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0] the Government of any other country or any agency of such a

Government; or

(i) any international organisation
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Important Note to Reader:

This CBC Management Case is in development with an aim to provide more
certainty on the likely best entity option for ALR CC2M'’s deliverables and
outcomes and write up the supporting Case plans. Further information and
recommendations are needed from the preceding Cases and wider technjcal
work to progress the Management Case.

This Work-in-Progress (WIP) draft version of the Management Case.and
associated appendices (Project Plans) focuses on the outline struciure and
commentary on whatis to follow and how. It does notdake into'aeCcount the
latest (unseen) versions of Strategic, Economic, Commerciaband Financial
Cases.

Our focus is on developing the appendices (ProjectPlans). The appendices
(Project Plans) are the detailed artfifacts thiaot are ¢awied forward post the
Corridor Business Case. The Management Case chapter will provide a high-
level summary of key points from theappendices (Project Plans). The chapter
will be further developed in parallel to the'further development of the plans.

This document should be read\with thisscontext in mind and that it remains
subject to potentially significanpt changes following the findings / outputs of
other workstreams. ca

When reading this September WIP draft version of the Management Case:

e Yellow textis intended ds a note to the reader, particularly to identify
where fyture work is planned to inform future revisions of this
documeént.

e Black text_ouilines current work in progress content and messaging

Note the\instructions received from Ministry of Transport (signed
291 August; received 13™ September) have not yet been
incorporated into this version of the Management Case. We
suggest this is done post-election (October 2023).



AR

Document control

Report title Management Case
Document number ALRPC-ALRA-XXXXXXXX-XXX-BC-MGC-RP-RPT-000001
L 4
Rev Date Revision details/status Author Reviewer ApprQL\
N\

0.1 2023-07-30 WIP DRAFT Simon Buxton / Samin Huqg FBC

Kathryn Coutts |

PN | Vaf\. N
0.2 2023-08-04 WIP DRAFT — Same as Rev Simon Buxton / Sons]j\n Hug : TBC
0.1 Kathryn Coutts

0.3 2023-08-07 New Draft Structure Simon Buxton / Samin Hu& TBC

Kathryn Couftsy
0.4 2023-09-18 Latest WIP Simon Buxten / amin Hug Andy Thackwray

Kofhry‘Couﬁs
Current revision % O

« 4

\
Approval
Author signature NApprover signature
AW : \
Name Simon Buxtony/ Kﬁyryn ame Andy Thackwray
Coutts
Title & Title
ﬁ

Y -\

)
2\ SR\

Security Classification ™\

This document is issued for the party which commissioned it and for specific purposes connected with the
above-captioned pro'tect only. It should not be relied upon by any other party or used for any other purpose.

We accept no responsibility for the consequences of this document being relied upon by any other party, or
being used for‘any. other purpose, or containing any error or omission which is due to an error or omission in
data supplieddo us by other parties.

This document contains confidential information and proprietary intellectual property. It should not be shown
to otheg parties without consent from us and from the party which commissioned it.



AR

| EXECUNVE SUMIMIAIY uueeeeeeeeeeeeieeee e eeeeetteee e e e e e eee e e e e e e e e e esaaeeeeeeeeeeesesannnns 4
2 INTTOAUCTION. ..ttt ettt ettt e ettt e e e et e e e et eeeeenbaeeeeeenas 5
21 PUIDOSE ..ttt ettt et ettt e e e e e e e ettt e e eee e e e e et eeeeeesee e e b e eeeeseerrrra—ns 5
2.2 e lel @] (o] ] o 5
23 Overview of the MaNAgEMENT CASE.......uuuiiiiiiiiiiiiiiiiiiiiiriirerreerrraererrreeeeanee. s Taees e 5
24 VY o] o] (ool o I UU U U UUUPP U UUUUURRUUPPPRRPUY A Yo SUPTRRIN 6
25  Indicative BUSINESS CASE ...ccvuuieeienirieeeeniiieeeeniieeeenieeeeess b Mo, 6

26  Overview of existing (Sept 2023) arrangements for Detoiled«Business Case .... 7

3 Summary of recommended Project opfion ... 3. X, 9
3.1 Overview of recommended project optioN.. Luam ¥ .l 9
32  SCOPE ANA STAGING .evviviiriiiiiiriiieirirereeereeeeeafen e M oraeees oo Saneereervsssssssssssssssssssnssessssssraaane 9
3.3 Packaging and proCuremMent .....occcco s M oreeeee e e 9
34 Affordability and fUNAING ... e ¥ ittt aaraaaaaaaee 9

4 GOVErnANCE QITANGEMENTS ... cwkereurrreefenmms s errnnrrsnsnssrsssssssssssssssssssssssreens———.. 10
4] PUIMDOSE ..o eeeeee et N i e ettt e e e e e e ettt eae e e e e e eeeeasaaeeeeeeeeeeennnnnns 10
42 Assessment of governance AONGEMENTS ... ....uuiiiiiiiiiiev e 10
43 Summary of shortlisted ertity(s) OPHONS........vvvviiiieeee e, 14
44 Outcome of eRlity(s) @PTIONS ASSESSMENT .......iiiiiiiiiiiiiii s 15
45 Recommended entifyA(S) OPTION ....uuiiiiiiii e e 16
46  GoverR@nCe MANAGEMENT PION........uiiiiiiiiiiiiiiiiiiiiieeiveeeiieereeaeeeearaearaaeseeasearaaaaaaa———— 17

5 ProjeCt MQANG@GEMIENT ....uueeeeieii s aaaaaaaaasassasssasassssssssssnnns 19
5] P D O S . ettt et et e e e e e et e e e ettt e e e aa e eeraraeeraraan 19
5.2 Project ManagemMeENnTt PION ....cooeeieeee ettt e e e e e e e e e e e e e 19
53 ZManagement PlaN HIEIAICNY .......uuiiiiiiiiiiiiiiiiiiiiiiiiieeitveveveveeaeaeeaaaaaeaaaaeaassaasssaasaaaae 19
54 N, Organisational QIMANGEMENTS .......eviiiiiiee et e e r e e e e e e e 20
5.5 Integrated controls and reporting ... 20
58 PrOJECT A IVEIY cooiiieeee et e e e e e e e raa e e e e e e e e e e nanes 21

6 ChaNge MANAGEMENT ...t e e e e e e e e e e e e e e e e eeeeeeaaeeanas 22
6.1 PUIDOSE ..ttt ettt et ettt e e e e e e e e e et e e e e e e e e e e e st e eeeeeeeeaaa b e aeaaeeeerarr—n 22
62  Change management frameworK. ... 22

Document number ALRPC-ALRA-XXXXXXXX-XXX-BC-MGC-RP-RPT-000001 2023-09-18 Revision 0.4 Page 1



o o000

63  Change management principles and strategies ... 22
64 Summary of key project ChANQGES ...ccovvviiiiiiiiieeeee, 23
65  Change COMMUNICOHONS.....ccciiiiiiieeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeee e, 23
66  Change managemMeENt PION ..o 24
6.7 CANGE CONIIOL et et e e e e e e e et e e e e e e e e e arba e eaas 24

7 Benefits r@QlISATION . c..ccciieiieeeee ettt e e e e e e e e e e e e e aaes 26
7.1 P U DOSE .ttt ettt e e e ettt e e e e e e e e e et e e e e e e e e e ettt ————aaaaeeeaaatbraaaaaeararraan—n 26
7.2 Benefits management QpproaCh ... e 26
13 Overview Of DENEFITS ... ..y e 26
74 Benefits monitoring, measuring, reporting and refining .........o...... &5, 27
7.5 Benefits Management Plan ... N S T e 27

8 RISK MANAGEMENT ceoiiiiiieeeeeeeeeeeeeee e e e APt e e 28
8.1 PUIMDOSE ..t e e eeeeeeeieneeeeeeeeeeee s Moo s eeee o e B e e e eeenannaaeeeeeeeeeeeannnnns 28
8.2 Risk management framework ... St o 28
8.3 RISK QPPRETTE e e st 29
84  SumMMAry of Key ProjeCt MiSKS ... s uteeee s St ee e e e e 29
8.5 Risk [and Contingency] Management Plan ..., 29

9 Stakeholder, engagement, @and communications management ................ 32
10 [Project assurance and] ‘post4mplementation evaluation.............cccc.ueu... 33
10.] PUIDOSE ..eeeeead s e rae oo e et e e e e e e e ee ittt e e e eeeeeetasnnnaaaeeeeeesensnnnnneeseeennessnnnnns 33
10.2 ProJECT QSSURBINEE ... 8 e e e e e eeeititee et e e e e e et e e e e e e e e e s eeaaraeeeeeeeeennnsssaaeeaaeens 33
10.3 Post-implementation evaluation ... 33
10.3.] EVAIUATION SUDJECTT ... 33
10.3.2 EVOIUCTION, OUIMDOSE ..ueivviiiieeeeeeeeiiittee e e e e e e e ettt e e e e e e e e e e ssaraaaaeeaaeeseensnssssaeaaaeens 34
1 Implementdtion ANA NEXT STEIPS ... 35

Document number ALRPC-ALRA-XXXXXXXX-XXX-BC-MGC-RP-RPT-000001 2023-09-18 Revision 0.4 Page 2



AR

Addendum 1: July WIP Assumptions

Appendix A: Governance Management
Appendix B: Project Management

Appendix C1&C2: Change Management
Appendix D: Benefits Realisation

Appendix E: Risk Management

Appendix F: Post Implementation Evaluation

Appendix G: Case Studies

To be added in final version

To be added in final version
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Note to John Williamson: Simon to add a short summary here on 26/09.

[Drafting note: This section will be prepared after the remainder of the Management Case
chapter and supporting management plans have been further developed.

It is intfended to provide an overview of the governance and management arrangements
for the Project. It will link with the key messages from preceding Cases. Graphics will be
included where possible to assist in summarising information.]
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2.1 Purpose

The purpose of the Management Case is to describe the management arrangements that
will be used to successfully manage and deliver the Auckland Light Rail City Centre to
Mangere project (ALR €C2M / the Project).

This Management Case provides an overview of the management approach for the Project
post completion of the Detailed Business Case (DBC), including:

e governance frameworks and structures to manage the Project, ensure its objeatives
are met and the outcomes and benefits of the investment are realised;

e key management plans to progress and monitor the implementation ofdhe "Project,
including the overarching Project Management Plan (PMP)=which defines how the
Project will be managed, executed and conftrolled, and thésUite of supporting
management plans; and

e key next steps forimplementation of the Project beyond completion of the DBC.

2.2 Background

ALR CC2M is a 24-kilometre passenger fully autonomouws-railway running between Te
Waihorotiu Station and Auckland Airport inCludihg surféee and tunnel running track. It is
infended to be the first part of Auckland's futurefapid’ fransit network and establish the
spine of the network. It will eventually link into, fre)Northwest Rapid Transit and the
Waitemata Harbour Connections projeeis.

The Project will enable the CityCentre to Mangere Corridor (CC2M Corridor) to
accommodate significantly fiigher growthiin a way that enhances the quality of life, equity,
social cohesion and environment. It alse Will provide critical connectivity o jobs, education,
health and social services.and_amenities.

The Project is a sigpificant inviestment for Auckland, and is of a scale that will challenge the
market and New=/€aland!s financial and delivery capacity. These factors suggest a bespoke
delivery modelwill be required, tailored to the project risks, staging and phasing, market
capacity and conditions, stakeholder requirements, and the availability of funding.

2.3 Overview of the Management Case

Managing'dnd delivering the Project will require clear governance frameworks, robust
project management and proactive communications and stakeholder engagement.

The Management Case builds from previous work undertaken on the Indicative Business
Case (1B€) and sets out how the Project will be delivered, monitored and evaluated,
leveraging local and international best practice management arrangements.

[Drafting note: This section to be updated as the Management Case further develops.]
The Management Case will provide:

e an overview of market precedent for projects of this nature, in tferms of governance
and management arrangements as part of broader project successes and challenges;
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e how the Project will be governed, including a summary of the assessment to
determine the preferred entity(s) options based on the Project scope;

e how the Project will be managed, including organisational arrangements, roles and
responsibilities, stakeholder management and communications;

e how Project risks and opportunities will be managed, particularly where residual risks
should be considered in future activities;

e how the Project willmanage change, including key changes from DBC to future
stages of the Project, and change control during Project delivery; and

e how the Project will be monitored and evaluated, including for performance against
assumptions, frigger points for Project commencement and benefits realisation.

Each section of the Management Case summaries a key component of the management
arrangements and is supported by the accompanying management plans se#outin the
appendices.

2.4 Approach

The Management Case reflects the integrated ambition of'the Corridor Business Case (CBC),
where both the transport and the urban elements hayve beenonsidered together.

As directed by Sponsors:

e fhe fransport elements have been deyelgped fo~a level commensurate with a DBC;
and

e the urban elements have been developed40)a level commensurate with an Indicative
Business Case (IBC).

Consequently, the Managemenf€ase has been developed to enable flexibility and provide
some commentary on opfionality (where‘appropriate, particularly in relation to governance
arrangements), should thé Project dirgCtion be further refined in relation to urban elements
in the future if/when they,are developed to a level commensurate with a DBC.

2.5 Indicative Business Case

The IBC for the Projecafisubbmitted in October 2021, was developed in order to investigate a
rapid transit solution“along the CC2M Corridor. The IBC explored a wide range of fransport
options, including-arious modes of public fransport and route options.

[governance.dirangements — long/short list of entity options were identified, and a
recommended option determined based on assumptions.]

[entity opfions were retested through the DBC stage to reflect further refinement and
evolution in the project’s scope, updated assumptions etc.]

The Project Planning and Funding Agreement (PPFA) from 6™ October 2022 outlined in
detail the arrangements for ALRL. In summary it confirmed the parties expressly
acknowledge and agree that:

1. (a) the Crown is not obligated to make the Final Investment Decision to
proceed with the ALR Project into the Delivery Phase; and
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2. (b) the Sponsors (including Sponsor Related Organisations) are not obligated

to make related investment decisions which are required in order to allow the
benefits of the ALR Project to be obtained.

Cabinet Paper was sent on 18" May 2022 re-confirming the need for the IBC stage to set
clear roles and responsibilities for its delivery, and the form and ownership of the delivery
entity taking ALR forward. All in collaboration with Council officials, the Unit and other
agencies as necessary (for example Crown Infrastructure Partners, Waka Kotahi, Kainga Ora,
Te Waihanga). The paper confirmed focus on:

Funding Principles and Tools — core Transport

Funding Commercial Opportunities — Urban Development
Financing Arrangements

Sponsor Financial Arrangements

Financial Delegations and Conftrols.

® o0 0Q

¢ The IBC did not detail the Project Management Plan pending further'clarity on the exact
role of the Delivery Entity.

e The IBC provided a high-level approach to the bengfits’maragement plan, however,
didn’t include any details of the benefits assessein the €conomic case.

e TheIBC did not detail the Change Managgment precedure pending further clarity on the
exact role of the Delivery Entity.

e The IBC did not detail the Project Assurance-framework or post-implementation
evaluation approach pending furither Clarityson_the exact role of the Delivery Entfity.

e The 16 March 2023 “New ALR\Ltd Company Purpose and amending Sponsor
Requirements” letter from MinisteriW.ood that states I am pleased to confirm ... that
ALR’s purpose is te. undertake,.deliver and construct the ALR project in the manner
contemplated byand subjechto, all decisions made by the crown”.

2.6 Overyiew oftexisting (Sept 2023) arrangements for Detailed
Business Case

The existing goveraance structure for the CBC phase of the Project (as at September 2023) is
illustrated in_thexollowing figure.

[Insert existiig sfructure diagram, and summary points below of arrangements.]
Key aspects of the governance arrangements are summarised below:
[ ]

In relation to the broader management arrangements for the CBC phase of the Project (as at
September 2023), various project plans are in place, as shown in the following figure.
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Resource Plan Interface Sprint Delvery Design Quality Change Procurement Commercial
Management Plan Governance Management Plan Approach Plan Plan Plan Plan fan
Project Control ig ! i i penee st MaoriOucomes  COMMmunication®& s
Workflows cutture Ll Pian lan strategy ol 4
Wellbeng lan Plan StrategyPlan Strategy
Management Plan
'm:":‘ MasterDaa ~ BIM Gls i m gt i
Management Plan Management Pian Pian Pian Plan Management Plan Pian Management Plan

The existing governance and management arrangements and have been considered os;@’r
of developing this Management Case, including the supporting management plch~
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[Drafting note: This section is a placeholder fo include a summary of the recommended
project option based on key elements from the preceding cases. It is infended to provide
context upfront in the Management Case to enable the Management Case to be read in
isolation of the other cases. It is optional and can be further considered (or removed) as the
Management Case is further developed.]

3.] Overview of recommended project option
3.2 Scope and staging
3.3 Packaging and procurement

3.4 Affordability and funding
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[Drafting note: This section is work in progress and will be completed once the DBC
recommended project option is more understood.

It will summarise the assessment process of entity options and the recommended entity(s)
option. The recommended entity(s) option will summarise the governance structure(s), roles
and responsibilities and appropriate capabilities, capacity and culture to deliver.

WIP Management Case Key Considerations: Assumptions for the July WIP version are
included in Addendum 1 and these and the following governance arrangements will be
further updated, post-election (October 2023), in the next version of the Management Casé.
Once preceding Cases conclude, information on required legislation, powers, sKills,
capabilities and capacity will also be added.]

4.1 Purpose

The purpose of this section is to define the governance arrangements reguired for the
successful management and delivery of the preferred opfionfor the Project.

Based on the recommended Project option in the Detailed Business €ase, governance
arrangements have been assessed to identify a recommended entity(s) option.

The governance structure and processes for the récorrimended-entity(s) option have been
developed to guide the management and delivéry of the Project and ensure the objectives,
outcomes and benefits of the investment aré aehievedk

Out of Scope * \% -

D2\

42  Assessment of governance arrangements

421 Context

The entity and governanee analysis arrangements included in the Indicative Business Case
was based on K&y assumptions that [have been or may be] subsequently updated by the
recommended projechoption in the Detailed Business Case.

Examples of suah=Indicative Business Case assumptions include:

separation imdelivery of transport and urban solutions — focused on delivery of the transport
components of the Project, and responsible for securing the urban outcomes, but will
partner, with other agencies for the delivery of urban development.

Auckland Transport nominated as the agency in charge of procuring, contracting and
integrating operational and maintenance services for the transport components of the
Project, and will own the assets following completion.

no consideration of operational and maintenance services for the urban development
components of the Project.

Crown financing — no private financing.

While it is not intended nor considered appropriate to re-assess a long list of entity opfions in
this Detailed Business Case, an assessment of a shortlist of entity optionsis considered
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appropriate to determine the best-for-project governance arrangements based on the

recommended project option.

As such, sections 4.2 to 4.4 set out the assessment process, summary of a short of entity
options and assessment of the entity options against the assessment criteria. The
assessment is supported by international case study analysis of recent and relevant
comparable projects to the ALR project and specifically consideration of key successes
factors, challenges and lessons learnt. Refer to Appendix A for further details..

[Drafting note: For consideration as the Management Case is further developed, the
assessment process of entity(s) options could be included as an appendix with a summary
included in the Management Case chapter.]

422  Overview

The assessment process of entity(s) opfions that bridges the Indicative Business Sase’to the
Detailed Business Case is set out in the following diagram.

Key elements of the process are summarised below:

[Insert summary of key elements]
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(including with comparators) to

determine ALR’s emerging
preferred entity option(s)

Baseline Inputs and updates since Treaty Partnership latest
from IBC IBC contextand plans

v,
Consider i Sponsors Letters & Cabinet 1( Gap analysis against i Consideringstake_holder )
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I

1

1

1

1

1

: are still b@‘
studies to ALR context to develop best-for-project : deveIA d

{ tive

Case studies and

best practice

thinking and robust evidence —focus on key pred C:ses,

* BenefitsRealisation Plan

sy outcomes, success factors and lessons learnt ) 3 b e{.a Determine emerging preferred /" Develop supporting N
£ entity option(s). Undertakea management plans based on \
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for DBC (fromitem5):

[ M ; ¢ ) * RiskManagement Plan
Stakeholder engagement and * ProjectManagement Plan
\ input (via workshop(s)) * Change Management Plan
?‘ (including Change Impact
Participate in MoT’s process for sponsor options assessment. U @ \ Communicate with and seek input Assessment)
preferred entity option(s) asa comparator in ALR’s DBC Manaésd Case. ‘ from key internal (ALR Ltd) and * Evaluationand Assurance
Q external stakeholders (E.g. \, Plan ///
N /\ MoT/AT/Council etc.) into the =

7 ; A
/\ options assessmentvia
workshop(s).
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423 Assessment criteria
The assessment criteria for the entity options analysis are summarised in the following table.
The assessment criteria were developed based on:

best-practice experience of multi-criteria assessments of governance arrangements on
previous infrastructure and development projects; and

case study analysis of key successes, challenges and outcomes from recent and relevant
precedent projects (particularly metro, light rail and integrated transport and urban
development projects) in New Zealand, Australia and internationally.

Table Error! No text of specified style in document.-1Assessment criteria

Criteria Description

Clear accountability The extent to which the option enables independénce,
accountability and assurance in.a.clear and robust manner.

Decision-making The extent to which the optionienables efficient and
effective decision makings

Efficiency The extent fo which th€ @ption swpports efficiency of costs,
program and resoufcCing/fo provide value-for-money.

Deliverability of project The extent to whichsthe opiion enables efficient and
effective delivepy of the project and services, including
management of commercial and integration risks.

Capability The exient 1o’ whiechytheroption can be appropriately
resoureed by personnel with the relevant skills and
expertise to.deliver the project outcomes.

Capacity NThe exteniNte-which the option can be appropriately
| resour€ediby a sufficient number of personnel to deliver the
{ projechoutcomes.

Customer-focused | . Thenextent to which the option incorporates and promotes
\ ercustomer-focus on partners (including Mana Whenua and
Maori), stakeholders, the community and passengers.

Outcome-focused The extent to which the option enables the delivery of
outcomes (including performance, cost and whole-of-life
oufcomes) and benefits fo be realised.

Flexibility and ability to The extent to which the opfion is flexible o accommodate

manage change potential future changes and can scale structure and
resources.

Future-proofing The extent fo which the option can be future-proofed for

potential future changes and enable innovation.

4247\ S€oring methodology

A qualitative, comparative scoring methodology was used as set out in the following table.

Each option was assessed against each assessment criteria, which included consideration of

the features of each option and how these features may support or detract from the criteria.
The assessment focused on the relative performance of each option against each criteria.
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Table Error! No text of specified style in document.-2Scoring methodology

1 0 -1

Very well aligned Well aligned Neutral Poor alignment Very poor
alignment

425  Weighting methodology

[Drafting note: To further consider whether we want to weight any criteria.]

A

43  Summary of shortlisted entity(s) options OQ‘

A spectrum of indicative entity options exists for the future entity Qr&ovemﬁ

arrangements of the project, as illustrated in the following figure:2 E
Existing Entities < Q Qj :
,Qv/ K\

?‘ National Entity
Integrated + Auckland Transport Auckland Project Entity
Authority - Eke Panuku <~ Joint Venture

- Partnership options Q/ - National Infrastructure Agency
/O‘

- Waka Kotahi _ )
. Auckland Tran National Entity

Transit . KiwiRail Auckland Project Entity
. A|_R|_ Joint Venture

Ora E - National Entity

Urban %ﬂand > - Auckland Project Entity
development O - Joint Venture

A shortlist of four enﬂf$Q|oﬁons was identified for assessment. A summary of the four entity
options, includin scription of each option and rationale forinclusion in the assessment,
is set out in the Y%Ning table.

K&
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Table Error! No text of specified style in document.-3Summary of short-listed options

Description Rationale for inclusion in assessment
Option A Existing transport entity (MoT baseline) @ Based on MoT's current analysis of
e Existing transport delivery entity ownership and operations arrangements
(ALR Limited) (with Deloitte) dated 13 July 2023, the

emerging recommendation is for
Auckland Transport to be the existing
tfransport operations entity.

Key dependencies still to be considered

e Existing fransport operations
entity (Auckland Transport)

Key MoT assumptions:

e Nourban development by MoT:

e No private finance e Delivery, procurement and
contracting models for transport
solution

e Delivery, procurementand
contracting modelsforurban
development solution

e Fupding“and findnging model

Option B Existing and separate transport and The IBCspropdsedfALR\Limited as a
urban entities (Post IBC baseline) Schedule 4A company. Based on further
e Existing fransport delivery entity work/after the IBC, ALR Limited was set-

(ALR Limited - Schedule 2 enfity) | WP"gsa Schedule 2 company.

e  Existing urban delivery entity |
(KO) ;

e Existing fransport operatiohs
entity (Auckland Transpord) '

e Existing urban operations.entity !

(KO).

Option C Existing delivery and separate (with A potential entity option that leverages
one new) operations.€ntities — not both existing entities and at least one
integrated new operating entity.

e Existingfiransport andwrban The option is more progressive than
delivéry entity (AR Limited) Option B but not integrated like Option
o Separdate transport and urban D.
Qperations\eniities with at least
onhe ofghese entities being new
Option D New integrated transport and urban An optimal entity option to achieve
entity integrated transport and urban
¢ * New integrated transport and outcomes in an enduring and
urban delivery and operations sustainable manner.
entity e.g. integrated Supported by international case study
| infrastructure entity analysis — refer examples below.

4.4 < Outcome of entity(s) options assessment

441  Entity options assessment

The shortlisted entity options (outlined in section Error! Reference source not found.) were a
ssessed against the assessment criteria (outlined in section Error! Reference source not
found.) to identify the emerging preferred enftity option.

A summary of the overall assessment is set out in section 4.4.2, and a summary of the
detailed analysis per assessment criteria is set out in sections 4.4.3 to 4.4.12.
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442  Overall summary of assessment

Table Errorl No text of specified style in document.-4Summary of options assessment

Optio
N B )
Clear accountability -1 0 1
Decision-making 0] 0 0 ]
Efficiency ] 0] 0]
Deliverability of project -1 0] 1
Capability 0 -1 0
Capacity 0] 0] -1
Customer-focused 0] -1 ¢ 0]
Outcome-focused -1 | <,‘?\ 1 \
Flexibility and ability to 0] 0 O : ]
manage change /o P
WV
Future-proofing -1 1
7KK
TOTAL (unweighted) -3 b‘\g 0 3 13
TOTAL (weighted) <'( /‘ \
\/" o
[Drafting note: Following sub-sections to in a &d summary of the entity options
nhcriteria.]

assessment —each option vs md/wdu SS ssr%

443  Assessment Criteria 1: @VO\ ability

444 Assessment Criter] \X ec@ making

445  Assessment C?g(!] ‘%X;ncy
446  Assessm Qﬁe&@ Deliverability of project

447 Assessge }erc 5: Capability
448 Assessr@n?z:ri’rerio 6: Capacity

449 A@kn’r Criteria 7: Customer-focused

44.1K%Sessmen’r Criteria 8: Operations-focused
4411 Assessment Criteria 9: Flexibility and ability to manage change

4412 Assessment Criteria 10: Future-proofing

4.5 Recommended entity(s) option

[Drafting note: To be further development with summary of Governance Plan.]
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The governance structure and processes will guide the management and delivery of the
Project and ensure the objectives, outcomes and benefits of the investment are achieved.
The roles and responsibilities for managing the Project have been defined to provide clarity,
confidence and fransparency in the decision-making process, to enable the efficient flow of
information between the Project’s governing bodies and key stakeholders.

[Drafting note: Insert summary of capability and capacity requirements of entity(s).]

The ALR Project Delivery Office has been established to lead and manage the planning (pre-
delivery), procurement and delivery of the Project.

The project management approach supports the initialisation, development and delivery of
infrastructure, as summarised in the following figure.

Delivery Strategy —
Detailed Business
Case

Execute Project
(Design, Build, Test
and Commission)

Establish Service

How the business requirements ‘The acquisition and delivery strategy
can be delivered and the are appropriate for the desired

= ievability and B ion plans
value for money established. are in place.

Key Outcomes Key Outcomes Key Outcomes Key Outcomes

. ywhythep « Confi i + Al relevant optionsfor defivery of the: + Confirmthat thegecommended,
occurandwhy initi is delivery appre v

now; i i . i i project ongime: et

as

Confirm the need for the project and
check that itis likely to achieve the
desired outcomes.

¢ Confirm ion, delivery of
isFeady to makethe trapsitionto outputs and achievement of benefits.

‘operation (impleme:
.

(construction or supply) and the
funding and resources are ready to i€
committed.

( r ™
The contractis ready to be signed } The construction of the projett has
bdin completed apg i

+
Key Outcom Key Outcomes
elivery of the project; + Post-implementation review including
* The Benefits Realisstion Plan s a review of busness benefits, with
nfirmedand in piace lessonslearmed communicated to
) mpletion of full user andsystem relevant stakehoiders?
‘tésting and)/l lissionir i i i

+ Substantiatethat there is a strategic achievable, and willgfprovide Vdlue;
fit exploredand ikely to achievevall developed, and has been accepted by i
- with other projects/programmes formoney; allrelevant parties;
planned or underway; and * Ashortlistof . Pr

extentthat approvefull are managed effectively

implementationandrolkout can be

nging including project

er approved;
sector strategies fonglist of opti 4 ojectp

obtainthe stakeholder's support; options; documentedwithintherisk

constitutes success authorities have been engagedto + Assurance of the supplier mark
support and deliver the project; capabilty andtrack recordfror

- Cr i
benefits are identified at a high level + AQuantitative Risk Anaiyis(QRA) of
and have beenagreedwith costsidentifyingthe projects likely
stakehoiders. 15th, 50th and 85t centie
points has been cor
. S S

Project lifecycle phases — high-level‘charagteristics

The governance structure inGludes govermance activities focussed on XXX. These
arrangements will be updated as theProject progresses through its lifecycle, ensuring the
governance is fit for thepurpose ofiprogressing the Project for each project lifecycle phase.

[Drafting note: As aitapgements'are further developed, insert details and diagrams for
detailed planningsorocurement and delivery phase/entity; and operations phase/entity.]

4.6  Governgnce Management Plan

The purpose ofithe Governance Management Plan is to enable fransparency and confidence
in decision-mgaKing by clarifying the roles, responsibilities and authorities within the Project’s
governancesiructure and processes, to improve the quality or context of information for
decisian/making and to allow for the effective flow of information between the Project, its
govering body and key stakeholders.

The Governance Management Plan sets out a management framework that ensures the
Project is appropriately governed [with assurance of these mechanisms provided to key
internal and external stakeholders over the life of the Project.]

The Governance Management Plan will achieve this by defining the following:

The strategy and purpose of governance measures to be adopted by the Project to provide
open and fransparent oversight of all aspects of the Project;
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The mannerin which governance [and assurance activities] are appropriately scaled and
undertaken to ensure an efficient and agile approach to these activities, and

Roles and responsibilities for governance [and assurance activities].

The Governance Management Plan will be reviewed, updated and re-issued as required
throughout the life of the Project. The Governance Management Plan is provided in
Appendix A.

Drafting note: Case Studies are in Appendix G and relevant supporting extracts will be
added as call out boxes in next version.
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[Drafting note: This section is work in progress and will be completed once the DBC
recommended project option and future entity options are understood. It will summarise
the project management arrangements, as set out in the Project Management Plan.]

5.1 Purpose

The purpose of this section is fo define how the Project will be managed, including
organisational arrangements, roles and responsibilities, controls and reporting, stakeholder
management and communications, and delivery management arrangements.

The Project Management Plan is provided in Appendix B: Project Management Plaa
Appendix

52 Project Management Plan

The Project Management Plan consolidates and summarisessthe infermation that defines
the Project and how it is to be managed, executed and-centrolled through the Project
lifecycle. It provides direction and guidance to ALR Projéct Delivery Office and the
Confractors’ management teams responsible for copducting jhe'tequired work associated
with the Project.

The ALR Project Delivery Office will manage-hé Project innaccordance with the Project
Management Plan and the developed subordifiate siahagement plans. The management
plans are consistent with, and build upon, Waka/Kotahi guidance, with the aim to support
the initialisation, development and delivery of transport infrastructure construction
programs and projects.

The Project Management Plan'is focuse@en‘the pre-delivery and procurement phases of the

Project, and will be updated te suppert future activities such as delivery and realisation.

5.3 Management Plan Hierarchy

The Project Management«®lanhas been developed as part of the project management
system and is part of thessuite of management plans developed for use on the Project.

Itis the level 1 Man@gement Plan and is both an executive summary of the more detailed
plans that sit beneath and areference point for the resolution of ambiguity across the more
detailed plansSIhe hierarchical linkages across the Project Management Plan are shown in
the figure below.
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Alignment of
‘workstreams’ in Project Management Plan
organisational structure
v ¥ v v ¥ v
Business & Planning, Engineering, Customer, Commercial, Communication &
Project Controls Property & Design and Operations and Procurement & Legal Stakeholder
Placemaking Delivery Qutcomes Engagement

Governance Plan

Change Management
Plan

Land & Property
Acquisition Strategy

Planning and
Environmental
Management Plan

Engineering & Design
Management Plan

Quality Management
Plan

Benefits Realisation
Management Plan

Customer and
Operations
Management Plan

Procurement and
Contract Management
ED]
e —

Legal Management Plan

Communication &
Stakeholder
Engagement Plan
e
Maori Outcomes
Strategy

Probity Management

Sustainability
Management Plan

S I
Health, Safety &

Wellbeing Management
ED]

Risk Management Plan

Asset Management Plan

[ |
Assurance and
Evaluation Plan

I

Cost & Financial
Management Plan

Delivery Project
Management Plan

Rail Safety Accreditation
Management Plan

Detailed Business Case
{Management Case)
I
Records and Information
Management Plan

Project Delivery

Operation & Maintenance

54 Organisational arrangeme

delivés{h
. Th\%scf will be governed by [XXX].
\é

Project resource and plonnigg?{r ger@t have also been outlined. The project will use a

The organisational arrangements requirgd f Project and the key project roles

and responsibilities are summarised b

[Insert Governance Oversight Stri

process of resource plannj onov forecast and plan workforce resources.

Data and information r ave also been developed, including the establishment

?ﬂrem
of protocols for the re %ond implementation of systems to ensure compliance and
interoperability. Q.

Arrangements sto@er and communications management are also detailed.

5.5 Integ d controls and reporting

Integrated ¢ ols and reporting arrangements have been developed and include how
a ade and documented, and key meetings to be implemented for the effective

decisio
mo&%en’r and oversight of the Project.
fr

Key eworks underpinning the integrated controls and reporting arrangements include:

Project health and safety, including work health and safety, safety in design and safety
during construction;

Cost management, including reporting, earned value management, end of month process
and project estimates;

Schedule management, including work breakdown structure, master schedules, contractors
schedules;
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Change confrol;
Risk and contingency management;

Environmental management; and

Quality management.

5.6 Project delivery

Arrangements for project delivery are detailed in the Project Management Plan, including:

engineering and design management;
how the Project impact assessments on land acquisition will be undertaken;
how procurement and contract management arrangements will be managed;

delivery management activities, including delivery, site investigations, utility service
relocations, and accommodation works; and

Project handover and closeout activities.
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[Drafting note: This section is work in progress and will be completed once the DBC
recommended project option and future entity options are understood.

It will summarise the key project changes required and change impact assessments (CIAs)
to ensure the next stage is set-up correctly and that the future delivery entities have the
appropriate capabilities, capacity and culture to deliver. This will be supported via tools
such as Kofter's change model or PROSCI, as needed.

This section also provides an overview of the key changes that will be attributable to the
Project, the rational for progressing with the Project and the consequences of not actively
managing these changes.]

6.1 Purpose

The purpose of this section is to define the organisational change management plans
required for the successful delivery of the preferred option fersthe Project.

During the Project’s development, changes will be requiredduring,defailed planning,
procurement, design, construction, and operations. To manhage changes, a Change
Management Plan and a Change Control Plan havesbaén deyvelgped OUtof Scope

X/ O

&

6.2 Change management framework

[This section will summarise the change management approach, such as Kotter’'s change
model or PROSCI, as needed. Fhe dpprodeh\will be confirmed after the governance
arrangements are furthepwnderstoed.]

6.3 Change (management principles and strategies

Principles of change management that have been taken into consideration during the
development offthe Change Management Plan are summarised in the following table.

Table Error! No text of(specified style in document.-5Change management guiding principles

Key Change Change Management Strategies

Focus on @utcomes and A focus on outcomes and benefits provides a line of sight for all

benefits change management activities to all stakeholders. The outcomes
and benefits may be different for each group of stakeholders. The
communication and change management may need to be
approached differently for each group of stakeholders.

Engage early An effective change program requires commitment throughout
ALR including, but not limited to, the project team. The
engagement of stakeholders in the formative stages of the project
is required for successful implementation.

The roles and responsibilities of stakeholders differ; some will help
shape the project/change vision and plans, while others will be
end users of the change.
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Key Change Change Management Strategies

Adopt a coordinated and Key messages are required to be defined and consistent
consistent change throughout the project. The change management strategy will
management approach incorporate:

supported by communication

e approach to change;
and engagement

e communication techniques;
e engagement strategies; and
e marketing strategies.

The individual impact of the changes must be considered in all
communication methods and techniques utilised.

Establish a culture of Change management activities should commence from pre-

continuous improvement implementation, continuing throughout the project
implementation. Opportunities to improve the effectiveness/of
these activities are critical to realising success.

The change management activities will ensure that o fityferproject
approach is maintained throughout the lifecycle of#4he project.

Communication of values and All stakeholder engagement and compunicationsaetivities must

alignment with ALR and XXX reflect ALR and XXX values. Demonstration of.how the project

values aligns with these values will befexpanded, upon and
demonstrated in the ALR Tearm €hdrter This Will build confidence
and respect for the project’andvits objectives.

6.4 Summary of key project changes

A summary of key changes, anticipated o drisethroughout the Project’s lifecycle is provided
in the following table. This is not an exhaustive list ef,albchanges that will arise as a result of
the project; rather, it is a high-level summary of thesmain changes that have been identified
as needing to be managed.

[To be developed once changes.dre'’knowminked to other Case dependencies to progress.]

Table Error! No fext of specified $tyle ih document.-6Key project changes

Phase Key change

Pre-Delivery | Detailed \
Planning !

Procurement

Delivery

Operations | Realisation

6.5 Chanhge communications

Chafges«communication activities will be consistent and adaptive to stakeholder
requirements throughout the Project lifecycle to ensure they are effective. The primary
change management communication activities include:

regular communications with key stakeholders involved in the Project within and outside of
ALR;

communicationroll out to the general public and local communities regarding the benefits
of the Project;

regular communications to ministers and other government departments to advise, inform
and seek guidance as appropriate; and
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more intensive focus groups, consultation or counselling sessions as needed for the Project

team members to gatherideas, provide information and seek feedback on proposed
changes (e.g. Business and Community Reference Groups).

The development of any media, community engagement and communications materials
will be undertaken in accordance with the [Community and Stakeholder Engagement and
Communications Strategy and other documents].

6.6 Change management plan

The Change Management Plan outlines the approach to managing the holistic change
created as aresult of the project. This involves capturing key changes and outlining how
these changes will be managed. The Change Management Plan provides:

the rationale for change and key changes;

expected benefits and the end state as a result of the project;

change management strategies and key stakeholders;

communication for change;

how changes will be monitored and reported through the ‘goyerngnce structure; and
resourcing, governance and risks fo changes.

The Change Management Plan will be reviewed, updated and re-issued as required
throughout the life of the project, and is provided in Appendix C, Attachment 1.

6.7 Change contro

6.7.] Overview

The Project willimplement change conftehthrough a Change Conftrol Plan. The Change
Control Plan will ensure the-Project has defined and structured processes for identifying,
assessing, implementing.and.managing the various aspects of change conftrol, including:

identifying the potentialineed foer'‘¢hange (change alert);

defining and assessing the change (change request development and approval);
planning for change;

planning and scheduling impacts;

budget impacgts;

stakeholder monagement; and

implementing and managing change within delegated authority limits.

The"Change Control Plan will also facilitate the management of project interfaces and the
correct sequencing of work packages for the Project.

From initiation to closure, the change conftrol process ensures the appropriate resources are
considering the change and providing direction to effectively manage it, while also balancing
impacts on Project objectives, cost, scope and schedule.

Aregister of changes will be maintained with any changes (proposed, approved,
implemented, and/or anficipated) to be communicated in line with the guidance in the
Change Control Plan.
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672  Change Conftrol Plan

The Change Control Plan is designed to:

outline the process by which changes will be controlled (i.e. identified, verified, assessed,
documented and accepted or rejected);

ensure that changes are raised and assessed in communication with the appropriate
stakeholders;

ensure all relevant governing bodies are notified to ensure changes and impacts are clearly
understood and actions are taken in line with the necessary delegations; and

define the roles and responsibilities in managing change.

The Change Control Plan is provided in Appendix C, Attachment 2.
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7  Benefits realisation

[Drafting note: This section is work in progress and will be completed once the DBC
recommended project option is further developed. It will summarise the benefits mapping
and approach, as set out in the Benefits Realisation Plan.]

/.1 Purpose

The purpose of this section is to outline the approach to managing the benefits to be
realised through delivering the Project.

The benefits analysis has been informed by the Investment Logic Map of multiple ¢ ,&
effect relationships, including benefits, objectives, outputs and outcomes as identified{inthe
Strategic Case.

/.2 Benefits management opprooch%Q/ &2
The Investment Logic Map identified the benefit c\%?ﬁio Qpec’red from solving the

different elements of the problem statement sho below. The measurable
benefits that have been identified align wit % ject objec’rives and KPls.

All benefits identified in the Strategic Case c@s
accounted for by a profile and included in t

the Economic Case have been
n‘s Realisation Plan.

% - "@ —

Poor integration of urban and conomic growth (25%) Unlocking sigmﬁcant urban development
1

transit systems suppresses the rease aI & employment density e :2' i 'ﬂnglﬂ e

supply of quality transit- Increased g and employment growth RbSioIm anciena s ing qua

supportive development, Integrated communities

increasing inequities and 2 %

reducing social cohesion (40%) cregseayco It¥ wellpelng (15%) 40%

KPI iF d quality of life

High reliance on private It er & safer environment (20%) A transport intervention that reduces
2

vehicles is adversely 2.1: Reduced carbon emissions Auckland’s carbon footprint

climate and increasi PI2.2: Improved health outcomes

from injury and p io 20%) 20%
3 Increasmg congestion is lmproved public transport accessibility (40%) A rapid transit service that:

worsening accessibili ObS. KPI 3.1: Improved access to employment, education & « Is attractive, reliable, affordable, frequent,

education and health Y -——» health services across Auckland —3» safeand equitable

and reducing eco KPI 3.2: Increased public transport capacity « Isintegrated with the current and future

productivity (40%) KPI 33: Reduced travel times public transport network

+ Improves access to jobs, education

Q and other opportunities.
40%

Fig rror! No text of specified style in document..linvestment Logic Map

7.3 Overview of benefits

A summary of the benefits to be measured is provided in Appendix D.

It is not expected that all metrics will be measured, baselined and tracked. Those benefits
that are recommended for realisation and tracking through the Project lifecycle are included
in the Benefits Register (attached to the Benefits Management Plan).

Additional benefits will be identified and defined as the project progresses.
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[Insert table summary extract from Benefifs Realisation Register.]

/4 Benefits monitoring, measuring, reporting and refining

Decisions and changes potentially impacting on benefits will be managed via the
governance structure, change conftrol, and processes described in the Governance Plan and
Project Management Plan.

Risks relating to benefits will be managed in accordance with the Risk and Contingency
Management Plan. High-level risks relating to the benefits outlined above include:

Monitoring and refining — the Project should be monitored throughout the procurenrent
and delivery phases to ensure it is on track to deliver the intended outputs stipulaied in
the DBC, and the proposed changes and enablers are on frack to enable bengfit
realisation.

Identifying emerging benefits — during procurement and deliverys additiondhklénefits may
be identified. A benefit profile should be created in the Benegfits MGnagement Plan and
included in the Benefits Realisation Register with stakeholder appfoval for realisation
following the completion of the key change or enableg= This/progessshould include both
emerging benefits and dis-benefits.; and

Reporting and realising early benefits — Benefits reporiing is’ conducted when benefits
start to be realised and measured. It is a confinuous” processthat commences as soon as
business change starts to be delivered..

7.5 Benefits ManagementPRlan
The Benefits Management Plan déscribes how:

the benefits of the investmentidn the Projecthave been identified, valued and developed to
date;

the Project benefits link foxihe strategic objectives and outcomes;
the roles and responsibllities fok the management and realisation of Project benefits; and

the managementef the kenefits throughout the Project lifecycle including measurement,
reporting andichangé.management.

The Benefits Mandgement Plan is provided in Appendix D.

Drafting notex©Other management plans — such as an Environmental Commitments Plan
can maybe go in this section also
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8 Risk management

[Drafting note: This section is work in progress and will be completed once the DBC
recommended project option and future entity options is further developed. It will
summarise the risk management approach, as set out in the Risk Management Plan.]

8.1 Purpose

The purpose of this section is to outline the approach, plans and processes for the effective
management of risks during the Project lifecycle.

8.2 Risk management framework 4 éz

Risk management is a structured approach to identifying, e&g @n’rrolling risks
that emerge during the Project lifecycle. By managing risk, Qpe% osts of the Project
are lowered or the expected benefits increased —risk an

it oyﬁh sides of the same
coin — and successful delivery depends on the effecﬁvii ification, management and

mitigation of risks.

The risk management framework for the Project e%e;oped in accordance with the

Waka Kotahi minimum standard Z/44 Risk m ctice Guide and the AS/NZS ISO
es the key steps of the risk

31000 - Risk Management. The figure bel m&e
management process and activities t will be@p' d for this Project.

The objectives of the risk monoge@épp@ are to identify, assess and mitigate risks
l,

where possible to an acceptabl continually monitor risks throughout the
remainder of the Project cs& sks o&o’rs emerge or change so that the strategic

objectives of the Project OG hlev§~

Risk analysis

4
A
Risk evaluation

Risk treatment

Monitoring and review

=
L
-
]
o
=
(72]
c
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3
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Source: Adapted from ISO 31000: Risk Management Guidelines
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[Drafting note: The Risk Appetite definition is to be further developed and discussed with
ALR. Initial draft risk tables are being developed in the Risk Management Plan.]

8.3 Risk appetite

8.4 Summary of key Project risks

A summary of key risks identified in the Detailed Business Case for the Project is provided in
the following table. This is not an exhaustive list of all risks that will arise as a result of the
Project; rather, it is a high-level summary of the key risks that have been identified as needing
to be mitigated.

A comprehensive risk register is attached to the Risk Management Plan.

[Insert table —To be developed once key risks are further developed - linked to ather Case
dependencies and entity analysis to progress.]

8.5 Risk [and Contingency] Management Rlan

The Risk and Contfingency Management Plan sets out amdnagement framework to ensure
that levels of risk and uncertainty are properly managedacrossthe life of the Project, and to
summarise the confingency management procesytopée applied.

The Risk and Contingency Management Plan défines:

the process to be adopted by the Project ta identify, @nalyse and evaluate risks to the Project;

the process by which risk mitigation strafegies wiltbe'developed and deployed to reduce
levels of risk to the Project;

the frequency at which risks will bé moehitorédyand reviewed, the process for review and who
will be involved;

the processes by which coptingency wilkbe calculated, allocated, utilised, returned and
reported;

roles and responsibilifies) for risk, and contingency management; and

the process and.requirements, for reporting on risk stafus, and changes fo risk status, within
the Project and fo ofherigovernance bodies in the structure.

The Risk and Contingency Management Plan is provided in Appendix E.
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AR AR

Description Consequence Current Proposed mitigation

Table Error! No text of specified style in document.-7Risk Register (Top 5 Risks)

Risk
Level

Governance alignment Pre- -Conversations with iwi / mana - Delay in court Critical eeting every 2 weeks with
(Mana whenua and whenua are not initiated early proceedings ! Mana Whenua at the kaitiaki
governance, leadership, Post- enough and their opportunity for - Litigation level.
and Kaitiaki alignment) FID !n\l/ol\f/emen‘r in key decision making _ Ministerial deaisio - Engagement at all three tiers.
15 1051 . that are misa o@ﬂ wit /) - Communication plan between
- Llosr?k OL_COE‘TST“CGT'QT?] Cl'(nd iwi & project plan and Mana Whenua.
reg?ffgfs 15 e ey - Impoirr% of - Meetings setups with Iwi
P . ) relo’rio?ip all t leadership.
~OPSEIIenE] SUIe B el e, le ’rret@ - Mana Whenua representative's
even ’r:\%ugfh por’mershlpl s | ,ﬁ( rshi (3) have been confirmed on the
supporiea a govqnonce evel. <0 itic out sponsor group (High level
- Speed c?rf ’rfjre project | T Q_._ pr e delay communication group).
- Inconsistent or non-relevan & . _TOC iointl tiated/cl
; = vals not obtained jointly negotiated/clear
conversation 4 @3 responsibilities
\/ ‘;\ - Investment in working
A \‘, relationships
@ - Talk ‘first policy’

of partner organisations

?\ ?\{ - Extensive Partner engagement

activity
- The proposed partnering and

?\ - Engagement at multiple levels

2 governance model seeks to
& address the issue of alignment.
- Deliberate one team culture
\ being implemented.
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Description

AR

Consequence

Current
Risk
Level

AR

Proposed mitigation

Insufficient Pre- - Insufficient number of site -Basalt discovered at a
geotechnical data and investigations, basalt ID is key to the later stage
(leading to additional Post- design of the project. - Amend alignment
investigations or FID - Identification of unidentified basalt _ Amend NoR
realignment post NoR in alignment Designation
submission) - Commitment to Mana Whenua'is - Design rework/and
to avoid the basalt. delays to design
progression.
- Rework to_avoiddasalt
andsassecCiated.partner
impacCts
- Flawed cast estimate.
N N
Construction inflation Pre-FID | - IBC escalation basis set to 2 Q_yro of being
(exceeding the escalation years 3% and 1 year 4% per Qlole OCe Sellverefd
rate predicted in the IBC annum, redlised escalation on\ o ep ase cos
phase forinvestment construction materials is gr. ’S\ P
decision) \‘
A @ I
Sponsor sustainability Pre-FID | - ALR project cafbon savings.not as - ALR project impact on
goals / expectation to high as expecatedwand / o significant entire fransport system
reduce carbon not costs to achigYe savings: carbon impact
being met - Upfrophcarbon investment (reduction).
paybgek period notksoon enough. - Additional investment
to reduce upfront
carbon.
-
Later project stages Post- -Costi ses leading to partial - Key benefits on which
cancelled or delayed FID co of the line, with sections the FID was made go

(leading to key benefits
not being realised)

unredalised.

Critical

Critical

Critical

Critical

- lmVéstigations conducted as
efficiently as possible

- Focus increase on desktop study
to mitigate early density ground
investigations

- Continued interface alignment
between design and funding
teams.

- August-September 2023 x3
rounds of Value Engineering /
Value Management with design
and cost estimation teams.

- Carbon management plan.

- Carbon reduction strategies for
upfront carbon.

-Prioritise sections of the line
around the CBD and Isthmus
which fie-in to existing transport
infrastructure.
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9 Stakeholder, engagement and
communications management

[Drafting note: This section will be developed in a future draft of the Management Case. It
will summarise the stakeholder, communications and engagement strategy, framework
and mapping, as set out in the (future) Stakeholder Engagement and Communications

Strategy/Plan.]
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[Drafting note: This section is work in progress and will be further developed. It will
summarise the [assurance activities] and post-implementation evaluation.

Still to be finalised whether the Governance Plan also includes assurance, or whether a
separate plan deals with assurance. Governance and assurance are interrelated and more
closely aligned than assurance and post project evaluation. Assurance is currently located
in the Governance Plan.]

10.1 Purpose

The purpose of this section is to outline the [assurance activities and] post-implementation
evaluation approach for the Project.

The Post-Implementation Review Plan is provided in AppendixF.

102  Project assurance

Summary of New Zealand Treasury gateway process:

: Develo
Project 4 [ 3 Develop | ake
Ph e T \ be mpetitive W ,
ase 2 Business Case sin Pr curement .

Execute Project A S
= e eoe
Establish Service

Documentation

NS \_/ ‘\‘/ N N NG
Gateway b
Review Raview o Review 1 'Rev1ew 2 Review 3 B ; Review 4 ) TesssaiyREviEwW
Busihess Justification Delivery Strategy Investment Decision Readiness for Service

Strategic Assessment >
& Optighs,

103 Post-implementafion evaluation

1031  Evaluation Spbject

The evaluation subject+is the Project. The Project is managed by XXX. [Insert description]

The Investment.logic Map for the Project is shown in the figure below. It illustrates the
infended flowOf cause and effect from inputs and activities through to outputs and
outcomes.Ni'may be further refined and validated during the evaluation.
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Problem Benefit

Unlocking significant urban development
potential, supporting a compact
urban form and enabling quality

1 Poor integration of urban and
transit systems suppresses the
supply of quality transit-

Increased urban density & economic growth (25%)
KPI 1.1: Increased residential & employment density
KPI1.2: Increased housing and employment growth

supportive development,
increasing inequities and
reducing social cohesion (40%)

High reliance on private
vehicles is adversely affecting
climate and increasing harm
from injury and pollution (20%)

Increased community wellbeing (15%)
KPI11.3: Improved quality of life

Healthier & safer environment (20%)
KPI1 2.1: Reduced carbon emissions
KPI12.2: Improved health outcomes

Integrated communities

40%

A transport intervention that reduces
Auckland’s carbon footprint

20%

3 Increasing congestion is Improved public transport accessibility (40%)
worsening accessibility to jobs, KPI 3.1: Improved access to employment, education &
education and health services, -3 health services across Auckland —
and reducing economic KPI 3.2: Increased public transport capacity
productivity (40%) KPI 3.3: Reduced travel times

A rapid transit service that:

+ |s attractive, reliable, affordable, frequent,
safe and equitable

* Isintegrated with the current a ture
public transport network

Improves access to jobs, ed @e 8

and other opportunities.

AO 40%

Figure Error! No text of specified style in document..2Investment Logic Mop‘\

O~

1032 Evaluation purpose

The purpose of the evaluation is to assess the appropriatehess, effectiveness and efficiency of
the Project. The evaluation will consider both the imdasnen’rcén of the Project and the
outcomes it has delivered.

Consequently, the evaluation has formative oﬁd summeaitive dimensions. The evaluation will
inform future Project proposal evaluation, %Dng ﬁvifj\{\lz Treasury/MoT/XXX's] approach to
Project delivery.

1033 Post-Implementation Evakgo’rion%k]n

The Post-Implementation Review=Plan o%ﬁnes how the Project will be evaluated in relation
to both the implemen’ro’rion‘tof the Project and the outcomes it has delivered. It includes:

4

the evaluation subject eand p‘urpose; A
the evaluation criteria o% quéstio s

the data requirements, me’rh&dology and risks of the evaluation;

the reporting and dissémination of the evaluation findings; and

the budget, timeframe-and resources required to undertake the evaluation.

\S
The Post-Implementation Review Plan is provided in Appendix F.
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1T Implementation and next steps

[Drafting note: This section will be developed in a future draft of the Management Case. It
will summarise key activities, timing and next steps fo implement the Management Case.]
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July WIP Management Case Assumptions (used as base to inform some of section 4; needs
updating as ALR Business Case evolves and agrees key decisions in preceding Cases).

Integrated transport solution is based on:
a) emerging preferred solution of segregated light metro with tunnels, viaduct and
driverless trains (GoA4) —i.e. not on-street comparator
b) Wynyard station is included within the CBC
c) Regional Terminal and International Terminal airport stations are included within the
CBC
d) Airport Commercial stationis excluded from the CBC - further engagement with AIAL
required
e) integration with and enabling the urban development solution (during project
procurement) based on:
i over-station developments
ii. precinct works around stations

Urban development scope broader than assumption 1.e) is outside ofthe scope“efthe CBC
Management Case.

(Note: While this is outside of scope, the benefits/value createdawould be identified and
included in the CBC Economic Case.)

Integration with other transport projects:

a) Other fransport projects are outside of the s€ope/Of the CBC Management Case i.e. the
project is delivered and will operate on-a'siand-alone basis (i.e. with no inter-
operability).

b) The project will be integrated from an overalkiransport network perspective e.g. in
terms of coordinating and providingyassengériinterchange with other systems and
timetabling, service levels etc,

Operations:
a) Auckland Transport (AT):
i is the confracjifg party for Ogerations
ii. will need to e “vp-skilled’~for GoA4 operations.

b) ALR Ltd, supported oy.and with input from AT, will procure a private GoA4 operator
and maintainer (during preject procurement) for a defined term. Operations and
maintenance will be bundléd with the delivery of key scope items (e.g. frains, signalling
and train gonfrol, linewide systems) to provide whole-of-life cost and performance
drivers.

c) The privaie GoA%operator and maintainer will be responsible for all operations and
maintenance’aetivities, except as set out in assumption 1.e), with a performance
regime that\drives customer and whole-of-life cost outcomes.

d) AT retainps_ficketing and farebox risk/responsibility, as well broader (multi-mode)
netwark infegration.

e) O&MNhadvisor (with GoA4 experience) will be engaged fo support project procurement,
waerking closely with ALR and AT.

f) / Rail Safety Regulator:

i. is the existing Waka Kotahi Rail Regulatory Services Group
ii. will need to be “up-skilled” for GoA4 operations
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Integrated transport delivery entity and transition to operations entity:

a) Delivers the solution in assumption 1, andis responsible for integrating with and
enabling the urban outcomes in assumption 1.e) and infegrating with the broader
fransport network in assumption 3.b) (during project procurement).

b) ALR Ltdis the confracting delivery entity i.e. keep/enhance current arrangements in
place during procurement and info delivery. Responsible for ‘Completion’ and then
handover to AT as the confracting operations entity.

c) At an appropriate time during the delivery phase (prior to the commencement of
operations), stand-up the final entity for operations management in parallel to testing
and commissioning. The contracting operations ‘entity’ will be a new division of AT.

d) The private GoA4 operator and maintainer will be the accredited operator from a Rail
Safety Accreditation perspective, with effective control.

e) ALR Ltd will require no legislative or regulatory changes or exemptions. ALR Ltd will be
reliant on various agents who control the exercise of existing relevant powers.

Delivery of urban development scope broader than assumption 1.e): Not part of the CBC
Management Case i.e. not delivered by ALR Ltd, but instead delivered via partnering with other
agencies or the market.

(Note: While this is outside of scope, the benefits/value created would besidentified and
included in the CBC Economic Case.)

Staging and extensions:
a) The project will be delivered in multiple linear sections.
b) ALR Ltd delivery entity remains in place for the delivefy_ of.€xtensions, 'which follow in
sequence from stage to stage i.e. retain full organisationresourcing.

Funding:
a) Via both Government and alternative financing selrces, ineldding private financing.
b) The project is affordable.

Ownership:
a) ALRLtd as contracting delivery entity is 100% &rown owned (as a Schedule 2: Crown
Entities Act company).
b) AT division as contracting operafing’ entity is, €rown owned (not AT owned).

Sponsors’ Forum (during delivery phase):"Will be\esfablished with AT, Auckland Council, MoT,
MoF, MHUD and Mana Whenua fepresentatives to monitor and oversee the ALR Ltd
contracting delivery entity’s performance.
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Appendix A: Governance Management




Appendix B: Project Management



Appendix C1&C2: Change Management




Appendix D: Benefits Realisation



Appendix E: Risk Management




Appendix F: Post Implementation Evaluation




Appendix G: Case Studies

e Canberra Light Rail

¢ Copenhagen

e Crossrail (UK)

e Cross River Rail (Aus)

e Docklands Light Rail (UK)
e DubaiMetro Q~
« Edinburgh Light Rai O

e Hong Kong MTR

Medellin SITVA Q
: Q)A ég

e Paramatta Light Rail

e Seattle Q ?“
« Sydney Light Rail Q/ Q~
e Sydney Metro Northwest % &

e Vancouver Sky Train v Q
A summary will be added here and key findings e<p/%ﬂ1e chvon’r pointsin the above
Management Case. @
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