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Recap: Our task

@
The Ministry of Transport (MoT) and Treasury were taslge'%i with working
collaboratively with ATAP partners, the MHUD and K@Rga Ora to develop advice
to the new Government on the optimal arrange s for public service delivery
of the city centre to Mangere Auckland Light X project.

The purpose of this advice is to: \2{(/
» Develop and test options to identify optidal arrangements for public service delivery
» Describe the trade-offs, risks and imglications of alternative options

» Outline an indicative programm &Nork following the election, identifying areas of
policy work and decisions th &ﬂ need to be taken by the new Government

» Reflect the context of ATAE(gﬁd wider considerations, including consequences of
Covid-19 <<>/

» Propose a plan for @\tnering with iwi and stakeholder engagement
09?”
Lo Mt viwrort
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City Centre to Mangere (CC2M) Light Rail Outcomes

ATAP Expectations for the Airport-City Corridor

Alleviate current and
forecast bus capacity
constraints in the city
centre. A substantial
increase in public transport

Improve access to growing
employment areas
particularly at and around

Unlock significant growth

potential along the corridor.

especially around
Mangere. Onehunga and

Kumeu/Huapat

Westgate '\

Lincoln Rd

Swanson

Provide an attractive and
reliable “one seat jouney”
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Newmarket

Panmure
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Mt Roskill
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between the city centre

Onehungad

capacity and officiency is Auckland Airport. Mt Roskill and airport for tiavellers.
required # Manukau

Puhinuy
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ATAP Future Rapid
Transport Network

Auckland Airport

Outcomes Framework"
- e
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Reduced harmful air pollut: } t

Access andintegration
Improved accese to opportunitios through
enhancing Auckiand's Rapid Transt Network
and integration with the current and future
transport network

Urban and Community
Enauling ofquallty Integratedurban
communities, especially around
Mangere, Onehunga and Mt Roskill

Experience e

A (i) Environment
% Oplimised environmental quality and
p y embedded sustainable practices

LG

A high quality service thatis attractive to w %
sers

and highly paironised

Improved accesa to major and growing
employment arcas, especially the ciy cenbre
and Auckland Airport precinct

Improved traveitimes for key journeys

Improved access to
the labour market,
and employment
arcas

Reduced green
gases

* Reduced CO; cmissions *  Quaity passenger experience
* Reliable service

* Operational resiience

Potential foradditional enabled capacity?
within S00m and wihin 1km of a strategic
station jocation

Enabling the redevelopment of major public
landheldings along the comider within S00m
and within 1km of a station

A refiable and
resiient service

Enabling of growth
through
ntensification

Improved access to student positions by improved airquaity B

Improved acceaa to public transport P
education Increased public transport mode share for A4
bl improved water : Y/ . LRGN - Safcty featuresand standards
aually * Improved qual cffinto waterwaye + Posilive visual impact of ight rail travelin Auckland
Improved sccess to b* infrasiructure
,

socialand
recreational
opportuniies

Improved access to social and recreational
facilities

Faciitating transformation ot areas around

stations whilz building on local identity

+ Incorporation of Te Arangs Maori design
principlee

* Delivery of quality, eafe and active public

spaces (including sireets and any new public

0pen spaces)

Strengthened quality

danga ouicomes in the
of natural resources

npacts on the natural environment
ined and inproved ecosystems

Btected physicoland visual integrity of
natural feawres and landscapes, Including

Protected and of urban environment

cnhanced natural
ENVironment,
including outstanding
natural features and
landscapes

* Increased public traneport patronags acrose Access for peope of
the Auckand network

«  Ecac oftransfer between the proposed light
rall and other public transporiservices

* Algnmert withplanned investment n active
modes of transport

* Responsiveness to and flexibility fornetwork
changes

+ Increased public transport mode share at
networkleveland in the corridor

* Compliance with accessibiiity standards

all abilties

Integrated with the
cumrent and future
network

volcanic landscapes

capacity constraints inthe city centre

Increased corridor capacity and utilisatio
capacity
Increased public transport patronal

corridor

*  Aleviation of current and forecast bus (

Additional capacity 7
and improved
cfficiency .

+  Service frequency

&

| Mandatory requirements

¢ Additional capacity above the existing
enabled capacity
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Recap: Workstreams

We established five main workstreams to deliver the ??Q\/lce Each will consider
options, trade-offs and potential solutions for deI|v g CC2M.

Our working approach reflects the interdependence of the workstreams. The
advice includes proposals for a comprehensi takeholder engagement and
partnering programme.

/\Y\(o
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Our approach E;I:

L
» Significant input from multiple agencies and other 40 Auckland
stakeholders &Q~ Transpor

An AucklandCouncIOrga satron

: _ _ N\
» High level assessment of key considerations §
based on agencies’ expertise \2{(,

» Drawing on extensive background material,
including earlier business case analysisvand the IP

Homes and Communities

zg Kainga Ora

acquired from Waka Kotahi’s from &ﬁ@ Parallel Auckland
Process ((,?“ ounC|
\/ Te Kaunihera o Tamaki Makaurau M
» Aimed to articulate the curr _Q(stgte of play’ WAKA KOTAHI
across all Workstreams identify the process q NZ TRANSPORT

needed going forwarg&\
O?*
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The macro story —what do Ministers need to be up fcy?

N
» The CC2M project is unprecedented in its scale and complqﬁty

» It must provide an enduring transport solution for a gr g Auckland and it will have a
major role in shaping the city’s urban fabric over the {ang term

D

» It is part of a network and it serves the commuzi/ti& along its corridor

» These raise strategic issues, which will requi‘rg\lmportant trade-offs to be made:

K

» What sort of city shaping function sh fi@ the solution serve — general intensification
along the Corridor or growth focus%Q%garound a smaller number of higher density hubs?

» What level of commitment can @?inen to delivering on the development opportunities
unlocked by a scheme, and affordable is this?

» What level of capacity i?&@ﬂquired to meet forecast patronage across Auckland?

» What level of complazﬁﬁ/ (scale, disruption, consenting, land take, utilities etc.) are
Ministers and stal@olders prepared for?

O

N\ § Ministry of Transport
ZAPS e manari waca

7



DRAFT - COMMERCIAL IN CONFIDENCE

The macro story —what do Ministers need to be up fcy?

» To work through these choices, an optioneering approach is r@ded, through the first stage of a
two stage business case process, due in early 2021 4

» This should be focussed on outcomes and clear inve <%nt objectives
» This is needed to arrive at the best solution, allowifg for:
» trade-offs and value for money to be workeQ{khrough, as scheme design progresses
. A
» risks to be properly assessed <\
» high levels of community, M&aori anq/él"akeholder engagement

» Such a process is needed to provj inisters and stakeholders with a clear, robust basis for
making investment decisions, angé, nsure:

» Abortive costs are avoideQQ‘
. N
» Stakeholders are align
ngd

» The right solution iqﬁelivered
ov
Q&
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The macro story —what do Ministers need to be up fcy?

A

» Central and local government have key interests and reéﬁirements for the project,
and it will be important to reflect these in the goverz@e of the project

» Certainty over the process, governance and tim\ ales is essential early on

» We therefore need to: \2{(,
» Confirm governance arrangements f%lthe programme as a priority
» Acquiring the necessary experti%(% establish a Programme Office
» Start planning with confidencé(x;/orking to a clear programme with milestones

» Give communities and AA@?%?i greater clarity on how and when they can influence
the project &
N

» Take a coordinat@pproach to ensure that development opportunities are not lost
O
Q&
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The macro story —what do Ministers need to be up fcy?

» Given the unique demands of this project, a fit for purpose ec‘g’@,t&y will be required for project

delivery. <

» It will need to be tightly focused on delivering the pro'egt"s outcomes. The exact powers it
will need (e.g. rating powers, land acquisition) will rmine optimal entity form, and joint
venture options with Auckland local governmen uld be explored further.

» To ensure a clear basis for investment deci féns, a Programme Office can be stood up
quickly. With robust governance, buy-in afig involvement of partner agencies (e.g. via
seconded resources), and funding to b@?g in quality experts, it can then make concrete
and visible progress rapidly foIIowiQ/ pproval to proceed.

» Governance of this Programm @‘ffice should involve the key partners with skin in the
game as well as any additional*expertise required. This will evolve over time.

TOR
» The Unit will need cleagJFOR, clarity of outputs and accountability.

» It must have a defi&&g)work programme and milestones.
Q
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The macro story —what do Ministers need to be up fcy?

» The Project will likely need multiple funding and financin '&Jrces. The Government'’s
appetite and other factors, such as forecast patronage4 affect the final mix.

» New revenue sources, such as value capture, sho %e pursued for this project,
based on a strong policy rationale to more close atch those who benefit from the
Project with those who pay. Many of these tool§§§re long-term propositions where
revenue will take many years, likely decad/erziQo fully materialise.

» Even with the use of new revenue sour@s, there will still remain a significant funding
shortfall requiring Crown support. ¢

(high upfront capital costs) fro e Project, some form of debt financing (either

» Given the high costs involved, a o@l’le likely incidence of expenditure and revenue
government debt, a Crown{lc@?(\f%;cility or project financing) is likely to be needed.

N/
N
&
09
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The macro story —what do Ministers need to be up fcy?

@
Development of CC2M will happen alongside changing legi L&ﬂlve, regulatory, and
institutional frameworks within which delivery can happe\qv.l his is a significant and
challenging programme in its own right, and will requi&Q-s pport from a number of

agencies. O
S
The key policy and legal issues requiring atteng(i/ﬁinclude:
NS

» Land rights Q;\ » Funding and financing

» Consenting processes %((9 » Asset ownership

» Utilities (<>(,</v » System operation

» Governance éQ‘ » Rail regulation

» Value capture mech ans » Urban development roles and

. . artnerships
» lwi and commun@?‘lnvolvement P P
o

N\ § Ministry of Transport
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Some key messages we have heard

Ensure decisions reflect the

strategic context for all
agencies

e Committing to the scheme in
the context of:

e The implications of Covid-
19

e The priorities emerging
through the ATAP refresh

eThe scale of the task and the
wider reform agenda

e How the project contributes
to agency priorities,
especially planned
developments along the
corridor and across the city as
a whole

e How best to develop the
scheme in the spirit of
transparency & openness, to
build social licence

&\

Be clear on the objectives and
nature of the scheme

Clarify the city-chuping
objectives

e Agreeing a solution that is eThere a @itical questions to
right for the corridor as well be ad@sed in relation to
as supporting long term gr and development:

aspirations for Auckland’s
Rapid Transit Network as it is \2\ upport long term objectives
extended to the North Shore for growth across Auckland
and North West 4 overall

¢ Have clear regard to: @

e the long term, muIti-Q/Q

generational impact%
¢ the asset life

¢ operational n%)hancial
implication@fhe wider
Auckland@&work

o costs‘fA{ partners (with

fu@g& financing
iﬁp cations)

w does the solution

* meet the current and
projected needs of CC2M
communities?

¢ Should a solution:

e Maximise the potential of
existing development
opportunities?

* OR enable a different
pattern of growth than
currently envisaged?

Clarify the central - local
government relationship

¢ How best to establish a
project that resolves central
and local government
accountabilities and long
term interests

¢ Need to evolve governance
across development, delivery
and operational phases

e Establish a robust process for
progressing discussions on
funding and financing
arrangements

o Reflect AT’s operational role

e Take clear account of AT and
AC’s community consultation
roles

Q=
Q\
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Our overall assessment

Scope and
Project

Certainty

Social

Licence

Programme
Office &

Delivery
Entity

DRAFT - COMMERCIAL IN CONFIDENCE

Based on this input and work to date, a number of key pgfn

%

s emerge for our work:

® There are different views regarding the detailed form and function of the scheme

* There are multiple choices and trade-offs that need to be worked th,@v as part of a structured business case process
* Agreeing the scope and providing certainty for the project is critic portant to stakeholders, but there are risks to

constraining options too soon s\

® The project currently has a low social licence which wi %d risk, time and cost to the delivery of the project if this is not
addressed. Adopting a collaborative approach is crig’% to achieving this.
ne

¢ A common understanding of the project and itsgk its needs to be established as the foundation on which genuine
engagement can be built ?
a

e Early engagement, before key decisionsz/ e, will build social licence and result in better project outcomes

» Given the unprecedented scale a%?mplexity of the project, a phased delivery structure is proposed.
¢ Set up a Programme Office andi\govérnance structure to oversee the next 18 months; this enables a subsequent transition to a
delivery structure.

¢ The Programme Office will €reate momentum, and will need resourcing from partner agencies. Clear TOR and clarity of outputs
will be needed to ensuré‘éovernance is effective and collaborative.

* Three main deliver, y structures suggested for further development: new entity, Crown entity or Crown company, or a
joint venture be central and local government (could involve Waka Kotahi on Crown’s side).

¢ Auckland Cocdﬁ’%i ntities have expressed a strong preference for a joint venture, recognising the long term legacy impacts of
the projec onsequences for local government.

Q=

Q N\ 51‘ Ministry of Transport
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Our overall assessment

Funding and

Finance

Enabling

policy
settings

Strategic
Partnerships

DRAFT - COMMERCIAL IN CONFIDENCE

A

® The beneficiary pays principle provides a starting basis for identifying apprtﬁfte funding and financing arrangements —a
variety of funding sources including Crown, NLTF, farebox, local governmen capture local/regional benefits) and private
funding sources (to capture commercial/private business benefits)

¢ There may be merit for the delivery entity to source private financiy@ .g. if there is genuine risk transfer) but this will come at
a premium. Private financing will still count against total Crown S@and therefore does not free-up any Crown ‘allowance’

¢ The ability to service any financing arrangement will depend ntral and local government’s appetite to implement value
capture tools, including the use of local government rating@s. Value capture should be actively pursued, but a funding gap

will remain. @

* There are significant policy, legislative and reg rz&ory matters that need to be worked through
* The scope and sequencing of this will Iarge@gdetermined alongside the work to confirm the scope of the project

¢ There is an opportunity to develop enduring policy settings to support other projects, but there are questions about the
practicalities and level of ambition her% ajor framework reform may be challenging to achieve within the CC2M project

timeframes ?@
* The success of the pro.j.{ct wE ill rely on strong and enduring partnerships, clear governance and appropriate transparency
e Governance arran nts will need to evolve to reflect the difference stages of project development, delivery and

operation &\A

Q=

O
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Delivering an investment ready project

A

» Collaboration and robust governance structures will be reeded

» These will be based on a set of clear principles, evelving over time to remain fit for
purpose as the project moves through different @Eases
N\

Initial
transition

Programme Delivery Entity Operations
NS

structure <\ * Clear mandate
D D
e Ministerial / e Clear
advisory group responsibilities,

e Programme board parameters and
and CEs sponsor delegations
group

® Programme
Director and team

\V J \ J
s Y

' AN
Progrargvg Office Delivery Operations
Q
Q\

e Fully functioning,

¢ Close to Ministers integrated system

and local political
leaders to define
operating
parameters and
role clarity

\

’ Ministry of Transport
ZAPS e manari waca

16



DRAFT - COMMERCIAL IN CONFIDENCE

The Programme Office

» Build capability and expertise, develop relationships — the visible fa

A

» Our advice is to set up a Programme Office to deliver an investment read&ébject

O

f the project

» Opportunity to transition that capability to the delivery entity W@%tood up, whatever form that entity ultimately

takes

* To manage next phase while
evidence is gathered and key
policy, technical and financial
decisions are made

e To establish the arrangements for
partnering and capability sharing
amongst key agencies

* To adopt an open and transparen v
approach and build social licen

Y

What will it do?

* Develop / ﬁain core capabilities
to be t erred to the Delivery
Ent|t

e the case for the project,

&ow its scope and develop its
e5|gn and investment readiness

e Build social license by increasing
community, mana whenua and
stakeholder engagement

How will it be run?

® Governance at the political and
agency levels

® Programme management
structure

¢ Co-located with staff from
multiple agencies — “one team”
culture will be critical

* Governance will dovetail with the
Delivery Entity

Q=
Q\
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» Advice submitted in mid November O<<
» Decisions and instruction from Ministers are expeg@é shortly afterwards

O
» Setting up a Programme Office to initiate the@ phase Work Programme

» This Office will start work promptly, and t@(é‘o S0, recruitment and secondments will

need to get underway soon &
QO
» The Programme Office’s early tag[é’and outputs are described overleaf
&
Ra
&
Q
QD
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%

: : . A _
Establish partnering Establish the PMO O<< Progressing the
arrangements and work program transitional work

% 2 @

» Interim MoU’s to enable  » Identify & reg(ﬁrt Programme Director  » Analytical

early collaboration » PMO and-staffing setup » Technical
» Governance structures > Logistk§}'/operating arrangements » Policy
and Terms of Reference (ch/\Wbrkmg groups, core
» Long term Partnership @ébilities)
Agreements + Agree clear, time-bound outputs
&

» Progress can be m@e} in the first two areas now
» This will establia@delivery capability and focus on the known priorities for CC2M

N\ sl Ministry of Transport
ZAPS e manari waca
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Thankyou ¢





