
 

 

The purpose of NZ Transport Agency Post Implementation Reviews are to: 

 assess how well a project (or package) has delivered its expected benefits 

 explain any variation between actual results and expected benefits and costs 

 identify any lessons learned that can be used to improve future projects 
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Executive summary 

Project description 

 

 

This project widened a short section (0.47 km) of Portobello Road, Vauxhall, Dunedin 

immediately to the east of the Vauxhall Yacht Club, in 2011 at a capital cost of $1.15 million.   

The design concept for the project was to replace the existing sea wall and to widen the 

narrow single carriageway coast road to improve safety, assist visibility and provide 

dedicated walking and cycling facilities.   

Figure 1 on page 4 shows the project location. 

The project is one part of a longer term strategy to improve the entire length of Otago 

Peninsula coast road (Portobello Road and Harrington Point Road between Vauxhall and 

Taiaroa Head).  The sequence of works for this strategy is due for completion in 2023 with 

an overall estimated budget of $27 million.   

So far, five individual sections within the overall package have been approved and 

implemented.  Another seven sections are planned to be improved to complete the overall 

Otago Peninsula coast road strategy.   

Figure 2 on page 5 shows the overall strategy plan. 

Summary assessment of project outcomes 

 

 

This Post Implementation Review (PIR) found the project achieved its primary objectives, 

namely:  

 The seawall protection for the roadway has been renewed and enhanced protection 

provided. 

 Walking and cycling facilities have been provided where none existed before.  

 The project has improved safety and reduced perceived barriers to walking and 

cycling. 

 Speeds have increased due to visibility improvements, increased road widths at 

critical points and better segregation of traffic. 

Project delivery and cost 

This project was completed on time and within budget.  It was constructed between May and 

August 2011 within original schedule.  The final cost was $1.033 million, which was 10% 

lower than its $1.150 million funded cost. 

Lessons learned  

Some lessons learned with relevance for other future projects were identified with this 

review.  They are summarised here and discussed in more detail in Section 4: Lessons 

Learned of this report. 

 Pre implementation data relating to key outcomes should be recorded.   

 Assumptions used for road traffic, walking and cycling demand forecasts, should be 

clearly evidence based. 

 Future key outcomes, such as anticipated changes in traffic speeds, should be 

identified as part of the funding application process.  
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 Post implementation monitoring of key outcomes should be undertaken to assess 

whether the expected project benefits have been achieved. 

 Projects, if related, should be individually entered into the Transport Agency’s 

Transport Investment Online (TIO) and linked as part of a complementary package 

rather than being treated as a single project.  

 Assessment profiles should clearly relate to the projects or packages that are the 

subject of the funding application.  

 Those completing assessment profiles should clearly justify the basis of their 

assessment decisions.   
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Figure 1:  Aerial view of the Portobello Road at Vauxhall project, Dunedin City 

 

 

                 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

        Sourced from Dunedin City Council, Portobello Road Widening Project   
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Figure 2:  Location of Otago Peninsula Coast Road Strategy, Dunedin City  

 

  

Sourced from Dunedin City Council, Overall Plan View of the Otago 

Peninsula Roading Improvements, Portobello Road and Harington 

Point Road Widening Project 
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1. Project benefits 

 

 

 

 

The transport benefits expected from the project were: improved route resilience, through 

the renewal of sea wall defences, the provision of walking and cycling facilities, road safety 

improvements and reduced travel times.      

In terms of the original (pre-implementation) cost-benefit evaluation, cycling accounted for 

33% of total benefits, walking 28%, crash cost savings 29%, travel time cost savings 9% and 

vehicle operating cost savings 1%. 

Accuracy of forecasts 

Traffic growth was forecast to continue at 1.5% per annum (p.a.) into the future, the default 

rate for Otago urban traffic growth in the Economic Evaluation Manual at the time of funding 

application, and this review found that this was reasonably consistent with recent trend 

information.    

Travel times appear to have been estimated rather than being measured and modelled. 

Future walking and cycling demands were forecast by applying assumptions to census and 

recreational survey data.  Future growth of 1% p.a. for both walking and cycling was 

assumed.  However, these assumptions were not clearly evidence based and little post 

implementation monitoring data was available to confirm the accuracy of the forecasts.  It 

should be noted that forecasts of future demand would be more meaningful if derived from 

an assessment of the overall coast road strategy, rather than for short individual projects.         

Route security  

The route security of this section of coast road was significantly improved through the 

enhanced protection of a reconstructed sea wall.  The widening of the road corridor meant 

that the sea wall could be constructed whilst minimising disruption to existing road users.  

Walking and cycling 

As a result of the project, dedicated walking and cycling facilities were provided where none 

existed before.  This is a significant outcome which improves the actual and perceived safety 

of vulnerable road users, irrespective of the precise levels of usage.  However, the new 

facilities do not end at a logical point along Portobello Road and walkers and cyclists have to 

use the carriageway immediately to the east of the project.  In the longer term, further 

improvements are proposed to provide continuous walking and cycling facilities along the 

full length of the coast road. 

The location of cycling facilities is also under review to optimise usage.  This may involve re-

profiling the carriageway to create a two way cycle facility between the footpath and the 

road.   

Travel times 

The project improved travel for vehicles by creating better visibility, widening corners and 

providing segregation of turning movements. These changes are likely to have led to an 

increase in average speeds on the improved section of road of approximately 5 km/h as 

forecast.  However, the project economic evaluation assumed a pre-implementation average 

speed of 50 km/h and forecast an average post implementation speed of 55 km/h.  Both of 

these speeds appear to be high, based on post implementation observations during the site 

visit. 

Traffic demand 

Traffic counts are available for Portobello Road (at Doon Street), although no data is available 

between the years 2002 and 2012.  The assumed traffic flow of 5,800 average daily traffic in 
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2010 is reasonably consistent with later 2012 traffic counts and the assumed growth rate of 

1.5% p.a. 

Use could have been made of the Dunedin TRACKS model to derive more robust forecasts to 

predict future conditions.  Use of the Dunedin TRACKS model would also have been useful in 

testing the potential for rerouting once significant parts of the coast road are improved and 

associated travel times are reduced.  The use of the model would quantify the scale of future 

increases in coast road traffic volumes due to traffic transferring from the parallel mid-

peninsula Highcliff Road route. 

Safety  

An examination of the Crash Analysis System database in terms of total recorded crashes 

indicates that the project area has experienced a reduction in the annual crash rate of 

approximately 15%, when comparing the five years before project construction with recorded 

crashes since project completion (see Figure 3).  The identified reduction in project area 

annual crash rate is not statistically significant.  This means it cannot be concluded that the 

reduction in the crashes has not been the result of chance variation in the incidence of 

crashes. 

Over the same period, the district-wide crash rate fell by 29%. 

Figure 3:  Record of crashes 

 Total Recorded Crashes 

 Before Period 

(Apr 2006-Mar 2011) 

After period 

(Oct 2011 – Dec 2013) 

Change  

 
5 years 2.25 years 

Crash rate per 

annum 

Project Area (crash total) 13 5  

Project Area (crash type) (1 serious, 3 minor and 

9 non-injury) 
(2 minor and 3 non-

injury)   

Project Area (crashes p.a.) 2.6 2.2 -15% 

District (crashes p.a.) 1,291 912 -29% 

2. Project implementation (scope, cost, and timeframe) 

 

 

Project scope 

 

 

The original project outline in TIO included three projects in a single entry: a bridge 

replacement, the widening of Portobello Road at Vauxhall and a road smoothing project.  

These projects were later identified as small individual projects within the Otago Peninsula 

coast road strategy.  The focus of this review is the widening of the Portobello Road at 

Vauxhall.   

The application for funding stated that there was very little room for cyclists and no room for 

pedestrians in this section of Portobello Road due to restricted shoulder widths.  The scope 

included the provision of a shared footpath/cycleway and wider shoulders in this area. 

The project is part of an overall package of measures to improve the entire length of the 

Otago Peninsula coast road.  
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Project cost and timeframe 

 

 

The project was approved at a cost of $1,150,000.    

The timeframe for project construction was four months (May-August 2011). 

There were no reported overruns in terms of time, and the project was completed within 

allocated budget. 

Information from TIO confirms that the outturn cost was $1,033,168 as shown below. 

Figure 4:  Budgeted and actual cost comparison 

Description  of cost Date Project cost 

Project cost estimate when funding approved August 2009 $1,150,000 

Actual cost at project completion August 2011 $1,033,168 

Variance (under budget)  -$116,321 

-10.11% 

3. Good practice identified 

 

 

A number of good practice aspects were identified by this review: 

 The Otago Peninsula coast road improvement strategy has been developed as an 

integrated approach to: improve route security, provide walking and cycling 

facilities, improve safety and ease traffic movements at critical locations.  

 The overall package of works and individual projects within the strategy are being 

comprehensively planned, coordinated and consulted on by the City Council.  

 Safety analysis in the original project assessment was thoroughly undertaken and 

appears to be accurate in terms of the post implementation available to date. 

 Optimisation of the carriageway, to optimise cycling use, is under active 

consideration.  

4. Lessons learned 

 

 

This review of the Portobello Road at Vauxhall widening project has identified several lessons 

learned that have relevance for future projects: 

 Pre implementation data relating to key outcomes, such as traffic speeds, 

should be measured and recorded.  Only partial pre implementation monitoring 

data was available for this review.  For example, traffic spot speed data could not be 

used to verify average speed forecasts and traffic volume data was only sporadically 

available (in terms of years covered) and was difficult to interpret due to unexplained 

variability within the data.  It is not possible to verify project outcomes without 

sufficient and appropriate pre implementation data. 

 Forecasting assumptions, such as future travel demand estimates, should be 

clearly evidence based.  The basis used for future growth and travel time 

assumptions in developing the project is not clear.  Walking and cycling demand 

forecasts were not sufficiently evidence based and traffic delay costs were not 
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included in the do-minimum.  There was little actual pre or post implementation 

pedestrian or cycling count data.  Consequently it was very difficult to ascertain 

whether demand forecasts for the project were achieved.  If assumptions are 

adopted without clear evidence, forecasts are more likely to be inaccurate and 

potentially misleading for funding decision making purposes.  It would, however, be 

more satisfactory to develop these forecasts on the basis of a more comprehensive 

assessment of the overall coast road strategy.  

 Future key outcomes, such as anticipated changes in traffic speeds, should be 

identified as part of the funding process.  Expected outcomes for the project were 

derived, for the purposes of this review, from assumptions contained in economic 

evaluation material.  However, with the exception of the safety analysis, these 

assumptions were very approximate.  If outcomes are not clearly identified, it is 

difficult to verify whether projects were successful and whether value for money was 

obtained.   

 Post implementation monitoring of key outcomes should be undertaken to 

evaluate how well expected project benefits have been achieved.  Only partial 

post implementation monitoring data was available for this review.  The project had 

a high Benefit Cost Ratio (BCR) of 7.0 on the basis of the available pre and post 

implementation information.  However, the previously estimated BCR for the overall 

Otago Peninsula coast road strategy was 1.3.  Other component projects along the 

coast road are likely to be less robust in economic evaluation terms and, therefore, 

likely to be more sensitive to assumptions used.  It is very difficult to verify project 

performance without post implementation project monitoring data. 

 

 Projects, if related, should be individually entered into the Transport Agency’s 

Transport Investment Online (TIO) and linked as part of a complementary 

package rather than being treated as a single project.  In the case of the 

application reviewed, three projects were included in a single TIO entry without 

being part of a package.  Ideally, this project would have been reviewed within the 

context of a more comprehensive assessment of the overall coast road strategy (or 

package) to indicate the collective outcomes expected to be achieved by individual 

projects. 

 Assessment profiles should clearly relate to the projects or packages included 

in the funding application.  The assessment included in this TIO entry only partially 

related to projects named in the application.   

 Those completing assessment profiles should clearly justify the basis of their 

assessment decisions.  The TIO entries did not state clearly what the profile ratings 

for strategic fit or effectiveness were actually based on.   

It is important that identified issues are satisfactorily addressed in future funding 

applications when other projects are developed to implement the coast road improvement 

strategy.  However, the issues identified during this review are not unusual and are all 

capable of being rectified relatively easily. 
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5. Dunedin City Council’s response to findings 

 

 

Dunedin City Council provided the following comments about the findings of this post 

implementation review: 

“We note the PIR findings and particularly note the lessons learnt: 

 Pre implementation data relating to outcomes should be fully measured and 

recorded (such as traffic speeds) 

 Forecasting assumptions should be clearly evidence based 

 Future key outcomes should be identified 

 Post implementation outcomes of key outcomes should be undertaken 

 Improvement to TIO entries, the individual entry of projects into TIO with related 

assessment profiles and justification of the basis for assessment decisions. 

It is our area of focus that the investment processes of ‘Better Business Case’ will ensure that 

the PIR lessons learnt are addressed for future investment projects. 

Other than the above comment, it is confirmed that: 

 The facts disclosed have been correctly stated. 

 No facts material to any issue have been omitted. 

 No unfair inference has been conveyed, either generally or in particular.” 
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6. Post-construction photos   

The following are post-construction photos showing achieved primary project objectives: 

 Renewed seawall and enhanced protection for the roadway 

 

 

 Improved safety by reducing perceived safety barriers to walking 
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 Improved safety by lowering the crash rate and by reducing perceived safety barriers 

to walking and cycling 

 

 

 Improved traffic speeds due to visibility improvements 
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 Improved traffic speeds due to increased road widths at critical points and better 

segregation of traffic 

 

 

 Provided walking and cycling facilities where none existed before 

 


