Council could opt to go straight to an hourly service (option 1) to make the service as attractive as possible from the outset. However, in the short-term getting an initial service in place for the Upper Clutha would be a step change, and as demand grows, service levels can be scaled (Options 1 and 2) over time to realise greater benefits. 
The preferred option:
· Achieves the highest relative benefit-to-cost performance.
· Provides a meaningful increase in transport choice and accessibility.
· Supports future growth while limiting financial exposure.
· Creates a scalable foundation for future service enhancements as demand grows.
The indicative annual operating cost is approximately $1.07 million (plus $100,000 of implementation costs in year 1), and the simplified economic assessment indicates a base Benefit-Cost Ratio (BCR) of approximately 1.1, with sensitivity testing showing performance improves significantly as population and patronage increase over time. 
[bookmark: _Toc235176094]Commercial Case
The preferred delivery model is a subsidised gross-cost public transport contract, consistent with existing public transport arrangements in Queenstown and Dunedin.
Under this model:
· ORC procures and manages the service.
· ORC sets fares and retains fare revenue.
· The operator receives a contracted payment to deliver services.
· Service quality, branding, ticketing and customer experience remain under ORC control.
A market sounding exercise confirmed market interest and capability in delivering services within the Upper Clutha. It also provided a level of assurance of adequate market competition to drive contract pricing and quality service delivery. Operators identified opportunities for collaborative service development and highlighted the key commercial risks as workforce availability, depot requirements, seasonal demand variation and fleet selection.
Procurement would be undertaken in accordance with ORC’s Transport Procurement Strategy and NZTA public transport procurement requirements. The planned approach to procurement would be an open competitive tender process.
[bookmark: _Toc381007678][bookmark: _Toc20312780][bookmark: _Toc25746759][bookmark: _Toc235176095]Financial Case
The Financial Case outlines the funding requirements for the preferred option.
The preferred option is considered financially achievable through a combination of fare revenue, ORC rates and NZTA co-funding. However, under current Government transport investment priorities, NZTA co-funding for a new public transport service outside a major urban centre is not guaranteed. 
The estimated operating cost of the preferred option is approximately $1.07 million per annum (plus $100,000 of implementation costs in year 1). Sensitivity testing demonstrates the proposal remains affordable under a range of patronage and cost assumptions. 
It is proposed that this project seek targeted rate funding through Otago Regional Council’s Long-Term Plan 2027-2030 process to meet the local share (49%) of total operating costs of the two-year trial and a suitable targeted rating area for the service developed.
Co-funding would also be sought from NZTA. This project will form part of ORC’s 2027-2030 service improvement programme bid for a three-year programme approval (supported by 10-year forecasts). If NZTA approve the inclusion of this project in ORC’s 2027-2030 NLTP PT improvement programme, 51% of the net operating costs will be eligible for funding from NZTA.
A trial provides an opportunity to establish and embed the service in the community before being evaluated and an assessment of its long-term viability completed. If the trial is considered successful and Council (and NZTA) approved the continuation of the service beyond a trial, a broader targeted rate review of the Queenstown, Upper Clutha and Central Lakes sub-region would be undertaken to understand the best approach to fund and support public transport across the Otago Central Lakes region.
The financial profile and apportionment of costs assuming co-funding from NZTA is shown in the table below.
	Financial year >
	2027/28
	2028/29
	2029/30
	2030/31
	Yrs 5-9
	Total

	Operating Expenditure 

	1
	Service delivery contract (AGP)
	1,072,690
	1,072,690
	1,072,690
	1,072,690
	5,363,450
	9,654,210

	2
	General implementation costs
	100,000
	
	
	
	
	100,000

	3
	Total Operating costs (OPEX)    $
	1,172,690
	1,072,690
	1,072,690
	1,072,690
	5,363,450
	9,754,210

	Capital Expenditure 

	4
	Basic stop infrastructure 
	100,000
	
	
	500,000
	 
	600,000

	5
	Total Capital costs (CAPEX)        $
	100,000
	
	
	500,000
	
	600,000

	Total Expenditure 

	6
	Total Project Costs (CAPEX + OPEX) $
	1,272,690
	1,072,690
	1,072,690
	1,572,690
	5,363,450
	10,354,210

	Funding 

	7
	CAPEX funding (QLDC/NZTA)
	100,000
	
	
	500,000
	
	600,000

	8
	OPEX funding (ORC)
	407,852
	355,517
	352,181
	348,846
	1,697,535
	3,161,931

	9
	NZTA PT improvements co-funding
	424,499
	370,027
	366,556
	363,085
	1,766,822
	3,290,989

	10
	Fare revenue
	340,339
	347,146
	353,953
	360,760
	1,899,093
	3,301,290

	11
	Total funding $
	1,272,690
	1,072,690
	1,072,690
	1,572,690
	5,363,450
	10,354,210



[bookmark: _Toc381007679][bookmark: _Toc20312781][bookmark: _Toc25746760][bookmark: _Toc235176096]Management Case
The proposed preferred option would initially be implemented as a trial service following approved funding pathways being established. The trial period is estimated to be one to three years, with an estimated commencement date of early 2028 (following completion of Motu Move). Initially implemented using existing fleet, service and fleet improvements will be planned on approval of longer-term funding
Delivery of the proposal is considered achievable within existing ORC resources and governance arrangements. ORC’s Transport team would own and manage the project delivery including the design, planning, procurement and management of the service, collaborating with key partners, such as QLDC, NZTA, and the service operator, as well as other stakeholders where relevant. 
Council will approve the final LTP 2027-2037  by June 2027 and government is set to release the NLTP 2027-2030 in August 2027. If funding for this project is secured it will proceed to implementation following these key dates.
The most significant risks that have the potential to delay, prevent or minimise achieving the investment objectives sought through the investment have been identified as:
· Availability of local share and NZTA co-funding for the trial
· Service frequency or coverage is too limited
· Lower or higher than expected patronage
· Changes in government priorities and policy settings
· Funding of infrastructure not aligned 
· Uncertainty of long-term funding 
· Delivery timing and level of service does not meet community expectations.
Appropriate mitigation measures have been identified and will be managed through business planning and processes, procurement, and working closely with funding partners. 
As a trial service, periodic reviews of the trial’s performance against outcomes sought will be undertaken. These will be used to inform ongoing adaptive management of timetables and operational efficiencies, inform future procurement opportunities and scaling of services. They will also be used to keep Council updated and support future funding requests.
[bookmark: _Toc381007697][bookmark: _Toc20312782][bookmark: _Toc25746761][bookmark: _Toc235176097]Next Steps 
This investment case outlines the public value in introducing public transport services into the Upper Clutha region and seeks formal approval from Council to: 
· Endorse the preferred option for an Upper Clutha public transport service.
· Include the Upper Clutha service trial in the transport projects for local share funding in ORC’s 2027-2030 Long-Term Plan.
· Include the Upper Clutha service trial in ORC’s public transport service improvement programme for inclusion in Otago’s 2027-2030 Regional Land Transport Plan and 2027-2030 National Land Transport Plan bid.
· Continue market engagement to refine timetable design, service delivery costs, fleet and operational planning.
· Establish a procurement project team to progress procurement planning for upcoming procurement activities.
Implementation of a skeleton (eight trips per day, seven days per week) public transport service will provide a practical and scalable first step towards improving mobility, supporting future growth and creating greater transport choice for Upper Clutha communities. 

[bookmark: _The_Strategic_Case_1][bookmark: _Ref232235443][bookmark: _Toc235176098][bookmark: _Toc380954484][bookmark: _Toc381007683][bookmark: _Toc20312784][bookmark: _Toc25746763]The Strategic Case – the Case for Change
This strategic case summarises the strategic context for the investment proposal and makes the case for change.
The proposed investment in public transport services for Wānaka and Upper Clutha presents an opportunity to increase connectivity and accessibility using affordable sustainable modes, support good urban form, and reduce environmental impacts. It aligns with Otago’s Regional Public Transport Plan network aspirations and key priorities.
[bookmark: _Toc235176099]Strategic context
The Upper Clutha is an area within the Southern Alps consisting of stretches of rural land and the urban centres of Wānaka, Albert Town, Hāwea and Luggate. Its landscape is defined by the presence of Lake Wānaka and Lake Hāwea, two alpine lakes which feed the Clutha River. Covering over 458,000 hectares, the Upper Clutha makes up nearly half of the Queenstown Lakes District’s land area. 
The area is experiencing rapid change, shaped by sustained population growth and a strong tourism sector. Doubling in population size since 2012, the Upper Clutha area now accounts for 7% of Otago’s population and 35% of the Queenstown Lakes District’s population. Population growth in Wānaka and surrounds averaged 3.9% pa over the 5 years to 2025 compared with 0.8% pa in Otago Region and 2.7% pa in Queenstown-Lakes District. [footnoteRef:2]  [2:  https://regions.infometrics.co.nz/wanaka-surrounds/population/growth?compare=otago-region,queenstown-lakes-district] 

The area’s rapid growth drives new residential and commercial development, particularly on the urban periphery. With high growth projected to continue, substantial urban expansion is planned in areas including Three Parks, Southern Wānaka and Hāwea, while intensification is planned for Central Wānaka.
Historically transport and land use planning have not been comprehensively integrated in the Upper Clutha. Often being developer-driven, the urban landscape is largely comprised of low-density single-use development and fragmented transport connections, particularly for active modes. 
Regional and local planning documents have identified possible opportunities for public transport in Upper Clutha as a sustainable and affordable alternative to private vehicle travel. For instance, the Queenstown Lakes Spatial Plan identifies Upper Clutha as a location for a future public transport network to connect key destinations including Wānaka, Albert Town, Lake Hāwea and Luggate.
Organisational overview
As per the Land Transport Management Act 2003, ORC’s responsibilities as the public transport authority for Otago include: 
· Planning public transport networks
· Designing, procuring and funding public transport services
· Influencing land use via regional policy statements and regional plans developed in accordance with the Resource Management Act 1991
ORC currently maintains public transport networks in Dunedin and Queenstown and Total Mobility services in several urban centres including Wānaka. Total Mobility is a nationwide scheme that provides door-to-door transport for people who are disabled or have a medical condition that means they cannot easily use public transport. 
Social context
The Upper Clutha area has a resident population of 18,630[footnoteRef:3]. 13,200 or 69% of residents live in the area’s primary urban centre, Wānaka, a resort town and popular tourist destination attracting a substantial number of visitors. On an average day visitors add 6,372 people to the Upper Clutha and up to 20,124 people on a peak day, effectively doubling the total population of the area. Visitor demand is particularly high during the summer months, ski season and major events. [3:  Derived from the aggregation of Statistics NZ Wānaka and Wānaka Outer Statistical Area 3 values] 

In 2023, Upper Clutha’s median personal income of adults was $49,854[footnoteRef:4], notably higher than the $41,500 national median. Similarly, the median household income in the Upper Clutha is $114,368, which is 18% higher than New Zealand’s median household income. This is paired with a notably higher cost of living, reflected in essential goods such as housing and fuel.  [4:  Derived from weighted averages of the Statistics NZ Wānaka and Wānaka Outer Statistical Area 3 values] 

With the resident population expected to rise to over 38,000 by 2055, along with an additional 12,000 average day visitors, the overall population of Upper Clutha will be comparable to the Wakatipu basin’s 2025 population. In 2025 Wakatipu basin was served by a six-route public transport network with all-day service, up to 15-minute frequencies and over 55,000 trips per day on average. 
Spatial planning context
Population growth in the Upper Clutha averaged 3.9% per year from 2020 to 2025 compared with 2.9% in the Wakatipu Basin and 1.0% nationally. To meet this growth demand, residential dwellings have been consented at four times the national average. 
Visitors also drive overall demand for residential dwellings as short-term rentals continue to be a popular accommodation option. An estimated 2,000 holiday dwellings are present in the Upper Clutha compared to 7,700 resident dwellings.[footnoteRef:5] The relationship between dwellings and resident and visitor populations is shown in Table 1. [5:  https://www.qldc.govt.nz/media/twujq1ls/4a-hba-assessment.pdf] 

[bookmark: _Ref227497341]Table 1 Upper Clutha demand, historical and projected (source: QLDC Demand Projections unless otherwise stated)
	
	2018
	2026
	2034

	Dwellings
	7,600[footnoteRef:6] [6:  https://www.qldc.govt.nz/media/ffadaq0p/wanaka-network-operating-framework-report.pdf] 

	10,576
	13,381

	Residents
	12,491
	19,870
	25,132

	Visitors
	7,945
	6,593
	8,166*

	Average day population
	20,436
	26,463
	33,298

	Peak day population
	46,939
	40,736
	51,003


* 2033 value as no projection has been produced for 2034.
** Some visitors present in the Upper Clutha during the day stay in surrounding towns overnight.
With high resident and visitor population growth rates projected to continue in the long term, the Queenstown Lakes Spatial Plan identifies the following priority development areas to ensure growth can be adequately accommodated, and future developments are well-functioning urban environments (see Figure 1):
· Wānaka Town Centre to Three Parks Corridor (current urban zone)
· Southern Wānaka (future urban zone)
The Spatial Plan proposes urban growth in Wānaka and Hāwea be planned and designed to support public transport from early stages of development. It also sets out Hāwea and Luggate as local centres, enabling people living in these areas to have more key destinations within walking or cycling distance. 
The Spatial Plan identifies land south of Hāwea’s current urban extent as an area for “future urban investigation (subject to public transport connection),” highlighting the role of public transport as an enabler for well planned growth. 
[image: ]
[bookmark: _Ref227497626]Figure 1 Upper Clutha priority development areas, Queenstown Lakes Spatial Plan (2021)

In the implementation of the Spatial Plan, QLDC is developing a joint structure plan for the Upper Clutha’s two priority development areas, the Wānaka Town Centre to Three Parks Corridor and Southern Wānaka. The Structure Plan uses an evidence-based approach to address the timings, dependencies, risks and funding requirements for key community needs such as housing, recreation, transport, green spaces, and essential infrastructure. 
Beyond conventional spatial planning processes, urban growth in the Queenstown Lakes District may be increasingly driven by out-of-sequence development enabled by the Fast-track Approvals Act 2024. When providing feedback to urban development fast-track applications ORC advocates for urban environments that can be served with frequent and affordable public transport. At the time of writing one urban development fast-track application comprising 263 dwellings is in progress within the Upper Clutha. 
Transport context
The Upper Clutha’s transport network is comprised of the following elements:
· State highways (SH6, SH84) connecting urban centres to surrounding rural areas and the wider region
· Urban roads and streets, sometimes with footpaths, and cycleways, providing motor vehicles, pedestrians and cyclists with connections to key activity centres
· Active travel corridors offering pedestrians and cyclists a travel corridor free of motor vehicle traffic
Transport mode share
Low density and often single use urban form comprising much of Upper Clutha’s urban areas (paired with an absence of public transport) mean most trips are made by private vehicle. This is the case for trips to work or education, as shown in Figure 2 and Figure 3, as well as most trips made by visitors. 
For residents travelling to work or education, driving a private vehicle, company vehicle or being a passenger in a vehicle make up the greatest share of trips. In Wānaka, rates of cycling to work and education are notably higher than the national average. Working and studying from home also occurs above the national rate.

[bookmark: _Ref227498421]Figure 2 Means of travel to work for people living in the Upper Clutha, disaggregated by SA3 units (Census 2023)

[bookmark: _Ref227498440]Figure 3 Means of travel to education for people living in the Upper Clutha, disaggregated by SA3 units (Census 2023)
Many journeys occur for reasons other than commuting to work and education, particularly in the Upper Clutha where visitors generate a high share of trips on the network. The Queenstown and Wānaka Visitor Experience Survey suggests that visitors also travel largely by motor vehicle, with 88% of respondents indicating they travelled by a private or rented motor vehicle while in Wānaka. 
Motor vehicle availability (as a whole) in the Upper Clutha is substantially higher than the national average as shown below in Figure 4. However, there are still a number of households in the Upper Clutha that have one motor vehicle or no motor vehicle (1.8%), and either by choice or necessity need to find other ways to move around. 2025 data indicates that 19% of these vehicles are electric, well above the district and national average. 
[image: ]
[bookmark: _Ref233794164]Figure 4 Percentage of households by number of motor vehicles, Upper Clutha compared to NZ (Source: Stats NZ 2023 Census)[footnoteRef:7] [7:  https://tools.summaries.stats.govt.nz/places/SA2/upper-clutha-valley#number-of-motor-vehicles] 

The tourism sector provides private transport services, such as shuttles to ski fields, wineries and cycle trails, which comprise a share of visitor trips. Taxi services are also available in Wānaka and the wider Upper Clutha area. 
The Ministry of Education provides school bus services connecting rural areas and small towns to the four schools within the area. Ministry policy states the provision of these services is predicated on no public transport option being present for students. A full list of Ministry of Education school bus services in the Upper Clutha is presented in Appendix A. 
While there are currently commercial public transport services serving Wānaka from Queenstown and Cromwell, these are relatively expensive and must be booked in advance. Consequently, people in the sub-region are highly reliant on private vehicles for key journeys.
Transport disadvantage
Many people in the Upper Clutha who cannot frequently and reliably access a private vehicle are left with limited transport options, and consequently are transport disadvantaged. Table 2 outlines the share of people in the Upper Clutha that likely experience some transport disadvantage, and the associated costs to these people not served. 
[bookmark: _Ref227498768]Table 2 Transport disadvantage prevalence in the Upper Clutha[footnoteRef:8] [8:  Table derived from ‘A Business Case for Improving Interregional Bus Services’ produced by the Victoria Transport Policy Institute] 

	Type
	Prevalence
	Cost if not served

	Seniors who do not or should not drive
	5-10%[footnoteRef:9] [9:  Estimation from Victoria Transport Policy Institute at https://www.vtpi.org/bcit.pdf] 

	Non-drivers lack mobility, require chauffeuring (special vehicle travel to transport a non-driver), or costly options (taxis and ride-hailing), or move to another community with better transport options.

	Disabled people
	3.9%[footnoteRef:10] [10:  Source: 2023 Census data from https://regions.infometrics.co.nz/wanaka-surrounds/census?census=wanaka-surrounds] 

	

	Youth (10-19 years)
	10.8%[footnoteRef:11] [11:  Source: 2025 figure from https://regions.infometrics.co.nz/wanaka-surrounds/population/age-composition?compare=new-zealand] 

	

	Drivers who share vehicles
	5-15%[footnoteRef:12] [12:  Estimation from Victoria Transport Policy Institute at https://www.vtpi.org/bcit.pdf] 

	

	Drivers whose vehicles are inoperable or must be transported to another region for repair or sale
	Varies
	

	
	
	Requires chauffeuring, hitchhiking or costly taxi or ride-hailing services

	Low-income people
	25.3%[footnoteRef:13] [13:  Derived from https://regions.infometrics.co.nz/wanaka-surrounds/population/age-composition?compare=new-zealand and https://tools.summaries.stats.govt.nz/places/SA3/wanaka-outer/vs/SA3/wanaka#total-income] 

	Lack mobility or bear excessive transport costs

	Visitors
	25.1%[footnoteRef:14] [14:  Source: 2025 figure from https://www.qldc.govt.nz/community/population-and-demand/] 

	Lack mobility, forego visiting or visit other areas

	Impaired or distracted drivers
	Varies
	Increased road safety risks



High fuel costs in the Upper Clutha exacerbate transport disadvantage for low-income people and increases the community’s vulnerability to petroleum-related economic shocks.
The types of people noted above in Table 2 are the groups of individuals most likely to use public transport if it was accessible, affordable and convenient.
Committed transport infrastructure funding
QLDC and NZTA have funding allocated for ongoing transport infrastructure maintenance and renewal and improvement projects including:
· Wānaka
· Ballantyne Road / Avalon Station Drive Roundabout, Avalon Station Drive extension, and shared path connecting Avalon Station Drive and Ballantyne Road via Frederick Street (assumed prior to 1 July 2027).
· Ballantyne Road / Golf Course Road Roundabout, new road links into Three Parks from Ballantyne Road, and the completion of the Schools to Pool Shared Path (assumed prior to 1 July 2027).
· Northlake urban development road network build-out (ongoing)
· Component renewal of road bridges, retaining structures, guardrails, tunnels, stock access structures cattle stops, footpaths on road structures, pedestrian over-bridges/underpasses (ongoing)
· Lakefront Shared Path Stage 4 (assumed prior to 1 July 2027).
· Footpath renewals/improvements (ongoing)
· Minor public transport infrastructure (e.g. stops, shelters and approaches) to support a public transport service (ongoing from 1 July 2025)
· Albert Town
· SH6 Clutha River (Albert Town) Bridge:
· Short term: continual traffic signal optimisation to reduce proportion of “all red” phase
· Long term: bridge duplication between 2038 and 2043
· Hāwea
· Longview urban development road network build-out (ongoing)

[bookmark: _Toc235176100]Work completed to date
This investment case is informed by a number of previous land use and transport planning work for the area, as outlined in Appendix B. Specifically, it builds on the recent Wānaka Network Optimisation Single Stage Business Case and the Wānaka Community Shuttle Trial to strengthen the case for public transport in the Upper Clutha.
Wānaka Network Optimisation Single Stage Business Case
The Wānaka Network Optimisation Single Stage Business Case (2025) is an unfinished but concluded project that focused on the future of Wānaka’s transport network, following an earlier Masterplan and Programme Business Case. The project delivered a Strategic Case and Economic Case for all transport modes in Wānaka, Three Parks, Northlake and Albert Town. It considered how to prepare and optimise the transport system for future growth and development and demonstrates the importance of mode shift to sustainable transport modes and greater integration with land use to manage increased demand on the network. It concluded that early action and a strong mode-choice offering would deliver exceptional value for money, and support a more resilient, efficient transport network. Planning and investing early could significantly reduce the risk of escalating network-level issues currently occurring in Queenstown from transpiring in Wānaka.
The Wānaka Network Optimisation Single Stage Business Case developed a series of strategic responses covering the broad areas of:
· spatial planning
· capacity and safety improvements on critical corridors
· travel choices. 
The introduction of public transport was included in the ‘travel choice’ strategic response to provide additional mode choice for residents and visitors moving from and within Wānaka and the satellite communities from 2030 onwards. This business case deems traditional public transport services infeasible in the near future, but by the mid-2050s proposes all day services across five routes to help mitigate network congestion in the Wānaka basin. The business case also notes the requirement of supporting infrastructure such as bus stops and interchanges.
The benefits of public transport initiatives were not monetised in the Strategic Responses assessment, nor were any demand estimates calculated. The impacts of public transport were included through a reduction in vehicle kilometres travelled in the 2043+ forecasted period.
Wānaka Community Shuttle Trials
The Wānaka Community Shuttle Trials consisted of two short-term public transport trial services which were led by Community Networks/LINK, a local community support and connection centre. The trials were designed to meet the community need for an affordable and sustainable transport option in the short term while demonstrating the demand for a potential public transport service in the long term. 
The first trial ran from 28 September to 21 December 2022. It connected Hāwea, Hāwea Flat, Albert Town, Three Parks and the Wānaka CBD with six services a day, three days a week. In total it generated 665 person trips and feedback from service users was very positive. 
Following the success of the first trial, and in order to test different options, it was decided that a second trial would be conducted with financial support from Queenstown Lakes District Council (QLDC) and Lake Wānaka Tourism (LWT), led by a working group with representatives from QLDC, LWT, Yello (Wānaka Transport Group), Community Networks/LINK and Otago Regional Council (ORC).
The second trial ran from 29 May to 18 September 2023. It featured a Hāwea - Wānaka express service with four centralised stops, running five days a week, as well as an urban loop service connecting outlying areas of Wānaka to the CBD. In total, there were 645 rides taken during the second trial, 552 of which were on the Hāwea-Wānaka express service. It was estimated that the second trial enabled a reduction of over 48,900 light fleet vehicle kilometres. 
Passengers were charged $2 per person per ride for both trials.
The trials highlighted the demand for an affordable and sustainable transport option, especially noting the strong support of a direct express link between Lake Hāwea and Wānaka. 
[bookmark: _Toc235176101]Strategic alignment 
This section provides a summary of the strategic alignment of the proposed investment in public transport services for Wānaka and the Upper Clutha with legislation, and national and regional policy priorities.
Land Transport Management Act 2003 (LTMA)
Investigating public transport options for communities with limited or no public transport service fulfils the LTMA s115(1) principles of:
(a) well-used public transport services reduce the environmental and health impacts of land transport, including by reducing reliance on single-occupant vehicles and using zero-emission technology
(b) public transport services support a mode shift from private motor vehicle use and equitable access to places, facilities, services, and social and economic opportunities if they are co-ordinated, integrated, reliable, frequent, accessible, affordable, and safe.
Transport Outcomes Framework (Ministry of Transport)
An investment in public transport in Upper Clutha would primarily contribute to the Transport Outcomes Framework outcomes of inclusive access, economic prosperity, and environmental sustainability. 
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Government Policy Statement on land transport (2024-2034) (GPS) 
The GPS has four strategic policy areas:
· Economic growth and productivity
· Increased maintenance and resilience
· Safety
· Value for money.
Implementing public transport in the Upper Clutha directly supports the GPS 2024 Economic Growth and Productivity priorities by:
· Easing congestion and parking demand through mode shift from private cars to shared transport.
· Increasing access to employment, services, and markets by connecting residents, workers, and visitors across Wānaka, Hāwea, and surrounding areas.
· Supporting workforce mobility and business productivity through improved connectivity between residential and commercial hubs.
· Building sustainable travel habits that support long-term economic growth and liveability.
Noting the size of the Wānaka Upper Clutha catchment and the scale of the proposed services, any reduction in travel times and congestion is likely to be minimal in the short-term. The introduction of public transport in the Wānaka region will enable mode choice and sustainable travel habits to be established supporting economic growth and liveability as well as resilience to rising energy prices in the longer term. 
From a pragmatic perspective, the government outlines in the GPS 2024 (p.13) that it will continue to fund existing public transport services “where they are cost effective, achieve value for money, and achieve the expected outcomes of less congestion and increased patronage”. Further it includes investment in targeted public transport projects in Auckland and Wellington. The GPS also sets an expectation for increased private share funding to:
· Support increased levels of public transport expenditure
· Reduce pressure on ratepayers and taxpayers
Consideration will need to be given to how an adequate balance between public funding and private contributions can be achieved to reduce long-term costs and be consistent with the government’s expectation and current fiscal environment, including private share targets. 
New Zealand’s second emissions reduction plan 2026-2030
The second ERP focuses on urban public transport infrastructure and emissions reduction in cities. It doesn’t provide direct justification for establishing public transport in areas like Upper Clutha, though the general principles (reducing emissions, zero-emissions vehicles, and integrating transport investment with housing and land-use planning) are still relevant.
National Policy Statement on Urban Development 
The National Policy Statement on Urban Development (2020) (NPS-UD) sets objective and policies required for major urban centres to have well-functioning urban environments. Specifically, it mandates tier 1 and 2 centres to achieve “urban environments that enable all people and communities to provide for their social, economic, and cultural wellbeing, and for their health and safety, now and into the future”.[footnoteRef:15] It strongly encourages all smaller, or tier 3, urban centres such as those in the Upper Clutha to align with its objectives and policies. [15:  Objective 1, https://environment.govt.nz/assets/publications/National-Policy-Statement-Urban-Development-2020-11May2022-v2.pdf] 

Public transport is emphasised by the NPS-UD as a key component of urban environments and directs local governments to support good public transport provision in land use planning decisions. 
Proposed Otago Regional Policy Statement 2021
Investment in public transport in the Upper Clutha aligns with implementing the proposed Otago Regional Policy Statement (pORPS) transport objectives: 
· EIT-TRAN-O7 - Energy efficient and safe transport - Otago has an integrated air, land and water based transport network that: 
· is effective, efficient and safe  
· connects communities and their activities within Otago, with other regions, and internationally, and 
· is resilient to natural hazards and the effects of climate change, and the changing needs of communities. 
· EIT-TRAN-08 - Transport system - The transport system within Otago supports the movement of people, goods and services, is integrated with land use, provides a choice of transport modes and is adaptable to changes in demand. 
· EIT-TRAN-09 – Effects of the transport system - The contribution of transport to Otago’s greenhouse gas emissions is reduced and communities are less reliant on fossil fuels for transportation.
Queenstown Lakes Spatial Plan
The Queenstown Lakes Spatial Plan (2021) provides a blueprint for Upper Clutha’s future urban growth, emphasising the necessity of public transport to support new development. It assumes the introduction of a local regular frequency public transport network to connect Wānaka, Albert Town, Hāwea and Luggate as shown below in Figure 5 and sets the priority initiative to investigate establishing an Upper Clutha public transport network. Specifically, it highlights a high-quality public transport service is a pre-requisite for Hāwea to expand. 
The plan was set to be replaced with a Future Development Strategy under the NPS-UD however draft resource management legislation indicates that Spatial Plans will be the future tool to set out land use and infrastructure opportunities. 
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[bookmark: _Ref226465691]Figure 5 Future urban extent, centres and transport for the Upper Clutha (Source: Queenstown Lakes Spatial Plan)

Mid-term review Otago Southland Regional Land Transport Plans 2021-2031 (RLTP)
The strategic objectives and transport network improvement plans for the Otago Southland region are set out in the RLTP, and inform Otago’s Regional Public Transport Plan (RPTP). Specifically, it contains a connectivity and choice objective to “develop a range of travel choices that are used by communities and business to connect”, and an investment priority to “optimise an efficient and accessible transport network through enhanced mode choice provision across the regions”.
Otago Regional Public Transport Plan (RPTP)
The RPTP sets Otago Regional Council’s intentions to develop a regional public transport network that connects smaller towns and rural areas to key centres and provide an alternative to private vehicle travel (subject to funding and further study). This includes a Queenstown to Wānaka service and a local Wānaka service as per section 5.2 Regional Network Aspiration Maps as shown below in Figure 6. Policy NF P9, (p.73) and Action NF A2 (p.74) further detail prioritisation of transport solutions for smaller communities. 
During public consultation on the RPTP, 23 submitters requested public transport for the Upper Clutha specifically, often citing the communities need for transport options beyond private vehicle travel to improve connectivity and accommodate growth, while an additional 25 requested an expansion of public transport beyond Dunedin and Queenstown more generally. 
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[bookmark: _Ref226465881]Figure 6 Otago regional network aspiration map (6-10 years) (Source: Otago Regional Public Transport Plan)


[bookmark: _Toc235176102]The problem/opportunity
Rapid population growth and dispersed settlement patterns across the Upper Clutha have occurred with limited investment in alternative mobility options. Consequently there is high car dependency and limited transport choice (particularly for those living outside of Wānaka). This has resulted in increasing network congestion at peak times, and poor connectivity and access for those who cannot reliably use a private vehicle.
The case for change outlined in the Wānaka Network Optimisation Business Case centres around the need to manage both the significant growth that has occurred, as well as the predicted future growth and settlement patterns. It identified the following two problem statements presented in Figure 7.
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[bookmark: _Ref226641702]Figure 7 Wānaka Network Optimisation Business Case problem statements
The Wānaka Network Optimisation Business Case considers all modes, including emphasising the importance of public transport in meeting long-term growth, increasing access to opportunities and reducing transport-related greenhouse gas emissions. It does however conclude that traditional public transport services are infeasible in the short term, deferring the inclusion of public transport in the ‘travel choice’ strategic response from 2030 onwards, and frequent services over five routes not anticipated before 2050. 
Informed by the evidence presented in the Wānaka Network Optimisation Business Case, two public transport specific problem statements have been developed for this investment case as shown below in Figure 8. Rapid and sustained population growth in the region is the root cause driving the wider problems such as poor land use integration, and high private vehicle use. With inadequate alternative transport options, people living in the Upper Clutha that do not have reliable access to a private car experience transport disadvantage and exclusion.
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[bookmark: _Ref226644152]Figure 8 Problem statements
Status of the evidence base
There is a strong level of evidence to support these problem statements. Census data, reports and engagement feedback consistently demonstrate the challenges arising from rapid population growth and limited transport options. The evidence base for key components of the problem statements are described below:
· Evidence of population growth (Problem Statement 1):
· The Upper Clutha population has doubled since 2012. 
· QLDC population and growth data forecasts high residential population growth (2.4% per annum) and average day visitor growth (2.3% per annum) between 2025 and 2055 in the Upper Clutha. Both these growth rates exceed those for Queenstown over the same period (1.8% and 1.9 per annum respectively).[footnoteRef:16] [16:  https://www.qldc.govt.nz/community/population-and-demand/] 

· QLDC Demand Projections 2025 “High Plus” growth scenario is utilised for the district’s Housing and Business Capacity Assessment 2025. This reflects much higher growth than previous demand projections, responding to recent trends where actual growth has exceeded the anticipated growth projections.
· The QLDC Housing and Business Capacity Assessment 2025 projects 3,400 more dwellings will be demanded by 2033, a 23.5% increase from 2026 housing demand.
· Evidence of lack of transport options (Problem Statements 1 and 2):
· QLDC Wānaka Network Optimisation Business Case data provides a detailed case for change for investing in sustainable travel modes to improve overall network performance and equitable access to key activity centres
· Queenstown public transport network data shows a 4% increase in PT patronage from 2024 to 2025, while the population of the Queenstown Urban area grew 2% during the same period. PT uptake outpacing population growth in Queenstown suggests demand for PT in the Upper Clutha may be greater than what population growth figures suggest. 
· The Community Trial Final Report demonstrates substantial demand for PT currently exists in Wānaka and Hāwea through both trials’ notable uptake. 
· Rates of people working and studying at home are notably above the national average. While this is partially due to the relatively large share of agricultural work in the area, it also suggests the inconvenience of commuter travel. 
· Motor vehicle availability in the Upper Clutha is substantially higher than the national average. For instance, 26.7% of households in the Upper Clutha have zero or one motor vehicle compared to the 39.8% national average.
· Community engagement undertaken for The Better Ways to Go Queenstown Lakes District Mode Shift Plan identified poor connectivity between key locations and perceived safety issues of active travel infrastructure within Wānaka.
· Evidence of the share of population without reliable use of a private vehicle (Problem Statements 1 and 2):
· Wānaka’s share of people over age 65 is 3.1% above the national average
· The Community Trial Final Report[footnoteRef:17] articulated the social and economic benefits of increased connectivity from the provision of an affordable and sustainable PT service. [17:  https://www.communitylink.nz/shuttle-trial] 

[bookmark: _Toc235176103]Investment Objectives
Four investment objectives have been identified and are central to this investment case. Each investment objective has been weighted to reflect ORC’s level of responsibility and ability to impact through investment. The weighting will also help direct the level and focus of any investment. The sections below discuss each of these objectives and contrast the current state with the community needs or desired future state. The community needs represent the foundational reasons for initiating this project.
Table 3 Investment objectives
[image: ]

[bookmark: _Toc235176104]Existing arrangements and community needs
Investment Objective 1: Land use and transport integration
	IO1 statement: Support good urban form

	Existing arrangements
	· Growth in the Upper Clutha has encouraged car reliance (transport – land use feedback loop)
· Increasing transport demand generated by population and visitor growth is contributing to congestion at key points on the network
· Satellite towns, particularly Lake Hāwea, are growing rapidly due to the lack of affordable housing near key destinations in Wānaka.

	Community needs
	· Key growth areas are served by good public transport
· Enable future growth to be planned with the certainty that reliable public transport will be available for residents.
· Increased travel demand is planned for.
· New services adhere to principles of serving diverse trip types, prioritising a patronage-oriented network and mode-neutrality.



Investment Objective 2: Connectivity
	IO2 statement: Increase connectivity and accessibility using sustainable modes

	Existing arrangements
	· No public transport services in the Upper Clutha 
· Reliance on private vehicles for most journey types
· Social isolation especially for those not able to drive
· The satellite towns of Lake Hāwea and Luggate are disconnected from key activity centres in Wānaka.

	Community needs
	· People have greater choice for how they move around the Upper Clutha
· Public transport connects and services diverse trip types
Public transport supports equitable access to places, facilities, services and social and economic opportunities  
· Services are delivered in a manner that is coordinated, integrated, reliable, accessible, and safe.



Investment Objective 3: Environmental sustainability
	IO3 statement: Carbon emissions are reduced and air quality is improved

	Existing arrangements
	· Reliance on private vehicles for most journey types 
· High private vehicle use is responsible for increasing transport-related emissions
· With no public transport in the Upper Clutha, the rapid growth in population places further pressure on transport-related emissions from private vehicle use.

	Community needs
	· Public transport service performance is comparable with private car travel, incentivising its uptake
· Well-used public transport services reduce the environmental and health impacts of land transport, including by reducing reliance on single-occupant vehicles 
· Vehicles use zero-emission technology.



Investment Objective 4: Affordability
	IO4 statement: Increase access to affordable alternatives to private vehicle travel

	Existing arrangements
	· Social isolation especially for those without reliable access to a private vehicle
· Active transport is the only available affordable travel mode, but it is not accessible for everyone nor suitable for every trip.
· The high cost of private travel excludes people from accessing essential services and opportunities.

	Community needs
	· Public transport is provided at a cost that is affordable to both users and funders
· Reliable and affordable public transport supports greater social inclusion for all. 






Public Transport Investigations – Upper Clutha   |   3

	
Public Transport Investigations – Upper Clutha   |   7
[bookmark: _Toc235176105]Case studies
The purpose of this section is to briefly compare Upper Clutha, which currently does not have publicly funded public transport services, with other areas in Otago and New Zealand with similar characteristics that do have services. It provides an example of “what is possible”, and specifically what kinds of public transport services are currently receiving funding. 
No single case study is a singular model for Upper Clutha. They each have significant differences as well as similarities, but in aggregate these examples show similarities with many aspects of Upper Clutha.
Table 4 Case studies
	Location
	Description of area
	Description of service
	Similarities and differences with Upper Clutha
	Overall relevance

	Taupō
	Taupō is a town of around 30,000 in the central North Island. 
	· A limited “Taupō Connector” 8-trip-per-day urban service
· Runs six days a week
· Supplemented by a very limited “Connect2Taupō” bus service that connects outlying areas to Taupō less-than-daily.
	· Taupō is a geographically distinct urban area a long way from larger settlements, and therefore its local public transport is not distorted by being a part of a wider network of any scale
· Taupō also has a visitor-oriented economy like Upper Clutha, and even a similar lakeside geography.
· Although larger in population this difference would be reduced when considering visitor numbers, and will likely decrease over time
	Taupō is valuable because of its geographic similarities to Upper Clutha. Its PT service design is also quite distinct from other services listed here. The service design would form a good model for a very limited start-up service option in Upper Clutha.
Because of the service’s limitations, the patronage is satisfactory for a single service, while at the same time being low relative to the town’s population. As such it illustrates potential lower bounds on trip generation.

	Thames
	Thames is a coastal settlement of around 8,000 people in north-eastern Waikato, on the Coromandel Peninsula
	· A limited “Thames Connector” service of five trips a day in each direction operates. 
· This service is compressed in time relative to Taupō, running from 9:30am to 3:30pm, and is operated by a taxi company running a 14-seat minibus.
	· Thames is substantially smaller than Upper Clutha, but is an area with high visitor numbers
	The Thames Connector illustrates the potential demand for a highly limited service with different properties to the Taupō Connector; oriented towards inter-peak usage only with no commuter trips and operated using small vehicles.
A service along these lines could be a minimum-level skeleton service in Upper Clutha and could potentially be delivered by more community-led mechanisms and could still deliver sufficient trips to generate acceptable patronage.

	Arrowtown
	Arrowtown is a historic settlement in the Whakatipu Basin, 20km from Queenstown. The resident population is around 3,000, and there are large numbers of tourists. The expected level of population growth is low.
	· Two half-hourly bus routes, one to Frankton, one direct to Queenstown (net 48 trips per day per direction).
· Full service 7 days a week
· This is a 2025 improvement, splitting a previous service into two services and giving more direct travel options
· The level of service is not justified by Arrowtown alone; intermediate destinations (Arthurs Point, Ladies Mile) contribute as well as its proximity to Queenstown urban area.
	· Both Arrowtown and Lake Hāwea settlements are separated from the core urban area but are close enough to form a functional part of the urban area.
· Similar populations at present.
· Arrowtown is a significant tourist destination
· There is significantly more residential growth expected in Lake Hāwea than Arrowtown
· Despite distance, both Lake Hāwea and Arrowtown form effective anchors for public transport routes, supporting service for inner parts of routes.
	Arrowtown is an example of an area with a high level of public transport service relative to population. This is because despite distance barriers, it generates sufficient trips to clearly “anchor” the bus routes.
Lake Hāwea would fulfil a similar “anchor” function in an Upper Clutha network and could be a stronger trip generator due to planned long-term growth. Although the potential level of trip generation is weaker, the land-use implications of Lake Hawea public transport compare favourably.


	Jacks Point, Hanleys Farm, Homestead Bay
	These areas form the core of the Southern Corridor, one of the most significant growth areas in the Whakatipu Basin. The area’s population has risen sharply since Orbus services began in 2017, with a population already growing from 900 in that year to 5,400 at present. The future population is forecast to grow to 11,000 in 2055, driven largely by the Homestead Bay development.
	· A half-hourly bus route with 24 trips a day in each direction, which since 2025 has connected directly into Queenstown (having previously terminated at Frankton).
· Future services will become very frequent as Homestead Bay and other southern corridor developments are built, and the road network reaches capacity.
	· Like the Southern Corridor, Upper Clutha is expecting to see a high level of future growth and increased importance of public transport
· The Southern Corridor is more constrained and reliant on public transport due to limited roading connections.  
	While the Southern Corridor is likely to be one of the most significant public transport corridors in the South Island due to particular local factors, the scale of growth faced by Wānaka is similar in magnitude. The differences are in urban form and constraints which put limits on Upper Clutha public transport potential, but the overall similarity in scale is important to note. 

	Mosgiel
	Mosgiel is a town on the outskirts of Dunedin City with a population of around 15,000. The town forms a part of a single functional urban area with Dunedin.
	· A half-hourly (15min at peak, with additional express trips) service, which is well patronised and primarily delivers travel to/from destinations beyond Mosgiel
· A limited On-Demand service operates 5 days a week until 6pm, delivering local trips within Mosgiel
· On-Demand has demonstrated limited improvements on previous low-usage loop routes, but not a transformational change in usage for local trips
	· Mosgiel is a small urban area with a strong bus service.
· Although smaller than Wānaka it forms part of a larger functional urban area.
· Although Dunedin does not have the growth of Upper Clutha, Mosgiel is where much of Dunedin’s growth is concentrated
· Mosgiel’s On-Demand service is also important as this is one potential solution suggested for Upper Clutha
	While more different to Upper Clutha than various examples in Whakatipu, Mosgiel is a reasonable comparator example of potential demand for public transport. The On-Demand component shows the opportunities and limits, although the scale is smaller.

	Otago Peninsula
	Otago Peninsula lies on the outskirts of the Dunedin network and has a number of small townships. The areas served by the Peninsula have a population of up to 5,000, and there are a number of tourist attractions that generate trips.
	· An hourly service with additional peak trips due to high school-travel demands
· Limited trips are extended past Portobello to Harington Point
	· Although the core Peninsula service is classed as part of the urban network, it has relatively long trips and serves a dispersed population, more so than Upper Clutha would
· However, it does form part of a larger Dunedin network
· Like Upper Clutha, there are a significant number of visitors as well as residential PT users
	The Peninsula service demonstrates the potential demand for a dispersed population, with strong trip attractors (Central Dunedin and tourist attractions).

	Timaru
	Timaru is a town of around 30,000 on the east coast of the South Island
	· Previous fixed-route services have been replaced by an extensive on-demand service, which is subject to expansion
	· Timaru and Upper Clutha are similar in being geographically distinct functional urban areas of similar populations (particularly daytime populations including visitors) and with urban forms that create public transport challenges
· Timaru does not have the same level of growth, nor this same visitor-oriented economy.
· Different demographics
	The relatively successful and well-regarded on-demand service in Timaru is a valuable case study for on-demand elsewhere. 
It also demonstrates the value of investment in PT services of any form, in towns where size and urban form limitations constrain PT design.



[bookmark: _Toc235176106]Scope and key service requirements
The Queenstown Lakes Spatial Plan (2021) provides the basis for the geographical scope of this investment case. The following locations of the Upper Clutha are included within the investigation scope: 
· Wānaka: largest activity centre in the Upper Clutha, high share of visitor accommodation
· Northlake: medium density development with over 1500 residents. Under five kilometres from Wānaka town centre
· Three Parks: high concentration of commercial activity and social infrastructure. Under four kilometres from Wānaka town centre 
· Albert Town: low density suburb with over 2000 residents. Roughly five kilometres from Wānaka town centre
· Southern Wānaka: future high-density mixed-use development under five kilometres from Wānaka town centre
· Lake Hāwea: largest satellite town in Upper Clutha, high growth largely residential development with over 2400 residents in 2025 and 7200 expected by 2055.[footnoteRef:18] 16 kilometres from Wānaka town centre [18:  https://www.qldc.govt.nz/community/population-and-demand/] 

· Luggate: heritage satellite town limited commercial activity or social infrastructure. Home to 680 residents and 13 kilometres from Wānaka town centre.
The key service requirements are shown below and drawn from the RPTP’s Focus area 4: A connected and integrated network, guiding principles and service design policies SD P1 to SD P6 (p.51, 52) to meet the business needs and investment objectives. 
Table 5 Key service requirements
	Service Requirements
	Potential Scope

	Serve diverse trip types
	Services connect people to diverse destinations including shops, restaurants, libraries, workplaces and schools. Services also support complex travel patterns that are time and cost effective.

	Prioritise a patronage-orientated network 
	Focus on serving high demand areas with high service frequency and maximum convenience. Whilst also optimising resources to deliver quality coverage to support equitable access where possible.

	Support connections with other modes
	Service design supports easy and convenient connections with other modes. Services will be planned in a way that aligns with existing infrastructure, allowing for safe seamless access or transition between modes.



[bookmark: _Toc235176107]Out of scope
The following services and trip types are out of the scope for this investment case:
· Ski field services: as a popular recreation activity for both residents and visitors, trips to ski fields account for a large number of trips between June and September. Increased traffic concentrates in Central and Southern Wānaka as people travel west and south to nearby ski fields. While ski-related travel is a notable trip type for a portion of the year, this investment case prioritises public transport options that serve people’s daily and essential travel needs over recreational interests. Moreover, transport to ski fields near the Upper Clutha already exists in the form of commercial services. 
· Park and Ride in Luggate: park and ride increases the catchment of public transport by enabling easy access by private vehicle. Due to the relatively short driving times from Luggate to key activity centres in the Upper Clutha and the small population east of Luggate, park and ride is unlikely to attract enough passengers to achieve good value for money. 
· Regional connections: connections from the Upper Clutha to nearby centres such as Queenstown and Cromwell have been excluded from this investment case. The case for these services will be evaluated in the related but separate Otago Central Lakes regional PT investigation being completed co-currently with this case.
· Walking- and cycling-exclusive trips: this investment case does not consider active travel modes such as walking or cycling specifically. It is however noteworthy the importance of good walking and cycling first and last mile connections to encourage use of public transport. 
[bookmark: _Toc235176108]Related projects
Table 6 below provides a list of projects that relate to this investment. These projects have overlaps in terms of planning, investing and delivery timeframes. They also collectively contribute to improving outcomes in the Whakatipu and Upper Clutha region.
[bookmark: _Ref233712706]Table 6 Active projects that relate to implementation of public transport in Upper Clutha
	Project
	Description

	Sub-Regional Public Transport Business Case (2025/26)
	A Sub-Regional Public Transport Business Case is in progress to be completed early in the 2026/27 financial year. This investment case proposes public transport services for the Sub-Region linking Alexandra, Clyde, Cromwell, and Wānaka with Queenstown. 
Both projects seek to determine viable alternatives to private car travel within their respective townships and to Queenstown. It is expected both projects will have similar options frameworks (though different outcomes). There is likely to be a high level of integration of timetables and operating arrangements across these two projects, leading to them being procured co-currently.

	Otago Central Lakes Regional Deal – sub-regional Transport Network Plan (2026)
	As a part of the Otago Central Lakes Region Deal (as of June 2026) the three councils (CODC, ORC, QLDC) are producing a Sub-Regional Transport Network Plan. This will be a network level framework that defines how the transport system should function, be prioritised, and evolve over the long term. This project is being led by QLDC and will be the first all-mode analysis of the Otago Central Lakes sub-region. 
This Project will be consistent with the public transport components of this plan. 

	Otago Central Lakes Regional Deal – sub-regional spatial planning (unknown timeframe)
	As a part of the Otago Central Lakes Region Deal (as of June 2026) it is expected that the three councils (CODC, ORC, QLDC) will collaboratively develop a combined spatial plan for the Otago Central Lakes subregion. The successful establishment of a regional deal is required to confirm this subregional spatial plan as an official work programme. 
The Project will inform the transport components of this plan.

	Balclutha – Dunedin (via Airport) public transport investigation (2025/26)
	The Balclutha - Dunedin investigation is expected to be completed in the first half of FY 2026/27. While a different geography, the close overlap in the projects’ scales and processes warrant their coordination. Collectively the three public transport investigations (Balclutha, Queenstown Sub-regional and Upper Clutha) will form part of ORC’s public transport improvements programme seeking funding through the 2027-2030 LTP and RLTP processes. 

	Queenstown Public Transport Business Case (2024)
	This ORC and NZTA endorsed business case is the blueprint for public transport investment to increase mode share in Whakatipu. The preferred programme is presented in four distinct stages between 2024 and 2039. Stage 1 service improvements were completed in 2025 and planning for Stage 2 implementation is in progress. 

	Motu Move Ticketing system Rollout (2027)
	Otago is scheduled to launch the new national ticketing system (Motu Move) in July 2027. The rollout involves the installation of new ticketing hardware and system across Otago’s fleet. Any delays to the project may impact when the Upper Clutha service could commence as it would not be feasible to install the existing Bee Card system. 



[bookmark: _Toc235176109]Timing
As detailed in the strategic context section above, population growth and dwelling consents in the Upper Clutha over the last five years are four times that of the national average. Coupled with increasing visitor numbers and limited transport choices, significant pressure is being placed on the existing transport network. 
With limited ability to manage growth, there is a sense of urgency to plan and invest in improving transport choice for everyday journeys. Investing early in public transport could significantly reduce the risk of escalating network-level issues currently occurring in Queenstown, transpiring in Wānaka.
There is a need to recognise and respect the strong influence the public transport system can have in shaping urban form and future infrastructure needs. This investment case seeks to demonstrate that addressing the public transport deficit in the Upper Clutha should be an immediate priority.
[bookmark: _Toc235176110]Benefits of investment
The key benefits of investing in this proposal have been listed below in Table 7. The benefits and measures are linked to each of the investment objectives and are consistent with the Land Transport Benefits framework, RPTP performance measures, and recent NZTA research[footnoteRef:19]. The numbers next to each of the benefits and measures directly relate to the transport outcomes and benefit classifications in the framework. [19:  Baker, K., Weir, D., Woodfield, C., Kelley, S., & Wallis, I. (2025). Vertically integrated public transport measurement (NZ Transport Agency Waka Kotahi research report 747).] 

Baseline values for each of the measures have not yet been established.
[bookmark: _Ref226992938]Table 7 Key Benefits
	Benefit
	KPIs / Measures
	Targets

	Investment Objective 1:   Land use and transport integration: Support good urban form

	Improved access to economic opportunity (5.2)
	5.2.6 Access to key economic destinations
	Percentage of jobs in region less than 45-minutes door-to door travel time[footnoteRef:20] for the average resident, (morning peak) is increasing [20:  Door to door travel time includes the walk up access and egress as well as wait time.] 


	Improved spatial coverage of public transport (10.2, 10.3)
	10.2.5 Spatial coverage of public transport for employees/Public transport access to jobs
	The number of employees in Wānaka within 500m of a bus stop is increasing

	
	10.2.6 Spatial coverage of public transport for residents
	The number of people resident in Wānaka/Upper Clutha within 500m of a bus stop is increasing

	
	10.2.6a Spatial coverage of public transport for new dwellings
	% of recently built residential dwellings with access to PT

	
	10.3.1 Access to key social destinations
	The percentage of key activity centres accessible in less than 45-minutes door-to-door travel time for Upper Clutha residents is increasing.
OR
The percentage of key activity centres in Wānaka within 500m of a bus stop is increasing

	Investment Objective 2:   Connectivity and choice: Increase connectivity and accessibility using sustainable modes

	Improved public transport mode choice (10.2)

	10.2.1 Mode share
	Percentage of the population in the Wānaka ward using public transport in the last year is increasing.

	
	10.2.2 Accessibility of public transport facilities
	Number of bus stops that are fully accessible is increasing

	
	10.2.7 Temporal availability of public transport
	Public transport frequency per hour weighted by percentage of the population
living within 500m of a bus stop is increasing

	
	Service use/Passenger demand
	Passenger boardings are increasing annually.

	Investment Objective 3:   Environmental sustainability: Carbon emissions are reduced and air quality is improved

	Reduced emissions from land transport (8.2)

	8.1.1 CO2 emissions
	Total vehicle CO2 emissions per capita is reducing

	
	8.1.3 Vehicle kilometres travelled (VKT) reduction
	Light vehicle VKT is reducing

	Investment Objective 4:   Affordability: Increase access to affordable alternatives to private vehicle travel

	Improved transport affordability for users (10.2)
	10.2.8 Cost of access to key destinations for all modes
	Cost to access destinations is reducing with the introduction of affordably priced public transport

	
	Fair fares relative to other PT networks in the region (no corresponding NZTA measure)
	Public transport fares remain comparable with other networks in Otago (Queenstown and Dunedin) (e.g. Less than a 50% difference from existing service fares)

	Value for money (for funders) – using limited resources to best serve communities.
	Private share of operating costs
	Private share contributions to the costs of service delivery grow over time.

	
	Operating cost per passenger kilometre
	Average operating cost per passenger kilometre remains comparable with the rest of the Otago network.

	Changes in human health (3.1)
	Physical and mental health benefits from availability of affordable reliable public transport.
	[Qualitative] Improvement in quality of life experienced by users such as reduced financial stress, improved social interaction (reduced isolation), and improved physical health through use of active first/last mile trip legs.


[bookmark: _Ref233627948][bookmark: _Ref233628142][bookmark: _Toc381007689]

[bookmark: _Toc235176111]Risks
The table below discusses the most significant strategic risks that might prevent, degrade, or delay the achievement of the investment objectives or otherwise undermine the outcomes being sought through this investment. 
Table 8 Initial risk identification and assessment
	Strategic risk
	Risk management strategy

	IF the preferred option does not align with central government policy direction or Council’s priorities THEN the ability to progress public transport services in the Upper Clutha may be delayed. 
	Regular review of strategic alignment and priority with partners (QLDC and NZTA) and Council (via portfolio leads) throughout project development.

	IF the project is not deemed a priority for inclusion through the 2027 Long-Term Plan and RLTP process THEN implementation and the realisation of benefits may be delayed.
	The benefits of investing and value proposition will be articulated as strongly as possible through this business case. Staff will work in an integrated manner with the LTP and RLTP project prioritisation process. 

	IF there is engagement or consultation fatigue or people are disenfranchised, THEN it may be difficult to connect with the community and receive representative feedback. 
	Establish good communication, engagement and consultation plan. Engage early and meaningfully with the communities. Make sure purpose, scope, impacts and benefits are clearly communicated.

	IF there is a change in government following the election in late 2026 or preferences of the government change THEN rework of the investment case may be needed.
	Release of the draft GPS will signal government’s priorities. This will provide an opportunity to assess early alignment (or not) of this project. A change in government may delay the GPS release and assessment. 

	IF urban development occurs out of sequence through processes, such as those set out in the Fast-Track Approvals Act 2024, THEN public transport may not be able to viably serve it. 
	Actively monitoring and responding to fast-track applications. Planning the service with consideration of potential future greenfield urban development locations. Working with QLDC to plan the service to be integrated with surrounding land uses, present and future. 


Risk of not investing in public transport services in the Upper Clutha
The risk of not planning and investing in public transport in the Upper Clutha, is that there will be continued strain and deterioration of level of service on the road network, and limited transport choice for the growing number of residents and visitors. If unaddressed, access to essential services and opportunities will continue to be limited to those people that face transport disadvantage. Wānaka will continue to be disconnected from the surrounding growth areas, and car dependency further enforced.
Further there is an ongoing reputational risk and erosion of public confidence. The Upper Clutha community have been highly engaged, proactive and motivated to see the introduction of public transport in their community. With funding for a trial not forthcoming in the last RLTP the community have continued to lobby strongly through public submissions. 
[bookmark: _Toc235176112]Community board engagement
The Wānaka Upper Clutha Community Board has introducing public transport to the Upper Clutha as a top priority for the 2025-2028 triennium. Several engagement sessions with community board members were held in the development of this investment case, including a formal briefing session at the 12 May 2026 meeting. 
As elected local community representatives, the Community Board provided important local context, expertise on the Community Link transport trials, and public priorities for a local public transport service. 
[bookmark: _Ref232075536][bookmark: _Ref232590730][bookmark: _Toc235176113]The Economic Case – Identifying the preferred option 
The purpose of the economic case is to identify the investment option that best meets ORC and its partners’ investment objectives, and optimises value for funders. This economic case summarises the range of investment options that have been considered, how these have been evaluated, and confirms the preferred option.

The preferred option will address the lack of sustainable transport option and improve connectivity and liveability in the Upper Clutha through the introduction of a bus service connecting Lake Hāwea, Albert Town, Three Parks and Wānaka. It will be designed following Service Design Policy SD P1 as set out in the RPTP. 

[bookmark: _Toc235176114]Critical Success Factors
Table 9 below outlines the critical success factors (CSF) determined for this investment case. These broadly follow Treasury’s and Better Business Case standard CSFs.
[bookmark: _Ref228168110]Table 9 Critical Success Factors
	Critical Success Factor
	Broad Description 

	Strategic fit and organisational needs (Strategic)
	Assesses the option against the investment objectives, related business needs and service requirements, integrates with ORC’s other strategies, programmes, and projects.

	Potential value for money (Economic)
	Assesses whether the option represents good value to ORC and the community for the funds being spent. 

	Provider capacity and capability (Commercial)
	Assesses the option against potential supplier capacity and capability to deliver the required services in a manner that is likely to result in a sustainable arrangement that optimises value for money.

	Potential affordability current and future (Financial) 
	Assesses affordability of the option from potentially available or planned funding, and matches other funding constraints.

	Potential achievability (Management)
	Assesses whether ORC has the internal capacity and available skills required for successful delivery.



[bookmark: _Toc235176115]Long-list options
A broad range of possible public transport service options for the Upper Clutha were developed and refined through several working sessions. Table 10 below summarises the five dimensions for options that have been considered. 
[bookmark: _Ref227587663]Table 10 Five dimensions for long-list options
	Dimension
	Options

	1. Geographical scope
What levels of coverage are possible?
	GC1 – Do nothing (status quo)
GC2 – Albert Town, Three Parks, Wānaka
GC3 – Hāwea, Albert Town, Three Parks, Wānaka
GC4 – Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka
GC5 – Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka, Luggate (do maximum)

	2. Service solution 
How could the preferred scope be delivered?
	SC1 – Door to door community transport: Not-for-profit, designed and run by the community to serve most vulnerable/disadvantaged. Primarily social service (do nothing)
SC2 – Skeleton: less than hourly - 8 trips per day
SC3 – On-demand: bookable ride share service, no fixed route or schedules.
SC4 – Basic: hourly frequency
SC5 – Regular: Half-hourly frequency
SC6 – Frequent: more than half-hourly to ten-minute frequency
SC7 – Rapid transit: more than ten-minute frequency (do maximum)

	3. Service delivery
Who will deliver the service?
	SD1 – Exempt (community led): community-led organisation plans, funds and operates the service
SD2 – Subsidised (gross cost): ORC contracts an operator and pays a set fee to deliver the services. ORC collects the fare revenue and bears risk of patronage fluctuations. ORC controls fares, branding, service quality and integrated ticketing.
SD3 – Subsidised (net cost): ORC contracts an operator and provides a subsidy to operate to cover operating costs and risk. The operator retains fare revenue. Net contracts incentivise operators to increase patronage.
SD4 – Exempt (commercial): a private company plans, funds and operates the service without ORC involvement.

	4. Implementation/ timing
When will the service be delivered?
	IM1 – Delay indefinitely (do nothing) 
IM2 – Phase over Years 1-10 of next LTP
IM3 – Phase over Years 4-10 of next LTP
IM4 – Immediately in Years 1-3 of next LTP (do maximum)

	5. Funding
How will it be funded?
	FD1 – Fares/third party funding + ORC rates + NZTA co-funding: private share, local share and central government subsidy (BAU)
FD2 – Fares/third party funding + ORC rates: private share and local share
FD3–Fares/third-party funding: private share only (user pays and third-party subsidy)
FD4 – Fares only: private share only (user pays 100%)



Initial consideration was given to including ‘service fleet’ (e.g. small bus, medium bus, large bus, high-capacity bus, high capacity non bus mode) as a dimension to the option analysis. It was subsequently removed as it was considered to be covered within the service solution/service frequency dimension. For instance, it would not be economical to run very small buses at a rapid frequency or run a skeleton service using a high-capacity non-bus mode.
[bookmark: _Toc235176116]Long-list assessment
Figure 9 on the following page shows the long-list assessment of each option dimension against the investment objectives (from the strategic case) as well as the critical success factors detailed above. The high-level assessment uses “Yes” to indicate strong alignment and ability to meet a criterion, “No” where an option element does not meet a criterion, and “Partial” where an option element somewhat meets the criterion.
Further detail of the rationale behind the assessment of each option can be found in Appendix C. 
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[bookmark: _Ref227923489]Figure 9 Long-list options assessment











[bookmark: _Toc235176117]Short-list options
This section outlines the short-listed option solutions available to Council. Through the long-list assessment process two viable geographical scoping options and two viable service solutions were identified. There was only one preferred option for each of the delivery, funding and timing dimensions. A geographical scoping option and service solution option delivering lower levels of service were also carried forward as a do minimum comparator.
Based on the analysis of the long-list options, the recommended short-list is shown below in Table 11.
[bookmark: _Ref228179291]Table 11 Short-listed options
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	Do nothing
	Do minimum
	Option 1
	Option 2
	Option 3
	Option 4

	Geographical scope
	Do Nothing
GC 1: Status Quo


	GC3: Hāwea, Albert Town, Three Parks, Wānaka
	GC4: Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka
	GC4: Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka
	GC5: Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka, Luggate
	GC5: Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka, Luggate

	Service solution 
	No scheduled PT services continue
	SC2: Skeleton (8 trips per day)
	SC4: Basic (hourly)
	SC5: Regular (half-hourly)
	SC4: Basic (hourly)
	SC5: Regular (half-hourly)

	Service Delivery
	N/A
	SD2: Subsidised gross cost contract

	Implementation Timing 
	N/A
	IM2: Phase over Years 1-10 of the next LTP

	Funding 
	N/A
	FD1: Fares, third-party funding, local rates and NZTA co-funding

	Description
	Do nothing is taken forward as the status quo scenario and forms the base line comparator 
	Serve all urban centres in area excluding Luggate, at a minimum level of frequency.
	Serves all urban centres in area excluding Luggate, at a basic hourly frequency
	Serves all urban centres in area excluding Luggate, at a more regular half hourly frequency
	Serves all urban centres in area including Luggate, at a basic hourly frequency
	Serves all urban centres in area including Luggate, at a more regular half hourly frequency



The options carried forward to the short-list reflect the importance of having adequate geographic coverage and frequency to sufficiently achieve the investment objectives and critical success factors. 


Figures 10-12 visualise possible routes corresponding to geographical scoping options GC3, GC4 and GC5.
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Figure 10 GC3: Hāwea, Albert Town, Three Parks, Wānaka
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Figure 11 GC4: Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka
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Figure 12 GC5: Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka, Luggate


[bookmark: _Toc235176118]Short-list options assessment
Further analysis of the short-list of options has been undertaken to assess suitability for investment and determine a preferred option. A multi-criteria analysis (MCA) approach has been used to assess effectiveness and value for money in an integrated manner. The project team used their qualitative judgement to assess outcomes, impacts and alignment with objectives (effectiveness). While each option was assessed against the investment objectives and critical success factors in isolation in the long-list assessment, the MCA provides the opportunity to evaluate the short-list options across all service dimensions at once. Relevant environmental and social impacts not otherwise captured in the criteria were also assessed.
An economic assessment was undertaken using NZTA’s simplified procedures to assess indicative costs, benefits and relative value (value for money). 
Operational risks of the service options were identified and the option’s level of exposure to each risk evaluated. A full assessment of the risks and mitigations is discussed in the management case.
Evaluation criteria
Table 12 below summarises the MCA evaluation criteria used to appraise each of the short-list options.
[bookmark: _Ref228179558]Table 12 MCA Evaluation criteria
	Criteria
	Description

	Investment Objectives
	How well will the option….

	Land use integration
	support good urban form?

	Connectivity and choice
	increase connectivity and accessibility using sustainable modes?

	Environmental sustainability
	contribute to reduction in carbon emissions and improvement in air quality?

	Affordability to users
	increase access to affordable alternatives to private vehicle travel?

	Critical Success Factors
	The extent to which the option….

	Strategic Fit
	meets ORC’s public transport objectives (as set out in the RPTP). Specifically, to invest in a public transport system that reduces dependence on private vehicles, positive environmental outcomes and supports sustainable urban development.

	
	aligns to the ORC’s strategic direction for transport and long-term business needs, including increasing transport choice, regional connectivity and planning to meet changing community needs as the region grows.

	Potential value for money
	optimises value for money (i.e., provides the optimal mix of potential benefits, costs, and risks for ORC).

	
	supports achievement of the benefits sought.

	Provider capacity and capability
	is likely to be deliverable in the market

	
	is likely to result in a sustainable arrangement with a supplier.

	Potential affordability
	can be delivered from available funding or rating mechanisms

	
	is likely to obtain funding from possible funding sources

	Potential feasibility/achievability
	can be delivered from existing ORC resources

	
	has a level of complexity and/or delivery risk that is acceptable to ORC.

	Risks
	

	Patronage (overcapacity)
	If the service is overcapacity due to high demand, then it may experience reliability and reputational issues

	Patronage (insufficient)
	If the service does not generate sufficient patronage to be considered good value for money, then social licence may be lost, and service reductions may occur

	Revenue
	If the service does not generate sufficient revenue to be financially sustainable, then service reduction or cancellation may be required

	Traffic congestion
	If increased traffic congestion on the road network negatively impacts service performance, then the service will experience lower patronage and reputational issues

	Active transport interaction
	If services disproportionately shift trips away from active transport rather than private vehicle travel, then the transport system's efficiency, equity and sustainability will worsen

	Out-of-sequence development
	If development occurs at unplanned times or in unplanned areas, then it may be poorly served by public transport

	Lack of development
	If the projected population growth does not occur then the service will fail to be right sized for the area, generating low patronage

	Impacts
	The extent to which the option can achieve…

	Social and cultural impacts
	Health benefits of active transport for first and last mile

	Benefits 
	The extent to which the option can…

	Improve access to opportunity

	Improve spatial coverage of public transport 

	Improve public transport mode choice

	Reduce emissions from land transport

	Improve transport affordability for users



Climate change mitigation impacts were excluded from the MCA to ensure the IO3 (Environmental Sustainability) was not double counted. Climate change adaptation/resilience impacts, impacts on te ao Māori and property impacts were excluded due to their lack of relevance to the service options. 
Scoring
A standard NZTA seven-point scoring system was used to score the options against the criteria, as presented below in Table 13. All short-list options including the Do Nothing scenario were scored using this scale. 
Costs are an input into the assessment of both the affordability and value for money CSFs. Costs and Benefit Cost Ratios (BCR) are recorded for each option as useful information to inform any investment decision but are not scored as part of the MCA. 
[bookmark: _Ref228182916]Table 13 MCA seven-point scoring system
	Score 
	Description 

	+3
	Major positive impacts resulting in substantial and long-term improvements or enhancements of the existing environment. 

	+2
	Moderate meaningful positive impact. Positive outcome may be in terms of new opportunities and outcomes of enhancement or improvement. 

	+1
	Minimal or small positive impact. May be confined to a limited area. 

	0
	Neutral – little or no discernible or predicted positive or negative impact. 

	-1
	Small but minimal negative impact. May be confined to a small area. 

	-2
	Moderate negative impact. Impacts may be short-, medium-, or long-term and are likely to detract from outcomes sought. 

	-3
	Impacts with serious, long-term and possibly irreversible effect leading to serious damage, degradation or deterioration of the physical, economic, cultural or social environment. 


Results
The results of the MCA are presented below in Table 14. The full MCA including detailed commentary of scoring rationale can be found in Appendix D. 
The assessment process has revealed that a half hourly service frequency provides the strongest alignment to the investment objectives and contributes to the key benefits to the highest degree. Options 1 and 2 that focus on servicing the key growth areas and not extending out to Luggate meet the CSFs to the greatest extent. Extending service provision to include Luggate (Options 3 and 4) comes at significant additional cost. Whilst scoring low across the all the MCA criteria, when a relative assessment is made of the benefits score and the costs, the preferred option to take forward is the do minimum of eight trips per day. 
Taking into account the current limited funding environment, there is a stronger focus on the affordability of options. Whilst the Do Minimum is considered to offer a lower level of service, the marginal gain in benefits relative to the additional investment required for options 1 and 2 is significant. Council could opt to go straight to an hourly service (option 1) to make the service as attractive as possible, but in the short-term getting an initial service in place for the Upper Clutha will be a step change, and as demand grows, there is the potential to increase the service level (Options 1 and 2) over time to realise greater benefits. Therefore, the do minimum is recommended as the preferred option as it could act as a ‘proof of concept’/trial for a future service based on option 1 or 2. The viability of the future service uplift is explored through the sensitivity testing that follows.
[bookmark: _Ref228187451]Table 14 MCA results summary of short-list options
	Criteria category
	Do Nothing
	Do minimum
8 trips per day no Luggate
	Option 1 hourly no Luggate
	Option 2
 half hourly no Luggate
	Option 3 hourly with Luggate
	Option 4 
half hourly with Luggate

	Investment objectives
	-1
	2
	2
	8
	3
	6

	Critical success factors
	-1
	4
	7
	7
	6
	6

	Risks
	-2
	-7
	-6
	-6
	-6
	-6

	Impacts
	-1
	0
	0
	1
	0
	1

	Benefits
	-2
	4
	6
	10
	6
	10

	Total unweighted score*
	-7
	3
	9
	20
	9
	17

	Cost per annum (millions)
	$0
	$1.17
	$2.09m
	$3.59m
	$3.08m
	$5.36m

	Indicative Benefit Cost Ratio 
(Benefit score divide by cost in millions)**
	n/a
	3.41
	2.87
	2.78
	1.94
	1.86

	Emerging preferred option
	No
	Yes
	No
	No
	No
	No


*Each criteria is weighted equally, resulting in the criteria categories with a greater number of criteria receiving greater weight.
**The indicative benefit to cost ratio uses the derived benefits score divided by the estimated costs (detailed further in the economic analysis section) to calculate a BCR approximation for relative comparative purposes. 
Assumptions
For the purposes of the multi-criteria analysis the following assumptions have been made:
· While the Upper Clutha currently has a relatively small population, it is assumed the high resident and visitor population growth rates persist as projected. Thus, future travel demand will be much higher than current resident population numbers suggest. 
· That urban growth will occur primarily in planned locations as per the Queenstown Lakes Spatial Plan 2021. For instance, Luggate is not indicated as a priority growth area therefore its population is assumed to be relatively static in the short- and long-term. 
· It is assumed central government’s current strategic funding priorities of transport activities will continue for the foreseeable future.
[bookmark: _Toc235176119]Preferred option
Based on the combination of costs, risks and benefits, the preferred option is the do minimum to implement a skeleton bus service in the Upper Clutha. This option represents best value for money in the short term.
The preferred option includes:
Scope:	GC3	Hāwea, Albert Town, Three Parks, Wānaka
Service:	SC2	8 trips per day, 7 days per week
Delivery:	SD2	Subsidised (gross cost contract)
Timing	IM2	Phase over Years 1-10 of the next Long-Term Plan
Funding	FD1	Fares, third-party funding, local rates and NZTA co-funding
This proposed bus route is shown below in Figure 13 and has an indicative cost of $1,172,700.
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[bookmark: _Ref228865491]Figure 13 Depiction of the proposed Upper Clutha bus route - preferred option
[bookmark: _Toc235176120]Economic Analysis
[bookmark: _The_preferred_option][bookmark: _Commissioner(’s/s’)_Letter]An economic assessment has been undertaken using NZTA’s simplified procedure SP9, which is a simplified method for appraising the economic efficiency of new public transport services and associated infrastructure. 
Benefits
In this procedure, it is assumed that public transport (PT) benefits ultimately accrue to either PT users (who gain benefits from using the service) or road users (through lower traffic levels). As such, benefits can be reasonably estimated that:
· For a PT user taking a trip, the benefit relates to the difference between what a passenger would be willing to pay, and what they actually pay. For example, if someone is willing to pay $6 but only pays $3, they benefit by $3
· For a road user, the benefit of a PT trip comes from the likelihood of one PT trip taking a car off the road (typically around 70%) and the benefit of reduced road traffic. 
· Outside of Wellington and Auckland, road user value is taken based on Christchurch, and is given a low value, $0.40 per vehicle, per kilometre (compared to $2.99 in Auckland and $1.83 in Wellington). Even with this value, the traffic impact is much larger than the user impact, so the low valuation outside of Auckland and Wellington limits the benefits able to be produced using this simplified procedure.
The key inputs to the economic analysis are estimations of costs, boardings, and willingness-to-pay. The following assumptions have been made:
Costs 
Costs have been estimated using a value of $6 per kilometre (combining hourly and distance costs). This is derived from latest contract rates of $4 in Dunedin and $7.91 in Queenstown. Upper Clutha has a lot of similarities with Queenstown that would drive increased cost, but is unlikely to be as extreme, so the intermediate value was deemed appropriate. An assumption has been made that resources could concentrate on a single bus route, with a second bus route not required within the 9-year evaluation period of this assessment.
Boardings 
The likely demand for a new public transport service has been estimated by considering population levels (daytime population – resident population plus average daily visitors) in the Statistical Area 2 (SA2), that would be served by an Upper Clutha service. This has been compared with boarding rates for identified SA2s in Whakatipu where boarding rates can be easily connected to SA2s. It was found that weaker SA2s generated around three boardings per year, per daytime head of population (six with return trips), while stronger areas generated 8-10. Due to urban form factors and longer walking distances to access a single bus route, it is assumed that Upper Clutha would not be a strong trip generator, so modelling based on six trips per year, per daytime population, for an hourly bus service, has been applied. Sensitivity testing has been used to test a range of possibilities for this factor. 
Service elasticity
Service-level elasticity is the responsiveness to changes in service level – e.g. if there is a 100% increase in frequency, there should be a related increase in boardings. Typical short-term values are 0.5-0.6 at low frequencies, decreasing to 0.4 or less at high frequencies[footnoteRef:21]. For example, improving a 20-minute frequency to a 10-minutes frequency will not create as large a percentage improvement in boardings as improving a 60-minute frequency to 30 minutes. [21:  NZ Transport Agency Waka Kotahi (NZTA) Monetised benefits and costs manual (MBCM)] 

In the long-term, the elasticity increases by a further 12%.
Given that relatively low frequencies of 30-120 minutes were being considered, short-term elasticities of 0.5 (long-term 0.56) were used; 0.6 and 0.4 were also tested as part of sensitivity testing.
Willingness-to-pay 
Willingness-to-pay has been estimated using an ORC fare model which (based on MCBM parameters including distance) calculates the likely fall-off in patronage for different fare levels. For example, if 1000 people are willing to ride for free, but only 900 are willing to ride for $0.50, it is assumed that the 100 people who stopped travelling had a willingness-to-pay of $0.25 (halfway between $0 and $0.50. The willingness-to-pay was taken for all passengers willing to pay a given fare, and so the average willingness-to-pay increases when the fare increases. 
The average willingness-to-pay of users with a $2.50 adult fare (the current fare), reduced according to concession rates, was estimated through this model to be an average of $4.69. (some people in the model were still willing to pay significantly higher than $2.50 to produce this average). Due to concessions and GST, the average fare paid for a $2.50 adult fare would actually be $2.05.
Further key assumptions included in the base analysis are:
· No adjustment has been made for optimism bias
· 2028 implementation
· 9-year analysis period to match current procurement cycles
· Discount rate of 4%
· Estimated patronage growth rate per annum of 2%
· The average car trip converted to a bus trip is 10km long (representing half the distance from Wānaka to Lake Hāwea)
Benefit cost ratios 
A benefit-cost ratio (BCR) provides a measure to summarise the overall relationship between the relative costs and benefits of a proposed investment. It is one tool and should be used in conjunction with a range of analysis to help assess the viability of a project and compare alternate projects. In general, a BCR greater than 1 suggests benefits will outweigh costs and the option should be considered. If the BCR is less than 1, the costs outweigh the benefits.
The benefit-cost ratios have been calculated for the preferred option of an hourly service (17 trips per day in each direction), as well as a skeleton service (8 trips per day in each direction), and a regular half-hourly service (30 trips per day in each direction) for comparative purposes. Because there is no current service, and it is plausible that there could be no service in the future, options were therefore assessed against a do-nothing (counter factual) instead of the skeleton service (do-minimum). Incremental BCRs are calculated to show the value of upgrading between the different levels-of-service:
	Value
	Skeleton service
	Hourly service
	Half-hourly service

	BCRg (relative to do-nothing)
	1.1
	0.9
	0.6

	BCRg (incremental)
	1.1
	0.6
	0.4



Under these assumptions it is shown that a basic skeleton service is likely to achieve a BCR above 1 (and thereby be classed as “Low” efficiency rather than “Very Low”. Unless performance was higher or benefits were assessed as higher, improving on a skeleton service would not cross this threshold.
Sensitivity Analysis
Sensitivity analysis has been carried out to test how sensitive the assessed benefits and costs are to change. The levels of change vary by parameter, representing levels of uncertainty. For example, the levels of trip generation could vary significantly so are varied by a factor of 2, while costs are more well-established and so are only set to vary by 25%.
Table 15 below tests how sensitive some of the key inputs to the economic analysis are. The BCRs for each scenario are shown below for each of the options relative to the do-nothing.
For the preferred option (skeleton service) the BCRs range from 0.5 to 3.7 with the trip generation rate being the most sensitive of all the variables.
[bookmark: _Ref228214705]Table 15 Sensitivity testing
	Sensitivity scenario
	Skeleton service
	Hourly service
	Half-hourly service

	Base
	
	1.1
	0.9
	0.6

	Extend service to Luggate
	
	0.8
	0.6
	0.5

	Delay implementation 
	5 years to 2033
	1.4
	1.0
	0.7

	
	10 years to 2038
	1.7
	1.2
	0.9

	
	20 years to 2048
	2.5
	1.7
	1.2

	Trip generation factor 
	Halved to 3
	0.5
	0.4
	0.3

	
	Doubled to 12
	3.7
	2.4
	1.6

	Fares
 
	Increased by 30% (reduced trip generation by 15%)
	1.3
	1.0
	0.7

	
	Decreased by 30% (increased trip generation by 15%)
	1.0
	0.8
	0.6

	Service cost estimate
	Increase cost estimate by 25%
	0.8
	0.6
	0.5

	
	Decrease cost estimate by 25%
	1.7
	1.2
	0.9

	Length of car trip replaced 
	Increased by 25%
	1.5
	1.2
	0.9

	
	Decreased by 25%
	1.1
	0.8
	0.6

	Service-level elasticity 
	Decreased from 0.5 to 0.4
	1.3
	0.9
	0.6

	
	Increased from 0.5 to 0.6
	1.0
	0.9
	0.7

	Traffic / patronage growth
	Increased from 2% to 6%
	1.3
	1.0
	0.7

	
	Increased from 2% to 4%
	1.2
	0.9
	0.7

	Benefits profile for diversion rates and road traffic reduction benefits
	Wellington profile instead of recommended Christchurch profile
	5.0
	3.9
	2.8



This sensitivity analysis shows:
1. Extension of urban-scale service to Luggate performs very poorly, due to low population levels.
2. Significant improvements to the BCRs as populations grow over time, showing that there will be a strong case for service in the future. However, long-term population levels would not necessarily justify a very high level of service under these assumptions.
3. Very high trip generation rates would perform well economically at hourly or skeleton service levels; very poor trip generation rates produce poor economic efficiency.
4. The impact of fares changes on economic efficiency is low.
5. Service costs could significantly impact the economic efficiency, so an efficiently designed service that generates good pricing at tender could perform well.
6. If the car-trips replaced get longer (i.e. strong performance for Lake Hāwea – Wānaka trips and maybe weaker performance for shorter trips such as from Albert Town or closer), this improves the economic efficiency; and vice-versa.
7. Varying the service-level elasticity adjusts the relative performance of infrequent “skeleton” service levels and regular half-hourly service levels, although the difference is not major.
8. Increases in growth assumptions have a positive impact, but these are relatively muted over a 9-year timeframe.
9. Ultimately, the economic benefits are highly dependent on assumptions about the benefits of road traffic reduction, which vary significantly by geography. Centres outside Auckland and Wellington are assumed to have the profile of Christchurch, but using the Wellington profile generates very different outcomes, and shows how sensitive economics are to this assumption.
Investment Prioritisation Method (IPM) profile
At the time of writing this, NZTA are in the process of developing new guidance on the approval pathway for co-funding of new public transport services. Where previously service and infrastructure improvements were considered through a Low-Cost, Low Risk (LCLR) programme, for the upcoming 2027-2030 RLTP development, a new service improvement programme has been signalled. The new IPM and approach to assessment are yet to be released. 
Under the 2024-2027 guidance, a new public transport network for Upper Clutha would fit into NZTA’s LCLR programme definition and have a starting IPM profile of HHM - High (GPS Alignment), High (Scheduling) and Medium (Efficiency) and priority order 3. It would then get moderated to fit within allocated funding based on the value proposition versus the other PT Services LCLR proposals nationally. 
Under the GPS 2024 funds for public transport service improvements are limited. Given the size of the proposed service catchment area and its efficiency rating of ~1 (Low), this project is unlikely to receive co-funding from NZTA currently.
This assessment will be updated following the release of the 2027-2030 GPS and NLTP IPM.
Summary
The preferred option identified through the economic case is the do minimum option which is the introduction of a skeleton (8 trips per day) connector level bus service across the Upper Clutha area including Hāwea, Albert Town, Northlake, Three Parks, Wānaka, and Southern Wānaka. This option is considered best value-for-money and a good starting point for public transport in the Upper Clutha. Over time as population and demand grows, higher frequency and longer service hours will likely be achievable. This will increase the convenience and attractiveness of public transport and achieve the investment objectives and benefits sought to a higher degree.
[bookmark: _High-level_benefit-cost_analysis][bookmark: _Commercial_Case_<link][bookmark: _Commercial_Case][bookmark: _Toc58403041][bookmark: _Toc235176121][bookmark: _Toc15990314]Commercial Case
The Commercial Case describes the planned procurement route to implement the preferred option. 
The proposed preferred option will require a private operator to deliver the services through a service contract with ORC. Procurement will be in accordance with the ORC’s NZTA endorsed Transport Procurement Strategy 2024-27, with a focus on achieving value for money for funders.
The purpose of this Commercial Case is to:
· Outline the commercial structure and risk allocation of the preferred delivery option
· Summarise the market sounding and insights gathered
· Discuss the proposed procurement approach, process, timeframes and contractual arrangements
· Identify any key contractual considerations and/or issues.
[bookmark: _Procurement_plan_<go][bookmark: _Procurement_plan][bookmark: _Toc235176122]Preferred commercial approach to delivery
Four service delivery options were explored through the economic case. Two options considered variations of exempt services that would have little or no ORC involvement (community led or wholly commercial), while the other two options involved ORC procuring operators to deliver the service under a subsidised contract. The preferred commercial approach is a subsidised gross contract. 
Under this model, ORC will contract an operator and pay a set fee to deliver the preferred services. ORC sets the fares, collects the fare revenue and carries the risk of fluctuations in patronage. ORC also controls branding, marketing and integrated ticketing; as the PTA ORC also oversees service quality. This is the standard commercial delivery approach of bus services and is consistent with existing contractual arrangements for bus service delivery across the Dunedin and Queenstown networks.
[bookmark: _Toc235176123]Market sounding 
The potential introduction of a new service into a new area of Otago provides an opportunity to explore new ways of partnering with public transport operators. ORC wishes to take a collaborative approach to the planning, designing, delivering and scaling of new services, and therefore included a market sounding exercise as part of this business case. 
The purpose of the market sounding was to seek the views of potential suppliers to inform the investigations into:
· local service options for Wānaka and Lake Hāwea (this business case), and
· expanding the wider sub-regional network, to include services between Queenstown and Wānaka, and between Queenstown and Alexandra.
It is also hoped that the early engagement with commercial operators through this market sounding exercise and follow up interactions may attract new suppliers to future tenders. 
To engage with the market, ORC issued a ‘Request for Information’ (RFI) on the Government Electronic Tender Service (GETS) on 13 March 2026. The key outcomes sought from the RFI were to understand the views and perspectives of current industry operators on:
1. How public transport could be designed and delivered to best serve the communities of Wānaka, Lake Hawea, Alexandra, Cromwell, Clyde and Luggate, and their connections with Frankton and Queenstown.
2. Potential service delivery models
3. How ORC might be able to collaborate in the design and delivery solutions for one or both of the study areas
4. The capability and interest of the market in delivering public transport services in the Otago Central Lakes sub-region
5. The industry’s perceptions of the primary commercial risks, market constraints and possible challenges with implementation and delivery of public transport services in the Otago Central Lakes sub-region.
The RFI also noted ORC’s interest in understanding opportunities to collaborate on solutions with a high level of “private share” cost recovery. Such service delivery models may enable services to be introduced more rapidly than the highly-subsidised services that ORC typically contracts.
Respondents were given a deadline of 24 April 2026 to prepare and submit a response the RFI.
One formal response to the RFI was received from Tranzit Group through GETS. Responses were also received from Go-Bus and Ritchies following conversations with these existing ORC contracted operators. Individual on-line follow up meetings were held with each of the respondents to discuss responses and ideas in more detail.
Market sounding insights
Capability and capacity
All three respondents have a presence in the Central Lakes area operating across a range of services including small-vehicle services, coach and charter services, tourism services, school bus services and contracted public transport services. They each have strong operational capability, access to fleet and local depot facilities and have significant experience in the delivery of public transport services (and working with PTAs) across New Zealand.
One respondent cited experience operating regional services in the North Island having introduced several services as trials which have later become part of a core public transport network. Lessons learned from these trials were discussed. Another respondent mentioned specific experience providing services in tourism-driven regional environments where demand is variable. One operator stated they had the capability to mobilise and operate a time-limited trial service to test demand assumptions ahead of a full implementation.
All three operators conveyed a genuine interest in operating public transport in the Central Lakes area, with one stating it was a key strategic growth area for them and another affirming their support for improving regional connectivity outcomes in Otago.
Service design and timetables
Whilst this business case focuses on public transport options for servicing Wānaka and the Upper Clutha, the study of public transport for the wider sub-regional network is closely interrelated. From a delivery perspective there is likely to be commercial efficiencies through designing the timetables for each area in a coordinated manner. 
The market feedback discussed in this section refers broadly to the implementation and operation of new services for Wānaka/ Upper Clutha and the broader sub-regional network collectively. 
The RFI proposed a potential timetable consisting of three base routes: 
· 101 Wānaka to Queenstown
· 102 Wānaka to Cromwell
· 103 Alexandra to Frankton. 
It suggested a 150-minute headway and six trips per day for these routes which would allow for:
· Routes 101 and 102 to combine to give a local service with 75 minute headway, from Lake Hāwea to Wānaka via Albert Town and North Wānaka, and
· Routes 102 and 103 to connect with a timed transfer at Cromwell, six times per day.
Routes 101 and 103 could both serve Queenstown Airport, although only route 101 could extend into Central Queenstown under these timetables.
Market feedback on these potential timetables included suggestions for ORC to look at:
· Adopting a flexible approach to timetable development
· Running initial services based on maximising operational efficiency such as reduced idle time rather than a ‘clockface’ timetable could reduce costs
· Scenario modelling with operators with operator-side input on costs, fleet requirements and revenue assumptions. Use of this supply side optimisation is likely to eliminate costs associated with additional peak vehicle or unnecessary idle times.
· A timetable that requires the fewest number of depots. A need for multiple depots attracts a higher cost due to additional infrastructure and considerations on how spare vehicles and servicing is conducted.
· Could link Luggate to the 101 Wānaka to Queenstown route. This provides coverage for Luggate and keeps the local Wānaka and Lake Hawea service seperate. 
· Consideration of Arrowtown as a possible connection point.
· A staged delivery approach 
· Determine minimum viable service, but may need to over deliver initially to have an attractive services that generates interest. Focus on frequency over coverage.
· Carefully consider and define peak demand - commuter, education and key employment travel. 
· Allow mechanisms to add services to meet growth in demand including through seasonal or event-based activities.
· Need to be agile enough to move fast and adapt to changes in demand.
· Realistic timetabling
· Prioritise reliability – making sure timetabling accounts for congestion on key corridors
· Service timings to align with employment, education and visitor movements.
· Service design review
· Practical operator input on route timing, stop placement, interchange design and timetable feasibility based on local operating conditions.
· Data led continuous refinement and optimisation of timetables in partnership with ORC as the routes mature and network grows.
· Collaboration with developing the trial arrangements, vehicle options and specs to meet the unique service requirements. 
Fleet
Key points raised by operators with respect to fleet included:
· Higher quality vehicles - The long distance and open road environment of some of these services may warrant consideration of a coach style vehicle for enhanced safety and comfort for passengers. This may require approval from NZTA for an exemption from Requirements for Urban Buses (RUB). A similar exemption has recently been received for Dunedin’s Route 1 to Palmerston, so this should not pose a problem. Making the service as attractive and comfortable as possible is also likely to attract patronage (especially mode shift from private vehicles).
· Luggage – The nature and length of the service could mean passengers have more luggage. Vehicles will need suitable luggage capacity. This could be in the form of a larger luggage compartment or a trailer.
· Utilisation of existing fleet - It could be more cost efficient for operators to initiate the trial service with existing available fleet. This would allow for quick mobilisation of the service. Smaller vehicles could be used while the service is embedded in, then and as demand grows, larger vehicles could be introduced. This approach carries less risk and less capital investment.
· Electrification – Operators indicated that there are several suitable vehicle options for these routes available or coming to the market.
· Planning – It may be best to start with what we expect a year two operation to look like. This would allow for growth and mean that operators will not have to scramble for extra vehicles if the growth occurs quicker than anticipated in the first year.
Delivery model
The contracted service delivery model and partnership approach with ORC was preferred by all three respondents. Given the level of investment (in capital and workforce) required to set up, the contract model provides operators with a level of certainty that their costs are met, while quality early collaboration is likely to have a material impact on long-term network outcomes. 
Respondents suggested ORC consider in the contract design:
· Flexibility with fleet and how vehicles, of varying sizes, might be able to be introduced easily throughout the contract period. 
· Joint development of timetables to ensure the service strikes a balance between being cost competitive and attractive. 
· KPIs that incentivises delivery of a reliable and punctual service, without being penalised for factors outside of their control such as congestion. 
· Sharing of risk including incentives for growing patronage and alignment with other services to reduce some of the ‘sunk costs’ of the service. 
· The length of the service contract. The longer the contracted delivery period, the more competitive the total cost. Potentially cost as a two-year trial, with a cost supplied separately if the trial proves successful and the contract is extended.
A hybrid model was proposed by one operator as the most practical and commercially sustainable approach for this sub-region. The preference for early implementation was a mix of private share cost recovery and ORC subsidy with the level of subsidy reviewed against actual performance as the network establishes.
The Queenstown to Wānaka route was considered to have the strongest commercial potential due to the airport, tourism and commuter volumes, while the regional corridor routes were more likely to require higher subsidy to maintain frequency and coverage, particularly outside peak periods.
Coordination of branding, integrated ticketing and timetable alignment would allow commercial flexibility while building customer familiarity.
Commercial risks, market constraints or implementation challenges
Drawing on their operational knowledge and market experience, operators raised the following risks:
· Depots
· The high cost of land in Queenstown poses a significant barrier to entry for new operators. With public transport contracts generally being for nine years (and no certainty beyond that), this exposes new operators to significant risk and challenges to purchase or lease land, and design and build a new depot. 
· Land for depots in Lake Hāwea or Alexandra is likely to be less challenging to source. 
· Land for one to two vehicles could also be easier to secure. However, changing fleet and increasing the number of vehicles required as patronage on the new services grow may create challenges if the size of the depot is not adequate or able to be adapted. 
· Electrification
· The use of electric vehicles for this service will be reliant on the availability of necessary charging infrastructure (or ability to upgrade) at the depot. This becomes more complex if there are multiple depots.
· The willingness of operators to introduce electric vehicles is likely to be contingent on the length of the service contract as operators will need to balance the investment in capital required with continuity risk.
· Workforce
· Driver availability is a persistent challenge across New Zealand. A high cost of living and housing affordability and availability challenges in the Central Lakes area along with the high demand for seasonal workforce are likely to present challenges for attracting and retaining drivers. Wages and employment costs for locally based operational staff and drivers will be higher than comparable services in other areas.
· If the timetables are designed in a manner that is attractive to part-time drivers, this may attract a more sustainable workforce
· A significant portion of the costs of these services will be driver wages. Ensuring that the wage rate is competitive from tender will be key part of delivering services that are reliable. Competition for drivers will not only come from tour drivers but also other transport roles in the region.
· Drivers will also require comprehensive training for the open road setting and open road driving conditions.
· Geographic dispersion
· Given that terminus and depots (with the proposed timetable) could easily be more than one hour from each other, ensuring there are adequate vehicles available will require careful consideration.
· To deliver a reliable service, a higher than usual (10%) spare bus ratio may be required to make sure routine servicing is able to be met, and that there is adequate vehicle coverage for vehicle breakdowns. 
· Seasonal variance
· Seasonal variance is difficult to manage as an operator.
· Lead in times
· Lead-in times required varied across respondents, but generally it would take six to eight months to source new fleet and 12-18 months to mobilise depots. Staffing was highlighted as challenging, but no specific lead in time articulated. A key point raised was to get the timetables out as soon as possible for schedulers to start working on operational details.
Exposure to these risks and the costs associated with them is likely to be reflected in contract pricing.
Mitigation and management of these risks will be critical to the success of new services in Wānaka/Upper Clutha and Central Lakes sub-region.
[bookmark: _Toc235176124]Current supplier market
The current supplier market for bus services is constrained, with only two market participants (Go Bus and Ritchies) in recent market tenders for bus contracts in Dunedin and Queenstown. Ritchies are the current contractor for the current Unit 6 and Unit 7 Queenstown contracts. They also operate the Wānaka to Queenstown SkyDrive commercial shuttle services.
The large tourism market in Queenstown means there are a number of other bus and coach operators as well as smaller vehicle operators operating commercial services in the area. This includes ski field transport, long distance commercial services to Te Anau and Milford, and transporting private tour groups.
[bookmark: _Toc235176125]Procurement of an operator
Public transport planning, procurement and delivery must follow the statutory framework laid out in the Land Transport Management Act 2003 LTMA and in accordance with NZTA requirements. As a PTA, ORC contract the delivery of public transport services to specialist public transport operators (PTO). Procurement of public transport services by a PTA must specifically follow the new Public Transport Procurement Procedures Manual (PTPPM), which as of July 1, 2026 has supplanted the NZTA Procurement Manual.
Procedures under the PTPPM are designed to obtain ‘best value for money spent’ under the LTMA. Value for money in this context means “achieving clearly defined outcomes in the public interest in a way that is both effective and efficient”. Value for money is not purely about minimising cost and is considered over a long strategic time period.
The approach to procurement of an operator to deliver the preferred option will be based on ORC’s Transport Procurement Strategy. The current strategy was endorsed by NZTA in 2024 but will be renewed in the latter half of 2026. The update is required due to changes in ORC’s procurement environment resulting from the most recent round of bus contracts, and a complex set of unit procurements scheduled in 2027 and 2028.
This following section describes the proposed approach to procuring the Upper Clutha and Central Lakes sub-regional services, but the Procurement Strategy update may result in some changes resulting from strategic considerations across the wider procurement programme.
Procurement approach
The procurement of an operator to deliver (initially through a trial) the Wānaka/Upper Clutha local service and the Central Lakes sub-regional network will follow the service delivery approach as set out in ORC’s Transport Procurement Strategy. 
Delivery model
The delivery model for this procurement will be the relational delivery model. This model supports collaboration for co-design and continuous improvement, and enhanced risk and reward sharing between the purchaser and supplier. It is built on trust, transparency, flexibility and mutual long-term goals. It encompasses all stages of planning, procurement and delivery, without detracting from the basic contractual management and obligations of each party. The relational delivery model is considered the standard NZTA approved delivery model for most scheduled public transport services. It must be governed by a relational contracting approach.
The conditions surrounding this procurement have been assessed below in Table 16. The assessment affirms that the standard approach is appropriate as this procurement is for scheduled public transport services identified in the RPTP. There is also value for both ORC (the purchaser) and suppliers to work closely together to design and deliver the services as well as share the risks appropriately between both parties. 
[bookmark: _Ref232705158]Table 16 Delivery model assessment for procurement of the proposed activity
	Procurement factors
	Assessment of proposed procurement activity

	Type of service
	Scheduled bus services 
	Identified in the RPTP

	Complexity
	Low
	New sub-region and local service for new area

	Scale
	Small
	Hourly or less than hourly


	Contract term
	To be determined
	Initially a 2-year trial with possible extension for longer. 

	Timing and urgency
	Moderate to high
	Urgently need to respond to growth and community need.
Identified as high priority in 2025 RPTP. Funding to be applied for through 2027-2030 RLTP and LTP processes.
Queenstown Unit 7 contract due for re-tender in 2028 for 2029 commencement.

	Innovation potential
	Moderate
	Opportunity to be innovative with use and size of vehicles and timetable design for new services in new area

	Risk management
	Low to moderate risk
	A number of risks have been raised by commercial operators and will be managed through the procurement, delivery and management stages. Risk sharing mechanisms will be explored further through the tendering and contract development.

	Supplier market
	Good
	Three operators expressed a strong interest in these services through the market sounding exercise. 

	Demand for PT in the region
	High
	Public transport does not currently exist for people living in Wānaka, Upper Clutha or the Central Lakes. There is a high interest in increasing mode choice in the sub-region and patronage uptake is anticipated to be good. 



Supplier selection method
Based on the low value of the procurement and the low level of complexity and potential risk to ORC, the recommended approach to market for this project is a one-step open competitive tender.  
This approach is deemed appropriate as pre-engagement with the market has occurred through the ‘Request for Information’ process to inform this business case (eliminating the need for a two-step process). This aligns with ORC’s Transport Procurement Strategy.
The price quality method of tender evaluation will be used. Price quality is considered the standard approach for tendered units under the relational delivery model where the specified outputs can be priced by the supplier(s). ORC can then determine that best value for money will be obtained by selecting the supplier that offers the best combination of price and quality requirements as set out in the RFP. Quality of the supplier is of high importance to ORC.
[bookmark: _Required_services]Procurement plan
The market sounding exercise has been useful in starting conversations with three potential operators for these new services. Each operator has indicated a willingness to work together in an open and collaborative way to refine the design and requirements for the new proposed services. If approved to proceed, ORC will continue to work with all three operators through the procurement and pre-tender phase to make sure a realistic trial service is implementable, right sized and scalable over time. This will draw on the industry’s expertise to refine the timetable design (scheduling and rostering) to inform the scope of the procurement activity. It will also involve developing industry lead cost estimates improving on the generic rates used through the business case process. 
Using the feedback from operators through the market sounding to develop an operator lead procurement and ownership is likely to provide the greatest level of benefits for all stakeholders in public transport.
Once funding approvals have been received through the Long-term Plan 2027 and Regional Land Transport Plan 2027-2030, a detailed procurement plan for the contract of these bus services will be developed. This will include a refinement of the contract scope including whether the Wānaka/Upper Clutha local service is contracted as a stand-alone contract, or part of a wider Otago Central Lakes service contract that includes services between Wānaka, Alexandra, Cromwell and Queenstown. 
The detailed procurement plan will also outline the content of the Request for Proposal, required preconditions, the composition of the evaluation team, evaluation criteria and weightings, and contract terms.
[bookmark: _Action_17:_Outline_1][bookmark: _Contractual_arrangements_and][bookmark: _Toc235176126]Procurement schedule – key dates
Lead times for the procurement of bus contracts is generally 12 months, with three to six months required for the procurement process. However,  in some locations a longer period may be required. For example, in Queenstown, the complexity of mobilising new contracts in that location, with regards to depot and workforce, indicates a period or 18 months is more likely.
Whilst this procurement to commence new public transport services in Wānaka, Upper Clutha and the Otago Central Lakes sub-region would be a new contract, there are several potential opportunities to coordinate the procurement process to align with the expiry of existing unit contracts. 
The Unit 4 Dunedin contract is due to expire in late 2028. The tender process for this contract renewal will need to start in early to mid 2027. If the procurement of the Wānaka, Upper Clutha and sub-regional service was to align with the re-procurement of Dunedin Unit 4, although quite different, there would be efficiencies in tender document preparation, contract specifications and ORC staff time.
Unit 7 which includes all bus services on the Queenstown network is due to expire in November 2029. The procurement preparation for this unit will commence in late 2027 with the RFP released in the first half of 2028. 
The procurement timing for these new services is also dependent on securing funding allocation approvals through ORC’s LTP and RLTP processes. ORC are scheduled to approve their LTP in June 2027, but the availability of NZTA co-funding will not be confirmed until August 2027. The first timeline shown below in Table 17 outlines the proposed procurement schedule assuming funding allocation is secured through these processes.
The suggested procurement schedule is to coordinate the tender for these services with the Unit 4 contract re-tender. This would mean commencing procurement preparation in early 2027 aiming to go to the market mid 2027 (following approval of the LTP and NLTP funding). Ideally, the contract would be awarded and the trial would commence early in 2028. This would mean that trial would have been running for several months when the procurement planning for the re-tender of Unit 7 is started. At this point consideration could be given to the pathway for bringing the trial services into the continuous programme including how this may align or coordinate with future tenders of Unit 7. The new Unit 7 contract is due to commence in November 2029.
Proposed procurement timeline (Primary approach)
Subject to endorsement of this Investment Case, and an approved funding pathway the procurement milestones will be as shown below in Table 17. The period between contract award and contract start date is tight, however operators have indicated that if a trial is commenced using existing diesel fleet, they would be able to mobilise operations quickly. However, this mobilisation period may be extended through supplier engagement.
As ORC’s Transport Activities Procurement Strategy requires updating in 2027 and there are several procurement activities in close succession, a procurement project team will be set up to manage the procurement requirements and tasks efficiently across the contracts.
[bookmark: _Ref232767188]Table 17 Proposed procurement timeline
	Procurement Milestone
	Indicative Date

	Pre-procurement

	Detailed Business Case approved
	July 2026

	Set up procurement project team (cross contracts)
	September 2026

	Procurement Strategy update approved
	November 2026

	Pre-procurement market engagement
	Jan/Feb 2027

	Detailed Procurement Plan developed and approved (subject to funding approval) 
	Jan/Feb 2027

	Tender documents completed
	Apr/May 2027

	Tender documents approved
	May 2027

	Advance notice published on GETS
	May 2027

	Inclusion in LTP approved
	June 2027

	NZTA co-funding secured
	August 2027

	Tender

	Tender advertised on GETS
	August 2027

	Supplier briefing/s
	August 2027

	Tender closing date
	September 2027

	Evaluation

	Evaluation panel meetings
	October 2027

	Recommendation to award contract presented to Council
	November 2027

	Post-evaluation

	Advise bidders of outcome
	November 2027

	Debrief unsuccessful suppliers
	November 2027

	Due diligence & contract negotiation
	November 2027

	Contract Award Notice published on GETS
	November 2027

	Contract start date for trial to commence
	February/March 2028

	Procurement coordination 

	Unit 4 tender preparation complete
	Mar/April 2027

	Unit 4 new contract commencement
	Late 2028

	Unit 7 tender preparation
	Dec-Feb 2028

	Unit 7 new contract commencement
	November 2029



Alternative procurement approach
Connecting Wānaka, Upper Clutha, Cromwell, Alexandra, Clyde and Queenstown with public transport is a high priority for the community. An alternative procurement approach could be to continue to work with operators in the design of timetables, refinement of costs and contract terms and then if negotiations are favourable direct appoint the contract (subject to approval from NZTA and legal review). Leveraging off the momentum gained through working with operators to develop this business case, by the end of 2026 ORC would be in a good position to understand whether a direct appoint approach would be feasible and offer the best value for money spent.
Value for money in direct-appointment negotiations are contingent on a strong fall-back position, if negotiations are not favourable. There would still be time to revert to the full open tender procurement process as outlined above, and because the service is new (not a continuation of an existing service) the start date can also be delayed if there are unsuccessful negotiations.
The constraints imposed by the funding timelines would not allow the start date of the trial to be expediated, but direct appointment would reduce the risk of the timeline being extended and could create improved continuity with the existing SkyDrive service. A direct appoint approach could also save on resources and effort. An alternative procurement timeline is outlined below in Table 18. 
[bookmark: _Ref232777541]Table 18 Alternative procurement timeline
	Procurement Milestone
	Indicative Date

	Pre-procurement

	Detailed Business Case approved
	July 2026

	Pre-procurement market engagement
	Aug 2026

	Timetable design and broad contract terms
	Aug/Sept 2026

	Cost negotiations
	Oct/Nov 2026

	Review point – if negotiations are not favourable revert to standard open tender
	February 2027

	Procurement

	Inclusion in LTP approved
	June 2027

	Inclusion in NLTP approved
	August 2027

	Direct appoint operator (subject to funding approval through the LTP/NLTP)
	September 2027

	Contract start date for trial to commence
	February/March 2028



The procurement timelines proposed are based on the assumption that the trial will be started using existing fleet and depot arrangements. Scaling operations and fleet electrification will occur over the contract duration. 
The primary approach is the planned approach to procurement however opportunities to expediate to the alternative approach will be explored during the Transport Activities Procurement Strategy update in the latter half of 2026.
[bookmark: _Toc235176127]Contractual arrangements
Type of contract
The contract for these services will be tendered on a gross-cost basis. This aligns with ORC’s NZTA approved procurement strategy for bus contracts and is regarded as the industry standard. Financial and performance incentive mechanisms will be considered to grow patronage and share risk.
While the introduction of new service in a new area of Otago presents opportunity for alternative contract models to be explored, at this point the gross-cost is considered the most appropriate contract arrangement as it supports ORC’s strategic position in the planning and integration of this service into the wider Whakatipu network. 
Through the market sounding, operators did express an interest in exploring hybrid contracts that might include performance incentives. This could be in the form of a hybrid net contract where ORC guarantees a base payment that covers most of the service operating costs. The operators retain the fare revenue, and the operator shares in additional revenue that exceeds agreed targets. This contract approach with performance incentives would reward growing patronage and reliability. It would also provide an opportunity for operators to be creative and exert a level of control over this compact network. Hybrid net contract arrangements will be investigated further through pre-procurement market engagement. The final contract model would need to have the flexibility to work for both parties through the duration of the contract.
Contract length
Selecting the length of the contract will be a key decision made through the pre-procurement engagement and detailed procurement planning. New public transport services are generally funded and operated on a trial basis (usually a minimum of two years). The trial allows for a new service to embed and grow patronage before an evaluation of its viability and value for money is completed. Following a successful trial, ORC would apply to have the service incorporated into its Public Transport Continuous Programme with NZTA to secure continuity of long-term funding support.
The contract length would need to consider the trial length, as well as provide greater certainty to allow suppliers to invest in upgrading fleet and depot requirements for the longer term.
The contract length will also need consider the Unit 7 Queenstown contract expiry. Although the requirements of a trial make it challenging to tender these contracts at the same time, it is desirable for their expiries are aligned in the long-term. However, the contract length for the next Queenstown contract could be at the upper end of the standard range of 8-11 years, or there could even be an exemption for a contract longer than 11 years for various reasons. This could result in either a shorter Upper Clutha and Central Lakes sub-region contract (in order that it can be re-tendered halfway through the Queenstown contract’s term) or a longer contract (potentially beyond 11 years) to stretch out to the Queenstown contract’s expiry. A shorter contract could favour a direct appointment.
Flexibility will also be required to manage changes and support the evolution of the services over time. The types of mechanisms that will be included in the contract to assist with service adaptation will be periodic reviews, re-evaluation of appropriate risk allocation and contract variable pricing.
While accounting for the possibility of changes to this term for purposes such as contractual alignment, it is proposed that the contract length be tendered on a 1 + 2 + 6 basis for a 9-year total commitment in line with the majority of PT relational bus contracts. This structure would provide a 1-year firm initial term for the one-year trial to commence in 2027 with existing fleet. There would be two unilateral options to renew in two years followed by a final six-year extension. A PTA Extension Option would also be included to provide ORC with a mitigation measure if the succession contract commencement date needs to be deferred for unforeseen future circumstances.
NLTP funding through the RLTP would be applied for the full 2027-2030 period providing the ability to extend the trial for another two years if the initial trial meets the outcomes sought and is deemed successful. In the following RLTP (2030-2033) the services would then be incorporated into the continuous programme to give the certainty for the six-year extension. 
Contract price
The contract price for a relational contract will be based on the annual gross price of operating the service. The price will be set through a competitive process or negotiation if ORC pursue the direct-appoint procurement approach. Pre-engagement with operators will inform the contract price development.
Relationship management 
The relational delivery model relies on parties committing to work together to achieve best value for money spent. The goal with public transport services in Otago is to grow patronage and private share of operating costs to reducing reliance on subsidy. 
The work to date with the three operators that have expressed an interest in delivering these services has been collaborative and open. There has been a genuine interest and willingness to share information and work collectively to establish viable public transport options for the Central Lakes sub-area. These relationships will continue to be nurtured through pre-implementation tasks and into the future delivery contract.
[bookmark: _Toc235176128]Potential for risk sharing
Otago Regional Council acknowledges the commercial risks and constraints that have been raised by market participants. In order to achieve the key outcomes of these services ORC will be looking to share risk to maximise value for money by allocating risk in a manner that places risk with the party best placed to effectively manage it.
Otago Regional Council proposes to apportion the risks related to contracted services as follows:
Table 19 Summary of commercial risk allocation
	Area of risk/ responsibility
	Risk allocation

	
	ORC
	Operator
	Shared
	Rationale

	Depot availability
	
	X
	
	The operator is responsible for purchasing or leasing depot space to fulfil fleet availability requirements. In Queenstown there is a high cost and financial risk, especially with uncertainty of contract length.

	Lack of market competition - Barrier to market entry high  
	X
	
	
	The high cost of land creates a barrier to entry for some operators. This limits competition and is likely to impact contract costs that will be passed on to ORC. 

	Workforce sustainability
	
	X
	
	The operator is responsible for attracting and retaining drivers and support staff, and managing any impact on service delivery

	Electrification of fleet
	
	
	X
	Willingness to electrify fleet will be contingent on the length of the service contract as operators will need to balance the investment in capital required with continuity risk.
Diesel vehicles are proposed short term.

	Fleet decarbonisation
	
	
	X
	ORC risk meeting decarbonisation goals if fleet electrification is too expensive of complex for operators

	Seasonal variance in patronage
	
	
	X
	Contract to include patronage incentives for operators. ORC can mitigate through comms and marketing

	Timetable reliability and performance requirements
	
	
	X
	The operator is responsible for meeting performance requirements set out in the contract. Timetables will be designed collectively to manage uncertainties and reliability issues with the Queenstown traffic.

	Contractor underperformance
	X
	
	
	ORC are responsible for managing contractor performance and addressing issues early.

	Approvals and licenses
	
	
	X
	Funding and process approvals sit with ORC. All other licensing and regulation adherence is the responsibility of the operator.

	Force majeure
	
	
	X
	Shared in line with standard contract terms

	Changes in law (general)
	
	
	X
	General changes to law (for example employment law) which have an impact on cost or delivery will be shared. Specific changes in law, i.e. those which have a direct impact on the ORC projects will be held by the Council

	Changes in law (specific)
	X
	
	
	

	Variations
	
	
	X
	Managed in line with contract terms



Contract management 
The responsibility for managing delivery under the contract, as well as supplier relationship management, will sit with ORC’s public transport operations team. A contract- and relationship-management plan will be developed in consultation with the successful supplier as part of contract negotiations.
Variations to the contract will be based on detailed analysis, including impact on patronage, revenue and private share as well as wider benefits and timeframes. Market analysis and benchmarking will also be used. Significant variations involving an increase in price will only be made within the limit of ORC staff delegated financial authority and approvals processes. Any changes will be made in writing and signed by both parties.
[bookmark: _Accountancy_treatment_<go][bookmark: _Procurement_Strategy][bookmark: _Payment_Mechanisms][bookmark: _Financial_Case_1][bookmark: _Ref232075562][bookmark: _Toc235176129][bookmark: _Toc381007695]Financial Case
The Financial Case outlines the estimated service operating costs and the proposed funding and affordability of the preferred option. 
The proposed preferred option is estimated to have an annual operating expenditure of $1.073m (plus $100,000 of implementation costs in year 1). The proposed funding approach is to seek funding for the local share through ORC targeted rates in the 2027-2030 LTP and NZTA co-funding through the 2027-2030 RLTP/NLTP. There will be a focus on building patronage and fare revenue to reduce reliance on subsidy over time.
The purpose of this Financial Case is to:
· Outline the estimated cost of the preferred delivery option
· Determine the funding requirements and proposed funding approach
· Demonstrate that the recommended option is affordable.
[bookmark: _Toc235176130]Financial profile
Table 20 below outlines the operating expenditure, estimated fare revenue and funding for the preferred option of eight trips per day for the Wānaka and Upper Clutha service. 
Through the market sounding exercise operators strongly suggested starting with an hourly service rather than the eight trips per day to make the service as attractive and convenient for a variety of trip types from the outset. They felt this higher level of service was important to attract and grow patronage quickly. Essentially it was pitched to start with what was envisaged as a year two service level and grow the patronage into it, rather than start with a more skeleton service and then grow the service level as demand and population grew. Table 21 below outlines an alternative financial profile for the high level of service. Collectively the two profiles provide a financial range for the proposed service. The trial will be used to test demand and consider optimum medium to longer-term service level requirements.
The project period of nine years spans FY2027/28 to FY2035/36. The service delivery contract structure would be for an initial 1-year fixed term with two unilateral options to renew after year 1 for a further two years followed by a final six-year extension. Each renewal is an opportunity to review affordability. Funding will be based around three-year long-term plan and National Land Transport Plan cycles, commencing with the 2027-2030 bid for funding for this service.
[bookmark: _Ref233098279][bookmark: _Ref233314174]Table 20 Financial profile for the preferred option (8 trips per day)
	Financial year >
	2027/28
	2028/29
	2029/30
	2030/31
	Yrs 5-9
	Total

	Operating Expenditure 

	1
	Service delivery contract (AGP)
	1,072,690
	1,072,690
	1,072,690
	1,072,690
	5,363,450
	9,654,210

	2
	General implementation costs
	100,000
	
	
	
	
	100,000

	3
	Total Operating costs (OPEX)    $
	1,172,690
	1,072,690
	1,072,690
	1,072,690
	5,363,450
	9,754,210

	Capital Expenditure 

	4
	Basic stop infrastructure 
	100,000
	
	
	500,000
	 
	600,000

	5
	Total Capital costs (CAPEX)        $
	100,000
	
	
	500,000
	
	600,000

	Total Expenditure 

	6
	Total Project Costs (CAPEX + OPEX) $
	1,272,690
	1,072,690
	1,072,690
	1,572,690
	5,363,450
	10,354,210

	Funding 

	7
	CAPEX funding (QLDC/NZTA)
	100,000
	
	
	500,000
	
	600,000

	8
	OPEX funding (ORC)
	407,852
	355,517
	352,181
	348,846
	1,697,535
	3,161,931

	9
	NZTA PT improvements co-funding
	424,499
	370,027
	366,556
	363,085
	1,766,822
	3,290,989

	10
	Fare revenue
	340,339
	347,146
	353,953
	360,760
	1,899,093
	3,301,290

	11
	Total funding $
	1,272,690
	1,072,690
	1,072,690
	1,572,690
	5,363,450
	10,354,210



[bookmark: _Ref233105621][bookmark: _Ref233314176]Table 21 Financial profile for an hourly service
	Financial year >
	2027/28
	2028/29
	2029/30
	2030/31
	Yrs 5-9
	Total

	Operating Expenditure 

	1
	Service delivery contract (AGP)
	1,992,590
	1,992,590
	1,992,590
	1,992,590
	9,962,950
	17,933,310

	2
	General implementation costs
	100,000
	
	
	
	
	100,000

	3
	Total Operating costs (OPEX)    $
	2,092,590
	1,992,590
	1,992,590
	1,992,590
	9,962,950
	18,033,310

	Capital Expenditure 

	4
	Basic stop infrastructure 
	100,000
	
	
	500,000
	 
	600,000

	5
	Total Capital costs (CAPEX)        $
	100,000
	
	
	500,000
	
	600,000

	Total Expenditure 

	6
	Total Project Costs (CAPEX + OPEX) $
	2,192,590
	1,992,590
	1,992,590
	2,492,590
	9,962,950
	18,633,310

	Funding 

	7
	CAPEX funding (QLDC/NZTA)
	100,000
	
	
	500,000
	
	

	8
	OPEX funding (ORC)
	771,021
	716,934
	711,847
	706,760
	3462581
	6,369,142

	9
	NZTA PT improvements co-funding
	802,491
	746,196
	740,902
	735,607
	3603911
	6,629,107

	10
	Fare revenue
	$519,078
	$529,460
	$539,842
	$550,223
	2,896,458
	5,035,061

	11
	Total funding $
	2,192,590
	1,992,590
	1,992,590
	2,492,590
	9,962,950
	18,633,310


 
Expenditure
The service operating cost estimates are based on an estimated hourly and distance contract rate derived from our latest Dunedin and Queenstown contracted rates. As the timetable design and operational requirements are refined through the pre-tender engagement with operators,  greater certainty of costs will be able to be achieved. The final cost will be determined through the competitive tender process.
The contract for the delivery of the preferred service option would be structured as an Annual Gross Payment (AGP) that is divided by 12 and paid monthly to the contracted operator. There are quarterly corrections for indexation and capital costs are operationalised over the course of the contract.
A small amount of upfront operating expenditure in FY 2027/28 would be required to cover general implementation costs such as installation of ticketing equipment, branding, marketing and advertising for the proposed new service. 
[bookmark: _Toc235176131]Funding arrangements
Public transport services are generally funded through a combination of public funding (local rates and central government funding) and private revenue (fares and third party) as depicted below in Figure 14. 
[image: ]
[bookmark: _Ref233034768]Figure 14 Depiction of how the service operating costs are funded
The level of public subsidy required for this service will be dependent of the amount of fare revenue collected from the users of the service. ORC would claim 51% of the net cost (i.e. gross contract cost less fare revenue) from NZTA with the remaining 49% of cost to be met with rate funding.
This proposed funding arrangements for this project will follow the above standard model. The components are discussed in more detail below.
Otago Regional Council
ORC collects rates from Otago ratepayers to help fund public transport services. Currently 80% comes from targeted rates applied to areas with immediate access to Orbus public transport services, and 20% comes from general rates paid by all ratepayers in Otago. The general rate contribution recognises the wider economic and environmental value that public transport has for all of Otago. 
It is proposed that this project seek targeted rate funding through Otago Regional Council’s Long-Term Plan 2027-2030 process to meet the local share (49%) of total operating costs of the two-year trial. If Council choose to include this in the LTP, staff will develop a suitable targeted rating area based on the service.
A trial provides an opportunity to establish and embed the service in the community before being evaluated and an assessment of its long-term viability completed. If the trial is considered successful and Council (and NZTA) approved the continuation of the service beyond a trial, a broader targeted rate review of the Queenstown, Upper Clutha and Central Lakes sub-region would be undertaken to understand the best approach to fund and support public transport across the Otago Central Lakes region.
[bookmark: _Impacts_on_the][bookmark: _Balance_Sheet_treatment][bookmark: _Long-list_options_assessment][bookmark: _Financial_Case_<link]New Zealand Transport Agency Waka Kotahi
As an approved organisation and the PTA for Otago, ORC is eligible to seek funding from the National Land Transport Fund for their public transport continuous programme (existing approved services) and a programme of public transport service improvements.
For the 2027-2030 NLTP, NZTA is progressing a programme-based approach to investment in improvements. This project will form part of ORC’s 2027-2030 service improvement programme (Box A in Figure 15 below) bid for a three-year programme approval, supported by 10-year forecasts.

[image: ]
[bookmark: _Ref233122257]Figure 15 NZTA Public transport funding programme approach[footnoteRef:22] [22:  https://www.nzta.govt.nz/assets/planning-and-investment/nltp/2027/docs/pt-guidance.pdf] 

This business case will be a supporting document and form part of ORC’s investment programme bid. 
The GPS 2027 and NZTA’s Investment Prioritisation Method and approach to the assessment of projects for inclusion in the NLTP 2027-2030 are not available at the time of writing. These documents guide the allocation of funding and approvals for co-funding.
If NZTA approve the inclusion of this project in ORC’s 2027-2030 NLTP PT improvement programme, 51% of the net operating costs will be eligible for funding from NZTA.
Following the approval and delivery of the service in the 2027-2030 funding cycle, ORC will include it in its continuous programme of activities within the LTP 2030-2040 and RLTP 2030-2040 to be co-funded by NZTA.
Fares and fare revenue
Passenger fares contribute towards the cost of running the public transport system (private share). They are an important source of revenue and help reduce the subsidy required from public sources. Affordability also plays a key role in influencing passenger behaviour and use of public transport, Fare policy therefore needs to delicately balance maximising demand and revenue, with achieving wider mode shift, environmental and social outcomes. 
Otago currently has a simple flat fare structure, where an adult Bee card fare is $2.50 per trip no matter how fare a passenger travels. Under a flat fare structure longer-distance trips are subsidised by shorter-distance trips, which indirectly supports disperse land use patterns rather than consolidated urban form. Flat fares are also a major obstacle to introducing services that improve regional connectivity due to their inability to recover a meaningful share of the longer-distance operational costs. 
In June 2025 ORC approved moving to a zonal fare structure that had a small number of zones, and the price for multiple zone travel to be based on small to moderate increments of the base fare. At the time of writing this business case ORC were consulting with the public on several zone fare options.
It is proposed that the Upper Clutha network would operate under a two-zone fare structure (similar to that proposed for Queenstown) as shown below in Figure 16. Trips within the Wānaka and Albert Town area would be a one zone fare of $2.50, and trips travelling through two zones (for example Wānaka to Lake Hawea) would be subject to a two zone of fare of $3.00.
[image: ]
[bookmark: _Ref233312750]Figure 16 Proposed fare zones for the Upper Clutha
As the Otago public transport networks expand in the future, a consistent and integrated approach to the fare structure will be required. Early thinking suggests that a radial type approach to fare zones similar to that shown below in Figure 17 may be appropriate for the wider Otago Central Lakes area. These are based roughly on 15km rings from Queenstown. These options are not included in the current fare consultation and will require further work before being consulted on. 

[image: ]
[bookmark: _Ref233313793]Figure 17 Potential radial zone fare structure for Otago Central Lakes
Private share
Estimates of costs and fare revenue have been provided above in Table 20 and Table 21. Based on the modelling undertaken for this analysis, the estimated private share ratios for the two service options have been calculated and are displayed below in Table 22.
[bookmark: _Ref233359145]Table 22 Private share ratio estimations
	Financial year 
	2027/28
	2028/29
	2029/30
	2030/31
	2031/32
	2032/33

	Private share of operating costs 

	1
	Preferred option (8 trips per day)
	0.29
	0.32
	0.32
	0.33
	0.34
	0.34

	2
	Alternative options (hourly service)
	0.26
	0.26
	0.27
	0.28
	0.28
	0.29



Cost recovery is generally higher on lower frequency services because it is anticipated that there will be more passengers on each trip. A lower level of service would also typically have reduced costs associated with operational components such as fuel and driver time. Private share is an indicative measure and whilst interesting at an individual service level, care needs to be taken not to overinterpret it. Public transport services operate as part of a network of services and some services will have higher or lower private share due the nature or role of that service within the wider network. The value of considering private share for this analysis is to gauge how the service might impact on Otago’s overall private share ratio.
Public transport infrastructure
Public transport infrastructure is funded and delivered by the local road controlling authority (RCA). For the Upper Clutha service trial minimal infrastructure will be required. Bus stops will be ‘basic’ as classified in the NZTA One Network Framework[footnoteRef:23] and shown in ORC’s RPTP. [23:  https://www.nzta.govt.nz/partners/design-guidance/public-transport-design-guidance/bus-stop/bus-stop-location-planning/bus-stop-classifications?_searchAnalytics=eyJpbmRleE5hbWUiOiJuenRhMi1wcm9kLW1haW4tc2l0ZSIsInF1ZXJ5U3RyaW5nIjoiYnVzIHN0b3AgY2xhc3NpZmljYXRpb25zIiwiZG9jdW1lbnRJZCI6InNpbHZlcnN0cmlwZV9jbXNfbW9kZWxfc2l0ZXRyZWVfMjgwOTkiLCJyZXF1ZXN0SWQiOiJKb1o0aG9xdVFobTlqblZvYUZnbG5nIn0%3D] 
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An allocation for additional bus infrastructure or improvement in stop facilities has been proposed for year 4. 
Queenstown Lakes District Council would apply for funding for infrastructure through their LTP and RLTP processes. Bus infrastructure improvements are usually funded 49% with local share and 51% co-funding from NZTA. 
Otago Central Lakes Regional Deal
The Otago Central Lakes Regional Deal may provide new pathways to implement this project. Regional Deals is the Government’s initiative for establishing long-term agreements between central and local government.[footnoteRef:24] The programme unlocks funding and resource opportunities to support councils to make improvements in their region; for example, to roads, infrastructure, and the supply of quality housing. [24:  https://www.dia.govt.nz/Regional-Deals ] 

CODC, ORC and QLDC are negotiating with central government to establish a long-term agreement to promote economic growth, deliver infrastructure and improve the supply of quality housing under the ‘regional deal’ framework. Referred to as the ‘Otago Central Lakes Regional Deal’, the proposed deal is comprised of five areas, or ‘packages’, that the councils have identified as needing government support.[footnoteRef:25] One package is Transform Transport, which seeks to introduce new funding tools and amend regulation to enable the transport network to support the sub-region’s rapid population and economic growth.  [25:  Link to ORC OCL webpage] 

Further detail on the deal and how it might impact this project will be known upon the finalisation of the deal. This is expected to be by the end of 2026. 
Overall affordability
Subject to Council endorsement, the proposed project will be included in the transport programme for consideration in ORC’s 2027-2030 Long-Term plan. It would also be included in the Otago Regional Land Transport Plan 2027-2030 and bid for co-funding through the NLTP. The project is considered to offer good value for money, but the decision of affordability will be made through the LTP and RLTP process, including consultation with the public. 
[bookmark: _Management_Case_<link][bookmark: _Toc235176132][bookmark: _Toc381007696]Management Case
The Management Case demonstrates that the delivery of the preferred service option is achievable and details the arrangements needed to ensure successful delivery of the outcomes sought from the investment.
The proposed preferred option will initially be implemented as a trial service following approved funding pathways being established. The trial period is estimated to be one to three years with an estimated commencement date of late 2027. Initially implemented using existing fleet, service and fleet improvements will be planned on approval of longer-term funding.
The purpose of this Management Case is to:
· Outline management and governance arrangements
· Discuss project risks and risk management planning
· Demonstrate benefit management planning and project evaluation
[bookmark: _Toc235176133]Management strategy
[bookmark: _Hlk53062553]The services and related infrastructure for this project are expected to be delivered as a long-term (9-year) project, commencing initially as a trial, but with the vision for the services to be incorporated into ORC’s public transport services continuous programme. This project will be managed and the service developed and implemented incrementally to navigate uncertainties, constraints and dependencies
The Upper Clutha service has some complexities that arise from the following factors:
· The diversity of project components involved in implemented contracted public transport services in a new geography
· Interrelationship and alignment of funding approvals and processes across multiple agencies
· Collaboration between road controlling authorities across the local and state highway network 
· High community expectations following previous studies, trials and targeted rates 
The design and planning of the service will be directed by the legislation and policies described in the Strategic Alignment section of the Strategic Case, with particular focus on the RPTP service design policies. The findings from the market sounding discussed in the commercial case and previous studies discussed in the Strategic Case will also inform the design and planning. 
[bookmark: _Project_management_arrangements][bookmark: _Hlk53062613]Project management arrangements
ORC resources will be used wherever possible. ORC’s Transport team will own and manage the project delivery including the design, planning, procurement and management of the service, collaborating with key partners, such as QLDC, NZTA, and the service operator, as well as stakeholders where relevant. 
ORC has demonstrated its ability to plan and deliver high performing public transport services across multiple networks through the 26 routes it currently manages in Dunedin and Queenstown. Multiple ORC teams will be involved in the implementation of the service.
The Transport Planning team will lead the management of the service design and funding processes, while working collaboratively with the Transport Operations team through service procurement. Infrastructure planning will be a collective undertaking between Transport Planning and Operations and the RCAs. 
The Transport Operations team will incorporate the service into its existing work programme. It will be responsible for activities including managing service disruptions, coordinating infrastructure interventions with the RCAs, resolving customer feedback, monitoring performance and overseeing the operator’s service delivery as per its contract. 
The Communications and Marketing Team will develop the public information and promotional material for service launch in collaboration with the Transport Planning and Operations teams. For service launch it will lead a marketing campaign and respond to initial community feedback. Once operational, the team will incorporate the service into its existing work programme.
These teams have all been evaluated to have the resource required to implement a new Upper Clutha service in the timeframe set out in Table 25 below. 
As an investment, the service has been assessed to have a low level of complexity and is thus suitable to sit within the business-as-usual ORC work programmes. Its planning and operation activities are well established processes. Longstanding relationships with QLDC and NZTA exist for the delivery of the necessary infrastructure. Overall, is not expected that the introduction of the proposed service into a new geography will require substantially more resource than currently exists. 
[bookmark: _Toc235176134]Project structure
Governance arrangements
ORC is the elected body responsible for the governance of the proposed service as the PTA for Otago. Council will make a decision on the inclusion of the proposed service in the ORC LTP 2027-2037 and RLTP 2027-2037 in mid-2026 following the completion of this investment case. If Council agrees to include this project in ORC’s long-term planning, it will subsequently be responsible for approving the level of service and implementation timeline as a part of its decision to approve the proposed service operator contract following the tender process.
As a regulatory body and potential funder of the service, NZTA is also considered a governance body. As set out in The Economic Case – Identifying the preferred option, the preferred funding option for the service consists of a combination of NZTA funding, ORC rates funding and third-party funding (e.g. fares). Accordingly, this investment case plans for the proposed service to receive NZTA co-funding and be subject to the conditions of such funding as a result. For detail on preferred and alternative funding arrangements, refer to the Financial Case.
It is noted at the time of writing that local government reforms are underway, indicating regional governance structures will change in the coming years. It is expected that reforms will maintain continuity for existing local government work programmes to the greatest extent possible regardless of the change in governance arrangements. 
Roles and responsibilities
Figure 18 provides a visual overview of the project’s organisation structure while Table 23 describes each involved organisations’ roles in the approval and delivery processes. 
[image: ]
[bookmark: _Ref233370791][bookmark: _Ref232398048]Figure 18 Project organisation chart
[bookmark: _Ref233370846][bookmark: _Ref232398238]Table 23 Key project delivery roles and functions 
	Organisation
	Role
	Functions

	Otago Regional Council
	Public transport authority and procuring organisation
	· Endorse investment case and approve local share funding
· Manage procurement process and new contract
· Service route design and timetable (collaboratively with operator)
· Fleet specifications and application for any RUB exemptions 
· Implement ticketing system (coordinating device installation on vehicles, recruiting businesses to become local ticket retailers)
· All comms and marketing - Produce and disseminate public information and marketing material. Plan and deliver advertising campaign. Update ORC website and General Transport Specification Feed (GTFS) to include the new service on online navigation platforms)

	Queenstown Lakes District Council
	Road controlling authority and community representative
	· Approve local share funding for PT infrastructure
·  Lead the installation of bus stops on the local road network
· Lead any intersection, road corridor or footpath changes needed to accommodate bus service

	NZTA Waka Kotahi
	Road controlling authority and regulator
	· Approve central government funding support
· Lead the installation of bus stops on the state highway road network
· Lead any intersection changes needed to accommodate bus service on the state highway network

	TBD
	Contracted service operator
	· Service route design and timetable (collaboratively with ORC)
· Service operation (employing staff, owning and operating the fleet, and managing depot requirements)

	Wānaka Upper Clutha Community Board
	Community representative
	· Manage community feedback and advocate for community needs
· Disseminate public information and marketing material for the service


[bookmark: _Toc235176135][bookmark: _Hlk53137224]Project schedule and milestones
The project will follow the standard process for inclusion in the 2027-2030 central government transport funding cycle described in Table 24. Council will make a decision on the timing the local share of funding for the service through the LTP process, which will inform ORC’s bid for NZTA co-funding in the RLTP. Central government’s decision on NZTA co-funding the service would be determined in the National Land Programme 2027-2030. If NZTA does not co-fund the service this funding cycle, Council would then have an opportunity to amend (i.e. reduce, adjust or cancel) the service in the LTP through the Annual Plan 2028/2029 process. 
[bookmark: _Ref231812680]Table 24 High level project approval schedule
	Key project milestones for approval of the service
	Owner
	Approximate date

	Council endorses this investment case
	ORC
	 29 July 2026

	Council includes the service as proposed in this investment case in the draft LTP and RLTP
	ORC
	September – December 2026

	Public consultation on the draft LTP and RLTP
	ORC
	March – April 2027

	Council approves the final LTP 2027-2037 with the service as proposed in this investment case included
	ORC
	June 2027

	Otago Southland Regional Transport Committees approve the final RLTP 2027-2037 with the service as proposed in this investment case included
	Otago Southland RTCs
	June 2027

	Government releases the National Land Transport Programme 2027-2030 with decision on NZTA co-funding for the service
	Central Government
	August 2027

	Council decides on any amendments to the planned service following central government’s decision on NZTA co-funding in the Annual Plan 2028/2029
	ORC
	February – June 2028


[bookmark: _Change_management_planning][bookmark: _Benefits_management_planning][bookmark: _Risk_management_planning][bookmark: _Toc15990321]
The delivery of the project is proposed for 2027-2037 (Years 1-10 of the next LTP) as described in Table 25. Service planning, design and pre-procurement would occur in 2026 and early 2027 in order for procurement and for service launch to occur in Year 1 and discussed in the Commercial Case. The required bus stop, roading and footpath infrastructure upgrades will be completed in collaboration with QLDC and NZTA, the road controlling authorities.
Motu Move is the new unified national ticketing solution which is scheduled for roll out in Otago in mid 2027. This new ticketing system allows the use of most bank cards to pay the bus fare. It requires the installation of new hardware across the bus fleet. The introduction of a new service in the Upper Clutha will follow the Motu Move system installation in Otago. ORC will work with the new ticketing system supplier Cubic for this service’s integration.
The Wānaka Upper Clutha Community Board will be engaged to utilise its communication channels for promotion of the service and facilitate feedback between the community and ORC.  
The trial period will be used to establish the service within the community and understand demand patterns. Service frequency and coverage will be evaluated through the first year of the trial and level of service improvements considered to accommodate community needs and service delivery optimisation. There is an aim to increase service frequency (and possibly coverage) as the demand, population and development in the Upper Clutha evolves. 
[bookmark: _Ref231815738]Table 25 High level project delivery schedule
	Key project milestones for delivery of the service
	Owner
	Approximate date

	Council approves the final LTP 2027-2037 with the service as proposed in this investment case included
	 ORC
	June 2027

	NZTA approves the final NLTP 2027-2037 with the service as proposed in this investment case included
	 NZTA
	August 2027

	Procurement of an operator to deliver the service
	ORC, service operator
	September 2027 (LTP Year 1)

	Lead time for service operator to make staffing, vehicle and depot arrangements
	Service operator
	Sep – Early 2028 (LTP Y1)

	Service and infrastructure 
	ORC, QLDC, NZTA, Cubic
	2027/2028 (LTP Year 1)

	Communications and marketing campaign planning for service launch and awareness of the service
	ORC, QLDC
	2027/2028 (LTP Year 1/2)

	Service launched at an introductory level 
	ORC, service operator
	Early 2028 (LTP Year 1)

	Incremental service improvements 
	ORC, service operator
	2028-2037 (LTP Year 2-10)



The management case may need to consider alternative project implementation timelines and have some flexibility to adjust milestones based on any variation in funding approval timelines or availability of funding sources.
[bookmark: _Toc235176136]Stakeholder engagement and communications
Key stakeholders and the wider community will have the opportunity to provide feedback on the proposed service during the LTP and RLTP public consultation periods in March – April 2027. ORC will produce and disseminate promotional material and contact key stakeholders directly with an invitation to engage. 
[bookmark: _Toc235176137]Risk management
Risk will be managed in a manner that aligns with ORC Risk Management processes and policies. 
The strategic risks associated with this project were outlined above in the 

Risks section of the Strategic case. In this section an initial identification and assessment of the project risks associated with delivering the preferred option has been completed. On approval of the project a risk register will be set up. The risk register will be continuously reviewed and updated as required. 
Risks
Table 26 presents the most significant risks that have the potential to delay, prevent or minimise achieving the investment objectives or outcomes sought through the investment.
[bookmark: _Ref232482765]Table 26 Risk assessment and risk management strategies
	Risk
	Consequence
(H/M/L)
	Likelihood
(H/M/L)
	Risk management treatment (mitigations)

	
	
	
	
	

	1
	IF there are seasonal peaks in demand THEN vehicle capacity may be intermittently insufficient.
	Medium
	Medium
	Collaborate with seasonal tourism or commuter transport providers to share fleet. Plan the service in an iterative and evidence-led way. Work with contracted operator to take an adaptive management approach.

	2
	If service frequency or coverage is too limited, residents may perceive it as inadequate, reducing trust or ridership.
	High
	Medium
	Engage community for feedback during design and early implementation phases. Plan the service in an iterative and evidence-led way. Take an adaptive management approach throughout the trial period.

	3
	IF projected baseline travel patterns between Lake Hāwea, Wānaka, and key destinations differ from those projected, THEN the service may be inappropriately scaled for demand.
	Medium
	Medium
	Plan the service in an iterative and evidence-led way. Take an adaptive management approach throughout the trial period.

	4
	IF the launch of the service is met with limited initial demand due to entrenched travel behaviour patterns, THEN if may take time to promote and change behaviours, delaying the outcomes sought. 
	High
	Low
	Encourage buy-in through extensive engagement and communication. Market, promote and educate to remove barriers to use. Consider service refinement through an adaptive management approach.

	5
	IF fare revenue is consistently low, THEN the service may not be financially sustainable in the long term.

	High
	Low
	Extensive engagement and communication: 
· Inform community of the implications of funding the service on rates and fare.
· Consider opportunities to increase fare and private revenue opportunities 

	6

	IF NZTA co-funding is not successfully secured for the initial trial service, THEN Council would need to consider funding in full with rate funding to procced with the trial, or delay the trial again.
	High
	Medium
	Continuously engage with NZTA to understand funding priorities. Produce comprehensive performance reports to demonstrate the service value. Explore opportunities for increasing the share of revenue from private sources.

	7

	IF neither local share nor NZTA co-funding is secured for trial service in the 2027-2030 funding cycle THEN introducing public transport in the Upper Clutha will not be able to proceed in a manner that meets community’s expectation. 
	High
	Low
	Demonstrate need and value of the service in LTP and RLTP prioritisation processes. Communicate rationale of decisions with the community.

	8
	IF funding streams or policy priorities do not support ongoing operation THEN the continued delivery of the service may be threatened.

	High
	Medium
	Continuously engage with NZTA to understand funding priorities. Explore opportunities for increasing the share of revenue from private sources. Produce comprehensive performance reports to demonstrate the service value.

	9
	If the funding of infrastructure is not aligned with the funding of services, THEN funding could go unspent and the service could be delayed.
	Medium
	Low
	Coordinate service and infrastructure planning and funding with RCAs. Highlight the dependencies between service and infrastructure for funders. 

	10
	IF Ministry of Education bus services withdraw due to the introduction of public transport, THEN students’ access to school could be worsened and the service could experience capacity issues at peak times.
	Medium
	High
	Proactively collaborate with the Ministry of Education to determine students’ eligibility and potential additional service costs. Comprehensively engage community to provide information and receive feedback. 

	11
	IF state highway bus stop locations are deemed unsafe due to the high-speed environments, THEN service coverage may be inadequate for certain catchments or trip types.
	Medium
	Medium
	Engage NZTA Waka Kotahi early in the service planning process to determine the viability of state highway bus stop locations. Work with property owners along the state highway to utilise private land for alternative safe stop locations.

	12
	IF the procurement timing is competing with procurement of other major centre bus contracts THEN there may be less operator interest or less operator capacity to engage with the tender process
	High
	Low
	ORC will consider the expiry dates of bus contracts in other major centres in the preparation of the detailed procurement plan. Timelines will be communicated with the operators that have engaged with this process to date to give as much prior warning of likely procurement timing.

	12
	IF there are delays or difficulties in contracting a suitable operator, THEN service launch could be postponed or service quality or affordability could be compromised.
	High
	Low
	Undertake pre-procurement engagement with potential operators to optimise service design and minimis commercial viability risks to attract good market competition.

	13
	IF the contracted operator is unable to secure sufficient drivers, fleet or depot facilities THEN the service commencement may be delayed.
	High
	Medium
	Test through the procurement processes that operators have sufficient resources to deliver, or back up options available. 

	14
	IF Motu Move roll out is delayed, THEN the service commencement may be delayed.
	High
	Low
	Continue to work closely with the Motu Move implementation team managing processes and risks proactively to make sure roll out across Otago can happen on time as planned.



The sections below provide additional context to key risks and uncertainties identified.
Misalignment of service capacity and demand
Baseline year-round travel patterns between Lake Hāwea, Wānaka, and key destination areas in the Upper Clutha are not fully understood due to limited data and the high variability of visitor travel patterns. Beyond the insights that Statistics NZ census and NZTA traffic data provide, trip purpose, time-of-day patterns, and multi-stop journeys remain uncertain. Visitor flows and seasonal tourism demand generate uneven patterns that are challenging to provide suitable year-round capacity for in a financially viable way. The degree to which residents and visitors will shift from private vehicles or active travel modes to a public transport service is also untested. 
If the demand for the service exceeds capacity (even for certain times of day or year) it will demonstrate the high value of the service. However, it will put the service’s reliability and reputation at risk as users may lose confidence in the service as travel times become less predictable. People with other transport options will not be attracted to use the service and those without other options will be burdened with the inconvenience associated with an unreliable service. 
Due to the community demand for sustainable and affordable transport modes and rapid growth in the area, this risk has a high likelihood of occurring in the medium-term. Mitigation will require a range of interventions. The service will need to be planned in an iterative and evidence-led way, and its delivery will require an adaptive management approach. Collaboration with seasonal tourism or commuter transport providers to explore fleet-sharing opportunities will also be required. Finally, ORC will need to continuously advocate for increasing the level of service to accommodate the high demand and achieve greater realisation of the project’s investment outcomes.
If demand for the service is substantially below the capacity provided, then the value of the service may be questioned, and its existence may be short lived. This risk would have a high impact as insufficient demand puts the realisation of investment objectives in jeopardy. Fortunately, due to the anticipated high demand for the service, it is unlikely to eventuate beyond the initial period of service when users are yet to change their travel behaviour. Managing this risk will require extensive communication and engagement with the community, including the visitor demographic, to raise awareness and encourage use of the service. 
Financial sustainability uncertainties
The willingness for users, ratepayers and government to pay for the cost of the service is uncertain. Users who have other transport options may not find the public transport offering appealing enough (considering fares, wait times and timetables) to compete with private vehicle or active travel modes. There is a notably large share of active mode trips in the area. 
Ratepayers may not support the rates increase required to fund the service. The service may also not receive funding from central government when assessed nationally against all other public transport improvement programmes competing for funding from the NLTP. 
If demand for the service exceeded capacity in the initial trial stage, the council and central government investment required to transition to permanent service levels is not guaranteed. This risk has a medium likelihood of occurring as the current GPS priorities do not include public transport service expansion in a regional setting (refer to The Strategic Case – the Case for Change for further detail). The NLTF is constrained and bids for inclusion in the NLTP are currently oversubscribed. 
To mitigate this risk, extensive engagement and communication will be undertaken so the community is informed on the level of funding required, whether from fares or rates, and ORC can reflect the preferred balance in the design of the service and fare structure. Like the risk of misaligned capacity and demand discussed above, the service will need to be planned in an iterative and evidence-led way, and its operation will require an adaptive management approach. To advocate for the value of the service, ORC will engage with NZTA to maintain an up to date understanding of the transport funding environment, explore opportunities for increasing the share of revenue from private sources and produce comprehensive performance reports to demonstrate the service value.
Other risks and uncertainties
Collaboration with RCAs will be required to manage potential risks involving public transport infrastructure. These include ensuring the necessary funding for bus stop infrastructure and any minor roading upgrades are secured alongside service funding. ORC will work with NZTA to determine safe stop locations along the high-speed environment of the state highway. Finding appropriate mechanisms for mitigating these risks will be necessary to ensure the end-to-end journey experience is safe, accessible and convenient for a variety of users. 
Coordination with the Ministry of Education will be critical in ensuring students continue to be provided suitable bus transport as public transport is introduced. ORC will seek to work with the Ministry through any changes in students’ eligibility for Ministry-provided bus service that arise. 
Motu Move is scheduled to be rolled out across the Otago public transport network in July 2027. With the Upper Clutha service commencement scheduled for February 2028 this is unlikely to impact the new service timing. However, if Motu Move is delayed, the Upper Clutha trial start date would also likely need to be delayed as it would not be feasible to install the old Bee Card system and undertake the necessary system changes required to activate a new service of this scale. 
[bookmark: _Project_and_business][bookmark: _Toc15990320][bookmark: _Toc235176138]Benefits management arrangements
This project will manage benefits delivery in accordance with published NZTA[footnoteRef:26] and Treasury[footnoteRef:27] guidance. This will enable the actual benefits realised to be documented and compared to those planned through this investment case process. Benefits realisation will be a key part of assessing the future viability of Upper Clutha public transport services and demonstrating the value of long-term funding beyond the initial trial period. [26:  https://www.nzta.govt.nz/assets/resources/land-transport-benefits-framework-measures-manual/Land-Transport-Benefits-Framework-measures-manual.pdf]  [27:  	https://www.treasury.govt.nz/publications/guide/managing-benefits-projects-and-programmes-guide-practitioners] 

The benefits specific to the project are set out in Table 7 of the Strategic Case. All benefits are owned by the ORC Transport team, who will measure benefits and report on their realisation as a part of the existing network monitoring report presented to Council on a six-monthly basis. 
Without the existence of public transport in the area, few benefits currently have established baselines. Accordingly, initial benefit realisation measures will be adjusted for scale. 
Trial evaluation planning
As a trial service, periodic reviews of the trial’s performance against outcomes sought will be undertaken. These will be used to inform ongoing adaptive management of timetables and operational efficiencies, inform future procurement opportunities and scaling of the services. They will also be used to support future funding requests.
The key measures that will be evaluated are:
Primary measures (compare annual actual with annual forecast)
· Patronage numbers and breakdown of user types (Adult/Child/Super Gold)
· Private share ratio
· Average passenger fare
· Passenger fare per passenger kilometre (fare revenue/passenger kilometres)
· Service expenditure cost per service kilometre (service expenditure/service kms).
Secondary measures (compare with other services in the Queenstown network)
· Number of cancelled services
· Punctuality
· Reliability
Narrative which incorporates community feedback and general observations will also be documented to provide wider context for decision makers.
Trial evaluation reviews are planned as follows:
	Review date (after service commencement)
	Purpose

	Three months
	· Review primary measures to understand service demand and more about the people using the service.
· Engage with operators to get their feedback on service elements and any operational changes that could improve the service quality.

	Six months
	· Review primary measures to understand service demand and more about the people using the service.
· Engage with operators to get their feedback on service elements and any operational changes that could improve the service quality.
· Provide feedback to Council and Upper Clutha Community Board including value for money assessment

	One year
	· Review primary and secondary measures
· Evaluate outcomes with existing fleet and consider longer term fleet requirements 
· Inform whether to commence second term of the operating contract
· Inform Unit 7 procurement preparation
· Provide feedback to Council and Upper Clutha Community Board including value for money assessment


[bookmark: _Toc235176139]Next steps
This business case outlines the case for investing in public transport for the Upper Clutha and seeks formal approval to progress with including the implementation of the preferred option, which is eight trips per day, seven days per week into ORC’s 2027-2030 Long-Term Plan and Otago’s Regional Land Transport Plan.
If approved, ORC’s Transport team will:
· Include the Upper Clutha service trial in the transport projects for local share funding in ORC’s 2027-2030 Long-Term Plan.
· Include the Upper Clutha service trial in ORC’s public transport service improvement programme for inclusion in Otago’s 2027-2030 Regional Land Transport Plan and 2027-2030 National Land Transport Plan bid.
· Continue market engagement to refine timetable design, service delivery costs and fleet requirements.
· Establish a procurement project team to progress procurement planning for upcoming procurement activities.
[bookmark: _Commissioner(’s/s’)_/_Chief_1][bookmark: _Hlk226713755][bookmark: _Toc235176140][bookmark: _Toc380346065][bookmark: _Toc381007699]Appendix A. Ministry of Education school bus services
	Route No. 
	School
	Service Area

	D130432 AM/PM
	Te Kura O Take Kārara
	Albert Town

	D130433 AM/PM
	Te Kura O Take Kārara
	Wānaka Aerodrome, Albert Town, Wānaka

	D130406 AM/PM
	Hāwea Flat School
	Pukerangi Dr, Luggate

	D130402 AM/PM
	Hāwea Flat School
	Maungawera, Lake Hāwea

	D130437 AM/PM
	Hāwea Flat School
	Lake Hāwea, Hāwea Back Road

	D130401 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School
	Maungawera Valley Road, Albert Town, Wānaka

	D130407 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School
	Lake Hāwea

	D130403 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School
	Tarras, Hāwea Flat, Maungawera, Wānaka

	D130429 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School
	Ballantyne Road, Mount Barker, Wānaka

	D130410 AM/PM
	Mt Aspiring College
	Makarora

	D130404 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School
	Cardrona, Wānaka 

	D130435 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School
	Lake Hāwea, Hāwea Flat, Maungawera, Albert Town

	D130408 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School
	Lake Hāwea, Hāwea Flat, Maungawera, Albert Town

	D130430 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School
	Luggate, Ballatyne Road, Wānaka

	D130405 AM/PM
	Mt Aspiring College, Holy Family School, Wānaka Primary School, Te Kura O Take Kārara
	Matukituki River Valley, Glendhu Bay, Wānaka



[bookmark: _Toc235176141]Appendix B. Previous regional planning and transport investigations
	Project
	Description
	Details and relevance

	Wānaka Network Optimisation Business Case (2025)
	Incomplete but concluded transport business case for the Upper Clutha
	Considered the supressed demand of sustainable transport options in the Upper Clutha area and assessed the community led public transport trials (2022, 2023)

	Queenstown Public Transport Business Case (2024)
	PT Business Case for public transport provision in Queenstown to 2039
	Did not consider transport connections from Queenstown to Upper Clutha and Central Otago other than a Cromwell park and ride option which was not recommended

	Otago Community and Accessible Transport Study (OCATS) (2023)
	High-level investigation into regional community and accessible transport. 
	Various regional public transport options across the region were briefly investigated and roughly costed, including the following fixed route services:
· Ōamaru
· Ōamaru – Dunedin 
· Alexandra – Queenstown 
· Wānaka
· Balclutha – Dunedin 
	




	Upper Clutha Community Shuttle Trial (2022, 2023)
	[insert info from https://www.communitylink.nz/shuttle-trial]
	

	Better Ways to Go – A mode shift plan for Queenstown Lakes District(2022)
	Mode shift plan to increase the share of travel made on foot, by bike or bus in Queenstown Lakes District.
	Sets a vision for a public transport network in Upper Clutha. Signals PT investment and uptake likely to make the greatest contribution to mode shift.

	Queenstown Transport Business Case (2020) and Queenstown Integrated Transport Programme Business Case (2017)
	Transport business cases to improve network performance through infrastructural, public transport and behaviour change measures
	None - Areas outside Queenstown were out of scope

	Wānaka Network Operating Framework (2018)
	Development of a Network Operating Framework considering the inter-relationship with land use, transport networks, infrastructure and services.
	Provision of:
Primary Public Transport routes that provide major connections between the airport, suburbs, satellite towns and Wānaka town centre.
Secondary Public Transport routes that enable movement of people from commercial centres and the town centre to primary public transport routes (i.e. pick up and drop off points). Including school buses and tourist buses with access to accommodation and ski fields



[bookmark: _Toc235176142]Appendix C. Long-list options assessment

	
	Option
	Result
	Commentary

	Geographical Scoping Options
	GC1
	Do nothing
	Carry forward as do minimum
	Did not achieve any of the IOs. Does not align with strategic priorities but was considered affordable as there is no investment. Carried forward as the base comparator.

	
	GC2
	Albert Town, Three Parks, Wānaka
	Discount
	Partially achieved most IOs and CSFs. Failed to meet IO3 (environmental sustainability) due to its inability to generate sufficient mode shift.

	
	GC3
	Hāwea, Albert Town, Three Parks, Wānaka
	Discount
	Only partially achieved most IOs and CSFs.

	
	GC4
	Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka
	Preferred
	Achieved most IOs and CSFs. Found to partially align with the financial CSF due to the uncertainty around funding sources. 

	
	GC5
	Hāwea, Albert Town, Three Parks, Wānaka, Southern Wānaka, Luggate
	Preferred
	Achieved most IOs and CSFs. Found to partially align with the financial CSF due to the uncertainty around funding sources.

	Service Solution Options

	SC1
	Door to door community transport
	Discount
	Fails to provide the level of service sufficient to achieve most IOs or CSFs. Meets affordability criteria as delivered by the community.

	
	SC2
	Skeleton all-day (8 trips per day)
	Carry forward
	The level of service delivered by a basic (hourly) frequency partially achieves all IOs, while fully meeting all CSFs. Carried forward to short-list.

	
	SC3
	On-demand 
	Discount
	Fails to provide the level of service to achieve IO1 (land use integration). The high cost of on-demand services relative to the value they deliver caused it to fail to meet the economic and financial CSFs.

	
	SC4
	Basic (hourly)
	Carry forward
	The level of service delivered by a basic (hourly) frequency partially achieves all IOs, while fully meeting all CSFs. Carried forward to short-list.

	
	SC5
	Regular (more than hourly to half-hourly)
	Preferred
	The level of service delivered by a half-hourly regular service achieves all IOs and CSFs except for IO1 (land use integration) due to its moderate ability to reduce car reliance to the point of encouraging good urban form.

	
	SC8
	Frequent (more than half-hourly to ten-minute)
	Discount
	While a frequent service would achieve all IOs and the strategic, commercial and management CSFs, it fails to provide sufficient value for money or be reasonable for funding sources to support. However, it could be a more achievable option in the long term once urban growth has generated greater transport demand and a basic or regular public transport service is well-established. 

	
	SC9
	Rapid transit (more than ten-minute)
	Discount
	This high level of service would fully achieve all IOs except for IO3 (environmental sustainability) due to the high environmental cost of rapid transport infrastructure and vehicles. However, it would require too much resource relative to the expected demand levels and small ratepayer base, resulting in excessive service provision and poor valuable for money. 

	Service Delivery Options
	SD1
	Exempt (e.g. community-led)
	Discount
	A community-led option, such as a door-to-door volunteer driver service, would be affordable for users and increase mode choice for some transport disadvantaged people. However, it fails across several IOs and CSFs due its inherently small scale. As a result, it cannot deliver a sufficient level of service it would provide to support urban form (IO1) or reduce transport-related emissions (IO3). Whilst considered affordable, the charity community transport model is fragile.

	
	SD2
	Subsidised (gross cost)
	Preferred
	A gross cost contract is the widely preferred public transport service delivery model in New Zealand due to the control PTAs maintain over key service components such as network design and fare-setting. 

	
	SD3
	Subsidised (net cost)
	Possible
	A net contract delivery model is possible and could be viable as a pathway to gross contracts. However, it is not the preferred option as it would not guarantee the prioritisation of community needs over commercial interests. 

	
	SD4
	Exempt (e.g. commercial)
	Discount
	No urban public transport services are currently delivered by commercial operators, demonstrating it is not a commercially viable option. 

	Implementation/ Timing Options
	IM1
	Delay indefinitely (do nothing)
	Discount
	Delaying indefinitely fails to achieve all investment objectives and most critical success factors. 

	
	IM2
	Phase over Yrs 1-10 of next LTP
	Preferred
	Beginning implementation in the short-term and lengthening the phasing timeline ensures a flexible and iterative ‘trial and error’ approach that delivers the greatest value for money. It is noted that, in the context of a rates freeze, no options achieve complete affordability. 

	
	IM3
	Phase over Yrs 4-10 of next LTP
	Possible
	While possible, the delay in service provision would have negative impacts across the investment objectives.

	
	IM4
	Immediately in Yrs 1-3 of next LTP
	Discount
	Implementing immediately (in Years 1-3 of the LTP 2027-2037) would not achieve the maximum value for money due to it forgoing a more flexible and iterative ‘trial and error’ approach.

	Funding Options
	FD1
	Fares/third party funding + ORC rates + NZTA co-funding
	Preferred
	This funding model is employed by most integral public transport services in the country, generally representing a fair distribution of cost between the user and the community. 

	
	FD2
	Fares/third party funding + ORC rates
	Possible
	Carry forward this option due to the 2026 rates freeze and the Upper Clutha’s strong local economy, enabling potential sponsorship, or employer fare-sharing opportunities.

	
	FD3
	Fares/third party funding
	Possible
	This would be presented as the preferred option within a funding environment where no public funding is available.

	
	FD4
	Fares only
	Discount
	Employing a user pays model would not achieve IO2 (Connectivity) or IO4 (Affordability) as it would fail to attract meaningful patronage or be affordable for much of the community. 



[bookmark: _Toc235176143]Appendix D: Short-list options multi-criteria analysis
	 Criteria
	Do Nothing
	Do Min
	Option 1 
	Option 2 
	Option 3
	Option 4
	Commentary

	
	Status Quo
	8 trips per day
	No Luggate Hourly
	No Luggate
Half Hourly
	With Luggate Hourly
	With Luggate
Half Hourly
	 

	Investment Objectives
	 
	 
	 
	 
	 
	 
	 

	Land use integration: Support good urban form
	-1
	0 
	0 
	+2
	0 
	0 
	Only when a regular frequency service (more than hourly to half hourly) is provided in areas where development is present or planned (i.e. not Luggate) are positive impacts experienced. To achieve major positive impacts, a greater frequency would be required. 

	Connectivity and choice: Increase connectivity and accessibility using sustainable modes
	0 
	+1
	+1
	+2
	+1
	+2
	All options increase connectivity and choice but only regular frequency services generate more than a minimal positive impact.

	Environmental sustainability: carbon emissions are reduced and air quality is improved
	0 
	0 
	+1 
	+2
	+1
	+2
	The provision of hourly or regular services has the ability to offset enough private car travel to materially reduce transport-related emissions. Only a regular frequency would be expected to generate the mode shift required to achieve moderate positive impacts.

	Affordability to users: increase access to affordable alternatives to private vehicle travel
	0 
	+1
	+1
	+2
	+1
	+2
	The provision of any service option, including the Do Minimum would generate at least minimal positive impacts on people's access to an affordable transport option. However, moderate positive impacts would only be expected to be achieved with a regular frequency of service. 

	Investment Objective total (/12)
	-1
	2
	2
	8
	3
	6
	 

	Risks
	 
	 
	 
	 
	 
	 
	 

	Service capacity: if the service is overcapacity due to high demand, it may experience reliability and reputational issues
	0 
	-1
	-1
	0 
	-1
	0 
	Threat level: across all service options there is a moderate impact of this risk. While it would worsen reliability for people it indicates the success of the service. 
Likelihood: unlikely in the short and medium term due to the area's relatively low population for services at an hourly frequency or less. For a regular frequency, the increased capacity reduces the risk to rare. 
Treatment: operator providing extra services ad hoc, a practice typically built into public transport contracts
Overall risk rating: medium (Do Minimum and hourly options), low (regular frequency options)

	Patronage: if the service does not generate sufficient patronage to be considered good value for money, social licence may be lost and service reductions may occur
	0 
	-1
	-1
	-2
	-1
	-2
	Threat level: insufficient patronage would have a moderate impact on the service, increasing to major over time due to the lack of value it would be delivering to the community for its cost. 
Likelihood: while it is possible for low patronage to occur initially, community feedback indicates there is high demand for public transport services, making it unlikely over time. In the short term the half hourly services may struggle to attract enough additional patronage revenue to offset the increased cost.
Treatment: comms and marketing activities (general and targeted), stakeholder engagement
Overall risk rating: medium

	Revenue: if the service does not generate sufficient revenue to be financially sustainable, service reduction or cancellation may occur
	0 
	-2
	-1
	-2
	-1
	-2
	Threat level: low revenue would have a moderate impact on the service, increasing to major over time due to the service's demonstrated financial unsustainability  
Likelihood: while it is possible for all hourly and regular frequency service options to generate low revenue initially, community feedback indicates there is willingness to pay for public transport services, making it unlikely over time. In the short term the half hourly services may struggle to attract enough additional patronage revenue to offset the increased cost. For the Do Minimum option, the high start-up costs of planning, design, infrastructure relative to the low number of trips being offered (and therefore fewer opportunities for farebox recovery) results in low revenue remaining a possible risk over time. 
Treatment: comms and marketing activities (general and targeted), stakeholder engagement, fare changes
Overall risk rating: medium

	Traffic congestion: if increased traffic congestion on the road network negatively impacts service performance, then the service will experience lower patronage and reputational issues
	-2
	-1
	-1
	0 
	-1
	0 
	Threat level: congestion does not pose a risk to public transport service performance if it is predictable and can be accommodated through  timetabling. However if congestion occurs sporadically, timetables are unable to reflect the slower travel times, thus reliability worsens a moderate impact on service performance occurs. 
Likelihood: the area's relatively small population and generally well-performing road network reduce this risk's likelihood. Conversely, high population growth projections and the large share of visitor travel (which drive unpredictable travel patterns) increases it. Overall the short and medium term risk is unlikely, but with population growth (of both residents and visitors) it is expected to increase to possible in the long term. The higher half hourly services are more likely to induce mode shift which will positively impact on traffic congestion.
Treatment: bus priority infrastructure to increase PT travel times, travel demand management
Overall risk rating: medium

	Active transport interaction: if services disproportionately shift trips away from active transport rather than private vehicle travel, then the transport system's efficiency, equity and sustainability will worsen
	0 
	-1
	0 
	0 
	0 
	0 
	Threat level: mode shift to public transport from active transport results in worse efficiency, equity and sustainability outcomes across the transport system. However the relatively low population of the area results in this risk causing a minimal impact on transport system performance.
Likelihood: possible with the Do Minimum option, in which a service covers an area that is largely within walking or cycling distance from key destinations. For options serving the wider Upper Clutha area, including Lake Hāwea, Southern Wānaka and Luggate, this risk becomes unlikely due to the longer distances these services cover. 
Treatment: co-current improvements in active transport infrastructure, designing routes to complement and not compete with active transport routes, travel demand management
Overall risk rating: low 

	Out-of-sequence development: if development occurs at unplanned times or in unplanned areas, then it may be poorly served by public transport 
	0 
	-1
	-1
	-1
	-1
	-1
	Threat level: out-of-sequence develop would undermine the robust design and planning of the service. The negative impact of people travelling to or from the development relying on other transport modes would be moderate. 
Likelihood: due to the lack of unplanned land in the area it is not expected  for significant development to occur out of sequence, however the high rate of  out-of-sequence development in Queenstown demonstrates it is possible. 
Treatment: completing thorough assessments of out-of-sequence development applications, working with developers to fund services
Overall risk rating: medium

	Lack of development: if the projected population growth does not occur then the service will fail to be right-sized for the area, generating low patronage
	0 
	0 
	-1
	-1
	-1
	-1
	Threat level: moderate for Options 1 and 2 due to the resulting risk of low patronage, which could lead to service reduction or cancellations. The Do Minimum option would experience minimal impact due to its service area covering already developed land.
Likelihood: based on the high growth Queenstown has experienced, occurring at a faster rates than often projected, it would be rare for Wānaka's projected growth to go unrealised.
Treatment: none
Overall risk rating: low

	Risk total (/21)
	-2
	-7
	-6
	-6
	-6
	-6
	 

	Impacts
	 
	 
	 
	 
	 
	 
	 

	Environmental impacts: air quality improvements due to reduced transport-related emissions from mode shift to PT
	-1
	0 
	0 
	+1
	0 
	+1
	Hourly services would achieve the mode shift required for minor improvements in air quality due to reduced private vehicle travel. At a regular frequency, moderate air quality improvements would be expected to be realised. No service will continue to degrade air quality and contribute to rising transport-related emissions.

	Social and cultural impacts: health benefits of active transport for first and last mile
	0 
	0 
	0 
	+1
	0 
	+1
	Hourly services would achieve the mode shift required to see minor health benefits to users accessing public transport by walking or cycling. At a regular frequency, moderate health benefits would be expected to be realised.

	Impact total (/6)
	-1
	0
	0
	2
	0
	2
	 

	Critical Success Factors
	 
	 
	 
	 
	 
	 
	 

	Strategic fit and organisational needs (Strategic)
	-1
	0 
	+1
	+2
	+1
	+1
	While all hourly and frequent services would achieve at least minimal positive impacts. However, a regular frequency service excluding Luggate would align with policies of patronage-oriented service design in a way that aligns with good urban form (i.e. serving locations with current or planned transport-oriented urban development). Continuing to not serve the Upper Clutha does not align with strategic direction.

	Potential value for money/Benefit optimisation (Economic)
	0 
	0 
	+2
	+1
	+1
	+1
	Insufficient value is achieved from the Do Minimum option to achieve value for money. The high cost of serving Luggate relative to the value it adds only enables it to achieve minimal positive impacts, while hourly or regular services not serving Luggate achieve moderate positive impacts.

	Provider capacity and capability (Commercial)
	0 
	+1
	+2
	+2
	+2
	+2
	While all options would be commercially achievable, the Do Minimum option would not achieve the economies of scale sufficient to deliver more than minimal positive impacts. 

	Potential affordability - current and future (Financial)
	0 
	+1
	0 
	0 
	0 
	0 
	In the current operating environment no funding is available, current or planned, from public sources. However, the low cost of providing the Do Minimum service would enable sufficient funding third party sources easier to raise. 

	Potential feasibility/achievability (Management) 
	0 
	+2
	+2
	+2
	+2
	+2
	All options would be feasible to manage as they would be an extension of ORC's existing core service as the region's  public transport authority.

	CSF total (/15)
	-1
	4
	7
	7
	6
	6
	 

	Costs
	 
	 
	 
	 
	 
	 
	 

	Set up costs (capital expenditure, etc.)
	$0
	$100,000
	$100,000
	$100,000
	$100,000
	$100,000
	 

	1 year of operational costs
	$0
	$1,072,690
	$1,992,590
	$3,491,336
	$2,983,514
	$5,260,024
	 

	Cost total
	$0
	$1,172,690
	$2,092,590
	$3,591,336
	$3,083,514
	$5,360,024
	 

	Key benefits
	 
	 
	 
	 
	 
	 
	 

	Improved access to opportunity (5.2)
	0 
	0 
	0 
	+1
	0 
	+1
	The Do Minimum and hourly options' frequencies do not enable people to reliably access key economic destinations within a 30-minute travel threshold, thus deliver negligible impacts. At a more than hourly to half hourly service, a 30-minute travel threshold becomes moderately more achievable, but still only realises minimal positive benefits.

	Improved spatial coverage of public transport (10.2, 10.3)
	0 
	+2
	+3
	+3
	+3
	+3
	The introduction of any level of service would deliver material positive spatial coverage impacts. If the service served Lake Hāwea and Southern Wānaka (once developed), major positive impacts would be achieved as a substantial portion of existing and future urban dwellings would be within 400m of public transport. The inclusion of Luggate does not make a notable difference to the level of benefit.

	Improved public transport mode choice (10.2)
	0 
	+1
	+1
	+2
	+1
	+2
	At least an hourly service frequency is required to induce noticeable mode shift. At a regular frequency, the impact on mode shift would be expected to increase from minimal to moderate, particularly over time as people change their travel behaviour.

	Reduced emissions from land transport (8.1)
	-1
	0 
	+1
	+2
	+1
	+2
	These scores reflect the mode choice scores reflected above due to mode shift and transport-related emissions reductions are directly related. At least an hourly service frequency is required to induce noticeable reduction in emissions. At a regular frequency, emissions reductions would be expected to increase from minimal to moderate, particularly over time as people change their travel behaviour. 

	Improved transport affordability for users (10.2)
	-1
	+1
	+1
	+2
	+1
	+2
	[same as Investment Objective 4 - affordability] 
The provision of any service option, including the Do Minimum would generate at least minimal positive impacts on people's access to an affordable transport option. However, moderate positive impacts would only be expected to be achieved with a regular frequency of service. 

	Benefits total (/15)
	-2
	4
	6
	10
	6
	10
	 



[bookmark: _Annex_1:_Commissioner(’s/s’)]
Means of travel to work

Wānaka	Drive (private vehicle)	Drive (company vehicle)	Passenger in vehicle	Walk	Cycle	Work from home	0.46	0.14899999999999999	2.7E-2	5.6000000000000001E-2	5.2999999999999999E-2	0.24399999999999999	Outer Wānaka	Drive (private vehicle)	Drive (company vehicle)	Passenger in vehicle	Walk	Cycle	Work from home	0.47299999999999998	0.17699999999999999	3.3000000000000002E-2	2.5999999999999999E-2	1.7999999999999999E-2	0.26	NZ	Drive (private vehicle)	Drive (company vehicle)	Passenger in vehicle	Walk	Cycle	Work from home	0.54900000000000004	0.112	3.5999999999999997E-2	4.2000000000000003E-2	1.9E-2	0.17699999999999999	



Mean of travel to education

Wānaka	Drive (private vehicle)	Passenger in vehicle	School bus	Walk	Cycle	Study at home	7.6999999999999999E-2	0.36499999999999999	0.13500000000000001	0.14199999999999999	0.14000000000000001	0.127	Outer Wānaka	Drive (private vehicle)	Passenger in vehicle	School bus	Walk	Cycle	Study at home	6.7000000000000004E-2	0.33700000000000002	0.39900000000000002	4.3999999999999997E-2	2.1000000000000001E-2	0.123	NZ	Drive (private vehicle)	Passenger in vehicle	School bus	Walk	Cycle	Study at home	0.104	0.40799999999999997	9.4E-2	0.17799999999999999	3.5000000000000003E-2	8.3000000000000004E-2	
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Percentage of households by number of motor vehicles, Upper Clutha Valley and New Zealand, 2023
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Rapid population growth and a lack of effective integration between transport and land use
planning results in disjointed infrastructure, limiting equitable and sustainable transport choices
across modes for residents and visitors (60%).

The current Wanaka network, and its existing links to surrounding satellite towns, are limited in
their ability to accommodate expected growth in commuting and tourism, resulting in over-|
reliance on certain routes by motor vehicles, eroding levels of service on those routes, and creating|
'severance and conflict (40%).
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Problem statement 1

Rapid population growth and poorly integrated
land use planning has not enabled well-
functioning urban environments, resulting in
high private vehicle dependence and limited
sustainable transport options in the Upper
Clutha.

Problem statement 2

People in the Upper Clutha have few transport
options (particularly those living outside of

Wanaka) resulting in poor connectivity and
access to essential services and opportunities
for those who cannot reliably use a private
vehicle.
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n Investment Objective

Land use and transport integration 20%
1 Supportgood urban form

Description: Public transport is well integrated with land-use and the built environment to
support good urban form and well-functioning environments.

Connectivity and choice 35%
2 Increase connectivity and accessibility using sustainable modes

Description: People have greater choice in how they move safely around and participate in social
and economic opportunities in the Upper Clutha.

Environmental sustainability 15%
3 Carbon emissions are reduced and air quality is improved

Description: Transport-related emissions are reduced through less reliance on private vehicles.

Affordability 30%
4 Increase access to affordable alternatives to private vehicle travel

Description: Public transport is provided at a cost that is affordable to both users and funders.
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