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In June 2014, the National Infrastructure Unit will be hosting a forum to discuss issues relating to Demand Management. This 

document acts as an introduction to that forum.  It sets out the definition of demand management that NIU uses to form the foundation 

of the discussions, and provides an introduction to the key issues for discussion at the forum.  

NIU would like to thank our stakeholders for their participation in this forum. 

National Infrastructure Unit 

 

Objectives and purpose of the forum 

Feedback from stakeholders across a variety of forums has confirmed that demand management (DM) is becoming ever more 

important in infrastructure asset management. However there can be significant challenges to implementing it, and as a result it is not 

utilised as often as may be beneficial. 

The National Infrastructure Unit (NIU) is keen to address this, by building support across infrastructure sectors for targeted actions to 

address the barriers to implementation. To do this, the NIU will lead a project to consider:  

 in which instances is DM is most appropriate (what circumstances need to exist to make its use optimal and make it most likely to 
succeed); 

 what are the current barriers to implementation; 

 what examples are there already of successful implementation, that could be shared more widely; and 

 what actions can be taken at the Ministerial, national, and local levels to address the barriers. 
 

This forum is the first step in this process and seeks to bring together experts from across sectors to consider the issues and build 

consensus. We aim to deliver an initial report to Ministers in October – developed and supported by forum experts – detailing the 

actions that need to occur at all levels in order for demand management to be most effectively utilised. As such, we anticipate that the 

project will involve some follow up work to the forum in the way of supporting drafting and scrutinising the report for Ministers, and 

possibly additional target forums to discuss specific issues, as required. 

 

   

 

Demand Management Definition 

For the purpose of this discussion, NIU has defined DM as the management of demand for infrastructure assets in order to best match 

current and future resources to service requirements and therefore ensure service delivery in the best value-for-money way.  

Demand management is not limited to reducing demand for an asset; demand management may also be used to increase or maintain 

demand, or change the level of demand over a time period (i.e. smooth out demand). 
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Context 

The National Infrastructure Unit recently published New Zealand’s very first National Infrastructure Evidence Base and concluded a 

series of regional workshops with stakeholders to discuss some of New Zealand’s biggest infrastructure challenges. As part of the 

response programme to this, we are now beginning to develop policy responses to the challenges raised – this will inform the NIU’s 

briefing to incoming Minsters and ultimately the National Infrastructure Plan 2015. 

One of the biggest challenges raised by all of our stakeholders, in both the private and public sectors, is the issue of demand 

management. We discovered widespread agreement that demand management is necessary – and indeed crucial – under the right 

circumstances. This is becoming all the more pressing at a time of limited infrastructure funding, growing and shifting populations, 

changing technologies, and vast asset renewals coming through the pipeline; we can no longer assume that supply-side solutions 

alone will continue to meet ever-increasing demand.  However, there can be significant challenges to implementing demand 

management options. 

Ministers have asked NIU to consider the barriers to implementation and propose targeted action that will reduce these barriers. As 

infrastructure assets are owned and managed across central and local government and the private sector, this consideration cannot be 

done in isolation, and consensus must be built across all sectors. 

 

In which circumstances is DM most 

appropriate? 

NIU is keenly aware that DM is not a silver bullet, and there are risks 

associated with it. For example: 

 altering demand can have economic impacts, both directly and 

indirectly;  

 in the short term there can be the risk of waiting too long to invest 

in new infrastructure which can have knock on effects to both 

service levels and costs in the long run;  

 some demand management mechanisms can have different 

effects on different social economic groups and so impact on 

equality. 

 

However, there are many cases in which DM is a crucial asset 
management option. NIU suggests that these situations may include 
some or all of the following features: 

 Funding: Funding for new investment is unavailable in the 

short term; 

 Population & technology change: Changes to local 

demography or the way services can be delivered (e.g. new 

technology) requires a shift in the way local assets are used; 

 Asset optimisation: The asset is not being used optimally 

(i.e. is over- or under-utilised) to get the most value for money; 

 Demand fluctuation: Existing demand fluctuates 

significantly, leading to inefficient periods of alternating asset 

stress and under-utilisation that could be smoothed out; 

 Demand Changes: Existing demand changes significantly 

(increasing or decreasing) leading to inefficient asset use, or 

assets under increasing pressure. 

NIU would like to discuss with forum participants the situations in which 
they consider demand management to be a useful option to consider, 
and whether these align with the criteria suggested above. 

 

What are the current barriers to 

implementation?  

Despite the wide variety of situations in which demand 

management might be a productive response option, 

there are often barriers which limit its implementation.  

NIU has conducted some initial investigation into these 

barriers in both central and local government, with the 

outcome being that in the most part the barrier appears to 

be either political or community will.  

At the community level, demand management can suffer 

a perception issue; communities associate it with unfair 

pricing mechanisms (e.g. road user charges), privatisation 

(e.g. water meters), and the loss of community assets 

which can be considered to lead to, or be mistaken for, a 

loss in service (e.g. the replacement of a hospital with day 

centre facilities, even if technological advances render 

overnight treatment in hospital redundant). This can then 

reinforce the understandably cautious approach often 

taken by decision-makers and Ministers, who are 

ultimately responsible should a demand management 

initiative fail to deliver the promised benefits.  

NIU is interested in understanding whether forum 

participants from all sectors recognise these issues as 

barriers to implementation, and whether there are other 

key issues. 

 

http://www.infrastructure.govt.nz/plan/2011implementation/evidencebase/
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What examples are there already of 

successful implementation?  

Asset managers seem to agree that, under the right 

circumstances, demand management is a crucial asset 

management tool with multiple benefits that can lead to much 

better value-for-money. Already there have been some 

impressive examples of successful demand management 

initiatives that have delivered the associated benefits with the 

support of the local community and decision-makers. For 

example: 

Auckland’s WaterCare are successfully implementing their 

Auckland Regional Water Demand Management Plan which 

seeks a 15 per cent reduction in gross per capita consumption 

by 2025; they even outperformed their intermediary demand 

reduction targets in 2013.  

There are also good examples from local councils, including 

one which saved approximately $12 million in road safety 

upgrades simply by lowering their speed limits, and saved $18 

million that would have gone to a new aquifer by better 

managing leaks and other system problems.  

Many of the decision-makers involved in these processes cite 

good communications with interested parties as highly 

important in breaking down the negative perceptions that local 

communities hold.  

NIU would like to discuss with forum participants other 

successful examples of demand management, and what 

contributed to their success. 

 

 

What actions can be taken at 

Ministerial, national and local level to 

address the barriers?  

Given a large element of the barriers to implementation appears to 

be community perceptions, NIU is interested to discuss whether 

increased community engagement ahead of key decision points 

could impact on outcomes. For example we are aware of one 

organisation who sent a mailshot to all affected customers ahead 

of a key decision regarding investment, asking them to vote to 

either increase rates and invest, or maintain rates and accept 

reduced quality. NIU would be interested to know if this type of 

engagement could be replicated and whether forum participants 

consider it a potentially effective way of starting a dialogue with 

communities.  

Increased information availability may also be beneficial, 

particularly highlighting the difference between the service and the 

asset, and explaining the impact any asset management plan will 

have on service. This is something that can be successfully seen 

in certain parts of the health sector, where well-perceived 

improvements to the delivery of healthcare have provided 

decision-makers with the local support necessary to rationalise the 

assets needed to deliver those services. NIU would be interested 

to discuss how we might change the conversation from assets to 

services, and whether increasing information might contribute to 

this. 

NIU is also interested in other suggestions for specific actions that 

Ministers could take, or that could be taken by infrastructure 

owners and managers at national and local level. 

 

 

Conclusion 

NIU is grateful for stakeholders’ engagement in this topic and look forward to a productive and interesting conversation on these issues 

at the forum.  

If you are not attending the forum, but would like to input your views on any of the above discussion topics, please email NIU at 

info@infrastrutcure.govt.nz 

 




